Basil’s Bakery is a small local bakery based in Coventry. The business sells different fresh products, including bread, cakes, pastries, sandwiches and drinks. As a local business, its main strengths are fresh food, good quality and friendly customer service. These are important advantages because many customers choose local bakeries because they want fresh products and a more personal service. However, Basil’s Bakery is currently facing an important business problem. According to the business case, its sales are around 25% lower than they were before the COVID-19 pandemic. For a small business, this is a serious issue because many costs still need to be paid even when fewer customers are visiting the shop.

There are several possible reasons why the sales have decreased. One of the most important changes after the pandemic is that more people are now working from home. Before COVID-19, many people travelled to their workplace every day and could visit the bakery before work or during their lunch break. They could buy coffee, sandwiches, cakes or pastries. Today, people who work from home can have breakfast and lunch at home, which means they have less reason to visit the bakery. As a result, fewer people may pass the shop during the working day.

This is especially important for a bakery because many customers make quick or unplanned purchases. For example, a person walking past Basil’s Bakery may see fresh pastries in the window and decide to buy one, even if they did not plan to do this before. If fewer people are passing the shop, there are fewer opportunities for these types of sales. This reduction in footfall can therefore have a direct effect on the bakery’s income. Footfall means the number of people who pass or visit a particular shop or area, and it is an important factor for businesses that depend on physical customers.

Another problem is increasing competition. Customers can now buy similar products from many different places, including supermarkets, cafes, large bakery chains and other local businesses. Some competitors may be able to offer lower prices because they operate on a larger scale. Others may provide special offers, loyalty programmes, online ordering or delivery. This gives customers more choice and means Basil’s Bakery needs to give people a good reason to choose its products instead of competitors.

At the same time, the bakery is facing higher business costs. Ingredients such as flour, butter and eggs can cost more because of inflation. Energy is also an important cost because bakery equipment such as ovens and refrigerators uses a lot of electricity or gas. Packaging and staff wages can also become more expensive. Therefore, Basil’s Bakery has two connected problems. It is receiving less money because sales are lower, while at the same time it may need to spend more money to operate the business.

A PESTLE analysis can help to understand the external factors affecting Basil’s Bakery. Political and legal factors include government rules and regulations. The bakery must follow food safety requirements, health and safety regulations and employment laws. These rules are necessary because they protect customers and employees. However, following regulations can also require time and money. Changes to taxes, wages or other government policies can also affect how much it costs to operate the business.

Economic factors are particularly important for Basil’s Bakery. Inflation can increase the cost of ingredients, energy, packaging and wages. If the bakery’s costs continue to increase while its sales remain 25% below the previous level, its profit may become smaller. The bakery should therefore compare different suppliers and try to find better prices without reducing the quality of its products. It should also identify which products provide the highest profit. Prices may sometimes need to increase, but this should be done carefully because customers may move to cheaper competitors if prices become too high.

Social factors are also affecting the business. Working from home has changed where and how people buy food. Customers also expect more convenience than before. Some people may prefer to order food online instead of travelling to a shop. However, there is still demand for fresh and good-quality food, which is an advantage for Basil’s Bakery. The challenge is to make these products easier for customers to buy while keeping the quality and friendly service that make the bakery different from larger competitors.

Technology can provide opportunities to solve some of these problems. Social media platforms such as Instagram, Facebook and TikTok could be used to promote the bakery. Basil’s Bakery could post photographs and short videos of fresh bread, cakes and pastries. It could also show how products are prepared. For example, videos could show fresh bread coming out of the oven or staff decorating cakes. This would allow customers to see the quality of the products and could make them interested in visiting the bakery.

Online ordering could also be introduced. Customers could place an order before visiting and then collect it without waiting. Delivery could be another option, particularly for people who work from home. Instead of depending only on people walking past the shop, the bakery could bring its products directly to customers. However, delivery costs would need to be checked carefully because the service would only be useful if it was profitable.

Environmental factors should also be considered, especially food waste. Fresh bread, sandwiches and pastries cannot be stored for a long time. If the bakery prepares too much food and does not sell it, some products may need to be thrown away. This creates unnecessary waste and means that the business loses money. Basil’s Bakery should monitor daily sales and identify which products are regularly left unsold. It could then prepare smaller quantities of these products. This could reduce waste and help control costs.

A Fishbone analysis can be used to understand the different causes of the sales problem. One cause is lower footfall because more people work from home. Another is changing customer behaviour because customers increasingly expect online ordering, delivery and quick service. Competition is another cause because there are many other places selling similar products. Marketing may also be a problem if local customers do not know enough about the bakery or its special offers. Higher costs and food waste can reduce profit even further. These causes are connected, which means the business should not focus on only one solution.

One possible solution is stronger social media marketing. Basil’s Bakery could post content several times each week and advertise new products, seasonal items and special offers. This could be done at a relatively low cost. Social media could also help the bakery communicate directly with customers and understand what they are interested in.

A second solution is to introduce online ordering and possibly delivery. This could help the bakery reach people who do not regularly pass the shop. Basil’s Bakery could also work with local companies and provide sandwiches, cakes and drinks for meetings or events. Business customers could create another source of income and make the bakery less dependent on individual customers visiting the shop.

A loyalty programme could also encourage existing customers to return more often. For example, customers could collect points each time they buy something and receive a free product or discount after several purchases. The bakery could also introduce breakfast or lunch deals, such as a sandwich and drink for a special price. These offers could give customers better value while increasing the number of repeat visits.

Customer feedback is another important part of the solution. Basil’s Bakery should ask customers what products and services they would like. This could be done through short surveys, online reviews or social media. For example, customers may want more vegetarian, vegan or healthier options. Instead of immediately making large changes, the bakery could test a small number of new products and then check the sales results. This would reduce the financial risk.

Cost control should also be part of the business strategy. The bakery should regularly review which products are selling well and which products are not. Products with very low sales could be changed, promoted differently or removed. Supplier prices should also be compared. Food waste should be recorded so that the bakery can understand where money is being lost.

The 5W2H method can be used to organise these recommendations into a practical action plan. The “what” is to improve marketing, online ordering, delivery, promotions and customer loyalty. The “why” is to increase sales and encourage customers to return. The “who” includes the owners, managers and employees of Basil’s Bakery. The “where” includes both the physical bakery and online platforms. The “when” should begin with simple and low-cost changes such as social media and promotions, while more expensive changes can be introduced later. The “how” involves creating a marketing plan, collecting feedback and monitoring sales. Finally, “how much” means that the bakery should begin with low-cost ideas and only invest more when there is evidence that the changes are successful.

In conclusion, Basil’s Bakery is facing a serious challenge because its sales are approximately 25% lower than before the pandemic while its business costs have increased. The PESTLE and Fishbone analyses show that there is no single reason for this problem. Working from home, changing customer behaviour, competition, higher costs, limited marketing and food waste can all affect the business.

However, Basil’s Bakery already has important strengths, including fresh food, good quality and friendly customer service. It does not need to completely change its business. Instead, it should combine these strengths with modern technology and more convenient services. Better social media marketing, online ordering, delivery, loyalty offers and customer feedback could help attract and keep customers. At the same time, better cost and waste control could improve profitability.

If these changes are introduced gradually and their results are monitored, Basil’s Bakery could increase sales and become less dependent on people simply walking past the shop. The main aim should be to understand what customers want, make purchasing easier, promote the bakery effectively and control costs. This could help Basil’s Bakery become a stronger and more successful local business in the future.
