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 Overview  of Casse-study
Basil" Bakery is a small independent bakery in Coventry, UK. The business sells cakes, pastries, and bread made with high-quality organic ingredients. Although sales increased before 2020, salles have remained around 25% below the 2019 level since 2023. The main problem is that Basil's current business model is becoming less viable because of lower customer numbers and higher costs. Several issues contribute to this problem. Fewer people visit the retail park some local workers have lost their jobs and more office workers' new work from home. Bail also does not offer a delivery service and has difficulties managing preorders during busy periods. At the same time operating and stock costs have increased.
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 Two Proposed Solutions 
1. Delivery service platform
2.  New equipment to improve production  
A)  First Solution: Basil could introduce an online ordering and local delivery service. Customers could order bread, cakes, and pastries online and choose delivery time. Basil would also employ one additional person to manage online orders and help him with local deliveries. This would allow Basil to continue focusing on baking. The solution could help the bakery reach customers how work from home or no longer visit the retail park. It could also improve the preorder service and reduce waiting time for customers in the bakery. This could help increase sales and bring back some loyal customers.
   B) Second Solution: Basil could buy new equipment to make the backing and        preparation process faster. The equipment will reduce the time needed to prepare some product and allow Basil to manage more orders, This would give him more time to manage online orders and pre-orders. The solution could help reduce waiting times during busy periods and improve the service for customers.IT could also allow us to produce more products without increasing the number of employees. This could help the backery deal with lower swls and improve de service online.
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 3b) Evaluation Results and Justifications
The PMI evaluation was used to compare the 2 proposed solution considering there positive, negative and interesting points. This method helps to examine different sides of an idea before deciding (de bino1992)                                          Solution A) online ordering and delivery service, achieved the highest overall score of 24 points, compare with 16 points for solution B). The main criteria considered were customer access sales, waiting time, costs and workload. Higher scores were given to factors that could have a stronger effect on the main problem of falling sales. Solution A) was selected because is directly responds to customer needs. Some customers already asked Basil for delivery and pre-orders services. It could help Basil rich customers who work from home or no longer visit the retail park. Although employing another person and providing deliveries will create extra cost, the potential to reach more customers and increase sales makes solution A) the preferred choice. Solution A) was selected based on customer needs, sales potential, cost and business development. Higher scores were given to factors that could increase sales and reach more customers. Although the solution has additional cost, its benefits received higher scores. Therefore, solution A) achieved 24 points and is the preferred solutions.
Reference: de Bono ,E.(1992)Serious Creativity: using the Power of Lateral Thinking to Create New Ideeas.London :HarperCollins.
[bookmark: _Hlk205981406]     4B Justifications for the implementation plan                                                        implementation plan follows a clear order to make the new service easier to introduce. First, Basil will setup and test the online ordering system because must work correctly before receiving customer orders. The new employee will then recruit and train to manage online orders, customer service, and deliveries. Next, Basil and the new employee organize the delivery area, times an charges. This stage comes after training because the employee needs to understand their responsibilities. The service will then be launched and promoted to customers. The week 6 schedule gives Basil enough time to prepare for each stage without affecting the daily bakery's work. Responsibility is shared between Basil, the it provider and the new employee based on their roles end skills. After the launch Basil will monitor orders, delivery times, customer feedback and sales to check iv the solution is working successfully.

 5b) Justifications for the KPI and SMART Objectives
 The chosen KPI is sales from online orders because it can show if the new online ordering and deliveries service is helping the bakery improve its sales. Sales can be checked regularly and compared with the results before the new service was introduced. The specific objective is to increase sales through online ordering and delivery. This focuses directly on the solution selected for Basil's bakery. The measurable objective is 20% increase in total sales. This gives Basil a clear target that can be measured using seals records. The objective is attainable because the new service will make ordering easier and allow Basil to reach customers who work from home or do not visit the retail park. The objective is relevant because falling sales are the main problem affecting the bakery.Increase sales can help improve the performance of the business. The objective is time-bound because 20% increase should be achieved within tree  mount after the service is launched. This give basil a clear period to monitor the results and decide if the new service is successful
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7) Key Findings

 Basil bakery is affected by lower sales, fewer customers and increased operating costs.                                                O Online ordering and local delivering can help the bakery reach customers who work from home or no longer visit the retail park.                                                                                           The PMI evaluation identified solution A) as the preferred. with the higher than the solution B                                                            A clear implementation plan can help Basil introduce the new service in stages and manage the responsibilities effectively .  The KPI and SMART objective will measure the success of the solution, with the target to increase the total sales 20% within tree month of launching the service.                                                  
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Appendices

 
                                                                                                                                                                                                                                                                                                                                                                                                                  PMI Evaluation Table

	A)      Online ordering and delivery service

	Plus
	Minus
	Interesting

	More customers can order from home                          +6
	Delivery creates extra cost                                                                                                -3
	Basil can reach customers outside the retail park                                 +5                             

	
Reducing waiting time for pre-orders                          +5
	Needs an extra employee                                                                                                -3
	Delivery may become popular with local customers                                             +4

	
Increase the sales              +6
	More work to manage deliveries                          -2
	The service could be expanded in the future       +1

	
Minimum cost for an online order                                 +3
	Closing time will be very late                                                                                             -2
	Customers can order at any time                                    +4

	
TOTAL:   +  20
	
TOTAL:          -10
	
TOTAL:       + 14
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	B) New  Equipment to improve production 

	Plus
	Minus
	Interesting

	It can reduce production time                                             +4
	New equipment can be expensive                         -5
	Basil may produce more products                            +4

	
It can improve the production process                              +4
	Staff may need training                                                    -3
	Basil may have more time for online orders                                                                     +3

	
It can reduce customer waiting time                        +5
	Equipment's needs   maintenance                   -3
	The bakery could accept more pre-orders                 +3

	It can help Basil manage more orders
                                                                                          +3

	Electricity costs may increase                            -2
	Basil may not need another employee for           production                          +3



	Total    +16
	 Total _-13
	 Total  +13


   Total solution B=16



Appendix 2 – Task 4a
Implementation Plan

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

	HOW
	WHEN

	WHO


	1
	Set up an online ordering system 

	 Choice a simple online platform adds the bakery products, prices and payment options. Test the system before customers use it 

	On the first week
	
Basil and it provider


	2
	Recruit and tarin one employee
 

	Advertise the job, interview candidates and select one person. Train the new employee to manage online orders, customer services and deliveries


	08/09/2026-21/09/2026


	

Basil

	3
	Organise the delivery service 


	Decide the local delivery area, delivery times and charges. Prepare a simple process for receiving. Prepare for delivery 

	
21/09/2026-28/09/2026

	

Basil with the new employee

	4
	Launch and monitor the service


	. Start the online ordering and delivery service. Ceck orders, delivery times, customer feedback and sales


	  From 01/10/2026

	
Basil with the new employee






· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase salle by using the new online ordering and delivery service 





	Increase total bakery sale 20% compared with sales before the new service 
	

20% increase is realistic because customers can order from home and use local delivery



	

Increase sales directly support the main problem of failing sales and fewer customers



	Achieve the 20% increase with 3 month after launch the service




.
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