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Task 1: Overview of Case-study 



                             INTRODUCTION


Basil's bakery is a small independent bakery in Coventry, UK, selling organic bread, cakes, and pastries. After opening in 2015, the business grew well, but sales fell during the COVID-19 restrictions in 2020. Sales picked afterward, yet they’re still 25% lower than they were in 2019 levels. A big part of the issue is that the retail park attracts fewer visitors. As a result, Basil's Bakery can’t depend solely on passing trade and needs fresh ways to draw in customer and improve sales.

 
         THE ROOT PROBLEM AFFECTING BASIL’S BAKERY


* Fewer Customers are visiting the retail park.
* More people are working from home. 
* Theres no delivery service. 
* Pre-ordering is difficult to access.
[bookmark: _Int_TyDCJlAX]* Costs are rising, including rent and utility bills.
 

     ISSUES CONTRIBUTING TO THE ROOT PROBLEM:

 
*Reduced footfall means the retail park has noticeably quieter than it was before 2020.This means fewer potential customers are passing Basil’s Bakery, which cuts down sales opportunities.
 
 Two Proposed Solution 
(Provide a name) Solution A Proposal 
· Identify and name the proposed solution. 
· Describe and explain this solution.  
· Detail and justify how this solution will help to resolve the root problem impacting Basil’s Bakery.




SOLUTION A PROPOSAL
 
Solution A: Online Ordering and Delivery Service

A strong option for Basil’s Bakery is to introduce an online ordering and delivery service. In plain terms, this means Basil would set up a website or mobile ordering platform where customers can browse bakery items, place orders, and have their purchases delivered to their home. Simple practical, and timely.

The idea is straightforward. Customers would no longer need to visit the bakery in person to make a purchased. Instead, they could order bread, pastries, cakes and other products online at a time that suits them, especially if they're working from home or spending less time in the town centre. The system could include product listing, prices, payments option, and delivery times, making the process easy and convenient.

The solution helps tackle the root problem affecting Basil’s Bakery responding directly to changing customer habits. Right now, fewer people may be passing by the shop, which likely means fewer walk-in sales. That's the heart of the issue. By offering online ordering and delivery,
Basil’s Bakery can still reach those customers even when they aren’t physically nearby. In many ways, it brings the bakery to them. (Basil Bakery,2024).


 



       SOLUTION B - PRE – ORDER AND COLLECTION SERVICE
   
       
     Basil Bakery could also bring in pre-order and collection services, letting customers order cake, bread, and pastries ahead of time and pick them up when it suits them. First, orders could be taken through a basic online system or by telephone. This would be especially useful for busy office and warehouse workers, since they could skip the wait and be confident their chosen products are ready. The service could also help Basil’s Bakery plan production more efficiently and cut down on waste food, Pré-ordering could make the process more convenient, encourage repeat business, and help drive high sales.


     It could also help the bakery lift sales and improve customer satisfaction since customers can secure the products they want before they sell out. Pre-orders may also help judge demand more accurately, which could cut food waste and avoid unnecessary production. Basils may need to spend money on an ordering system, train staff, and manage collection time carefully. If orders are wrong or not ready on time, this could damage customer satisfaction.




   

TASK 3-EVALUATION RESULTS AND JUSTIFICATION


Based on my PMI evaluation, I chose Solution A, an online ordering and local delivery service, as the best fit for Basil’s Bakery. I compared both options against criteria such as cost, likely sales growth, customer convenience carried more weight because the bakery’s core issues are falling sales and reduced footfall. Put simply, reaching customers who aren’t visiting the retail park matters most.


Cost and ease of implementation also played a part, since Basil’s Bakery is a small independent business, and, realistically, resources may be limited. While solution A could involve higher upfront costs than solution B, it offers stronger potential to attract new customers and bring extra revenue. The benefits highlighted in the evaluation, then for that reason Solution A is the better choice. Since it is supporting future sales growth and competitiveness.

 

      JUSTIFICATION:

This solution is appropriate because the case study highlights long waiting as a problem and notes that some customers have asked about pre- ordering. Basil has also struggled to answer the phone call, online pre-order system provides more reliable way for customers to place orders which have remained around 25%below 2019 levels.

·     * Solution A is the most appropriate solution to progress because is the pre-order and collection service. Office for National Statistics, (2026)
·       *To justify this choice, the criteria you used to evaluate the Solution A were effectiveness, impact on sales, customer satisfaction, feasibility and cost. These criteria were chosen because the main problem affecting Basil’s bakery is declining sales caused by reduced customer footfall and changing customer needs.
       

 
Task 4b) Justifications for the Implementation Plan 

· The Implementation plan has been arranged in a clear, sensible sequence so the pre-order and collection service can be introduced successfully at Basil’s Bakery. First, customers need to be identified, and decisions made about how the pre-service runs. After that, an appropriate ordering system should be chosen and set up. Before the service goes live, staff training should take place, so employees know how to receive, prepare, and manage customer orders properly. Then a trial period should be carried out to spot any issues before the full launch.

· Responsibilities should be split according to each emplyees role and level of experience. For instance, the bakery manager should oversee the implementation, while staff should handle preparing and managing orders. The tasks are scheduled in these orders because each stage relies on the one before it. Put simply, this approach can help cut mistakes, keep cost under control, and give customers a reliable service.

 
Task 5b) Justifications for the KPI and SMART Objectives 

          The main Key Performance Indicators (KPIs) for the proposed solution will include sales revenue, customer satisfaction, numbers of orders or bookings, and service efficiency. These KPIs make sense because they show, in practical terms, whether the solution is improving business performance and meeting customer expectations. For instance, if sales revenue rises after the solution is introduced, that suggests the business benefits financially. In the same way, higher customer satisfaction scores would indicate that customers find the service useful, reliable, and easy to use. The numbers of the orders or bookings can reveal whether demand has increased, while service efficiency, such as faster response or processing times, helps measure operational improvement.
One Smart objective could be to increase sales revenue by 10%within six months of implementing the solution. This is specific because it focuses on sales, measurable through financial records, achievable with successful use of the solution, relevant to the business’s clear targets as a straightforward way to track success. (CIPD,2026)
 
KEY FINDINGS
    1.Basil’s Bakery’s core issue is lower customer footfall, and that has fed directly into weaker sales.
2.Sales are still sitting at roughly 25% below 2019 levels. Business hasn't fully bounced back.
3.The bakery depends heavily on customer coming to the retail park in person, so it's particularly exposed when footfall drops.
4.Online ordering and local delivery could open the door the customer isn't visiting the retail park.
5.Sales revenue, customer satisfaction, order numbers, and service efficiency should be tracked as KPIs to judge whether the solution is working.


     	
 
Reference List  

1. De Bono, E. (1992) Serious Creativity; Using the Power of Lateral Thinking to Create New Ideas. London; Harper Collins
2. Chartered Institute of Personnel and Development (CIPD) (2025) PESTLE analysis. London: CIPD
 3. Office for National Statistic (ONS) (2025) Consumer Price Inflation: January 2025.Available at: Office of Statistic (Accessed 9; August 2026).
4. Virtual Library (n.d.) PMI-Plus, Minus, Interesting [Online] Available from: PMI Plus, Minus, Interesting Strategy-Virtual Library (virtual library info) (Accessed:26 	March 2023).
5, UK Government (2026) Business support and advice.GOV..UK.
 

Appendix 1 – Task 3

PMI Evaluation Table 
 
	Provide the Name (for Solution A)
 

	Plus 
	Minus 
	Interesting 

	
Customers can place order without going to the bakery.

+3
  
	
Setting up online ordering system could be costly.

-2
	 
The bakery could begin with a small local delivery area, then it expands if it works well.

+2

	 
It could lift sales and bring in new customers

+3

	 
Delivery adds extra cost, including drivers, fuel, and packaging.
-1
	 
Customer feedback and online orders numbers could be tracked to judge whether the service is working.
+2

	 
 It's more convenient for customers, particularly busy works.
+2
	 
Basil might need extra staff or some training to handle online orders.
-2
	 
Online ordering could help Basil understand which products are most popular.
+2

	 
 It makes the bakery less reliant on footfall from the retail park.

+3
	 
Some bakery products may be hard to deliver while keeping them fresh.
-2
	 
Basil could offer special online deals or promotion to attract customers.
+3

	 
TOTAL: +11  
	 
TOTAL:  -7
	                                                      
 TOTAL: +9



 
Therefore: Overall Total for Name (for Solution A)
 A) = +11-7+9=13
“Introduce a pre-order and collection service”
    (De Bono,1992)


 
“PROVIDE THE NAME FOR SOLUTION B”

Introduce a pre-order and Collection Service 

	
Plus +

	Minus -
	Interesting +

	 
 Makes ordering easier for customer.

  +3
 
	 
  Theres an upfront cost to set up ordering system.

  -3
	 
  It could start with something simple, like phone or online orders.
  +2

	 
  Customers can place orders before items sell out.

+3
	 
  Staff might need training

  -2
	 
  Later, it could grow into a full online ordering system
  
   +2

	 
  Could boost sales and bring people back again.
   +2
	 
   Wrong or delayed orders could hurt customer satisfaction.
   -2
	 
  Order data might show which products are most popular.
   +2

	 
 Could reduce waste and avoid making more than needed.
 +2
	 
   Some customers may still prefer to buy in person.

  -2
	 
  The bakery could offer pre-order bundles for workplace or events.
   +2

	 
TOTAL:  +10
	 
TOTAL:  -9
	 
TOTAL:  +8



Therefore: Overall total for name (Solution B)

10-9+8=9

  
               IMPLEMENATION PLAN
 
“Name the problem you are solving”
     =Low/stagnant sales caused by reduced customer footfall at the retail park=

“Name the solution you are implementing”
     Pre-order and Collection Service

	 
	WHAT 
 
	HOW 
	WHEN 
 
	WHO 
 

	1 
	 set up a pre-order system
 
	 online/phone ordering process/collection times
 
	 week 1-2
	 Basil/website provider

	2 
	 
 Train employees
 
	 
 show staff how to receive, prepare, record and organise customer pre-order
 
	 
 
 
 Week 2
	 
 

  Basil / Manager

	3 
	 Promote the new service

	 Advertise through social media, posters and signs in the bakery

 
	 
 
 Week 3
	 

 Basil / Staff

	4 
	 
 Launch the service 
 
	 allow customers to order cakes, pastries and bread for collection

 
	 
 
 Week 4
	 
 
   Basil and Bakery Staff


 

 

·  
Appendix 3 – Task 5a 
 
The Key Performance Indicator is: (KPI)


	Specific 

	Measurable 
	Attainable 
	Relevant 
	Time-Bound 

	 
 Increase sales by introducing the new pre-order and collection service.
 
 
 
 
 
	 
 Track monthly sales and pre-order numbers, aiming for 15%rise in sales
	 
 A 15% increase is a realistic because the service after makes ordering easier and may bring in more customer.
 
 
 
 
	  
  This objectives tackles Basil’s Bakery’s issue of falling sales and lower customer footfall.
 
 
 
 
 
	  
  Reach the 15% sales increase within six months of launching the pre-order and collection services.






Smart objectives offer a clear, practical framework for settings goals that specific and measurable. (Doran,1981)

The KPI will be used to measure whether Basil’s Bakery achieved its target of increasing monthly sales by 15%within six months. (CIPD, 2026).
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