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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a small independent business located in a retail park in Coventry, UK. It has been successful for many years, as it offers high quality organic products. Basil managed to build a good reputation, as fresh ingredients were used to p0roduce the products and customer service was good. Unfortunately, the business started to experience challenges since the COVID-19 pandemic started. Even though the number of customers increased after restrictions ended, sales were still remaining 25% lower than in 2019.
 One of the problems is that less people these days visit the retail park. The reason is because most of the people work from home. Also, the bakery’s costs increased, as energy prices went up, as well as rent, insurance and the cost of organic ingredients. Customers required online delivery, but Basil did not provide the service. “Businesses need to adapt to changes in customer behaviour and expectations (Kotler, Keller and Chernev, 2022).”

[bookmark: _Hlk205982497]
Task 2: Two Proposed Solutions
 Solution A Proposal - providing an online ordering system
One of the solution to increase sales is providing an online ordering system, so that customers can order in advance and therefore the waiting time will be shorter. This will improve customer satisfaction and people will be more likely to return again, which means that sales will go up.  “Digital ordering can improve customer convenience and operational efficiency “ (Slack, Brandon-Jones and Burgess, 2022)

 Solution B Proposal - introduce a delivery system
The second solution is to introduce a delivery system. According to the source, more customers of the bakery are working from home now and they do not visit the retail park, which means they do not buy products from the bakery anymore. If the delivery system is introduced, it is more likely that the customers are going to order the products to their houses and the sales will go up. It is going to be costly initially to set up the system, as there are transport and packaging costs, but the cost will be covered, as the sales will increase.

Task 3b) Evaluation Results and Justifications
The PMI shows that the online ordering system received a higher total score, as it is affordable and easier to introduce. Basil’s bakery already has good reputation and loyal customers, so only good staff training is needed as well as a reliable software. If compared to delivery service, it is clear that this solution is more cost effective . It can also reduce waiting time and convenience, which is likely to improve customer satisfaction. This will lead to an increase in sales. To sum up, this solution is more financially realistic and more practical to implement. This means it is more suitable for Basil’s Bakery.

Task 4b) Justifications for the Implementation Plan

The activities need to be organised in the order above because each of the stages supports the following. First of all, Basil has to choose a good online ordering platform before the website is developed. Then prices, products and collection times need to be added and tested. Also staff training needs to take place before launching the system, so that the employees know how to manage online orders and not to make mistakes. Basilo is the one responsible for the whole project, as he knows the business well as well as customer needs. The website developer is the one to handle the technical part. Marketing part starts at launch. After that performance needs to be monitored to find the problems and improve them.


Task 5b) Justifications for the KPI and SMART Objectives

 Basil needs to monitor the measures very often so that he understands whether the online ordering system is useful. The number of online orders and sales revenue needs to be revued every month and then they need to compare the results with the results before the system was introduced. He can check the waiting times during busy hours and customer satisfaction using short surveys and reviews. In three months Basil can compare the results with SMART objectives. If the targets are not achieved, he can advertise better, make the website easier for use and offer promotions. This will help Basil to identify and improve the service.
Task 7) Key Findings
· [bookmark: _Hlk208302504]Basil’s Bakery is facing a big reduction of sales. Since the COVID-19 started, the sales of the bakery stayed approximately 25% below the 2019 level. One of the reasons is that less people visit the retail park because many shops closed down and a lot of employees started working from home

· Customer behaviour changed. Some loyal customers asked Basil about delivery and pre-ordering system. It shows that many customers are looking for a more convenient ways to buy bakery products without spending time waiting in the shop.

· Two possible solutions were considered: introducing an online ordering and click and collect system or a delivery service. Both solutions can improve convenience for customers and increase sales potentially.

· The Grid Analysis identified online ordering as a better solution. It achieved the score of 22 comparing with 17 for delivery services. Online ordering seems more affordable, easier for implementation and more sustainable for such a small bakery like Basil’s.

· There are a few risks connected with the solution. They include technical problems, incorrect orders, failed payments and the possibility of some customers not willing to user technology. However, this can be reduced using testing and reliable software.

· The solution is considered feasible because it does not require big changes. The investment is lower if you introduce a full delivery service. The system can be implemented within five weeks as well.

· A good implementation plan is needed. Basil has to choose an ordering platform and develop and test the system, train staff and launch the service to promote it to customers.

· Performance should be measured using KPIs and SMART objectives. The main targets are achieving 150 online orders a month within three months and increasing sales by 15% monthly within six months.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Online ordering system

	Plus
	Minus
	Interesting

	Reduced waiting time +3 
	 initial cost -2
	Could add delivery later +2

	
Convenience +3
	Possible technical issues -2
	Can see popular products +2

	
May increase sales +3
	Staff need training -1
	Can offer online promotions +2

	Easy to manage +2

	Some people prefer in-store shopping -1
	May attract more customers +2

	
TOTAL: +11
	
TOTAL: -6
	
TOTAL: +8



[bookmark: _Hlk210816971]Therefore: Overall Total for Online Ordering System is 13


	Delivery System

	Plus
	Minus
	Interesting

	Reaches customers at home +3
	High costs -3
	Can reach a wider area +2

	
Convenient+3
	Can require extra staff -2
	Could use uber eats +2

	
Can increase sales +3
	Platform commission fees -2
	Good for large orders +2

	Attracts more customers +2

	Risk of delays -2
	Future growth opportunity +2

	
TOTAL: +11
	
TOTAL: -9
	
TOTAL: +8



Therefore: Overall Total for Delivery System = 10

In this PMI analysis, each solution was scored from 1  to 3. The online ordering got 13 and delivery service got 10. It is because it is cheaper to implement the online ordering system. The online ordering did better, as it is cheaper to introduce it and easier to manage. It also helps to reduce queues during busy periods. Delivery system offers convenience for customers, but unfortunately it is more costly and needs more resources. To sum up, the PMI analysis shows that the online ordering system is the best option for Basil’s Bakery. “ A structured decision-making process helps managers select the most suitable solution based on different factors (Proctor,2018)”
As online ordering is the best solution, I am going to conduct the risk analysis for it. The main risk is that customers might not be willing to use it, because they prefer to do in person shopping or they are not very familiar with technology. There might also be technical problems with online payments or website errors and it can lead to customer dissatisfaction. Another risk is that during busy periods, the orders might be delayed. In order to reduce the risks, Basil should make sure that he uses a reliable software and trains his staff to manage online orders. It is important to keep the opportunity to do in store shopping for people who prefer that.


Appendix 2 – Task 4a
Implementation Plan

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

	HOW
	WHEN

	WHO


	1
	Research online ordering platforms and chose the best
	
Research different platforms and select the most simple, affordable one
	Week 1
	
Basil


	2
	
Set up the system

	Create the website and add products, prices, collection times


	
Week 2 and 3

	
Website developer 


	3
	Test the system + train staff


	
Test online orders and payments, correct issues and train staff 


	
Week 4

	
Basil, staff, website developer


	4
	Launch and promote the system


	Introduce the service to customers by using social media and monitor sales and customer feedback after it is launched
	
Week 5+

	
Basil and staff





The implementation of the online ordering system should start with choosing the most suitable platform, as it is the most important. After that, the website needs to be created and the payment options should be added. Then it needs to be tested before activating the ordering system. It is important to train staff to manage online orders after that, so that they provide good customer service. Once the system is launched, it is crucial to do marketing in order to encourage customers to use the new service. Finally, Basil needs to monitor sales performance and customer feedback and make sure that all the issues are corrected on time if there are any. “Careful planning and clear responsibilities are important for successful implementation of operating changes “ (Slack, Brandon-Jones and Burgess, 2022)
· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase the use of the new online ordering system





	Achieve at least 150 online orders a month
	
The target is realistic because Basil already has many loyal customers and there is an existing demand for pre-ordering




	
It is relevant as more orders made online can reduce queues and improve convenience for customers




	It needs to be achieved withing 3 months after the system is launched





The main Key Performance Indicator (KPI) is the number of online orders each month, because that can show if the customers are using the new system or not. Basil needs to monitor sales revenue as well as customers satisfaction. One of the SMART objectives is achieving at least 150 online orders a month in a period of three months after the system launch. The second objective is to increase total monthly sales by 15% in six months. The third one is to reduce average waiting time by 30% in three months. This makes progress easier to evaluate.
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