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Overview of the Case Study and Nature of the Problem impacting Basil’s Bakery


Basil's Bakery is an independent artisan bakery located within a retail park in Coventry, UK. Established in 2015, the business experienced strong and consistent growth until 2020 when COVID-19 lockdown restrictions significantly reduced customer footfall and sales. Although sales partially recovered after the lockdown restrictions were lifted, they have remained approximately 25% below 2019 levels between 2023 and 2025.
The key problem affecting Basil's Bakery is a sustained decline in customer demand caused by external environmental changes. These include reduced retail park footfall, increasing neighbouring shop closures, changing consumer behaviour, remote working practices, people adapting to working from home and rising business costs. Furthermore, the bakery lacks convenient customer services such as online ordering or any form of delivery service in place, limiting its ability to retain customers who no longer regularly visit the retail park. Consequently, Basil faces declining revenues alongside increasing operating costs, threatening the long-term viability of the business (Kotler et al., 2021).



Proposed Solutions

Solution 1: Introduce an Online Ordering and Delivery Service
One potential solution is the introduction of an online ordering and delivery service. Customers could place orders through a website or mobile application and choose either home delivery or click-and-collect options. Delivery could initially be outsourced through third-party providers such as Uber Eats or Deliveroo to avoid hiring additional staff, delivery vehicle, fuel and maintenance costs etc.
This solution directly addresses the issue of reduced customer footfall. Former retail workers, office workers working remotely or from home, and customers living outside the retail park and its surrounding area would still be able to purchase products regularly. Research suggests that convenience is a major factor influencing consumer purchasing decisions, particularly in food retailing (Chaffey and Ellis-Chadwick, 2019). By removing geographical barriers, Basil could expand his customer base beyond those physically visiting the retail park and cater to a much wider Coventry area.
Furthermore, an online ordering and delivery service would provide an additional revenue stream and reduce dependence on walk-in trade. It would also help improve customer satisfaction by offering greater flexibility and accessibility.
Solution 2: Expand Business-to-Business (B2B) Sales
A second solution is to develop partnerships with local businesses, offices, cafés and corporate organisations within the local and Coventry area. Basil could provide breakfast pastries, sandwich platters, artisan bread or catering services for meetings and events through regular catering supply contracts.
This would create predictable wholesale income and reduce dependence on retail park footfall and walk-in customers. Businesses often require regular catering, creating repeat sales and improving cash flow. Corporate customers generally place larger orders than individual consumers, helping to offset declining walk-in trade.


Analysis and Preferred Solution

The PMI analysis demonstrates that both solutions offer benefits. However, the online ordering and delivery service appears to provide the greatest strategic value.
The primary challenge facing Basil's Bakery is declining customer footfall rather than insufficient product quality. Customers have already requested delivery services and online ordering, demonstrating an existing demand. This solution directly responds to changing consumer behaviour by allowing customers to purchase bakery products regardless of whether they visit the retail park in person.
The delivery solution tackles the root cause by enabling Basil to access customers regardless of their physical location. It allows the bakery to serve remote workers, former retail employees, and new customers within the wider Coventry area. Although delivery costs and logistical challenges exist, these can be minimised through partnerships with third-party delivery platforms that are readily available and already operating. These additional costs are likely to be outweighed by increased sales volume and improved customer convenience. 
Therefore, the preferred solution is the implementation of an online ordering and delivery service because it offers the greatest opportunity for revenue growth and long-term sustainability. Furthermore, online ordering provides additional operational benefits by reducing telephone interruptions, improving order accuracy and shortening waiting times. The bakery can later expand into business-to-business sales once the online ordering system and deliveries have become established.



Justification of Implementation Plan

The implementation plan follows a logical sequence designed to minimise risk and ensure successful adoption. Market research is conducted first to confirm customer demand and identify service expectations. Selecting a delivery partner before website development ensures technical integration requirements are understood early.
Website development requires several weeks to create a reliable ordering platform. Product information is uploaded after development to ensure accuracy and ease of maintenance. Testing is essential before launch to identify potential issues with payments, ordering processes, and delivery logistics.
Training occurs immediately before launch, so procedures remain fresh in memory. Marketing activities are introduced shortly before launch to generate awareness and encourage early adoption. Continuous monitoring allows Basil to identify performance issues and make improvements quickly. This structured approach reduces implementation risk and supports successful business transformation (Project Management Institute, 2021).


Key Performance Indicator (KPI)

Monthly Online Sales Revenue (£)
The primary KPI will be the Monthly Sales Revenue generated through the online ordering delivery service. It directly reflects customer adoption and the effectiveness of the solution and whether the new service successfully increases sales.

Monitoring and Evaluation


The KPI and SMART objectives will provide measurable evidence of whether the solution is delivering the desired outcomes. Monthly online sales revenue will indicate the direct financial impact of the delivery service. Rising revenue would demonstrate successful customer adoption and market expansion.
Order volume data will reveal whether customers are actively using the service. If order numbers fall below targets, Basil can investigate potential issues such as website usability, pricing, or marketing effectiveness. Customer satisfaction surveys will provide quality insight and critique into service quality and delivery performance.
Performance data should be reviewed monthly and compared against the SMART objectives. If targets are not achieved, corrective actions can be implemented, including promotional campaigns, website improvements, or adjustments to delivery processes. Continuous monitoring enables informed decision-making and supports continuous improvement.
By combining financial, operational, and customer-focused metrics, Basil will gain a balanced view of business performance. This approach aligns with performance management best practices and supports long-term business sustainability (Armstrong and Taylor, 2023).




Summary of Key Findings


· Basil's Bakery has experienced a long-term decline in sales due to reduced retail park footfall and changing customer behaviour.
· Remote working and retail closures have reduced the number of regular customers.
· Rising operating costs have increased financial pressure on the business.
· Two solutions were proposed: introducing an online ordering and delivery service and expanding business-to-business (B2B) sales.
· PMI analysis showed that online ordering and delivery services provide the greatest opportunity for revenue growth.
· An implementation plan was developed to support successful adoption.
· Monthly online sales revenue was selected as the primary KPI.
· SMART objectives provide clear performance targets.
· Continuous monitoring will help evaluate effectiveness and support future business decisions.
· The recommended solution improves accessibility, expands market reach, and enhances long-term viability.

Conclusion

Basil's Bakery faces significant challenges due to changing consumer behaviour and increased operating costs. The recommended solution is to introduce an online ordering and delivery service. This approach directly addresses customer demand, reduces dependence on retail park footfall and creates new revenue opportunities. Supported by an implementation plan, measurable KPIs and SMART objectives, the proposed strategy provides a practical and achievable route towards improving sales performance and ensuring the long-term sustainability of the business.
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Appendix

PMI Analysis for Both Proposed Solutions

	Solution
	Plus
	Minus
	Interesting

	Online Ordering & Delivery
	Increases customer convenience; attracts new customers; supports home workers; reduces queues; creates new revenue streams.
	Commission fees charged by delivery platforms; requires investment in technology; delivery quality may affect reputation.
	Could later introduce customer loyalty schemes and digital marketing campaigns using customer data.

	Business-to-Business Sales
	Provides predictable income; increases average order value; reduces dependence on retail shoppers; builds long-term relationships.
	Time required to secure contracts; businesses may negotiate lower prices; additional production planning required.
	Opens opportunities for catering services and event orders that may increase future growth.










Implementation Plan

	Activity
	Timescale
	Responsibility

	Research suitable online ordering software and delivery partners
	Week 1
	Basil

	Select online platform and agree delivery partnership
	Week 2
	Basil

	Design online menu with prices and product photographs
	Week 3
	Basil

	Build website ordering system and test functionality
	Weeks 3–4
	Web developer

	Train staff on receiving and preparing online orders
	Week 5
	Basil

	Launch online ordering service
	Week 6
	Basil

	Promote launch through Facebook, Instagram and local advertising
	Weeks 6–8
	Basil

	Monitor customer feedback and sales performance
	Ongoing
	Basil













SMART Objectives

Objective 1
Increase monthly sales revenue by 15% within six months of introducing the online ordering and delivery service.
· Specific: Increase sales revenue.
· Measurable: 15% increase.
· Achievable: Based on recovering lost customer demand.
· Relevant: Supports business growth.
· Time-bound: Within six months.

Objective 2
Achieve at least 100 online customer orders per month within three months of launch.
· Specific: Increase online orders.
· Measurable: 100 orders.
· Achievable: Through marketing and customer demand.
· Relevant: Demonstrates adoption.
· Time-bound: Three months.

Objective 3
Achieve a customer satisfaction rating of 90% for online delivery services within six months.
· Specific: Improve customer satisfaction.
· Measurable: 90% rating.
· Achievable: Through quality service.
· Relevant: Encourages repeat purchases.
· Time-bound: Six months.

	
	
	



