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1. [bookmark: _Toc234397062]Overview of Basil’s Bakery

Basil’s Bakery is a small artisan business, opened in 2015, based in a Coventry retail park, and is accessible to nearby offices and warehouses. The bakery is known for producing contemporary, high‑quality baked goods made exclusively with organic ingredients. 
After steady growth from 2015 to 2019, sales collapsed during 2020 significantly due to post‑lockdown challenges and have since remained 25% below pre‑pandemic levels. Decline in footfall due to shop closures, redundancies and remote working have affected revenue. 
Operational limitations such as lack of delivery service and inconsistent telephone availability for pre‑orders has also impacted sales growth. Rising overheads and unpredictable organic ingredient costs are straining profitability, placing additional financial pressure. 
Despite having a formidable reputation and demand from loyal customers the bakery is facing structural and environmental challenges that threaten its long‑term sustainability unless strategic changes are implemented.












2. [bookmark: _Toc234397063]Proposed Solutions

2.1 [bookmark: _Toc234397064]Solution 1

Introduce a dual product range: organic premium + standard alternatives

A dual product range diligently tackles Basil’s stagnation, as it allows implementation of a tiered pricing strategy. The bakery is currently serving a diverse customer base with a single, “one‑size‑fits‑all” model. By offering both organic premium and standard alternatives, the bakery moves from an undifferentiated offer to a segmented market strategy, and new growth pathways, increasing perceived value, and stimulating demand through product variety.
According to Kotler and Keller (2016) this segmentation enables businesses to push two distinct value propositions. Whilst satisfying health conscious, sustainability driven consumers looking for ethically sourced products with higher willingness to pay. This also captures price sensitive customers who prioritise affordability, without alienating them and increasing overall revenue.

Full summarisation of this solution can be found in Appendix A.












2.2 [bookmark: _Toc234397065]Solution 2 

Shift to a hybrid business model: in‑store + online + delivery

Shifting to a hybrid business model is strongly supported; by combining in‑store service with online ordering and delivery option, allows businesses like Basil’s to meet diverse consumer expectations for convenience and accessibility. Hybrid model also adheres to modern business practises, improving operational efficiency and allowing the bakery to adapt competently to market variations such as changes is consumer trends, as well as technological changes (Abdalla et al., 2025).
Furthermore, Adair (2022), explained choosing solutions that expand options and increase responsiveness strengthens long‑term performance, making a hybrid model a bullet-proof way out of stagnation for businesses such as Basil’s Bakery.  

Full summarisation of this solution can be found in Appendix B.













3. [bookmark: _Toc234397066]Evaluation of solutions

Introduce a dual product range: organic premium + standard alternatives

	Plus 
	Minus 
	Interesting 

	Improves basket value through upselling (coffee + pastry combos). 

“Retailers that increase customers’ average basket size will benefit from earning more revenue via fewer transactions”.
10 Ways to Boost Your Customers’ Average Basket Size - NewStore | NewStore
(NewStore, 2023)

+5

	Introducing new product lines for standard alternative may affect reputation value of an Artisan Baker and weaken brand identity.












-5
	Business expansion and new avenues can now be explored such as catering, cooperate orders and meal deals. 













+3

	Resilience strategies (against environmental factors and overheard increase).

+3
	Can be difficult to adjust mindset and keep up with innovations. 


-2
	Expansion to a wider audience. Reflecting real consumer behaviour.


+3


	Diversifies suppliers to reduce dependency on a single organic provider, reducing risk. 

+4
	Introducing standard alternative will mean batch production, therefore more manpower.

-4
	Can review whether full organic sourcing aligns with long‑term strategy.



+3

	Can increase footfall and impulse buy.






















+3
	Standard alternative products may overshadow the demand for organic premium products, therefore a risk of cannibalisation. 

Research suggests promotional or cheaper alternative products in food retail can create significant cannibalisation; increased sales of discounted items reduce sales of full‑priced products. (Aguilar‑Palacios, Muñoz‑Romero and Rojo‑Álvarez, 2021).



-5
	Capturing two markets at once. Growing demand for organic and sustainable products, but at the same time some customers still prefer affordable options. 

Consumer preferences in the bakery sector have changed towards healthier, premium, and convenience‑focused products, indicating changes in purchasing behaviour. (Singh et al., 2024).








+5

	  
TOTAL: +15
	  
TOTAL: -16
	  
TOTAL: +14



Therefore: Overall Total = +13


Shift to a hybrid business model: in‑store + online + delivery.

	Plus 
	Minus 
	Interesting 

	Can increase footfall and interest from new customers.





+4
	Online and delivery orders can be unpredictable.  





-4
	Online service and delivery option can reach new audiences.





+4

	Adapting to modern business practises.

Innovation is increasingly shaped by rapid technological developments, requiring businesses to adapt proactively to remain sustainable. (Brooks, Weatherston and Wilkinson, 2010).
+5
	Technological issues may arise with online orders, such as system crashing or not aligning with current stock availability. 







-4
	Social media is part of the hybrid model, platforms like Instagram and TikTok can function as shopping channels.








+4 


	Reaching out to a wider audience, rather than relying on loyal customers. 

+4
	Peak‑time demand from walk‑in customers may clash with surges in online orders.

-4
	Online orders can be pre-ordered and therefore catering and wholesale orders can be considered.

+3

	Enables loyal customers who are now WFH to continue their loyalty, as they can now benefit from delivery service. 



+4
	Issues with delivery drivers such as preserving quality of products and cancellation may affect customer experience, and brand damage. 

-4
	Online platforms provide valuable data (customer preferences, buying habits),
helps improve marketing and stock decisions.



+4

	Better customer experience, offering convenience of online, pick up in-store and delivery.


+5
	Customers may expect lower online prices or offers.




-3
	Adapting to modern business practises; meeting changes in consumer trends. Hybrid businesses often use digital systems to track stock in real time.

+3

	Business resilience
(If one channel slows, others can still generate revenue).

+4
	
	

	 
TOTAL: +26
	  
TOTAL: -19
	  
TOTAL: +18



Therefore: Overall Total = +25

Adapted from: Proctor, T (2019) Creative Problem Solving for Managers 5th Ed. Routledge. Page 262






4. [bookmark: _Toc234397067]Implementation plan

4.1 [bookmark: _Toc234397068]Smart objectives

Name the problem you are solving: Stagnation of an establish artisan bakery.

Name the solution you are providing: Shift to a hybrid business model: in‑store + online + delivery. 
	TASK
	WHAT

	WHEN
	WHO

	DONE

	1. Evaluate hybrid model costs
	Compare online ordering systems, approve digital platform, negotiate delivery partnerships, review financial resourcing for website, marketing, packaging, and staffing.

Curtis & Mont (2020), define hybrid models as strengthened sustainability for businesses, as it combines access-based service with traditional management, to improve productivity.
	1st – 8th  August 2026


	Finance Team

Company Director/ Business Owner (Basil)
	Budget forecast completed.

Project funding approved.

	2. Build online ordering system
	Develop and maintain ordering platform. 

Purchase and register domain
	1st – 31st  August 2026


	IT Department/ Web Designer

Finance Team
	System built and gone live. Costs monitored and approved.

	3. Introduce delivery options 
	Partner with delivery platforms (Deliveroo, Uber Eats, Just Eat).
Set delivery zones and minimum order values to protect margins.
	1st–14th August 2026


	Marketing Team


Company Director
	Partnerships established.

Delivery parameters set. 

	4. Build and strengthen digital marketing
	Daily social media promotion, engage in live streaming, run paid ads.

In the digital era resilience depends on a business’s capability to adapt quickly to technological change (Diandra & Hidayah, 2021).
	1st – 8th August 2026


	Marketing Team



Store Manager

	Social media pages created. 

Promotions monitored.

	5. Modernise in‑store operations 
	Implement pre‑order collection point. 

Manage click‑and‑collect, and customer queries.
	1st – 6th August 2026


	Store Manager

Front of House Staff
	New processes implemented.

Staff follow daily checklist.

	6. Staff training
	Digital skills training; demonstrate new systems. 

Conduct operational briefing.
	14th August 2026 


	Store Manager

IT department
	One‑to‑one training completed. 

Materials and guidelines distributed.



Adapted from: Institute of Leadership & Management (2013) Super series Solving Problems and Making Decisions. 5th Ed. Page 102. Routledge.







4.2 [bookmark: _Toc234397069]Key performance indicators (KPIs) 

ILM (2013) highlights that a measurable objective is necessary before any action is taken. 
Implementation Plan (Bullet‑Point Version) 
Adapted from ILM (2013) Super Series: Solving Problems and Making Decisions, 5th Ed., p.102 
Timescales:
ILM (2013) Realistic timescales ensure progress and prevent delays.
· Week 1–2: Select online platform, design website, set up payment systems.
· Week 4: Launch click‑and‑collect service.
· Week 7–8: Begin digital marketing campaign. 
· Month 3: Review performance and make adjustments.
Implementation Steps: 
ILM (2013) emphasises that implementation must follow a logical formation.
· Set up the online shop with product photos, descriptions, and real‑time stock.
· Train staff on multi‑channel orders and digital systems.
· Promote the new services through social media.
Monitoring:
ILM (2013) states regular monitoring is critical to ensure implementation is working.
· Track online vs in‑store sales weekly.
· Monitor delivery ratings and customer feedback.
· Analyse product performance to refine the range.
Review:
ILM (2013) emphasises that reviewing outcomes allows the business to analyse and progress strategically.
· Assess whether the hybrid model increased sales and reduced stagnation.
· Identify operational issues and refine processes.
· Plan further enhancements.

ILM (2013) is abbreviation for Institute of Leadership & Management (2013).
Full KPI evaluation can be found in Appendix C.

















5 [bookmark: _Toc234397070]Conclusion 

This report examined the structural and environmental challenges affecting Basil’s Bakery and evaluated strategic options to improve long‑term sustainability. The analysis reveals that reduced footfall, rising overheads, and limited operational capacity have stagnated performance since 2020, while changing consumer behaviour continues to influence demand. 
The findings indicate that adopting a hybrid business model provide viable opportunities to increase revenue, expand customer reach, and strengthen resilience. In light of the data gathered in section 3 of this report, it demonstrates implementing these changes, supported by measurable KPIs discussed in section 4, will enable Basil a viable solution out of stagnation. According to Diandra and Hidayah’s (2021) systematic review highlights that business resilience in the digital era is increasingly defined by an organisation’s capacity to adapt to rapid technological change, integrate digital tools, and maintain operational stability during periods of disruption.

Full Conclusion can be found in Appendix D.
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7 [bookmark: _Toc234397072]Appendices 
7.1 [bookmark: _Toc234397073]Appendix A 

Shift to a hybrid business model: in‑store + online + delivery

Abdalla et al. (2025) further argues that hybrid models, which integrate physical operations with digital platforms, significantly increase business resilience, as well as consumer reach. For Basil’s Bakery, adopting a hybrid approach would expand its customer base, retain loyal customers, reduce reliance on footfall, and create new revenue streams. Making it a strategically justified solution.

According to Adair (2022), effective decision‑making to improve operational resilience requires businesses to adopt flexible and adaptive solutions that reduce uncertainty. Moving to a hybrid business model that integrates in‑store operations with online ordering and delivery reflects this approach, as it enables Basil to respond to changing consumer behaviours and external pressures. 


















7.2 [bookmark: _Toc234397074]Appendix B

Introduce a dual product range: organic premium + standard alternatives

Singh et al. (2024) assessed, recent consumer trends in the bakery sector. And, confirmed that there is a rising demand for healthier, natural, and modern bakery products, driven by lifestyle choices. This indicates there is still a place in the in the market for Basil’s Bakery. 

However, implementing a dual product range provides a strategic pathway out of stagnation. Premium products generate higher margins. Standard products maintain high volume. Kotler and Keller (2016) emphasise that differentiated product tiers increase market coverage, strengthen competitive positioning, and reduce stagnation.

The Institute of Leadership & Management (2013) highlights that effective decision‑making (in business) involves evaluating several options and implementing solutions that maximise sustainable benefits while reducing risk. Introducing a dual product range reflects this approach. 













7.3 [bookmark: _Toc234397075]Appendix C

Key Performance Indicators (KPIs)

Using the ILM (2013) implementation plan ensures the hybrid business model is launched systematically, with clear objectives, responsibilities, resources, and monitoring. This structured approach reduces risk, improves decision‑making, and supports the bakery in overcoming stagnation through modern, multi‑channel operations.

Timescales: 
ILM (2013) Realistic timescales ensure progress and prevent delays. 
· Week 1–2: Select online platform, design website, set up payment systems.
· Week 3: Test online ordering internally and train staff on digital tools.
· Week 4: Launch click‑and‑collect service.
· Week 5: Partner with delivery platforms. Test packaging durability and delivery processes.
· Week 6: Launch delivery service.
· Week 7–8: Begin digital marketing campaign.
· Month 3: Review performance, sales should be progressing steadily and make necessary adjustments. Set new goals to continue increasing profit margins.
Implementation Steps: 
ILM (2013) emphasises that implementation must follow a logical formation.
· Set up the online shop with product photos, descriptions, and real‑time stock.
· Introduce click‑and‑collect to reduce queues and reorganise in‑store layout.
· Launch delivery services with appropriate packaging and minimum order parameters.
· Train staff on handling multi‑channel orders and digital systems.
· Promote the new services through social media.
Monitoring:
ILM (2013) states regular monitoring is critical to ensure implementation is working.
· Track online vs in‑store sales weekly (using data feed, graphs and charts).
· Monitor delivery ratings and customer feedback/reviews.
· Review order accuracy and speed to identify digital setbacks and technological issues.
· Analyse product performance to refine the range and waste levels.
· Analyse peak ordering times to adjust staffing. 
· Conduct staff performance review to ensure the hybrid model is sustainable.
Review:
ILM (2013) emphasises that reviewing outcomes allows the business to analyse, and progress strategically.
· Assess whether the hybrid model increased sales and reduced stagnation.
· Identify operational issues and refine processes (packaging, staffing, marketing).
· Adjust product range based on demand patterns.
· Update the website with new products or flash sales, e.g. “Happy Hour”.
· Plan further enhancements such as loyalty programmes.



7.4 [bookmark: _Toc234397076]Appendix D

Conclusion: Final synthesis

The assessment identified clear opportunities for recovery through the implantation of a hybrid business model, which will allow innovation of technological advancement to align with contemporary retail trends and offer a balanced approach to improving competitiveness in a dynamic market environment. 
Business resilience in the digital era is increasingly shaped by how effectively business owners respond to rapid technological change. By integrating digital tools and restructure operational processes to remain competitive. Diandra and Hidayah (2021) emphasise that resilience now depends on a business’s ability to foresee digital disruptions, adapt its operations, and constantly learn from innovated technologies. This perspective aligns with digital transformation, where businesses must adopt new digital capabilities, streamline workflows, and strengthen decision‑making systems to survive volatility. This supports the argument that resilience is no longer about surviving a crisis (or a pandemic); however, it is relevant to adapt to digital innovation to build flexible, strategist business models that can progress as technology advances.
Therefore, it is recommended that Basil’s Bakery implement a hybrid business model combining in‑store sales, online ordering, and delivery services to increase reach, reduce stagnation, and improve overall business performance.
Looking ahead, ongoing monitoring through clearly defined KPIs will be essential to ensure the strategies provide are a realistic pathway for increasing revenue, expanding customer reach, and enhancing resilience against market volatility. 




8 [bookmark: _Toc234397077]Glossary

Cannibalisation is when a business’s new product or service interrupts the revenue away from its existing products, rather than increasing total profit.
Distinct value propositions are simply different, but clearly defined reassurances of value that a business offers to specific customer subdivisions. Each value proposition focuses on a unique benefit, solving a particular problem better than competitors.
Consumer Behaviour refers to the processes, decisions, and actions individuals or groups take when they select, purchase, use, and dispose of products or services. Consumer purchasing choices are shaped by psychological, social, economic, and cultural influences.
Segmented Market Strategy is a marketing approach in which a business divides a broad market into smaller, distinct groups of consumers who share similar characteristics, needs, or behaviours, and then tailors products, pricing, and communication to each segment. 
Strategic Positioning is how a business chooses to compete, the specific place it wants to occupy in the market and the distinct value to their consumers. It determines what the company stands for, who it serves, and how it wins.
Strategic Pathway is the specific route a business chooses to move from its current position to its desired future position. Giving a clear structured direction for long‑term growth and competitive advantage.
Tiered Pricing Strategy is when a business offers multiple price levels for products or services, each tier delivering various levels of value, quality, or features.
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