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[bookmark: _Hlk205982484]Overview of Case-study
 
Basil's Bakery was founded in 2015, offering high-quality products and organic raw materials to produce its products, such as bread and cakes.With good sales performance and constant and continuous growth until 2019. However, with the advancement of the COVID-19 pandemic and the tightening of socialization rules, resulting in the lockdown in 2020, sales plummeted and have not recovered. Since then, sales have remained at an average of 25% lower compared to 2019.
Without technological preparation for online services and deliveries, customer service for loyal customers became outdated and compromised. Considering that this audience currently works from home now some days a week and is no longer daily in the parking where the bakery shop is located.  With this new condition, sales became extremely restricted, resulting in no improvements in sales performance. 
[bookmark: _Hlk205982497] Two Proposed Solutions
(Solution A) Sales System Automation 
Identifying that Basil's was not prepared for long-distance service; the company does not have an automated service system delivery order. A necessary step is the installation of an online order and delivery system. With an online order and delivery system, it will reach loyal customers and new customers looking for these products. These results add to the rapidly growing field of OFD from a customer satisfaction and brand equity perspective (https://doi.org/10.1108/JHTT-04-2021-0117)
With order automation, it is possible to reach long-distance customers and organize deliveries, AI for inventory management, checkout optimization, and personalized marketing (localexpress.io). Which makes it easier for customers who are not near the physical store to also buy their favorite bakery products from Basil`s Bakery. This action can improve sales growth and speeds of services and answers for clients, but it will also have a cost impact on automation and charges for new products, equipment, and fees for deliveries providers for the system to function.

(Solution B) Improving Customer Service hiring more employees
Even with good sales in 2019, it is noticeable that Basil's Bakery had a small number of employees. This impacted the company when trying to manually process orders and deliveries, as Basil had to take orders, produce, and deliver them alone, making it impossible to do everything alone. 
Hiring new employees can be a workable solution to improve and streamline customer service, including good access and quick responses regarding orders and deliveries for both recurring and new customers interested in buying the bakery's products. With a larger number of employees on the Basil's Bakery team, with this approach, you can divide the tasks among each team member according to their skills, and this can positively impact sales performance and the company's overall customer service can be improved Successful loyalty programs start with understanding customer motivations(https://www.bakeonyx.ai/why-bakeonyx). But this will impact the company's payroll expenses, with more employees meaning more expenses for salaries and team training. 
 Evaluation Results and Justifications 
What I was able to analyze in my PMI Evaluation proved that Solution A what is Sales System Automation will likely be the best choice for resolving the problem of declining sales at Basil's Bakery, which began during the lockdown and remains 25% below compared to 2019. 
Regarding the criteria analyzed in the PMI evaluation system, the Plus criteria have better resolution characteristics and fit what is lacking in the company. Criteria such as long-distance service provide, speed of service and responses, order organization, and increased sales (anytime, anywhere) were given high-priority weights, as they are not currently offered by Basil`s Bakery.
Delivery costs, lack of personal contact, and others are listed as criteria that may have some impact. A slightly negative one, such as some financial or time cost, will have a smaller impact. In the "interesting" criterion, we have criteria that can be positive or negative but will not impact short-term decision-making. 
After the PMI analysis, it became clear that the number of benefits in choosing solution A will be the most assertive in relation to B. The numbers themselves can show this in the analysis of the criteria and their relevance. In theory, investing in an automated order and delivery system will have a more positive result compared to simply improving physical customer service by adding more employees. By increasing customer reach and product offerings, adding ease of payment and order and inventory organization, it is likely to have a positive response in sales figures.
Justifications for the Implementation Plan
[bookmark: _Int_8NdIkgaP]The implementation plan was designed to ensure a smooth and effective introduction of the new sales system. The first step is to research which bakery products are suitable for online sales and delivery, reducing the risk of delivery issues and ensuring customer satisfaction. The second step involves purchasing the appropriate delivery equipment, which provides the resources needed to support the new service. Next, the system is installed, products and prices are uploaded, and Basil receive training to ensure they can use the system correctly and efficiently. Finally, the system is launched and promoted through the bakery's website and online platforms to attract customers and increase sales.
This step-by-step approach minimizes implementation risks, improves staff readiness, ensures the system is fully operational before launch, and supports the bakery's goal of increasing sales, improving customer service, and expanding its online presence.
[bookmark: _Hlk205981406]

 Justifications for the KPI and SMART Objectives
The two SMART objectives complement each other. Increasing sales by 30% focuses on short-term revenue growth, while improving customer retention focuses on creating longer-term and more sustainable sales. Finally, setting deadlines of 30–90 days makes it possible for management to evaluate performance and make changes if the targets are not being achieved.
1. Specific - Increases the company’s total online sales and increase the number of returning customers by encouraging customers to purchase the same or additional products.
2. Measurable- Sales reports will be used to monitor performance, with a target of approximately 7.5%, and Weekly customer reports will track returning customers and repeat purchases.
3. Attainable- A 30% increase is considered achievable and Encouraging repeat purchases through improved customer service.
4. Relevant - Increasing sales is important for improving revenue, and recovering it's a previous sales performance and repeat customers can provide consistent revenue.
5. Time-Bound- Achieve a 30% increase in sales within 30 days, Achieve the initial retention target within 30 days, with further evaluation between 30 and 90 days after implementation.

KPI Justification- Daily and weekly sales growth provides a clear indication of whether the business is progressing towards the 30% target.









Key Findings
· Sales growth is a clear priority for the company.
The analysis identifies a target of increasing online sales by 30% within 30 days.
· The sales target is considered achievable.
A 30% increase is viewed as attainable because it would help the company move closer to its previous sales performance.
· Repeat purchases are a key indicator of customer loyalty.
The company aims for 15% of new customers to return and make another purchase.
· The KPIs provide measurable evidence of performance.
The main KPIs—online sales growth, percentage of returning customers and repeat purchases.
· Short-term monitoring and longer-term evaluation are both required.
The initial objectives will be assessed within 30 days, while customer retention should also be reviewed over 30–90 days to determine whether improvements are sustained.

[bookmark: _Hlk208302504]
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Appendix 1 –
PMI Evaluation Table

	Sales System Automation (for Solution A)

	Plus
	Minus
	Interesting

	Long-distance service +5
	Lack of personal contact -2
	Customer satisfaction +2

	
Prompt service and responses +4
	Delivery costs -2
	Customer service team efficiency -1

	
Order organization +3
	
	Average response time +1

	

	
	

	Increase in sales (anytime, anywhere) +5

TOTAL: +17
	
TOTAL: -4 
	Flexible payment options +4

TOTAL: +6



[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +19


	Improving customer service Solution B

	Plus
	Minus
	Interesting

	Customer loyalty +4
	Cost increase -3
	Product availability +4

	
Better communication with customers +5
	Adaptation time - 5
	Team Training - 4

	
Profit increase +3
	Need for training and follow-up -3
	

	
Good reputation +5


	
	

	
TOTAL: +18
	
TOTAL: -11
	
TOTAL: 0



Therefore: Overall Total for Name (for Solution B) = +7
[bookmark: _Hlk219478739]

Appendix 2 –
Implementation Plan
Problem you are solving Sales Decreased
       Solution you are implementing Sales System Automation
	
	Task
WHAT
	HOW

	WHEN

	WHO

	DONE

	1
	Online sales, orders, and deliveries


	Basil will do research about what products from the Bakery can be sold and delivered without any issues.

	
1st July to 5th July

	
Basil


	Done 

	2
	Look and purchase new equipment for the basil`s company 

	
Choose the best supplier and ask for the equipment to be delivered to the bakery 

	
6th July to 10th July

	Basil



	
Done


	3
	
Install new equipment and download the products and prices

	

Technicians install the new equipment then give training to Basil 

	

11th July to 14th July
	

Technicians Specialized in Sales Technology
	

Done

	4
	
Start the system into operation

	
Marketing in online platforms, websites markets and Basil`s Bakery website.

	
 15th July

	Online platforms, website markets, and Basil.
	
Done





Appendix 3 –

The Key Performance Indicator is: So, the strongest evidence that sales have increased would be sales reports showing a 30% increase in total sales within 30 days, supported by approximately 7.5% weekly growth and an increase in repeat customers.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase in the number of sales 30%







Improve Customer Retention Rate 


	
Sales report showing approximately 7.5% weekly growth, analysing all online sales channels.



Weekly report showing average return decreased


	

+/- 1% increase in daily sales
+/- 7.5% weekly
A 30% increase after 30 days


15% of the new customers comeback to bay again the same item and more products
	

Yes, a 30% increase in sales will put the company back where it left off in 2020.




5% of the returner customers become a regular buyer

	


30 days








30 to 90 
Days 
after implementations












