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1. Overview of the Case Study and Problem 
Basil’s Bakery is a family-run independent business that has operated in its local community for over 12 years, specialising in traditional breads, handmade pastries, and custom celebration cakes. For many years, the business built its reputation on high-quality ingredients and personal service, relying on passing trade and local word-of-mouth recommendations. For many years, the business relied almost entirely on passing high-street trade and positive word-of-mouth recommendations from satisfied local customers. However, in recent years, the bakery has seen a steady decline in sales, with revenue falling by approximately 18% over the last two financial years, alongside rising costs for ingredients and energy (Nislsen, 2025). 
The core challenges facing Basil’s Bakery are: There are several key factors driving these challenges. Customer shopping habits have changed dramatically. Limited visibility beyond its immediate high street location, meaning customers must visit in person to purchase; inconsistent opening hours that do not match peak customer demand; and growing competition from large supermarket in-store bakeries and new independent food businesses offering digital convenience. Basil’s Bakery currently has no website, no online ordering system, and no presence on delivery platforms, meaning it cannot reach customers who prefer or rely on digital convenience. Basil's Bakery have inconsistent opening hours, causing confusion, leading regular customers to visit and find the shop closed, and eventually switch to more reliable alternatives. Competition has also intensified: supermarket chains offer cheaper mass-produced baked goods with extended opening hours and free delivery, while newer independent cafes and food businesses have invested in modern branding and digital services that appeal to younger customers and families. Without adapting to these changes, the bakery risks losing more market share and becoming financially unsustainable in the long term. 
Research shows that 68% of UK consumers now prefer to order food or bakery items online for delivery or collection, especially since the pandemic changed purchasing habits (IndexBox, 2026). Without adapting to these trends, the bakery risks losing market share and long-term viability.  


2. Proposed Solutions 
Solution 1: Launch Online Ordering and Local Delivery Service 
This solution entails developing a simple, low-cost website and registering on popular local delivery platforms such as Uber Eats or Just Eat. The system will allow customers to browse the full product range, place orders for same- day or advance collection/delivery and pay securely online. It will also include clear, consistent opening hours displayed both in-store and online, and the option to book custom cakes via an enquiry form. The website will clearly display the full product range, pricing, ingredients information, and consistent opening times, plus an easy-to-use form for customers to request custom celebration cakes or large orders in advance. Customers will be able to choose between same-day or next-day collection from the shop, or home delivery within a 5-mile radius, with secure online payment options available. This directly addresses accessibility issues, provides extra support to customers who cannot visit the shop, and makes ordering easier for busy families or older customers. As noted by Johnson et al. (2023), digital ordering systems can increase small food business revenue by up to 35% by capturing sales that would otherwise be lost. 
Solution 2: Targeted Digital Marketing and Community Engagement 
This option focuses on building brand awareness and loyalty through social media, promotions and local partnerships. It includes creating Facebook and Instagram accounts to share behind-the-scenes baking content, new product launches, and customer reviews. The bakery will also run seasonal discounts and promotions, collaborate with nearby schools and community groups, and distribute flyers in the local area. This approach strengthens the bakery’s unique identity as a traditional, community-focused business, differentiating it from mass- produced supermarket alternatives. Humphry (2005) explains that strong local brand loyalty can reduce price sensitivity and protect small businesses from competition, even when larger competitors offer lower prices.  
This strategy highlights the bakery’s unique strengths: its quality, family values, and commitment to the local area, which are advantages that supermarkets cannot match. Humphry (2005) notes that strong local brand loyalty makes customers less sensitive to price differences and more likely to support independent businesses long-term. However, this solution does not solve the fundamental issue that customers cannot purchase conveniently, and it may take several months to see any noticeable impact on sales.  

3. Evaluation of Solutions and Selection 
3a. PMI Analysis 
	Table 
	
	
	

	Solution 
	Plus, Points 
	Minus Points 
	Interesting Points 

	Online Ordering & Delivery
	· Opens sales to a wider audience; matches modern customer needs
· Reduces food waste via pre-orders
· Collects customer data for future marketing 
· Scalable as business grows
	· Initial setup costs for website and delivery setup

· Requires staff training and time to manage 

· Platform fees can reduce profit margins 

	Many UK bakeries report 25% + growth in custom orders within 3 months of launching online systems (indexBox, 2026)

	Digital Marketing & Engagement
	· Low cost, high return on investment
· Builds strong community ties and brand trust
· Flexible and easy to adjust campaigns 
· Highlights unique selling points effectively
	· Takes 3-6 months to see significant results 
· Needs consistent time and effort to maintain 
· Harder to link directly to sales figures

	Local partnerships often create higher customer retention than paid advertising alone (Nielsen,2025)



3b. Justification of selected Solution 
The preferred solution is Online Ordering and Local Delivery Service. While marketing is valuable, it does not solve the fundamental problem that customers cannot purchase conveniently. The British Business Bank (2026) states that digital adoption is one of the most effective ways for small food businesses to increase resilience and revenue. This solution directly addresses lost sales opportunities, improves operational efficiency, and creates a sustainable foundation for growth. Once the ordering system is established, marketing can be added later to maximise results. This also tackles multiple issues at once- accessibility, visibility, and operational efficiency – and provides measurable growth. Once the ordering system is running smoothly, marketing activities can be added later to maximise its impact. This approach is lower risk and ensures the business gets the most benefit from its investment
4. Implementation Plan 
4a. Activities, timeline, Responsibilities and Resources 

	Table 
	
	
	

	Timeframe 
	Activity 
	Responsibility
	Resources Needed

	Weeks 1-2 
	Finalise product list, pricing, delivery Zone and cost; research platform options 
	Basil (owner)
	Sales, records, competitor pricing data 

	Weeks 3-4 
	Build simple website; set up accounts on delivery platforms; design online menus
	Freelance web designer + Basil 
	Budget: £300-£500, photos of products 

	Weeks 5-6 
	Train staff on new system; run test orders; adjust opening times 
	Basil + shop Manager 
	Training time, feedback forms 

	Weeks 7-8 
	Full launch; update signage; promote via local notices 
	Whole team 
	Printing costs, social media posts




4b. Rationale for the plan 
This phased approach minimises risk and avoids disrupting daily trading. Spreading tasks over 8 weeks allows time to resolve issues before launch. The plan is aligned with guidance from the British Business Bank (2026), which advises small businesses to start small, use low-cost digital tools, and focus on customer experience first. Using freelance support keeps costs manageable, while in-house staff training ensures the system is used effectively long-term. 


5. Performance Measurement and Effectiveness

5a. KPI and SMART Objectives 

Key performance indicator: Monthly online Sales Revenue  

5a. KPI and SMART Objectives

               SMART Objectives: 
	SMART OBJECTIVES  
	

	1. Specific: 
	Achieve £1,200 in monthly online sales and 15% of total revenue from online sales orders by the end of month 4. 

	2. Measurable: 
	Track order numbers and value via the website and delivery platform dashboards.

	3. Achievable:
	Based on industry averages and local population size (IndexBox, 2026).

	4. Relevant:
	Directly increases total revenue and addresses the core problem of low sales.

	
	Fully achieved by the end of month 4, with ongoing growth of 5% per month after that.




5b. Monitoring and Evaluation 
Online sales data will be reviewed weekly, with a full report every month. Additional metrics include customer satisfaction rating, repeat order rate, and delivery feedback. If online sales are below target by month 3, adjustments will be made such as adding special offers or expanding delivery areas. As noted by Johnson et al. (2023), regular review allows businesses to adapt quickly and ensure resources are used effectively. This method ensures the solution remains relevant and delivers the expected benefits. 























5. Summary of Key Findings 
Basil’s Bakery faces significant challenges from changing customer habits and increased competition, but there is a clear opportunity for recovery through digital adoption. The evaluation shows that introducing online ordering and delivery is the most effective first step, as it directly improves accessibility and captures new sales. The structured implementation plan and clear targets will help the business launch smoothly and measure success. With this change, the bakery can protect its existing market share, attract new customers, and secure its future as a valued local business. 
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