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Overview of Case Study

Basil's Bakery is a small, independent artisan bakery established in 2015 and located within a retail park in Coventry, UK. The business specialises in high-quality organic breads, cakes and pastries, attracting shoppers, retail employees, office workers and warehouse staff. Between 2015 and 2019, the bakery experienced consistent year-on-year growth in sales. However, the COVID-19 pandemic in 2020 caused a significant decline in customer footfall and revenue due to national lockdown restrictions.

The root problem affecting Basil's Bakery is a sustained decline in customer demand resulting in reduced sales and profitability, making the current business model increasingly unsustainable.
The problem is therefore not simply that sales have fallen; rather, the bakery has not adapted sufficiently to the changing market conditions following the pandemic.

[bookmark: _Hlk205980222]Critique issues that are contributing to the root problem is one of the most significant external factors is the reduction in visitors to the retail park. Basil has observed that fewer people are shopping there and that many retail units remain vacant after businesses close. This creates a negative cycle: fewer retailers attract fewer shoppers, which further discourages new businesses from opening.


Solution A: Introduce an Online Ordering, Click and Collect and Delivery Service.

Proposed Solution:
The proposed solution is to introduce an online ordering system that includes click and collect and local delivery services; customers would be able to place orders through a website or mobile application, choose a convenient collection time, or have the purchases delivered to their home or workplace.

Explanation:
The introduction of an online ordering system would modernise Basil's Bakery by making it easier for customers to purchase products without visiting the shop or waiting in long queues. Customers could browse the bakery's menu, place orders in advance, make secure online payments, and select either collection or delivery. Click and collect would allow customers to choose a collection time, enabling Basil to prepare orders in advance and reducing congestion during busy periods. 

Justification:
The solution would help Basil resolve the root problem and regain customers who now work from home or have been made redundant from nearby retail businesses. Rather than relying solely on passing trade, the bakery could continue serving these customers wherever they are located. This would reduce the business's dependence on footfall, which has remained below pre-pandemic levels.


Solution B: Introduce a Customer Loyalty Scheme and Promotional Offers

Proposed Solution:
The proposed solution is to introduce a customer loyalty scheme supported by regular promotional offers. This could include a loyalty card where customers receive a free item after a certain number of purchases, discounts during quieter periods, or special offers on seasonal products.

Explanation:
A loyalty scheme rewards customers for making repeat purchases and encourages them to visit the bakery more frequently. For example, customers could receive a stamp each time they make a purchase, with every tenth purchase earning them a free coffee, pastry or loaf of bread. Basil could also introduce meal deals, student discounts, or promotions such as "Buy One, Get One Half Price" during quieter times of the day.

Justification:
The root problem affecting Basil's Bakery is declining sales caused by fewer customers visiting the retail park. A loyalty scheme would encourage existing customers to return more often, helping to increase repeat business and improve customer retention.
Promotional offers could also attract new customers who may be encouraged to try the bakery because of discounts or special deals. Increasing customer visits would help improve sales and generate additional revenue, helping Basil cover his rising operating costs.
  
Evaluation Results and Justifications

According to the PMI review, the best course of action is to implement Solution B: Introduce a Customer Loyalty Scheme and Promotional Offers. According to the PMI evaluation criteria in Appendix 1, Solution B was the stronger choice with an overall score of 14 as opposed to 9 for Solution A. The criteria took into account each solution's advantages, disadvantages, and interesting possibilities. These factors were ranked based on how likely they were to affect Basil's Bakery. For example, attracting new customers and increasing customer loyalty were given positive scores because they directly address the root problem of declining sales (Banasik, 2025). Negative ratings were given to potential drawbacks like lower profit from discounts and the expense of a digital loyalty program. Solution B was scored higher because the Pros of increased customer loyalty, repurchases, targeted promotions, and gaining new customers outweighed Cons (Woolnough-Rai, 2026). Solution A has the ability to reach more people through delivery, but also has technical difficulties, training employees, and higher costs for delivery (King, 2024). I have chosen Solution B because it is inexpensive, easy to execute, and will literally push the customer to come back more often allowing Basil to boost sales and be more profitable.


Justifications for the Implementation Plan

The implementation plan has been arranged in a logical order, with each activity contributing to the successful introduction of the loyalty scheme at Basil’s Bakery. The first stage involves developing the loyalty scheme and promotional offers. This is important because Basil needs to decide on suitable rewards, discounts and conditions before introducing the scheme to customers. The offers should be appealing to customers while also being financially manageable for the bakery.
The second stage is preparing the loyalty cards and promotional materials. This should take place after the scheme has been designed because Basil needs the correct information before producing the materials. Posters, loyalty cards and social media posts can then be prepared to explain the scheme clearly and attract customer interest.
The third stage is launching and promoting the loyalty scheme. This follows the preparation stage because all necessary materials and information should be available when the scheme is introduced. Promoting the scheme in the bakery and through social media can encourage existing customers to participate and may also attract new customers.
The final stage is monitoring the results of the scheme. This allows Basil to assess whether the loyalty scheme is achieving its purpose by looking at customer participation, repeat purchases and changes in sales. The results can then be used to identify any areas that need improvement (Masternek, 2026).
Basil should be responsible for the implementation because he owns and manages the bakery and is able to oversee the activities and make the necessary decisions. Overall, the sequence provides a straightforward approach that can be managed alongside the bakery’s normal activities while helping to increase customer loyalty and sales. 

Justifications for the KPI and SMART Objectives

Solution B’s key KPI will be customer retention rate. This measures the percentage of customers enrolled into the loyalty scheme that purchase more than once during the monitoring period. This KPI is the most suitable because the key objective of the proposed loyalty scheme is to incentivise customers to return to Basil’s Bakery more often and therefore increase customer retention (Piyush, 2026). This report identifies repeat purchases and customer loyalty as important benefits of Solution B.

[bookmark: _Hlk205981688]The SMART objectives are:
· Specific: Introduce the loyalty scheme and promotional offers to encourage existing customers to make repeat purchases.
· Measurable: Achieve a 15% repeat-purchase rate among customers registered for the loyalty scheme.
· Attainable: Achieve this target within the bakery's existing operations by using loyalty cards, promotional offers and social media promotion.
· Relevant: Increase repeat purchases and customer retention to help address declining sales and customer demand.
· Time-bound: Achieve the target within four weeks of launching the scheme, with performance monitored from Weeks 4–8.
These objectives directly support Basil’s chosen solution and provide a clear target against which the effectiveness of the loyalty scheme can be assessed. The effectiveness of the customer loyalty scheme will be monitored using the customer repeat purchase rate (retention rate) as the Key Performance Indicator (KPI). This KPI measures the percentage of loyalty scheme members who return to make another purchase within the monitoring period (Piyush, 2026). It is appropriate because the main aim of the solution is to increase customer loyalty and encourage repeat business, helping Basil’s Bakery reduce the impact of declining customer demand. Basil will record the number of customers who join the loyalty scheme and track how many make a second or subsequent purchase between Weeks 4 and 8. These results will be compared with the SMART objective of achieving a 15% repeat purchase rate within four weeks of launching the scheme. If the target is achieved or exceeded, it will indicate that the loyalty scheme is successfully encouraging customers to return more frequently. If the KPI falls below the target, Basil can evaluate which promotional offers are less effective and make improvements, such as changing rewards, introducing new discounts, or increasing social media promotion. Regular monitoring allows informed decision-making and ensures the loyalty scheme continues to support higher customer retention, increased sales, and improved profitability over time.

Key Findings

· [bookmark: _Hlk208302504]Basil’s Bakery’s core problem is sustained declining sales and profitability driven by reduced customer footfall after the COVID-19 pandemic and weaker retail-park activity. 
· Two solutions were assessed via PMI analysis: online ordering/click-and-collect/delivery (Solution A, overall score 9) and a customer loyalty scheme with promotional offers (Solution B, overall score 14). 
· Solution B was selected as the preferred option because its advantages (higher loyalty, repeat purchases, new-customer attraction) outweigh costs and risks, and it is simpler and lower-cost to implement. 
· An implementation plan covering design, preparation, launch and monitoring (Weeks 1–8) has been outlined, with Basil responsible for delivery. 
· Success will be measured by a customer-retention KPI targeting a 15% repeat-purchase rate among loyalty members within four weeks of launch.
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Appendix 1 – Task 3a

PMI Evaluation Table
	Solution A: Introduce an Online Ordering, Click and Collect and Delivery Service

	Plus
	Minus
	Interesting

	Customers have more flexibility when ordering (+4)
	Technical issues with online ordering (-2)
	Online menu can encourage customers to buy more (+2)

	Basil Bakery can save on operating costs (+3)

	Training staff to use online system (-1)
	Can encourage repeat customers (+3)

	Delivery service can reach a wider customer base (+5)
	Delivery service can be expensive (-3)
	Harder to resolve incorrect order with delivery service (-2)

	
TOTAL: 12
	
TOTAL: -6
	
TOTAL: 3



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution A = 9


	Solution B: Introduce a Customer Loyalty Scheme and Promotional Offers


	Plus
	Minus
	Interesting

	Can help Basil Bakery compete with competitors (+5)
	Customers may chose a competitor if they have better offers (-3)
	Customers may spend more to qualify for an offer or reach a reward (+4)

	Collecting points can increase customer loyalty (+4)
	Digital loyalty scheme can be complicated and costly (-2)
	Basil Bakery can offer personalised promotions based on customer’s purchases (+2)

	Offers can gain new customers (+4)
	Discounted products can reduce the bakery’s profit (-3)
	Loyalty schemes can create a stronger relationship to the business and encourage repeat customers (+ 3)

	
TOTAL: 13
	
TOTAL: -8
	
TOTAL: 9



Therefore: Overall Total for Solution B = 14
Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Declining sales and customer demand at Basil’s Bakery.
Name the solution you are implementing: Introducing a customer loyalty scheme and offers
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	
Design

	Decide the loyalty rewards, points/stamp system and promotional offers


	September 05/2006

	

Basil
	

Pending

	2
	
Prepare

	
Create loyalty cards, posters and social media content ready for launch.

	September 18/2026

	Basil

	

Pending

	3
	Launch


	Introduce the loyalty scheme and promote the offers to existing and potential customers.


	October 09/2026


	Basil


	Pending

	4
	Monitor


	Track participation, repeat purchases and adjust offers or rewards if needed

	October 23/2026
(monitoring after launch)


	Basil

	Pending




Appendix 3 – Task 5a

The Key Performance Indicator is: 
Customer retention rate/ repeat purchase rate
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce the loyalty scheme and promotional offers to encourage existing customers to make repeat purchases.





	Achieve a 15% repeat-purchase rate among customers registered for the loyalty scheme.




	Achieve this target within the bakery's existing operations by using loyalty cards, promotional offers and social media promotion.





	Increase repeat purchases and customer retention to help address declining sales and customer demand.





	Achieve the target within four weeks of launching the scheme, with performance monitored from Weeks 4–8.







(Piyush, 2026)
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