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Task 1: Overview of Case-study
Basil’s Bakery is a small independent bakery in a retail park in Coventry. It was started in 2015 and sells high-quality organic bread, cakes and pastries. The root problem is that annual sales have stagnated and are currently 25% lower than 2019 levels. Several causes contribute to this issue. First, there is less footfall in the retail park because nearby shops have closed and local office workers now work from home. Additionally, Basil faces rising overheads, such as higher rent and utility bills. Finally, the cost of organic ingredients is unpredictable, which makes it difficult for Basil to plan and control his budget.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Digital Ordering System
The first proposed solution is to introduce a digital ordering system that allows customers to place orders online before arriving at the bakery. This solution addresses the root problem by reducing Basil's need to answer phone calls while baking and making the ordering process faster and more efficient. It aligns with digital marketing strategies that improve customer convenience and service quality (Chaffey and Ellis-Chadwick, 2019).
Solution B: Home Delivery Services
The second proposed solution is to partner with third-party delivery services such as Deliveroo or Just eat. This solution responds to the changes in customer behaviour after the pandemic by bringing the bakery's products directly to customers who now work from home or no longer visit the retail park. It also expands the bakery's market reach and creates an additional sales channel without requiring a new physical location.

Task 3b) Evaluation Results and Justifications
Based on the PMI Evaluation in Appendix 1, Solution A (Digital Ordering System) is the best choice. To make this decision, I used criteria like costs, ease of use, and customer satisfaction. I gave the most importance to the daily workflow, as Basil must stay onsite to bake high-quality artisan products. Solution A (+33) scored much higher than Solution B (+16) because it avoids the high commission fees of delivery apps. This technique, based on the work of De Bono (1992), proves that Solution A is the most sustainable option.
Task 4b) Justifications for the Implementation Plan Software Choice

The implementation plan for the Digital Ordering System follows a clear order. First, we choose the software and prepare the menu. Then, we train the staff and test the system before launching it. Before starting, a Risk Analysis was conducted based on ISO (2018) standards. The main risks are technical failure and staff resistance, but these are manageable through training and backup systems, making the project highly feasible. The four-week plan is realistic for a small business. It allows Basil to work on the new system while continuing to bake onsite. The work is shared between Basil and an IT support, which follows effective management habits by organizing responsibilities clearly (Covey, 2004). This allows Basil to focus on quality while the technician manages the technical setup.

Task 5b) Justifications for the KPI and SMART Objectives

I have chosen Monthly Sales Growth as the Key Performance Indicator (KPI). This is the best way to measure success because Basil’s sales are currently 25% lower than they were in 2019. Since his costs for rent and electricity are rising, the bakery must increase its income to stay open. The SMART objective is to increase sales by 15% within the first six months of using the new system. This goal is Specific and Measurable according to Doran (1981) because Basil can check his sales records every through the digital app. The goal is Attainable because the new system helps get back customers who now "work from home" and do not have time to wait in long lines. It is Relevant because the main problem for the bakery is the drop in the number of shoppers in the retail park. Finally, it is Time-Bound because six months is enough time to see if the system is working. This goal helps Basil monitor his business and ensures the new system is a good investment

Task 6) Key Findings
[bookmark: _Hlk208302504]
After reviewing this report, these are the five most important findings for the bakery:
· Sales Drop: Total sales are 25% lower than in 2019 because fewer people visit the retail park and many customers now work from home.
· Best Solution: The Digital Ordering System is the best choice because it had a much higher score (+33) in the PMI evaluation than the delivery option.
· Work Efficiency: This system allows Basil to stay in the kitchen and focus on baking his high-quality products without being interrupted by the phone.
· Saving Money: Solution A is better for the budget because it avoids the very high fees charged by delivery apps like Deliveroo.
· Measuring Success: A SMART goal to increase sales by 15% in the next six months is a professional way to see if the new system is working.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Digital Ordering System (Solution A)

	Plus
	Minus
	Interesting

	Reduces customer waiting times (+8)

	Initial cost of software setup (-4)
	Basil can collect feedback to see which organic products his customers like to buy the most (+6).

	Basil can focus on baking without phone interruptions (+7)

	Requires time to train staff on the new system (-3) 
	Potential for targeted digital marketing (+5)

	
Customers can pay online, making the process faster (+6)
	Potential technical or internet connection issues (-2)
	This modern system might attract new, younger shoppers who prefer using apps (+3)

	Improves general work efficiency in the shop (+5)
	Costs for regular software updates (-2)
	Better planning for daily organic stock (+4)

	
TOTAL: +26
	
TOTAL: -11
	
TOTAL: +18



[bookmark: _Hlk210816971]Therefore: Overall Total for Digital Ordering System = +33

	Home Delivery Services (Solution B)

	Plus
	Minus
	Interesting

	Reaches customers in the work-from-home trend (+8)
	High commission fees from delivery platforms (-8)
	Need for specialized delivery packaging (+4)

	Recovers sales lost from low footfall in retail park (+7)

	Potential loss of quality during transport (-5)
	Expanding the bakery's market reach in Coventry (+4)

	
Basil remains onsite to focus on baking (+6)
	Lower profit due to external costs (-6)
	Collecting data on new customer behaviour (+3).

	Delivery apps handle the drivers and logistics (+5)
	Drivers might be late or unreliable (-4)
	Testing special "delivery-only" products (+2)

	TOTAL: +26
	TOTAL: -23
	TOTAL: +13


Therefore: Overall Total for Home Delivery Services = +16

Reference:
 De Bono, E. (1992) Serious Creativity: Using the Power of Lateral Thinking to Create New Ideas. London: Harper Business.



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Long customer waiting times and difficulty managing phone orders.
Name the solution you are implementing: Digital Ordering System.
	
	WHAT

	HOW
	WHEN

	WHO


	1
	
Software Choice
	
Research and pick an app that is easy to use and cheap
	
Week 1
	
Basil


	2
	
System Setup

	
Add the organic menu and set up safe online payments.
	
Week 2
	
Basil and Expert 

	3
	
Staff Training

	
Teach the team how to manage digital orders quickly

	
Week 3
	
Basil and staff

	4
	
Launch and Marketing

	
Open the service ant tell customers using posters

	
Weeks 4

	
Basil






																											



This plan is designed to help Basil’s Bakery grow. The main goal is to solve the problem of long customer waiting times. In Week 1, Basil picks a low-cost app to avoid high fees. In Week 2, an expert helps set up the system and the organic menu. Week 3 is for training, so the staff can handle orders correctly when the shop is busy. Finally, in Week 4, the bakery launches the service. This is perfect for customers who work from home. They can order online and collect their food quickly. This plan is very useful because the app manages the orders. This means Basil does not have to stop his work to answer the phone.
Reference: Covey, S. R. (2004) The 7 Habits of Highly Effective People. New York: Free Press.


Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase sales by using the digital ordering system for organic products

	

Achieve a 15% increase in total monthly sales figures
	

Recover lost sales from people who work from home and avoid waiting times


	

Directly addresses the 25% drop in sales and high overhead costs

	

Directly addresses the 25% drop in sales and high overhead costs



This section explains how we will check if the digital ordering system is successful. By using a KPI like sales growth, Basil can see if the technology is helping his business make more money. Currently, sales are stagnant, so a 15% increase is a clear and helpful target.
The SMART goal keeps the plan simple and clear for Basil and his staff. Because this solution fixes the problem of long waiting times and helps reach workers who now work from home, we expect more people to buy from the bakery again. This is very important because Basil’s bills for electricity and rent have increased significantly since 2019. Increasing sales will make the business viable again and help Basil pay for his expensive organic ingredients. Using SMART goals is a professional way to manage a business and ensures that every step has a clear purpose.
Reference:
 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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