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Business Report: Strategic. Recommendations for Basil’s Bakery

1. Overview of Case Study and Nature of the Problem

[bookmark: _Int_uUrCch0P][bookmark: _Int_YoA7bBDM][bookmark: _Int_HypMJHVL]Basil’s Bakery is an independent artisan bakery based in a retail park in Coventry, UK, specialising in high quality organic cakes, pastries, and breads. Since opening in 2015, the business experienced consistent sales growth. However, sales declined significantly following the COVID-19 pandemic and have remained approximately 25% below 2019 levels between 2023 and 2025. The main challenge affecting Basil’s Bakery is declining customer footfall caused by changes in consumer behaviour, including increased home working, retail park closures, and reduced daily visits from office and retail employees. Furthermore, rising operational costs, including rent, utilities, insurance, and unpredictable organic ingredient prices, have increased pressure on profitability. Basil must therefore identify a sustainable solution that improves customer accessibility, increases sales opportunities, and strengthens the long term viability of the business.

 2. PROPOSED SOLUTIONS

Solution One: Online Ordering and Delivery Service

The first proposed solution is to introduce an online ordering and local delivery service. Customers would be able to view Basil’s products online, place orders and select a suitable delivery time without needing to physically visit the retail park. This would directly address the reduction in customer footfall because customers who work from home, have left the retail park or live further away could continue buying Basil’s products.

[bookmark: _Int_lMjdzNAI]The solution would also allow Basil’s Bakery to reach customers beyond the immediate retail park. Digital channels can provide businesses with opportunities to communicate with customers and extend their market reach beyond traditional physical locations (Chaffey and Ellis-Chadwick, 2022). Basil could initially restrict deliveries to a small geographical area to control costs and assess demand before expanding. However, the delivery service would introduce other expenses, including delivery costs, online ordering technology, and potentially more staff. Basil would therefore need to carefully watch whether additional sales are sufficient to cover these costs.


Solution Two: Online Pre Ordering and Click and Collect

The second proposed solution is an online pre order and click and collect service. Customers would order products in advance through an online system and collect them from the bakery at an agreed time. This would directly address the long waiting times experienced by customers during busy periods.

[bookmark: _Int_qQMZWgjl]The system could also improve Basil’s ability to forecast demand. Knowing how many products have been ordered in advance would help him plan production and purchase ingredients more accurately. This could be particularly beneficial because the price and availability of organic ingredients are unpredictable.

[bookmark: _Int_chLYwUQO]Furthermore, click and collect would require less investment than a full delivery service because Basil would not necessarily need to employ delivery staff or buy additional delivery equipment. However, its main limitation is that customers would still have to travel to the retail park. Consequently, it may not fully address the decline in footfall caused by home working and the closure of neighbouring businesses.
3a. EVALUATION OF THE TWO PROPOSED SOLUTIONS USING GRID ANALYSIS

[bookmark: _Int_0tAOvBIm][bookmark: _Int_49dytnAV][bookmark: _Int_1oib284p][bookmark: _Int_1ZdrWMJb]Grid Analysis can be used to compare alternative solutions against predetermined criteria. Each criterion is given a weighting according to its importance, while each solution is scored from 1 to 5. The weighted score is calculated by multiplying the weighting by the solution score.

	Criteria
	Weight
	Delivery Service Score
	Delivery Weighted Score
	Click and Collect Score
	Click and Collect Weighted Score

	Potential to increase sales
	5
	       5
	25
	3
	15

	Cost of implementation
	4
	       3
	12
	5
	20

	Ease of management
	4
	       3
	12
	5
	20

	Customer convenience
	5
	       5
	25
	4
	20

	Long-term growth potential
	5
	       5
	25
	3
	15

	Total
	
	               
	99
	
	90



[bookmark: _Int_51TaAG9v][bookmark: _Int_Kor3tpDC]The Grid Analysis indicates that both solutions are practical, but the online ordering and delivery service achieves the higher overall score of 99 compared with 90 for click and collect. Although delivery has greater implementation and management requirements, its ability to increase customer accessibility and create added sales opportunities makes it the stronger option.


 3b. EXPLANATION OF RESULTS AND PREFERRED SOLUTION

The results show that the online ordering and delivery service provides the greatest potential for addressing Basil’s primary business problem. Click and collect performs strongly in relation to cost and ease of management, but it stays dependent on customers travelling to the retail park. This does not fully resolve the reduction in physical footfall.

The delivery service, in contrast, enables Basil’s Bakery to reach customers who are no longer regularly present at the retail park. This is particularly relevant because some office workers now work from home and several loyal customers have lost their retail park employment. The preferred solution is therefore an online ordering and local delivery service. Although it presents greater operational challenges, it offers stronger long term growth potential and better reflects changing customer expectations for convenience (Kotler and Armstrong, 2021).



4a. RISK ANALYSIS OF THE SELECTED SOLUTION

The introduction of an online ordering and delivery service presents several risks. The first is financial risk, as Basil may need to invest in website development, ordering technology, marketing, and delivery arrangements while the bakery is already experiencing increased overheads. A second risk is operational capacity. Basil handles producing the bakery’s products, meaning more delivery responsibilities could increase his workload and potentially affect product quality.

[bookmark: _Int_Z5fdQXsv][bookmark: _Int_TmBJQkn7][bookmark: _Int_3MXHy9jJ]There is also a demand risk. If insufficient customers use the delivery service, the added costs may outweigh the revenue generated. Finally, delivery delays or incorrect orders could negatively affect customer satisfaction and the bakery’s reputation. These risks can be reduced by introducing the service gradually, limiting the first delivery area, establishing clear delivery procedures, and regularly monitoring financial and customer performance.





4b. EXPLANATION OF RESULTS AND FEASIBILITY OF THE SELECTED SOLUTION

The risk analysis shows that the proposed delivery service carries identifiable risks, but these are manageable through careful planning and phased implementation. Importantly, supporting the current business model also presents a significant risk because sales have still been approximately 25% below the 2019 level for several years.

[bookmark: _Int_uc0OQZjJ][bookmark: _Int_PTgxP7Hp][bookmark: _Int_LxbgsLOD][bookmark: _Int_1eA2q7OT][bookmark: _Int_IyY96VXj][bookmark: _Int_YcqcZcjc][bookmark: _Int_E2fccDFY]The proposed solution is therefore considered workable because Basil does not need to establish a large delivery operation immediately. He can begin with a small local delivery area and a limited number of delivery periods each week. Customer demand can then determine whether the service should be expanded. A phased approach reduces financial exposure while allowing Basil to identify operational problems before committing further resources. This makes the solution appropriate for a small independent business with limited resources.



5a. IMPLEMENTATION PLAN

	Activity
	Timescale
	Responsibility

	Conduct customer research and find delivery demand
	Weeks 1–2
	Basil

	[bookmark: _Int_UwdasjF6]Identify suitable online ordering system
	Weeks 3–4
	Basil

	Establish product range, delivery area, and delivery charges
	Weeks 3–4
	Basil

	Develop and test online ordering system
	Weeks 5–7
	Basil/Website Provider

	Establish delivery procedures and recruit delivery assistance if required
	Weeks 7–8
	Basil

	Test system with a small number of existing customers
	Weeks 9–10
	Basil/Staff

	Officially launch local delivery service
	Week 11
	Basil

	Promote service through social media, existing customers, and local businesses
	Weeks 11–12
	Basil

	Monitor sales, costs, and customer feedback
	Monthly
	Basil

	Conduct formal evaluation and decide whether to expand
	Month 6
	Basil


[bookmark: _Int_k9rUwgKO][bookmark: _Int_1DwMmChL][bookmark: _Int_qFAMgweG]The first stage should involve researching existing and potential customers to find demand for delivery. Basil should then select a suitable online ordering system and establish a manageable delivery area. Before launch, the system should be tested to ensure that orders can be received, processed, and delivered accurately.

[bookmark: _Int_4gN3Zc7u][bookmark: _Int_HNurYS1b][bookmark: _Int_i6lcjIcw]The service should initially operate on a trial basis. Basil can then use customer feedback and sales information to identify areas for improvement. If the trial shows sufficient demand, the service can gradually be expanded.

5b. REASONS FOR THE ACTIVITIES, TIMINGS, ORDER AND RESPONSIBILITIES

[bookmark: _Int_PSIJ9iH8][bookmark: _Int_y8KGy6Yg][bookmark: _Int_8qaxGgpx]The activities are arranged sequentially to ensure that Basil makes decisions based on evidence rather than assumptions. Customer research is placed first because understanding customer demand reduces the risk of investing in a service that customers may not use. The ordering system and delivery arrangements are developed afterwards because they depend on the information gathered during the research stage.

[bookmark: _Int_v0PVd1rg][bookmark: _Int_FEwbLEef][bookmark: _Int_mkRAEcIo][bookmark: _Int_jQeUsHRV][bookmark: _Int_voPDJAiN][bookmark: _Int_DC4MKs3W]Testing is conducted before the official launch so that technical or operational problems can be identified without affecting a large number of customers. Basil should remain responsible for overall management because he understands the bakery and its customers, while specialist technical support can be used where necessary. Monthly monitoring ensures that problems are identified quickly and improvements can be made.





6a. KEY PERFORMANCE INDICATOR AND SMART OBJECTIVES

[bookmark: _Int_CJhVPKAc]The primary Key Performance Indicator (KPI) will be monthly online sales revenue generated through the delivery service. This KPI is appropriate because the main purpose of the proposed solution is to increase sales and reduce the bakery’s dependence on declining physical footfall.

[bookmark: _Int_9GbAWwEc]The SMART objectives are:
· Specific: Introduce an online ordering and local delivery service for Basil’s Bakery.
· Measurable: Achieve online delivery sales equivalent to at least 15% of total monthly sales within six months.
· [bookmark: _Int_edaTLAxr]Achievable: Begin with a limited local delivery area and expand only when demand is demonstrated.
· Relevant: Increase sales and customer accessibility in response to declining retail-park footfall.
· Time bound: Launch the service within approximately 11 weeks and conduct a formal performance evaluation after six months.




6b. MONITORING AND EVALUATION

[bookmark: _Int_rqSjRtIF][bookmark: _Int_4LsLUHo8][bookmark: _Int_eocedXWT]Monitoring involves the continuous collection and analysis of information while the delivery service is being implemented. Basil should record the number of online orders, monthly delivery revenue, average order value, delivery costs, customer complaints, delivery times, and repeat purchases. Customer feedback should also be collected to identify problems with ordering, product quality, or delivery.

[bookmark: _Int_DumNiH7s]Evaluation should take place periodically, particularly at the six-month point. Basil should compare online sales performance with the SMART target of achieving 15% of total monthly sales. He should also compare overall sales with previous years to determine whether the new service is contributing towards reversing the decline.

[bookmark: _Int_EUewmaIh]If performance exceeds expectations, Basil could consider expanding the delivery area or increasing delivery days. If performance is below target, he could review pricing, marketing, delivery charges, or the product range. This demonstrates the importance of using monitoring and evaluation as an ongoing management process rather than simply assessing the decision once.
7. KEY FINDINGS
· Basil’s Bakery has experienced a sustained decline in sales following the COVID-19 pandemic.
· Sales between 2023 and 2025 remained approximately 25% below the 2019 level.
· Reduced retail park footfall is a major cause of the problem.
· Increased home working has reduced demand from office workers.
· Retail-unit closures have further reduced the attractiveness of the location.
· Rising rent, utilities, insurance, and organic ingredient costs have increased financial pressure.
· An online delivery service offers the strongest opportunity to increase customer accessibility.
· Grid Analysis produced a higher score for delivery than click and collect.
· [bookmark: _Int_q19mYFwd][bookmark: _Int_FSUTrLPN]The selected solution is feasible if introduced gradually and monitored carefully.
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