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[bookmark: _Toc237899556]1. Overview of Case-study                                   
Basil’s Bakery is a small bakery in Coventry. It is having problems because fewer customers are visiting, more people are working from home, shopping habits have changed, and costs are increasing.
We focus in two possible solutions:
1. Digital ordering and click-and-collect – this would make it easier and quicker for customers to order food. 
2. Adding new products – the bakery could sell more vegan, gluten-free, sugar-free, healthy and seasonal products. 
After comparing both ideas using a PMI analysis, adding new products was chosen as the better option. This could help the bakery attract new customers, get existing customers to buy again and increase sales.
The bakery would first ask customers what products they want. Then, it would make and test new products before launching the most popular ones. Customer questionnaires would be used to get feedback. The aim is to get feedback from at least 50 customers in one week, choose three products to test and check sales over three months.
2. Two Proposed Solutions
[bookmark: _Toc237672312][bookmark: _Toc237755264][bookmark: _Toc237899557]2.1 Solution A: Digital Ordering and Click-and-Collect 
The first solution is for Basil’s Bakery to introduce online ordering, pre-ordering and click-and-collect through a website, with a mobile app possibly added later.
Customers could order before visiting, which would save time, reduce waiting and make shopping more convenient. It could also help the bakery plan production better, reduce food waste and improve efficiency.
In the future, the bakery could add delivery, loyalty programmes and personalised promotions using customer order information.
However, there are some disadvantages. The system would cost money to set up, staff would need training, and technical problems could occur. Some customers may also prefer ordering in person or by phone.
[bookmark: _Toc237899558]2.2 Solution B: Product Diversification 
The second solution is to add new products to Basil’s Bakery to meet changing customer needs.
Possible new products include healthier foods, vegan and gluten-free pastries, sugar-free products, seasonal items, breakfast foods, lunch boxes and celebration cakes.
Adding more choices could help the bakery attract new customers, especially people with special diets. It could also encourage existing customers to visit more often and spend more money. Seasonal and limited-time products could give customers a reason to return.
A wider range could also help Basil’s Bakery stand out from competitors and keep up with changing shopping habits.
However, there are some risks. New products may cost more to make, staff may need extra training, and unpopular products could lead to food waste and financial losses.
[bookmark: _Toc237672315][bookmark: _Toc237755267][bookmark: _Toc237899559]3.1 Evaluation of Solution A 
The digital ordering and click-and-collect solution has some good points. It would make ordering easier for customers, reduce waiting times and help Basil plan how much food to make.
However, it would also have some problems. The bakery would need to pay for the system, train staff and deal with possible technical issues. Some customers may also prefer ordering in person.
There are also some interesting opportunities, such as using customer information to create loyalty programmes, delivery services and online promotions.
[bookmark: _Toc237672316][bookmark: _Toc237755268][bookmark: _Toc237899560]3.2 Evaluation of Solution B
Product diversification has many benefits. It can help Basil’s Bakery attract new customers, offer more choices and encourage customers to come back. It could also attract people who want vegan or gluten-free products.
However, there are some disadvantages. New products may cost more to make, some may not sell well, and staff may need extra training.
There are also opportunities to use seasonal products to attract customers and use customer feedback to decide which new products to make.
[bookmark: _Toc237899561]3.3 Preferred Solution 
Product diversification is the best choice for Basil’s Bakery because the main problem is falling sales.
Adding new products could help the bakery attract new customers, encourage existing customers to return and increase the amount customers spend.
There are some risks, such as higher costs and products not selling well. However, these risks can be reduced by asking customers what they want and testing new products in small amounts.
[bookmark: _Toc237672322][bookmark: _Toc237755274][bookmark: _Toc237899562]4. Implementation Plan 
The plan has four stages. Basil should first find out what customers want before spending money on new products.
[bookmark: _Toc237899563]Stage 1: Research Customers
Basil will use questionnaires and competitor research to find out which products customers want, such as vegan, gluten-free, healthy and seasonal products.
New dates: 17 August – 21 August
Responsible: Basil and bakery staff
[bookmark: _Toc237899564]Stage 2: Develop and Test Products
The bakery will make small amounts of new products and ask customers for feedback about taste, quality, appearance and price. This will help reduce waste and costs.
New dates: 24 August – 4 September
Responsible: Basil and bakery staff
[bookmark: _Toc237899565]Stage 3: Launch New Products
The most popular products will be added to the bakery’s range. Basil can promote them through social media, posters, special offers and product deals.
New dates: 7 September – 18 September
Responsible: Basil and bakery staff
[bookmark: _Toc237899566]Stage 4: Review Results
Basil will check sales, customer feedback, profits and food waste. Successful products will stay, while products that do not sell well can be changed or removed.
New dates: 21 September – 16 October
Responsible: Basil and bakery staff
Overall, the plan helps Basil introduce new products carefully, reduce risks and focus on products that customers actually want.
[bookmark: _Toc237672324][bookmark: _Toc237755276][bookmark: _Toc237899567]5.1 Key Performance Indicator (KPI) 
The main KPI is customer feedback collected through questionnaires.
Basil will ask customers what new products they would like, their dietary needs, preferred prices and whether they would buy the products.
The aim is to get responses from at least 50 customers. Basil can then look at the results and see which products are most popular.
For example, if 35 out of 50 customers want a product, this means 70% are interested. Basil can then choose the most popular products to test.
Overall, customer feedback will help Basil understand what customers want and make better decisions about new products.
[bookmark: _Toc237672325][bookmark: _Toc237755277][bookmark: _Toc237899568]5.2 SMART Objective 
The SMART objective is to get feedback from at least 50 customers in one week, choose at least three popular products to test, and check if these products increase sales within three months.
The objective is:
· Specific: It clearly explains what Basil needs to do. 
· Measurable: Basil can count questionnaires and track sales. 
· Attainable: Questionnaires are cheap and easy to complete. 
· Relevant: It helps the bakery understand what customers want and increase sales. 
· Time-bound: The feedback will be collected in one week and sales will be checked for three months. 
Overall, this SMART objective will help Basil make better decisions based on customer feedback and sales results.
[bookmark: _Toc237672326][bookmark: _Toc237755278][bookmark: _Toc237899569]6. Key Findings and Recommendations 
Basil’s Bakery is facing falling sales because fewer customers are visiting, more people are working from home, nearby businesses have closed, and customer shopping habits have changed. Rising costs are also reducing profits.
Two solutions were considered:
· Digital ordering and click-and-collect could make buying easier and reduce waiting times. 
· Product diversification could attract more customers and increase sales. 
Product diversification is the recommended solution. Basil should introduce products such as vegan, gluten-free, healthier, sugar-free and seasonal options.
The bakery should start slowly by asking customers what they want and testing new products in small amounts. Successful products can then be launched and promoted. Basil should also monitor sales, customer feedback, profits and food waste.
Product diversification should be introduced first, while digital ordering could be added later to make buying more convenient.
[bookmark: _Toc237899570]7. Conclusion – Simple Summary
Basil’s Bakery is facing falling sales because fewer customers are visiting and shopping habits have changed. Rising costs are also reducing profits.
Two solutions were considered: digital ordering and click-and-collect and product diversification.
Although digital ordering could make buying easier and reduce waiting times, product diversification is the better choice because it can attract new customers, offer more choices, encourage repeat visits and increase spending.
Basil should introduce new products carefully by researching customer needs, testing products, launching the most successful ones and checking their performance.
Overall, product diversification could help Basil’s Bakery increase sales and improve its future performance while reducing unnecessary costs and waste.
Basil a measurable target for collecting customer feedback and selecting products for testing.
Overall, a customer’s led approach to product diversification gives Basil’s Bakery the best opportunity to increase sales, improve customer satisfaction and strengthen its long-term competitiveness.
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Appendix 1 

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	Convenient for customers
	Website setup cost
	Collecting customer data

	Reduces waiting times 

	Staff training 
	Future loyalty programme

	
Better production planning 
	Technical issues 
	Can expand into delivery option

	
Low implementation cost compared with full physical expansion
	Some customers prefer telephone or in person ordering
	Solid online presence


Total +4




	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Attracts new customers 
	Higher ingredients cost

	Opportunity to reach new markets

	
Increases customer choices and generate more revenue 
	Some products may not sell
	Seasonal products create excitement

	
Encourages repeat purchases
	Staff may require training
	Customer feedback can shape future products


 Total +3 





Appendix 2 
Implementation Plan


	
	What
	How

	WHEN

	WHO


	1
	Research customer needs and identify new products
	Ask current customers what new products they would like. Also, look at what other bakeries are selling to find new ideas, such as vegan, gluten-free, sugar-free and seasonal products.

	3rd August – 7th August 


	 Basil Bakery employee



	2
	Develop and test new products
	Make small amounts of the chosen products for customers to try. Ask them for their opinions about the taste, quality and price.

	10th August – 21st August


	Basil Bakery chef/ employees 



	3
	Lunch the new product range 


	Introduce the most popular products and promote them through social media, posters and promotions in the bakery. Offer special deals and product bundles to encourage customers to try them.

	24th August- 4th September


	Basil Bakery staff



	4
	Review and improve the new products
	Check sales, customer feedback, profits and food waste. Keep the products that sell well and change or remove products that do not sell well.
	7th September – 30th September
	Basils staff







Appendix 3 

The Key Performance Indicator 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Collect customer feedback using a short questionnaire about new products.

	Ask at least 50 customers to complete the questionnaire and calculate the percentage of customers interested in each product.
	Yes. Basil can ask customers in the bakery to complete a short questionnaire. This is simple and low-cost.
	This will help Basil understand what customers want and choose the new products that are most likely to increase sales.
	Complete the questionnaire within 1 week.



