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Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
· Basil's Bakery is an independent artisan bakery established in 2015.
· The business experienced steady growth until COVID-19.
· Sales remain approximately 25% below 2019 levels.
· Causes include:
· Reduced retail footfall
· Empty retail units
· Working from home
· Rising operating costs
· No delivery or efficient pre-order system
· The business is becoming financially unsustainable without change.
· The report evaluates possible solutions to improve sales, increase customer convenience and support the long-term sustainability of Basil's Bakery.


[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution 1
Introduce an Online Ordering and Delivery Service
Explain
Customers can: order online
pre-order breakfast/lunch
book collection times
arrange local delivery
Delivery could initially be sourced using platforms such as Uber Eats, Deliveroo or a local courier.
Benefits reaches home workers
attracts previous customers
increases convenience
reduces queues
creates additional sales channels

Solution 2
Expand Business Through Local Corporate Partnership
Explain
Develop partnerships with: offices, warehouses, local businesses, schools, events
Offer catering, breakfast  platters, lunch packages, regular subscriptions
Benefits generates repeat business, larger orders, stable income
reduces dependence on retail shoppers

Task 3b) Evaluation Results and Justification
Based on the result of Appendix 1 the best solution is the solution 1. The second solution still can be used in the future once the sales go up, because is a solution for long term and is a good solution which don’t need to be discarded.
 Online Ordering and Delivery
Reasons
· solves the biggest issue loss of footfall. Decline has come with loss of customers in shop  in the pandemic time.
· allows home workers to buy products and enjoy them while working at home or in office
· provides the pre-order system customers requested. Knowing what customer order allows the bakery fill the stock
· reduces waiting times: customers being late or rushing can order ahead and don’t loos time waiting in cubes or waiting to be ready and can use his time for something else
· relatively quick to implement: online websites don’t take much time to be ready and can be used fast 
· scalable: its has to be implemented in a few steps. Its allow you how much or you want to spend on it and how much you want to use it



Task 4b) Justifications for the Implementation Plan 
Research comes first. The implementation plan has been organised in a logical sequence to reduce risks and ensure the successful introduction of the online pre-ordering and delivery service. Planning and research are completed first because Basil must identify a suitable online ordering platform, compare costs and prepare a realistic budget before committing resources. System development follows, as the website and payment system need to be fully operational before they can be tested or used by customers. Staff training and a trial period are then carried out to ensure employees are confident using the new system and to identify any technical or operational issues before the official launch. Finally, the service is promoted through marketing activities once it is fully functional, reducing the risk of disappointing customers. Basil is responsible for managing the project because he understands the business, while the web developer provides the specialist technical expertise required to create and implement the online ordering system.
Technology must be selected before staff training
Training occurs before launch to minimise errors.
Marketing begins after the system is operational.
Monitoring takes place after implementation to identify improvements.
Responsibilities are clearly allocated to ensure accountability.



[bookmark: _Hlk205981688]Task 5b) Justifications for the KPI and SMART Objectives
I choose the KPI monthly sale revenue increase because the problem was the decline in sales . it is  attainable and can be achieved in short time . this KPI is easily measurable each month and allows you to check if the solution is good in about 6 months
 SMART objectives appendix  launch online service :directly addresses to the decline in footfall sale by offering convenience , meeting the request of customers and expand market reach. Increasing monthly sales revenue by 20%in 6 months is directly related to the KPI. This financial target will demonstrate if the solution one is improving the business performance.. Reaching 30 online order per week in 6 months is a goal to see if the online platform and the web sites are actively used by customer. Reducing the waiting time to 5 min from 10 min in 3 months will improve customers satisfaction and the efficiency of the online pre order will encourage to reuse. Loyalty program will increase customer satisfaction and the 15%increase in reordering will be easier to attain. This will ensure Basill customer base to increase.


Task 7) Key Findings
· [bookmark: _Hlk208302504]Sales remain 25% below pre-pandemic levels. Many business had this problem because of the restrictions for the pandemic.
· Reduced retail footfall has significantly affected demand. Less people in shop means less sale.
· Home working has permanently changed customer behaviour. Pandemic restrictions allowed people to work from home
· Rising operating costs have reduced profitability. Brexit is one of the cause of rising cost
· Staff and Basil needs to be train in order to use the service and not to fall behind the orders
· Online ordering directly addresses customer requests. 
· Delivery creates a new revenue stream. Even if delivery platform charges fees still help bring new customers
· Implementation should be completed over approximately seven weeks.
· Sales revenue is the most suitable KPI.
· SMART objectives allow progress to be measured.
· Continuous monitoring supports long-term business success
· Solution two can be implemented after 6 months or after the sales go up and the objective is attain
· 
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Appendix 1 – Task 3a

PMI Evaluation Table

	Provide the Name (for Solution A)

	Plus
	Minus
	Interesting

	More customers
	Cost of websites
	can collect data from customers and see who is buying

	Convenience for customers

	Delivery cost
	Make loyalty program with points or order 5 get one free

	
Delivery is possible
	Staff need training
	People like online ordering

	
Faster ordering
	Platforms charge fees
	

	
TOTAL:+ 12
	
TOTAL: -10
	
TOTAL: +5



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = 7


	Provide the Name for Solution B

	Plus
	Minus
	Interesting

	Knows exactly how big is the order
	Requires to build trust and good relationship
	Good to build long term contracts

	Regular big  incomes for big orders 
	Less walk in customer
	Big income in one order

	Big orders for many individuals
	Big orders means less  product for shop and less attention
	Needs lot of work preparing big orders

	

	
	

	
TOTAL: 14
	
TOTAL: -13
	
TOTAL: 5



Therefore: Overall Total for Name (for Solution B) = 6
After the two solution review I see its not big difference in the final point, this shows that are two good solution, either of could help the bakery. I will choose solution one because can be implemented in shorter time, leaving solution two to be implemented for later time.



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Online Ordering and Delivery Service
Name the solution you are implementing
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research and planning


	Research online ordering software, compare delivery options, prepare a budget and select the most suitable platform. Basil need to research and compare different online platform and choose the one which offer security for customer payment and also look at the one which offer less cost but not less security for online payment.
	Week 1


	Basil 


	



	2
	Set up websites and the ordering system for customers


	Create the online ordering website, integrate secure payment methods, set up collection and delivery options, and test the ordering process. At the moment there are many web specialist with experience in developing  a web site and integrate security and a easy use for Basil and staff from bakery to use . 
	
Week 2-3

	Web specialist and Basil


	



	3
	
Training staff to be ready to use the system and testing the system is ready to use

	Train staff to manage online orders, organise deliveries, update stock availability and complete a one-week trial with regular customers to identify any issues. The main issue with the solution to be integrated is to star using the web site and to know to handle the delivery and the collection order. Working in two team would allow them to surpass the challenge.
	 Week 4


	Basil and staff from bakery


	



	4
	Launching the system and marketing campaign
	Officially launch the online ordering and delivery service. Promote the new service using social media, posters in the bakery, flyers and special introductory offers. Monitor customer feedback and sales performance.  Regular campaign will help to raise the profit and gain customer loyalty and also the chance to gain new customer from word to mouth .
	
Week 5-8
 
	
Basil

	







· 

Appendix 3 – Task 5a


The Key Performance Indicator is: monthly sale improvement
This KPI is appropriate as Basil big problem is decline in sale. Monthly sales tracking allows him to see ift the online sale and delivery service option  is the best solution by checking of improvement in sales.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Launch online pre ordering and a local delivery service

	Increase monthly sales by 20%

	The target is realistic , many existing customers have already required the delivery service and pre order

	It its because of reduced footfall and changes in customers habit

	Could be achieved in 6 months from the launch of service


	Increase the satisfaction of the customers
	Reducing the waiting time instead of 10 min to just 5 min
	Pre ordering will reduces or should reduces the waiting time when busy
	Improves the customers experience and happy customers always return 
	3 months should be achieved

	Increasing the online orders
	Reach maybe 30 online orders per week
	Marketing preference and existing customer demand this
	Expand sales indifferent way not just  in shop
	3 months 

	Increase customers loyalty
	Increase repeating customers by at least 15%
	loyalty program and promotions encourage customers to return and make purchases
	Helping to rebuild bakery regular customers base
	6 months
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