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Overview of Case-study
   Basil’s Bakery is an independent business in Coventry that offers cakes, pastries and bread made with organic ingredients. Although the bakery performed well before 2020, sales are now around 25% below the 2019 level. The main problem is the continued decline in sales, which may affect the future of the business. Several factors contribute to this situation. The retail park attracts fewer visitors, some local shops have closed, and many office employees now work from home. At the same time, business and ingredient costs have increased. Limited pre-order options and the lack of a delivery service also reduce Basil’s ability to meet changing customer needs. 
[bookmark: _Hlk210817679][bookmark: _Hlk205979492] 
Two Proposed Solutions
. Solution A: Pre-order and Collection Service
 
Basil could introduce an online pre-order and collection service. Customers would be able to select products in advance and choose a suitable collection time. This would reduce waiting times, especially during busy periods, and make the buying process more convenient. It would also help Basil prepare the correct number of products based on customer orders. This may reduce waste and improve the organization of daily production. The service would respond directly to customers who have already requested a pre-order option. It could also support sales without the additional costs and responsibilities of providing a delivery service
· Describe and explain this solution. 
· Detail and justify how this solution will help to resolve the root problem impacting Basil’s Bakery.
 

     Solution B: Local Marketing and Loyalty Program    
[bookmark: _Hlk205980222]                                                                                                                                     Basil could introduce a local marketing and customer loyalty program to encourage more people to use the bakery. The business could use social media, local advertising, and special offers to promote its products. A simple loyalty scheme could reward regular customers after a number of purchases. This solution could encourage existing customers to visit more often and help attract new customers from the surrounding area. It would also reduce the bakery’s dependence on people working in the retail park. The program could be introduced at a relatively low cost and adjusted depending on customer interest and sales results.


Evaluation Results and Justifications
 The PMI evaluation was used to compare both solutions by considering their advantages, disadvantages, and interesting possibilities (de Bono, 1992). Solution A, Pre-order, and Collection Service achieved the highest overall score of 33 points, while Solution B received 20 points. The main criteria used were customer needs, sales potential, costs, time, and ease of implementation. Higher scores were given to factors that could provide a direct benefit to customers and support the bakery’s sales. Negative scores were used for possible costs, extra work, and risks. Solution A was selected because it responds to customers who have already shown interest in a pre-order service. It could reduce waiting times and help Basil make production more effective. It may also reduce waste because products can be prepared according to confirmed orders. Although setting up the online system involves some costs, the expected benefits make Solution A the more suitable option for Basil’s Bakery. 
 Justifications for the Implementation Plan
[bookmark: _Hlk205981406]     The implementation plan follows a practical order to introduce the pre-order and collection service with limited disruption to the bakery. The first week is used to select and prepare the online system, as this is the main part of the new service. Testing takes place in the second week to identify possible technical or payment problems before customers start using it.
 
The service is launched in the third week, after the system is ready and working correctly. Basil will promote it to regular and potential customers to encourage its use. From the fourth week, sales, pre-orders, waiting times, and customer feedback will be monitored to identify areas for improvement. Basil has the main responsibility because he understands the business and its customers. An IT provider will support the technical stages where specialist knowledge is required. This schedule keeps responsibilities clear and allows each stage to be completed before the next one begins.


 Justifications for the KPI and SMART Objectives
The chosen KPI is the number of online pre-orders per week. This indicator is suitable because it can show how customers are responding to the new service. Basil can record the number of pre-orders each week and compare the results over time. The Specific objective focuses on increasing the use of the pre-order and collection service. This gives Basil a clear area to improve. The Measurable objective is to achieve at least 30 online pre-orders per week. This provides a clear target that can be checked using order records. The objective is Attainable because customers have already shown interest in pre-ordering, which suggests that there is demand for this service. The objective is Relevant because more pre-orders could support sales, reduce waiting times, and help Basil organize production according to customer demand. Finally, the objective is Time-Bound because the target should be achieved within three months of launching the service. This period gives Basil enough time to promote the service, monitor customer response, and evaluate whether the new system is successful                                                                
Key  Findings
   Basil’s Bakery is facing lower sales, increased costs and changes in customer behaviour, which affect the performance of the business.
 
 The Pre-order and Collection Service was identified as the preferred solution after completing the PMI evaluation.
 The new service could reduce waiting times, improve customer convenience and help Basil plan production more effectively.
  A structured implementation plan allows the service to be prepared, tested, launched and monitored in a clear order.
 The success of the solution will be measured by reaching at least 30 online pre-orders per week within three months of launching the service.
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PMI Evaluation Table

	Preorder and collection service

	Plus
	Minus
	Interesting

	Reduces customer wating time                                   +6
	Online system has a starting cost                               -2
	 Could reduce product waste                                             +5

	
Helps organise daily production                         +5
	Basil needs to manage online orders                            -2              
	Customers can choose collection times                 +5

	Responds to customer request
                                          +6
	Some customers may prefer traditional ordering        -1    
	Could by expanded in the future                                 +4

	
Could help increase sales +5
	The system may ned technical support             -2
	Could provide useful information about popular products                           +4

	
TOTAL:            22
	
TOTAL:                      -7
	
TOTAL:                   +18


[bookmark: _Hlk210816971] Total   Solution A) = 33


	Local marketing and loyalty programme

	Plus
	Minus
	Interesting

	Could attract new customers                                           +5
	Advertising creates extra costs                              -3
	Coult improve customers loyalty                               +4

	Encourages repeat purchases
                                          +5
	Results may take time                                                  -3            
	Social media could reach younger customers          +3

	
Can promote the bakery locally                               +4
	Offers may reduce profit in some products                -2
	Customer feedback could improve promotion           +3

	Relatively easy to introduce 
                                         +4
	Marketing requires regular attention                         -3
	The programme could change based on result   +3

	
TOTAL:                +18
	
TOTAL:                    -11 
	
TOTAL:           +13



 Total  Solution B) = 20




Implementation Plan

Name the problem you are solving:
Name the solution you are implementing: 
	
	WHAT

	HOW
	WHEN

	WHO


	1
	Choose and prepare the pre-order system

	Select a simple online platform. Add products, prices, payment options and available collection times.
	20/08/2026
	
Basil and IT provider


	2
	
Test the service 

	Test online orders, payments and collection times. Identify any problems and make changes before the official launch.


	
30/08/2026

	
Basil and IT ptovider


	3
	
Introduce de service to customer

	Launch the pre-order system and promote it in the bakery, on social media and to regular customers. Explain clearly how customers can order and collect 


	10/09/2026


	

Basil

	4
	
Monitor and improve de service

	Review the number of pre-orders, customer waiting times, sales and feedback. Adjust products or collection times when necessary.


	
21/09/2026

	 Basil                                                       





· 



The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase the use of the new pre-order and collection service.






	Reach at least 45 online pre-orders every 10-12 days
	The target is achievable because existing customers have already shown interest in pre-ordering.





	More pre-orders can support sales, reduce waiting times and help Basil plan production more effectively.





	Reach the target within three months of launching the service.












Page 2 of 2

