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Overview of Case-Study
Basil’s Bakery was established in 2015 as an independent artisan bakery. The business is known for its high-quality organic baked products and convenient location in a Coventry retail park. However, between 2023 and 2025 sales remained an average of 25% below the 2019 level. 
The case study highlights several factors contributing to this problem including declining customer footfall, increasing operational costs, shop closures and changes in consumer behaviour due to hybrid working.
Customers have also requested delivery and pre-order services which Basil is currently struggles to provide. These factors combined with increasing costs for utilities, rent, insurance and organic ingredients are creating financial pressure and threatening the bakery’s long-term viability.
Proposed Solutions
· Solution 1: Introducing local delivery services and online pre-order 

Basil’s Bakery could introduce an online ordering system that allows customers to pre-order products for collection or local delivery. This would respond to changing customer behaviour, particularly customers who work from home and no longer visit the retail park regularly. Online pre-ordering could reduce waiting times during busy periods and improve customer convenience. Delivery would also allow Basil to reach customers outside the retail park, potentially increasing his customer base and sales. Furthermore, digital ordering could provide information about customer demand, helping Basil forecast production, manage stock and reduce food waste. Perera et al. (2024) highlight the importance of demand forecasting in managing changing costs and production requirements. However, Basil would need to consider the initial costs of digital technology and delivery logistics.

· Solution 2: Developing strategic partnerships and a customer loyalty program 
[bookmark: _Int_UrOACyKl][bookmark: _Int_ub0YAbiG]A second solution would be to develop partnerships with nearby offices, warehouses and other local businesses by providing scheduled deliveries of fresh bakery products. This could create a more predictable source of income and reduce Basil’s reliance on retail park footfall. Basil could also introduce a digital loyalty scheme offering customised discounts and rewards to encourage repeat purchases. This could improve customer retention and increase brand visibility. Strategic partnerships could also diversify the bakery’s revenue streams and help reduce the impact of declining retail footfall. Battisti and Brem (2021) suggest that partnerships can support new approaches to value creation. Overall, this solution would build on Basil’s reputation for high-quality products while responding to changing customer purchasing habits.


Evaluation of Solutions
[bookmark: _Int_AxE3MT3a]The PMI analysis (see Appendix 1) shows that both solutions have potential benefits for Basil’s Bakery. However, Solution A has more direct benefits because it addresses the decline in customer footfall, hybrid working and customers’ increasing demand for online ordering and delivery. Based on the PMI analysis, Solution A has been selected as the best solution for Basil’s Bakery.
[bookmark: _Int_8Fl4iKOy][bookmark: _Int_JrNfjMSS]The main reason for choosing Solution A is that it can help the bakery respond to declining customer footfall and changes in customer behaviour. Customers who work from home or cannot visit the retail park regularly would be able to order products online and either have them delivered locally or collect them at a convenient time. This would make purchasing more convenient and could help Basil’s Bakery reach customers who may not currently visit the physical store. Asawawibul et al. (2025) found that factors including service quality, technology usage, transportation time and cost can influence customer satisfaction in e-commerce logistics. This supports the potential for an online ordering and delivery system to improve the customer experience.
Solution A could also help Basil’s Bakery improve demand forecasting and stock management. Online pre-orders would provide information about which products customers want before production takes place. This could help the bakery plan production more effectively, reduce the risk of shortages and potentially reduce food waste. Perera et al. (2024) highlights the importance of demand forecasting in food manufacturing, making this relevant to Basil’s Bakery.
Another benefit is that online pre-ordering could encourage customers to engage with the bakery through a digital platform. Wang et al. (2024) examines consumers’ continued participation in online pre-sales, supporting the use of online pre-ordering as a way of encouraging customer participation and creating a more convenient purchasing process.
There are some disadvantages to Solution A. The bakery would need to invest in an online ordering system, delivery arrangements and staff training. There could also be ongoing delivery costs and additional operational pressures. However, these risks could be reduced through careful planning and gradual implementation, such as introducing local delivery within a limited area before expanding the service. The potential benefits of reaching more customers, improving convenience and gaining better information about demand outweigh these initial disadvantages.
Solution B, which involves developing strategic partnerships and a customer loyalty programme, could also benefit Basil’s Bakery by encouraging repeat purchases and creating new business opportunities. However, developing successful partnerships may take time and require suitable businesses to be identified and agreements to be established. A loyalty programme would also require resources to manage rewards and customer information. Although partnerships can create value within retail, as discussed by Battisti and Brem (2021), Solution B does not address the decline in physical customer footfall as directly as Solution A.
Overall, Solution A is the stronger option because it directly responds to the key problems facing Basil’s Bakery while also providing longer-term benefits. It can help the bakery reach customers who may not regularly visit the retail park, improve convenience, support demand forecasting and potentially reduce food waste. Although there are initial costs and implementation challenges, these can be managed through a gradual approach. Therefore, Solution A should be prioritised because it offers the most practical and immediate response to Basil’s Bakery’s current challenges while also supporting its future competitiveness.

Risk analysis (See Appendix 2)
Introducing online pre-orders and local delivery could benefit Basil’s Bakery, but there are some risks. Initial setup costs for digital systems and staff training could have a high financial impact. Technology failures and delivery delays could reduce customer satisfaction and affect the bakery’s reputation. Increased staff workload could also affect product quality during busy periods. These risks can be reduced by introducing the system gradually, training staff and using reliable third-party delivery services. Basil should regularly monitor the service to identify problems and act quickly.
The risk analysis shows that Solution A is possible for Basil’s Bakery but there are some risks that need to be managed. 
The highest risks are the initial setup costs, technology failure and increased staff workload, which all scored 6.
Delivery delays and poor customer adoption scored 4 so they are lower risks. Basil can reduce these risks by introducing online ordering gradually, training staff and using reliable delivery services. 
Overall, I think Solution A is feasible because it can help Basil reach more customers and increase sales if the risks are managed carefully.

Implementation Plan (See appendix 3)
I chose this order because Basil needs to plan and understand customer needs and costs before setting up the online ordering system. Staff training is important, so employees know how to manage orders and customer service correctly. Testing the system before launching it can help Basil find and fix any problems. Advertising the service will help attract customers and increase awareness. Basil should be responsible for choosing suppliers, managing the budget and making important decisions. Employees can manage orders and customer service, while external technology and delivery providers can manage the platform and deliveries. Basil should then check sales and customer feedback to see if the solution is working and make changes if needed.
Key Performance Indicator (see appendix 4)
Basil can monitor the success of Solution A by checking the number of online orders, sales, customer feedback and delivery times. 
These results can be checked every month and can be compared with the targets in Task 6a. If online orders and sales increase it will show that the new service is working. Customer feedback can also help Basil identify any problems with ordering or delivery. 
If the targets are not being reached Basil can make changes to improve the service. This will help Basil understand whether online ordering and delivery are benefiting the bakery.
Findings
· Basil should use KPIs from the online ordering system and review them monthly
· Declining customer footfall, hybrid working and rising operating costs are creating challenges for the bakery
· Online pre-orders and local delivery are effective solutions because they can help Basil reach more customers and make ordering more convenient
· A clear implementation plan will give staff clear responsibilities and timeframes
· Basil can use performance results and customer feedback to identify problems and make improvements
· Overall, Solution A is a suitable and feasible option for Basil’s Bakery and could support future growth
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Appendices.
Appendix 1
· PMI FOR SOLUTION A: local delivery services and online pre-order
	P
	M
	I

	Reaches customers who work from home or no longer visit the retail park +6

	Initial cost of setting up an online ordering system and delivery service -4
	Online orders could provide useful information about customer demands and popular products +3 

	Increase customer conveniences by allowing customer to preorder and avoid long waiting times +5
	Delivery creates more costs such as fuel, staff time and packing -4
	Basil could use order data to improve production planning and reduce food waste +3

	Pre order could make periods easier to manage and reduce queues +4
	Basil may need more staff or time to manage online orders and deliveries -3
	The service could help Bails adapt to the increase in customers working from home +2

	Could increase sales by reaching customers outside the retail park +5
	Customers may expect fast and reliable delivery which could be difficult whiles basil is busy baking -3
	Basil could initially offer delivery only to a limited local area and expand it if demand is strong +2

	+20
	-14
	+10


=+16
PMI FOR SOLUTION B Developing strategic partnerships and a customer loyalty program
	P
	M
	I

	Partnerships with local businesses could introduce Basil’s Bakery to new customers +4
	Setting up and maintaining partnerships could take time and effort -3
	Basil could partner with nearby offices to provide regular cake, pastry or bread orders +3


	A loyalty programme could encourage existing customers to return more often +5
	Discounts and loyalty rewards could reduce profit margins -4
	A loyalty programme could provide useful information about customer buying habits +3

	Could improve customer relationships and encourage repeat purchases +3
	Customers may not use the loyalty programme enough to make it worthwhile -3
	Partnerships could create opportunities for joint promotions with other local businesses +1

	Could help Basil build a stronger reputation within the local community +3
	Basil would need to manage the programme and keep track of rewards -2
	Basil could offer rewards based on purchases rather than giving large discounts +1

	+15
	-12
	+8


= +11

Appendix 2
	Risk
	Likelihood
	Impact

	High first setup costs
	2
	3

	Technology/system failure
	2
	3

	Delivery delays
	2
	2

	Increased staff workload
	3
	2

	Poor customer adoption
	2
	2




Appendix 3- Implementation Plan
	Step
	[bookmark: _Int_1NTPmUzq]What needs to be done
	Who?
	When?

	1
	Choose an online ordering system
	Basil
	Week 1

	2
	Set up the online ordering system
	Basil / IT support
	Week 2

	3
	Train staff
	Basil
	Week 3

	4
	Test online orders and deliveries
	Basil and staff
	Week 4

	5
	Start online ordering and delivery
	Basil and staff
	Week 5

	6
	Advertise the new service
	Basil and staff
	Week 5

	7
	Check customer feedback and sales
	Basil
	Weeks 6–8

	8
	Make changes if needed
	Basil
	After Week 8



Appendix 4.
	KPI / SMART objective
	Target

	Online orders
	Reach 50 online orders per month within 3 months.

	Sales
	Increase bakery sales by 10% within 6 months.

	Customer satisfaction
	Achieve at least 80% positive customer feedback within 3 months.

	Delivery
	Complete 90% of deliveries on time within 3 months.







