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Introduction
This document identifies the challenges Basil's Bakery faces and suggests a recovery strategy. The analysis outlines the reasons behind the reduction in sales, provides two potential solutions, and applies the PMI technique to both. The preferred solution is detailed, including implementation and the means for monitoring progress.
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Figure 1: Basil Bakery (breads) 
Source: (de Sortiraparis, 2021)
[bookmark: _Toc233919481][bookmark: _Toc233941173]1. Case Study and Problem Analysis
Basil's Bakery, located in a Coventry retail park, is independently owned. As an artisan baker, Basil specialises in cakes, pastries, and breads with a contemporary style and made with high-quality organic ingredients. Business was positive in the early years after the original 2015 opening and continued to grow. Following the disruption in 2020, business sales did not return to the pre-2020 levels. The years 2023 to 2025 are forecasting sales at 25% below the 2019 baseline. The primary concern is the reliance on customer foot traffic to the retail park where the bakery is located. According to PwC (2025), UK retail foot traffic is still below pre-pandemic measures, supporting the conclusion that the basis of Basil's concern is a change in shopping habits more than a concern about his business practices.
[bookmark: _Toc233919482][bookmark: _Toc233941174]2. Possible Solutions
[bookmark: _Toc233919483][bookmark: _Toc233941175]Solution 1: Local wholesale supply to cafés, farm shops and independent retailers
Basil could start a small wholesale supply service to local cafés, farm shops, and independent retailers. He would no longer have to rely on retail park customers. He could now sell some of his breads, pastries and cakes in local shops and cafés in Coventry and the surrounding areas. This would allow the bakery to sell in many more places and would help create more reliable ordering because the shops would need to order in advance to stock them. Mucha (2024) states that customers are attracted to craft bakery items when there is good availability of the product and awareness is good.
[bookmark: _Toc233919484][bookmark: _Toc233941176]Solution 2: Experience-led bakery events and tasting sessions
Tasting sessions and seasonal product launches, along with baking demonstrations and special workshops, would help customers see the bakery as a place to visit for an experience rather than a place to visit to make a quick purchase during lunch breaks. Retail customer experience has an emotional, sensory, and social component. Because of that, customers might appreciate the setting and experience instead of just the product. Although events depend on customer participation and will be limited by the time that is available for Basil, potentially driving estimated sales down.
[bookmark: _Toc233919485][bookmark: _Toc233941177]3a) PMI Evaluation of Proposed Solutions
The PMI assessment indicates Basil’s Bakery may lessen its reliance on retail park walk-in customers. Selling supplies to cafés, farm shops, and independent retailers may provide Basil with added income and allow her to better plan her production around orders. Unfortunately, she may have to deliver supplies at an unsustainable early morning hour to trade customers and will also likely be forced to sell at lower prices that will detrimentally affect her profit margin. On the plus side, this wholesale supply option, combined with either a weekend sampling of supplies and/or a weekend bake sale, will provide advertising for her product and will increase her engagement with customers.
[bookmark: _Toc233919486][bookmark: _Toc233941178]3b) Preferred Solution
A local wholesale supply to cafés, farm shops and independent retailers is the preferred solution. This option is preferred as it tackles the primary concern of low footfall more directly. Instead of allowing the retail park to become bustling with customers, Basil can supply to locations that customers are already visiting.
[bookmark: _Toc233919487][bookmark: _Toc233941179]4a) Proposed Timescale
Basil should implement his wholesale supply strategy over a gradual period of twelve weeks. He should spend Weeks 1 - 2 assessing his current product lines and deciding which products he wishes to offer on wholesale supply, likely to be his sourdough loaves, bread rolls, croissants, traybakes, and some of his packaged cakes. He should aim to avoid any highly fragile, more difficult to transport, or those likely to lose their product integrity and freshness more quickly.
Basil should determine ingredient, packaging, labour, and delivery costs for each product during Weeks 3-4. He will then determine a profitable trade price and create a basic wholesale menu. This will include product choices, order minimums, deadlines, and delivery/collection times.
Basil should call at least 10 local cafes, farm shops, and independent food retailers during Weeks 5-6 and offer these contacts sample boxes with an invitation to place a small trial order. Basil should start supplying only two or three of these contacts during Weeks 7-8, to see if this works. During Weeks 9-12, he should analyse profit margins, sales, rejections, delivery, and customer feedback to determine if he will target more wholesale customers.
[bookmark: _Toc233919488][bookmark: _Toc233941180]4b) Justification of Implementation Plan
The first focus of the implementation plan is product selection. Basil is initially restricted to products that are easy to wholesale and transport. He must be careful not to offer the full range of the bakery products at the start, as this will complicate the process. Restricting the product range at first will help him control the workload and maintain the quality.
Pricing must be carefully considered before making customer contact, as it must ensure profit from wholesale pricing. Offering low prices could mean a higher volume of sales, offsetting the loss per sale, but could also mean more sales and growing losses for the business. Since Basil is a small business owner with a small team, the trial is further limited to 2-3 trade customers. According to the OECD (2021), operating small businesses within new markets, using innovative digital methods, or changing operational practices can be beneficial, but small businesses face restrictions of time, money, and capacity. 
[bookmark: _Toc233919489][bookmark: _Toc233941181]5a) KPI and SMART Objectives
Key Performance Indicator:
The overall KPI would be the wholesale gross profit reported as a percentage of total gross profit for the week. This KPI would provide Basil with the necessary information to assess if wholesale trade is creating a profit and not just an increase in the sales count.
SMART Objectives:
Specific: A wholesale sales channel would be established by Basil’s Bakery for the sale of a selected range of artisan breads, pastries, and cakes to local cafés, farm shops, and independent retailers.
Measurable: The target of this objective would be the establishment of 3 wholesale customers, with wholesale orders contributing at least 15% of total weekly gross profit.
Achievable: This objective is realistic as the small range of products will only be available to very few trade customers for the duration of a 12-week trial.
Relevant: Achieving this objective will lessen the reliance on retail customers due to reduced foot traffic in retail locations and will produce a greater customer base outside the bakery.
Time-bound: Basil’s Bakery aims to achieve this goal within six months of the start of the wholesale trial.
[bookmark: _Toc233919490][bookmark: _Toc233941182]5b) Monitoring and Evaluation
Basil should assess the performance of wholesale customers weekly using a new tracking system. The system should include fields for the name of the trade customer, the type of product purchased, order quantity, selling price, ingredient costs, packaging costs, the time of delivery or pick up, what was sent back, and payment status. This will help Basil understand the profitability of each wholesale customer. According to Papulová et al. (2021), measuring performance allows SMEs to evaluate their progress and adjust to challenges more appropriately.
Basil should also measure performance using non-financial metrics. Delivery and order fulfilment should be measured, as should quality of feedback, repeat orders, and complaints. If customers request lower prices and margin orders, Basil should not accept these orders. If demand on his time and resources becomes too great, he should either reduce the offerings of the wholesale menu or the number of wholesale customers.
After twelve weeks, Basil should evaluate the total gross profit of wholesale orders compared to a typical monthly gross profit of retail orders. If wholesale orders significantly improve gross profit and product quality is not compromised, he should add one new trade customer at a time. If profit does not improve, he should reconsider the pricing strategy, limit the distance of delivery, or offer only the most profitable products.
[bookmark: _Toc233919491][bookmark: _Toc233941183]6) Key Findings
· Basil’s Bakery faces the challenge of customer foot traffic, not product quality.
· The increase in work-from-home culture has caused a loss of regular shopping foot traffic.
· Costs for supplies, utilities, rent, and insurance have gone up and are affecting the finances.
· Offering a local wholesale service can help Basil reach customers beyond the shopping centre.
· Cafés, independent farm and craft shops, and other independent retailers can provide a more consistent income every week.
· Expanding the business with new experiential products that showcase the baking skills may generate interest and improve sales; however, these are likely to be only short-term sales.
· The better strategy is a small wholesale service as the first step of a larger business expansion.
· The most adequate measure for the new service is the gross profit from sales every week.
[bookmark: _Toc233919492][bookmark: _Toc233941184]Conclusion
Basil’s Bakery needs a wholesale supply strategy as it builds on existing skills and offers to new customers outside the retail park. A small number of trade customers, along with a limited product range, will help Basil test the new market, protect quality, and rebuild sales over time.
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	PMI Element
	Short Evaluation

	Plus
	Wholesale supply would reduce Basil’s dependence on retail park footfall by selling products through cafés, farm shops and independent retailers. It would also help Basil plan production better because orders would be confirmed in advance.

	Minus
	Wholesale supply may increase pressure on Basil’s workload because trade customers may expect regular early deliveries. Profit margins may also fall if wholesale prices are too low.

	Interesting
	Wholesale supply could later be combined with weekend tasting sessions or bakery events. This would allow Basil to earn a regular weekday income while also improving customer engagement and brand awareness.
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