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Task 1: Overview of Case-study
Basil’s Bakery, an artisanal business in a Coventry retail park, has suffered a severe 25% revenue decline relative to its 2019 baseline. The problem is a multi-dimensional decline in customer satisfaction and operational viability. This overarching issue is fuelled by several contributing factors distributed across people, process, product, and place. Staff morale is low due to widespread labour shortages, causing subpar customer service and inadequate staff training.  (Salanova and Schaufeli, 2008). Simultaneously, external neighbourhood changes have retendered the bakery’s physical location less attractive to foot traffic.  These combined operational friction points and shifting external dynamic prevent the business from recovering its historical market share.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions	
Solution A: Staff Training and Customer Engagement Proposal
Solution A targets the “People” category through a comprehensive Staff Training and Customer Engagement Program. The Bakery Manager will design and implement mandatory modules focusing on active upselling, fast-paced service workflow, and customer service excellence. This solution addresses root sales stagnation by maximizing the financial value of current store foot traffic. Upgrading staff capabilities directly counters the drop in revenue by increasing the average transaction size and building long -term customer loyalty. Better-trained employees resolve peak-hour service bottlenecks, creating a welcoming, highly efficient store environment that encourages repeat visits and stabilizes daily revenue.
Solution B: Digital Click-and-Collect 
Solution B implements an online click-and-collect ordering system, directly targeting the “Process” operational category. The Bakery Manager will collaborate with an external software vendor to install a user-friendly digital ordering platform integrate directly into the bakery’s website. This process transformation resolves the sales deficit by eliminating the physical store’s geographic and special capacity limits. Allowing customer to pre-order and pay online removes in-store ordering delays and captures a completely new segment of time-sensitive consumers (Verhoef, Kannan and Inman, 2015). This automated workflow directly drives high-volume digital sales without increasing front-of-house staffing cost.
Task 3b) Evaluation Results and Justifications
Based on the PMI evaluation in Appendix 1, Solution B (Digital Click-and-Collect) is the most appropriate strategy to progress with to address Basil’s Bakery’s 25% revenue deficit. The evaluation criteria used prioritized financial return, implementation speed, and operational scalability. Financial returns were given the highest weighting because reversing the significant revenue drop requires an immediate, high-volume sales channel (Kerzner, 2017)
While Solution A (Staff Training) features a high plus for Customer retention, its minus is a slow, unmeasurable impact on immediate cash flow. In contrast, Solution B scores higher because introducing an online ordering system directly tag its modern customer convenience and instantly expands the bakery’s market reach. This preferred solution outscores Solution A because digital automation eliminates physicals process bottleneck, allowing the bakery to handle higher transaction volume efficiently without increasing immediate labour cost, making it the most financially viable choice
Task 4b) Justifications for the Implementation Plan
The implementation plan outline in Appendix 2 follows a logical, sequential order designed to minimize operational risk and maximize the project’s success rate. Phase one schedules technical deployment and system testing first.  This order ensures that the digital infrastructure is fully stable before any public exposure. Phase two schedules comprehensive employee training, which is timed perfectly to follow system readiness so staff can practice on a live platform
(Project Management Institute, 2021).
The Bakery Manager is assigned direct responsibility for overseeing this entire timeline. This decision is justified because the manager possesses the necessary operational oversight to coordinate between the external tech vendors and internal kitchen staff (Kerzner, 2017). Finally, the marketing rollout is intentionally schedules as the last task. Launching the marketing promotion only after the system is verified and staff is fully capable ensures a seamless customer experience, justifying the timeline’s structured progression. 
[bookmark: _Hlk205981688]Task 5b) Justifications for the KPI and SMART Objectives
Based on Appendix 3, the chose Key Performance Indicator (KPI) is the monthly growth rate of online sales. This metric is critical because it directly track whether the new digital platform is successfully generating a new revenue steam to counter the physical storefront’s 25% revenue decline. Monitoring this KPI allows management to Quickly spot underperformance and adjust digital marketing effort effectively. Three specifics SMART objectives support this KPI. First, launching the digital platform within four weeks ensures a swift response to current financial losses. This timeline is realistic because it relies on om established software packages rather than custom development. Second, aiming for a 5% increase in total revenue within three months focuses the team on clear financial recovery. This target because balances ambitious growth with the reality of building initial online awareness. Third, achieving a 100% staff completion rate on system training before launch protects customer satisfaction. This operation goal guarantees that employees can manage order fulfilment smoothly from day one, preventing online technical issues from disrupting then customer experience. 
[bookmark: _Hlk208302504]Task 7) Key Finding
· Severe Revenue Decline: Basil’s Bakery faces a 25% revenue drop caused by changing neighbourhood dynamic and reduced physical foot traffic 
· Operational Friction: Widespread labour shortages and inadequate staff training have directly resulted in poor customer service and low morale.
· Digital Click-and-Collect: Transition to an Online ordering and delivery model is critical to bypass current physical location constraints.
· Training Dependency: Achieving a 100% staff training completion rate is vital to ensure smooth order fulfilment from day one. 
· Measurable Recovery: Tracking online sales growth KPIs provides a realistic pathway to secure a 5% revenue increase within three months.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Staff Training and customer Engagement Program(for Solution A)

	Plus
	Minus
	Interesting

	High customers retention (+4)
	Slow financial impact (-4)
	Focuses on human experience (+2)

	
Strong loyalty building (+3)

	Unmeasurable cash flow (-4)
	Builds long-term value (+1)

	Improve service quality (+2)
	High initial effort (-2)
	
Harder to digitize (+1)

	
	
	

	
TOTAL: +9
	
TOTAL: -10
	
TOTAL: +4


[bookmark: _Hlk210816971]Therefore: Overall Total FOR Staff Training and Customer Engagement Program (for Solution A) = 3

	Digital Click-and-Collect ( Online Ordering System) for Solution B

	Plus
	Minus
	Interesting

	Opens an immediate new sales channel (+5)
	Requires software configuration fees (-2)
	Generates a valuable customer email list (+3)

	
Attracts busy, convenience-focused users (+5)
	Staff require system training time (-2)
	Allows for automated stock monitoring (+2)

	
Eliminates counter ordering bottlenecks (+4)
	Risk of temporary technical glitches (-1)
	Simplifies data tracking for accounting (+2)

	

	
	

	
TOTAL: +14
	
TOTAL: -5
	
TOTAL: +7


Therefore: Overall Total for Name (for Solution B) =16
A Plus, Minus, and Interesting (PMI) evaluations was conducted to analyse two strategic business interventions: a Staff Training Program (Solution A) and a Digital Click-and-Collect (Solution B).
Solution A focuses heavily on service quality and workspace efficiency, yielding a strong positive impact on local repeat customer visits and satisfaction metrics (+9). However, it introduces significant ongoing labour costs and delays financial returns (-10), resulting in a low overall score of 3. 
In contrast, Solution B addresses operational infrastructure by removing checkout bottlenecks and expanding market reach through an online platform. The digital shift attracts convenience-driven users and opens a direct, immediate revenue channel, generating a substantial plus score (+14). It also offers strong long-term strategic advantages (+7), such as automated inventory management and valuable data collection, while maintaining low associated risk (-5). 
With a definitive overall score of 16 compared to Solution A’s scorer of 3, Solution B represent the superior commercial investment. It provides immediate market scalability, higher operational efficiency, and a more favourable risk-to-reward ratio for the business.

Appendix 2 – Task 4a
Implementation Plan
Name the problem you are solving: A25% revenue decline caused by changing neighbourhood dynamic and reduced physical storefront traffic. 
Name the solution you are implementing: 
Solution B:  Digital Process Optimization (Online ordering System and Local Delivery Strategy).
	
	WHAT
	HOW
	WHEN

	WHO


	1
	
Platform Setup
	Select an e-commerce platform package and configure the online store layout
	
Weeks
1-2
	
External IT Specialist


	2
	
Staff Training

	Conduct comprehensive system training for all employees on managing digital orders  
	
Week 3

	
Bakery Manager


	3
	
Logistic &Launch


	Partner with local courier services and launch the digital delivery system.
	
Week 4

	

Operations Lead

	4
	
KPI Evaluation


	
Monitor weekly online sales data and adjust marketing tactics accordingly.

	
Months
2-3

	
Store owner



This operational implementation plan is structured around a sequential deployment framework to transition Basil’s Bakery smoothly from a traditional storefront to an agile digital model. Effective project management requires dividing the recovery strategy into logical, manageable phase to mitigate technical and operational risks (Project Management Institute, 2021). The timeline prioritizes infrastructure setup in the initial weeks, ensuring that the digital ordering architecture is fully optimized and secure before introducing secondary dependencies like staff deployment or public marketing. In accordance with industry best practices, a heavy emphasis is placed on comprehensive staff training during the third week. Empowering workforce capability before the platform goes live minimizes order fulfilment friction, directly protecting customers satisfaction from day one. Assigning explicit ownership roles-such as the External IT Specialist for technical setup and the Store Owner for final KPI monitoring- establishes clear accountability across the operational hierarchy. Finally, extending the timeline Inyo month two and three for data evaluation ensures that the bakery moves past a simple launch phase into continuous improvement. This structured framework bridges the gap between technical execution and strategic business survival, turning the digital transition into a sustainable commercial process.



Project Management Institute, 2021, A guide to the project management body of knowledge (PMBOK guide).7th ed. Newtown Square: Project Management Institute.

Appendix 3 – Task 5a

The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Focuses entirely on growing e-commerce revenue streams to offset the physical storefront’s foot traffic losses




	

Tracked mathematically via digital transaction receipts, website analytical dashboards, and monthly finance summaries.
	

Highly achievable by leveraging pre-built website packages, local delivery partner, and completing employee systems training




	

Directly mitigates the 25% revenue decline caused by changing neighbourhood dynamics and fewer drop-in customers



	

Calculated, reviewed, and evaluated at the end of each calendar month over a three-month period.


The proposed Key Performance Indicator (KPI) strictly adheres to the Smart framework to systematically address the organizations immediate economic changes. Specifically, the strategic objective focuses on accelerating e-commerce revenue steam to effectively counteract the substantial foot traffic losses currently impacting the physical storefront. To maintain precise operational accountability, progress will be monitored and measured mathematically using verified digital transaction receipts, integrated website analytical dashboards, and comprehensive monthly finance summaries. This digital initiative is highly attainable because the business can efficiently leverage pre-build website infrastructure packages, collaborate with an established local delivery partner, and rapidly complete mandatory employee system training to bridge operational gaps. Furthermore, this goal is deeply relevant to the organization’s core priorities, as it directly mitigates the severe 25% revenue decliner triggered by changing neighbourhood dynamics and fewer traditional drop-in customers. Finally, the initiative is strictly time-bound, establishing that performance will be calculated, and evaluated at the end of each calendar month over a definitive three-month horizon. By aligning these five critical dimensions, the business establishes a highly structured, realistic, and actionable pathway toward digital expansion and long-term financial stabilization. 






Doran, G.T. (1981). There’s a S.M.A.R.T. way to write management goals and objectives. Management Review, 70(11), 35-46.
Kerzner, H. (2017(. Project management: a systems approach to planning, scheduling, and controlling.12th ed. HOBOKEN: John Wiley& Sons.
Page 2 of 2

