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Basil's Bakery: Report on Sales Stagnation and Business Improvement

1. Overview of the Case Study and Nature of the Problem 
Basil's Bakery is an independent artisan bakery located in a retail park in Coventry, UK. Since opening in 2015, the business experienced steady growth until 2019 due to its reputation for high-quality organic cakes, pastries, and breads. However, sales declined significantly during the COVID-19 pandemic and have remained approximately 25% below 2019 levels since 2023. The root problem affecting the business is sales stagnation. Several factors contribute to this issue, including reduced retail park footfall, increased remote working, store closures, rising operating costs, the absence of a delivery service, and limitations in the bakery's pre-order system. Together, these issues threaten the long-term viability of the business.




Additional Critical Analysis of the Root Problem 
The sales stagnation experienced by Basil's Bakery appears to be the result of both short-term and long-term environmental changes. While the COVID-19 pandemic initially caused the decline in sales during 2020, the continued underperformance of the business suggests that the problem extends beyond the effects of lockdown restrictions. Consumer behavior has changed significantly since the pandemic, particularly through the growth of hybrid and remote working arrangements. Prior to 2020, office workers represented an important customer segment for Basil's Bakery, regularly purchasing breakfast and lunch products. However, with many employees now working from home several days each week, customer demand has permanently reduced.
Furthermore, the decline of the retail park itself has intensified the problem. The closure of neighbouring stores not only reduces footfall but also weakens the attractiveness of the location as a shopping destination. This creates a negative cycle in which fewer visitors lead to lower sales for businesses, which in turn contributes to further closures. Basil has very limited control over these external environmental factors, making them particularly challenging to address.
At the same time, internal operational issues may be preventing the bakery from adapting effectively to these changes. Customers have expressed interest in delivery and pre-order services, suggesting there is unmet demand that the business is currently unable to capture. Consequently, the sales stagnation should be viewed as a combination of external market pressures and internal capability limitations rather than a single isolated problem.




2. Proposed Solutions
Solution A: Digital Ordering and Delivery Service
Description
This solution involves introducing an online ordering platform combined with a local delivery service. Customers would be able to browse products, place orders online, and either collect them in-store or receive home delivery. Basil could partner with third-party delivery providers rather than managing deliveries personally.
Justification
One of the main causes of sales stagnation is reduced customer footfall resulting from remote working and declining retail park activity. Many customers have already expressed interest in delivery services. By introducing online ordering and delivery, Basil would be able to serve customers who no longer visit the retail park regularly. The solution also increases convenience, expands the customer base beyond the immediate area, and allows the business to adapt to changing consumer behaviour. This approach directly addresses the demand-side problem identified within the case study.






Solution B: Advanced Pre-Order and Queue Management System
Description
This solution involves implementing a digital pre-order system that allows customers to reserve products in advance through a website or mobile application. The system would reduce waiting times and improve operational efficiency.
Justification
The case study highlights customer dissatisfaction with waiting times during busy periods. A digital pre-order system would enable customers to place orders at convenient times and collect them without queuing. It would also improve inventory planning and reduce operational pressure on Basil. While this solution does not directly increase customer base, it improves customer experience and may encourage repeat purchases. It therefore addresses operational inefficiencies that contribute to declining customer satisfaction




3. PMI Evaluation of Proposed Solutions 
PMI Analysis

	Citeria 
	Weight
	Solution A: delivery service
	Solution B: Pre-Order System

	Increase sales potential
	40%
	5
	3

	Costumer convenince 
	25%
	5
	4

	Implementation cost
	15%
	3
	4

	Ease of implementation 
	10%
	3
	4

	Lont-term sustainbility
	10%
	5
	3




Solution A
Positives:
i. Expands customer reach.
ii. Responds to customer demand.
iii. Creates additional revenue opportunities.
Minuses:
i. Higher implementation costs.
ii. Requires technological investment.

Interesting:
i. Potential to expand beyond the retail park market



Solution B
Positives:
i. Improves customer experience.
ii. Easier and cheaper to implement.
iii. Reduces waiting times.

Minuses:
i. Does not solve declining footfall.
ii. Limited impact on attracting new customers.

Interesting:
i. May improve operational efficiency and forecasting.




3b. Evaluation Results and Justification
Based on the PMI analysis, Solution A is the preferred option. The evaluation criteria were selected because the primary objective is to address sales stagnation. Therefore, increasing sales potential received the highest weighting (40%), followed by customer convenience (25%). Implementation cost and ease of implementation received lower weightings because solving the root problem is more important than minimizng short-term expenditure.
Solution A achieved the highest score because it directly addresses the main causes of sales stagnation identified within the case study. Reduced footfall and remote working have permanently altered customer behavior, and a delivery service allows Basil's Bakery to reach customers who no longer visit the retail park. Although the solution requires greater investment than Solution B, it offers significantly greater long-term benefits. Consequently, Solution A is considered the most effective and sustainable strategy.


Additional Justification for the Preferred Solution

Although both proposed solutions offer potential benefits, the introduction of an online ordering and delivery service is likely to generate a greater positive impact on business performance. The primary reason for this is that it directly addresses the changing nature of customer behaviour. Modern consumers increasingly expect convenience, flexibility, and digital accessibility when purchasing products. By introducing delivery and online ordering, Basil's Bakery would be able to meet these expectations while also reaching customers who no longer regularly visit the retail park.
In addition, the proposed solution offers opportunities for market expansion. Currently, the bakery's customer base is largely restricted to individuals who physically visit the retail park. A delivery service would allow the business to reach residential areas, home workers, and customers in surrounding neighborhood's. This would reduce dependence on retail park footfall and diversify the business's sources of revenue.
The solution may also create competitive advantages. While many independent bakeries continue to rely primarily on in-store sales, adopting digital ordering could position Basil's Bakery as a more accessible and customer-focused business. Although the implementation costs are likely to be higher than those associated with a simple pre-order system, the potential return on investment is significantly greater. Therefore, the long-term benefits of increased sales opportunities, improved customer convenience, and reduced reliance on physical footfall outweigh the initial costs and implementation challenges



4. Implementation Plan
	Activity
	Timescale
	Responsability

	Research delivery software providers
	Week 1
	Basil

	Select online ordering platform
	Week 2
	Basil and IT provider

	Develop website and ordering system
	Week 3-6
	IT provier

	Establish delivery partnership
	Week 5
	Basil

	Staff training and testing
	Week 6
	Basil

	Marketing campaign launch
	Week 7
	Marketing Support

	Full implementation
	Week 8
	Basil

	Performance review
	Month 3
	Basil



The implementation plan follows a logical sequence beginning with research and planning before moving into system development and testing. This reduces the likelihood of technical problems and ensures customers receive a reliable service. Marketing activities occur after testing to avoid promoting a system that is not fully operational. 


4b. Justification for the Implementation Plan
The implementation plan priorities planning activities before execution. Researching software providers and selecting an ordering platform must occur first because these decisions influence all subsequent tasks. Website development and delivery partnerships are scheduled simultaneously where possible to reduce implementation time.
Basil retains responsibility for strategic decisions because he is the business owner and has the greatest understanding of customer needs. Specialist IT providers are responsible for technical development because they possess the required expertise. Testing is completed before launch to minimise service failures and protect customer satisfaction.
The schedule allows implementation within eight weeks, balancing speed with practicality. A three-month review period is included to assess whether the solution is generating the expected improvements in customer reach and sales performance



5. KPI and SMART Objectives 
Key Performance Indicator (KPI)
Monthly Sales Revenue (£)
This KPI directly measures whether the selected solution is improving business performance.
SMART Objectives

	Objective 
	SMART Mesure

	Increase sales revenue
	Increase monthly revenue by 15% within 12 months

	Increase customer orders
	Achieve 100 online orders per month within 6 months

	Improve customer accessibility
	Launch delivery service within 8 weeks

	Improve customer retention
	Increase repeat customer purchases by 10% within 12 months



The KPI and SMART objectives provide measurable indicators of success. Each objective is specific, measurable, achievable, relevant, and time-bond.






5b. Justification for KPI and SMART Objectives

Monthly sales revenue was selected as the primary KPI because the root problem identified in the case study is sales stagnation. If the proposed solution is effective, revenue should increase over time. The KPI therefore provides a direct measure of business improvement.
The first SMART objective focuses on increasing revenue by 15% within twelve months because this would represent meaningful progress towards recovering pre-pandemic performance. The second objective measures customer adoption of the online ordering system. Without customer usage, the solution would fail to generate benefits.
The third objective ensures implementation occurs within a realistic timeframe. Delays would postpone the expected benefits. The final objective focuses on customer retention because repeat customers provide a stable source of revenue and indicate satisfaction with the service.
Together, the KPI and SMART objectives provide a balanced framework for monitoring financial performance, customer behavior, implementation progress, and long-term business sustainability.




Key Findings 

I. Basil’s  Bakery has experienced sales stagnation, with sales remaining approximately 25% below 2019 levels.

II. External factors such as remote working, declining retail park footfall, and rising costs are major contributors.

III. Internal operational limitations, including the lack of delivery services and limited ordering systems, further impact performance.

IV. A digital ordering and delivery service was identified as the most effective solution because it addresses the primary causes of declining sales.

V. Monthly sales revenue was selected as the key performance indicator to monitor success and evaluate long-term business improvement.
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