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Overview of Case Study
Basil's Bakery is a small independent bakery in Coventry, UK. It opened in 2015 and sells cakes, pastries and bread made with organic ingredients. Sales grew every year until 2019. After the COVID-19 lockdown, sales got better, but they stayed about 25% lower than in 2019, from 2023 to 2025. The main problem is that fewer customers visit the retail park. Many office workers now work from home, some shops nearby have closed, and some regular customers have lost their jobs. This is part of a bigger drop in UK high street shopping linked to home working . Basil's costs, like rent, energy and organic ingredients, have also gone up. Basil does not offer online ordering or delivery, and phone orders are not reliable. These problems have lowered sales and made it hard for the business to grow.
Two Proposed Solutions
Solution A: Online Ordering and Delivery Service
The first solution is to start an online ordering and delivery service. Customers can order food using a website or a phone and get it delivered to their home or office, or collect it later. This will help Basil reach customers who now work from home or do not visit the retail park anymore. It also makes things easier, because customers can order at any time, without waiting in the bakery. Click-and-collect options make customers happier in food shops (Kirby-Hawkins, Birtwistle and Hanna, 2019). Basil often loses orders because he cannot always answer the phone, so an online system will fix this problem and help the business compete with other bakeries that already offer delivery.
Solution B: Corporate Catering Service
The second solution is to offer a corporate catering service for local businesses. Basil could make breakfast, lunch and meeting food for offices and companies near the retail park. This would give Basil regular business customers and more income, even when fewer people visit the bakery in person. Building long-term relationships with business customers is a good way to get steady, repeat income (Kotler and Armstrong, 2021). This also makes the bakery less dependent on people walking in every day.
Evaluation Results and Justifications
The PMI evaluation (Appendix 1) uses the Plus/Minus/Interesting method (de Bono, 1992). It shows that Solution A: Online Ordering and Delivery Service scored 20 points, compared to 15 for Solution B, which makes it the better choice. The criteria used were customer demand, cost, how easy it is to set up, and business growth, based on the problems found in Task 1. Customer demand and growth were given more weight than cost, because Basil's biggest problem is low sales, not high costs. Online ordering has some costs, but it can bring in new customers quickly. Solution B scored lower mainly because it needs new business contracts, which takes more time. For these reasons, Solution A is the best solution to use, because it fits the important criteria and Basil can do it with what he already has.
Risk Analysis Results and Feasibility
The risk analysis (Appendix 2) uses a scale from 1 to 5 for likelihood and impact. These numbers are multiplied to give a risk factor, following common project risk methods (Project Management Institute, 2021). Low customer use of the new website has the highest risk factor (12), from a likelihood of 3 and an impact of 4. If customers do not use the service, the money spent on it will be wasted. Delivery delays or damaged goods scored a risk factor of 9 (likelihood 3, impact 3), because cakes and pastries can get damaged if not packed well. Problems with the website scored 8 (likelihood 2, impact 4); this is less likely, but it would hurt customer trust if it happened.
Each risk has a way to make it less likely, and a way to reduce the damage if it happens, such as good packaging with fast replacements, promotion with discounts at launch, and careful testing with phone ordering kept as a backup. None of the risk factors are very high, and each one has a clear response, so the plan is realistic for Basil to carry out. The risk that needs the most attention is low customer use, since it has the highest risk factor.
Justifications for the Implementation Plan
The implementation plan (Appendix 3) follows normal project planning steps (Project Management Institute, 2021). First, the website is built by 12/09/2026, because customers need a working website before anything else can start. Testing happens three weeks later, using a few real customers, to find any problems before the service is advertised widely. Advertising on social media and in the bakery starts four weeks after testing, once the system works well, so customers know about the change before it goes live. The service launches five weeks after advertising begins, and customer feedback is collected from week one, so problems can be fixed quickly rather than harming the bakery's reputation.
Basil manages the project overall, because he knows his customers and business best. A web designer builds and tests the website, because this needs technical skills Basil does not have. Spacing out each step over several weeks, instead of rushing the launch, lowers the risk of mistakes and helps the new service start well without giving Basil too much extra work.
Justifications for the KPI and SMART Objectives
The KPI is to grow online sales by 20% within six months of launch. This fits well because Basil's main problem is low sales caused by fewer customers visiting the bakery. A KPI that tracks online sales shows clearly if the solution is working. The goal follows the SMART method (Doran, 1981), which makes sure it is realistic and can be checked over time.
The goal is Specific because it is only about online sales, not total bakery sales. It is Measurable because Basil can check monthly numbers from the ordering platform. It is Achievable because online ordering and delivery directly solves the problems found in the case study. It is Relevant because it helps solve the main problem of low sales. It is Time-Bound because the target must be reached in six months, giving Basil a clear point to check progress.
Monitoring and Evaluation
The KPI and SMART goals will help Basil check if the new service is really working. Checking progress often, rather than only once at the end, is important to see if a plan is working (Doran, 1981). Basil should check the number of online orders and total online sales every month, and compare them to past months where possible. He should also ask customers for feedback through the website or short surveys in the shop, about delivery times and satisfaction.
If online sales grow by 20% within six months, the solution is working well and Basil can think about making the service bigger. If the target is not reached, Basil can look at the monthly numbers and respond with better advertising, short-term discounts, or changes to the delivery service. Checking results regularly, not just at the end of six months, will help Basil make better decisions and keep customers happy.
Key Findings
1. Basil's Bakery has lost customers mainly because fewer people visit the retail park, more people work from home, and some regular customers have lost their jobs nearby.
1. Rising costs, including rent, energy and organic ingredients, have put extra pressure on the bakery's already lower profits.
1. The PMI evaluation shows the best solution is an online ordering and delivery service, scoring 20 points compared with 15 for a corporate catering service, mainly because it is faster to set up.
1. The risk analysis shows the chosen solution is realistic, since its main risks can be managed through advertising, testing and good packaging.
1. A clear implementation plan will help Basil start the new service successfully without disrupting the bakery's daily work.
1. Using a KPI and SMART objectives, checked every month, will help Basil see progress and change the service if the sales target is not being met.
Appendix 1 – PMI Evaluation Table
Solution A: Online Ordering and Delivery Service
	Online Ordering and Delivery Service

	Plus (+)
	Minus (-)
	Interesting (?)

	Increases sales (6)
	Website costs money (3)
	Can attract new customers (4)

	Reaches customers working from home (5)
	Delivery needs more time (3)
	Improves customer convenience (4)

	Makes ordering easier (5)
	Delivery costs may reduce profit (2)
	Could increase repeat customers (4)

	TOTAL (+): 16
	TOTAL (-): 8
	TOTAL (?): 12


Overall Total: 16 - 8 + 12 = 20
Solution B: Corporate Catering Service
	Corporate Catering Service

	Plus (+)
	Minus (-)
	Interesting (?)

	Creates regular business customers (5)
	Needs more planning (3)
	Builds relationships with companies (4)

	Increases daily income (5)
	Depends on business contracts (3)
	May increase large orders (3)

	Uses Basil's baking skills (4)
	More preparation time (3)
	Could improve the bakery's reputation (3)

	TOTAL (+): 14
	TOTAL (-): 9
	TOTAL (?): 10


Overall Total: 14 - 9 + 10 = 15
Reference (PMI): de Bono, E. (1992) Serious Creativity. London: HarperCollins.
Appendix 2 – Risk Analysis
Solution being assessed: Online Ordering and Delivery Service.
	#
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L×I)
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	Delivery delays or damaged goods during transit
	3
	3
	9
	Use reliable packaging and a trusted local courier
	Offer a quick replacement or refund and apologise to keep the customer

	2
	Low initial customer uptake of the new website
	3
	4
	12
	Promote the service on social media and in-store signage before and after launch
	Run a short-term discount to encourage first-time online orders

	3
	Technical problems with the online ordering website
	2
	4
	8
	Test the system thoroughly before launch and use a reliable web designer/platform
	Keep phone ordering available as a backup while the website is fixed


Reference (Risk Analysis): Project Management Institute (2021) A Guide to the Project Management Body of Knowledge (PMBOK® Guide). 7th edn. Pennsylvania: PMI.


Appendix 3 – Implementation Plan
Name the problem you are solving: Low sales at Basil's Bakery.
Name the solution you are implementing: Online Ordering and Delivery Service.
	WHAT
	How
	When
	Who

	Create a simple website with online ordering.
	Contact a website developer.
	12/09/2026
	Basil and Web Designer

	Test the online ordering and delivery system.
	Ask a few customers to test it.
	3 weeks after the website is created
	Basil, Web Designer and a few customers

	Advertise the new service on Facebook, Instagram and in the bakery.
	Post adverts on social media.
	4 weeks after testing the online delivery system
	Basil

	Start the online ordering and delivery service and collect customer feedback.
	Launch the website for online ordering.
	5 weeks after advertising the new service on social media
	Basil


Reference (Implementation Plan): Project Management Institute (2021) A Guide to the Project Management Body of Knowledge (PMBOK® Guide). 7th edn. Pennsylvania: PMI.


Appendix 4 – KPI and SMART Table
The Key Performance Indicator (KPI) is: Increase online sales by 20% within 6 months.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	


Increase in sales


	



Increase on line sales by 20% from the lunch of website

	



Use social media and delivery to attrack more customers.

	



This helps solve Basil’s sales problem.
	



Achieve the target within 6 months,from the lunch of website



Reference (KPI & SMART): Doran, G.T. (1981) 'There's a S.M.A.R.T. way to write management's goals and objectives', Management Review, 70(11), pp.35–36.
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