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Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil's Bakery is a small independent artisan bakery located in a Coventry retail park that has experienced a noticeable decline in sales since the COVID-19 pandemic. Although business improved once restrictions were lifted, sales have remained around 25% lower than in 2019. The biggest challenge facing the bakery is the drop in customer footfall, largely caused by hybrid working, retail store closures and fewer people visiting the retail park (Office for National Statistics, 2026). These issues have been made worse by rising overheads and the unpredictable cost of organic ingredients, making it increasingly difficult for the business to remain profitable. As Kotler and Keller (2016) explain, businesses need to adapt to changes in their external environment if they are to remain competitive, highlighting the need for Basil to reconsider his current way of operating.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Bakery Membership and Loyalty Programme
A bakery membership and loyalty programme would encourage existing customers to visit more regularly by rewarding repeat purchases with benefits such as exclusive discounts, free products after a set number of purchases and early access to seasonal items. Customer loyalty programmes are widely used to strengthen relationships with existing customers, as retaining current customers is often more cost-effective than attracting new ones (Kotler and Keller, 2016). This approach would help Basil increase repeat business, improve customer retention and create a more consistent income stream, while reinforcing the bakery's reputation for quality and customer service.
Solution B: Pop-up Bakery Stalls
Introducing pop-up bakery stalls at local markets, business parks and community events would allow Basil to reach customers who no longer visit the retail park. Rather than relying solely on people coming to the bakery, this approach takes the business directly to potential customers and increases brand awareness within the local area. Pop-up retailing has become an effective way for small businesses to test new markets, attract different customer groups and increase sales without the cost of opening another permanent location (Pomodoro, 2013). This solution would reduce Basil's reliance on declining retail park footfall while creating new opportunities to grow his customer base.
Task 3b) Evaluation Results and Justifications
The results of the PMI evaluation (see Appendix 1) indicate that the pop-up bakery stall is the most suitable solution for Basil's Bakery. The evaluation was based on four criteria: cost, ability to increase sales, impact on customer reach and long-term sustainability. Greater weighting was given to customer reach and long-term sustainability because the main problem facing the bakery is the continuing decline in footfall rather than a lack of customer loyalty.
Although the loyalty programme is a relatively low-cost option and would help encourage repeat purchases, it relies on existing customers continuing to visit the bakery. In contrast, the pop-up bakery stall creates opportunities to reach new customers in different locations, increasing brand awareness while reducing the business's dependence on the retail park. For this reason, the pop-up bakery stall achieved the strongest overall result and provides the best opportunity to support long-term business growth.
Task 4b) Justifications for the Implementation Plan
The implementation plan has been organised into a logical sequence to reduce risk and give the pop-up bakery stall the best chance of success (see Appendix 2). Researching suitable locations is the first step because there is little value in investing time or money before identifying where demand is likely to be highest. Once the locations have been selected, obtaining any necessary permissions and preparing the required equipment ensures Basil can trade safely and professionally from the first event. Marketing is scheduled before the launch to build awareness and encourage customers to visit the stall. Basil would oversee the planning, baking and day-to-day running of the pop-up stall, while any additional staff could assist with serving customers during busier periods. The final review stage is included to assess sales performance and customer feedback, allowing any improvements to be made before attending further events. This staged approach helps minimise unnecessary costs while supporting future business growth.
Task 5b) Justifications for the KPI and SMART Objectives
The KPI and SMART objectives outlined in Appendix 3 have been chosen because they provide a clear way of measuring whether the pop-up bakery stall is helping Basil achieve his main goal of increasing sales and reaching new customers. Sales revenue has been selected as the primary KPI because it provides a direct indication of whether the new approach is generating additional income. While customer feedback and visitor numbers are useful, increased sales will ultimately determine whether the solution is financially worthwhile.
The SMART objectives ensure that progress can be measured over a realistic timeframe. Setting specific sales targets, monitoring the number of new customers and collecting customer feedback allows Basil to evaluate both the financial performance of the pop-up stall and how well it is being received. Including a clear deadline also makes it easier to review progress and decide whether any changes are needed. As Doran (1981) explains, SMART objectives help organisations create goals that are clear, measurable and achievable, making them more effective for monitoring performance and supporting informed business decisions.

Task 7) Key Findings
[bookmark: _Hlk208302504]
· The biggest issue facing Basil's Bakery is the steady decline in customer footfall, which has reduced sales despite the business offering high-quality artisan products.
· The fall in customer numbers is linked to changes in shopping habits, hybrid working and the closure of several retail units, all of which have reduced the number of people visiting the retail park.
·  After comparing two possible solutions, the pop-up bakery stall was considered the stronger option because it allows Basil to reach customers in different locations instead of relying on people visiting the bakery.
·  Introducing the pop-up stall in stages gives Basil the opportunity to test the idea, monitor sales and customer feedback, and make improvements before expanding further.
· Measuring monthly sales against clear SMART objectives will help Basil judge whether the new approach is improving business performance and decide if it should become a permanent part of the business.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Bakery Membership and Loyalty Programme

	Plus
	Minus
	Interesting

	Low implementation cost. +4
	Does not attract many new customers. -5
	Could be managed through a simple mobile app or loyalty card. +1

	Encourages repeat purchases from existing customers. +3

	Success depends on customers continuing to visit the retail park. -2
	Customer spending habits could be analysed to improve future promotions.
+1

	Strengthens customer loyalty and relationships.
+2
	Discounts and rewards may reduce profit margins.  -2
	Seasonal rewards could help promote new products.
+1

	Provides a more consistent level of repeat business.
+1
	Benefits may take time to influence customer behaviour -2
	Could be combined with other marketing initiatives in the future. +2

	
TOTAL: 10
	
TOTAL: -11
	
TOTAL: 5



[bookmark: _Hlk210816971]Therefore: Overall Total for Bakery Membership programme = 4


	Pop-Up Bakery Stalls

	Plus
	Minus
	Interesting

	Reaches customers outside the retail park. +5
	Requires additional preparation and transport.
-1
	Different locations can be tested before committing long term. +2

	Increases brand awareness across Coventry. +4

	Stall fees and event costs will increase expenses.
-2
	Pop-up events can be used to advertise the main bakery.
+1

	Creates opportunities to attract completely new customers.
+3
	Sales may vary depending on weather or event attendance.

-1
	Customer feedback can help identify future business opportunities.
+3

	Reduces reliance on declining retail park footfall.
+2
	May require temporary staff during busy events.
-2
	Seasonal markets could generate significant additional revenue. +1

	
TOTAL: 14
	
TOTAL: -6
	
TOTAL: 7



Therefore: Overall Total for Name Pop-Up Bakery Stalls = 15

Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining customer footfall resulting in reduced sales at Basil's Bakery.
Name the solution you are implementing Basil's Bakery on the Go – a pop-up bakery stall operating at local markets, business parks and community events.

	Task
	What
	When
	Who
	Done

	1
	Research suitable locations, including local markets, business parks and community events to identify where customer demand is highest.
	Week 1
	Basil
	Completed research

	2
	Secure any required permits, confirm event bookings and purchase portable equipment such as display tables, signage and food storage containers.
	Week 2
	Basil
	Secured permits

	3
	Promote the pop-up bakery stall through social media, in-store posters and customer word-of-mouth before the first event.
	Week 3
	Basil
	Completed promotion event

	4
	Launch the pop-up bakery stall, monitor sales and customer feedback, then review performance after one month before expanding to additional events.
	Weeks 4–8
	Basil (temporary staff if needed)
	End of pop-up stall




Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

		



	


Launch Basil's Bakery on the Go at selected local markets and community events to attract new customers and increase overall monthly sales




	Achieve a 15% increase in monthly sales revenue within six months of introducing the pop-up bakery stall, while recording customer numbers and sales at every event.





	The target is realistic because Basil already produces high-quality artisan products and can use existing equipment and ingredients while gradually introducing the pop-up stall at carefully selected events.





	The objective directly addresses the bakery's biggest challenge of declining customer footfall by taking the business to locations where potential customers already shop, work and socialise.





	Review sales performance and customer feedback after six months to determine whether the pop-up bakery stall should be expanded, modified or continued.
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