Task 1 – Overview of case study
Basil's Bakery is a local bakery based in Coventry that has witnessed a marked reduction in its sales since 2019. The fundamental issue here is that the business is failing to record enough sales where figures from 2023 to 2025 are approximately 25% lower than in 2019. Low foot traffic, closure of shops, layoffs and homeworking have led to fewer people accessing the bakery. Nevertheless Basil's reliance on physical customers has made the situation worse since the business does not have alternative ways for the customers to access its products like online shopping and deliveries.

Solution A proposal: Online ordering and local delivery service
Solution Number One is the implementation of an online order and local delivery system. In the system, the products will be ordered online and will be delivered to consumers in the specified locality surrounding the bakery. This solution tackles the issue of declining sales by cutting down on the dependency on the presence of customers visiting the retail park. It has been shown through research that technology is presenting chances for innovations in the bakery industry and food deliveries have affected consumer behavior.

Solution B Proposal: Digital Pre-order and click and collect system
Secondly, the second solution would be digital pre-orders and click and collect. Customers would be able to order products via the internet, then pick the time of picking up their orders and make payments beforehand. This will help to solve the problems with the long queue for customers who want to place an order and the problems associated with Basil not being able to take phone orders because he is busy baking. Digitalisation can provide SMEs with opportunities for technological innovation; however, implementing digital technologies can also present challenges for smaller businesses (Radicic and Petković, 2023).. But still, this method would increase the convenience of the service. Unlike delivery, customers would have to come to the bakery.

Task 3B: Evaluation results and justification 
The PMI evaluations in Appendix 1 reveal that Solution A, which includes online order placement and local delivery, is the best solution. PMI recommends that people look at all the good, bad, and interesting things about a particular concept instead of just one aspect of an idea (de Bono, n.d.).
The most crucial factors considered include the possibility of sales growth, customer accessibility and cost and feasibility. Sales growth and accessibility were heavily weighted since falling sales and foot traffic are the main problems that Basil's Bakery faces.Solution A scored the highest marks because it allows Basil's Bakery to connect back to those customers who do not frequent the retail park and extend their customer base. Though it brings about cost and feasibility issues, these challenges may be easily managed by setting the delivery area and time. Solution B is easier to implement but does not solve the core issue of customers not willing or able to visit Basil's Bakery.

Task 4b: Justification for the implementation plan 
Appendix 2 presents the implementation plan for this service project, which adopts a sequential model to ensure that risk assessments are done before implementing the service. Planning of an implementation strategy should have a clear vision of the desired outcomes and risks before implementing the strategy.
Therefore, the first step will involve Basil conducting research on an appropriate way of online ordering and delivery services. The second step will involve the development of the ordering system, menu, pricing, payment system and delivery services. All these have to be put in place before any testing is done. There should be a brief test run with a restricted delivery area to allow for the identification of possible challenges without putting too much financial pressure. Basil will still be charged with the responsibility of making important decisions, and technical assistance can be outsourced since he will still be required to produce the bakery's goods.

Task 6b: Justification for the KPI and SMART objectives 
The suggested Key Performance Indicator will be the percentage growth in sales revenue from month to month in comparison with the revenue earned before implementation. The above-mentioned KPI will be related to the root cause since the main objective of using the online ordering and delivery is to overcome the fall in sales for the bakery.
The SMART objective shown in Appendix 3 clearly defines the goal to raise the monthly sales revenue by 15 percent within six months of introducing the new service. SMART objectives offer clarity through the inclusion of measurable and defined timeframes for accomplishing specific goals (Doran, 1981; Bjerke & Renger, 2017).
It is a specific objective since it targets directly the sales income and measurable, since the monthly sales performance could be checked against the baseline performance. It is realistic to aim at increasing the sales by 15% since Basil’s bakery is about 25% lower than their last sales performance, and the objective tries to improve the sales without assuming that they will perform like they did in 2019. It is relevant since declining sales is the problem that has been identified and is time-oriented by the six-month deadline.

Key Findings
· Persistently low sales is the basic problem for Basil's Bakery. Currently, their sales are around 25% lower than they were in 2019.
· The current situation with lower park footfall, home working, and shop closures has shown the reliance of the bakery on physically present customers.
· Online delivery and click-and-collect solutions were considered as realistic solutions to address the problem.
· PMI analysis shows that the preferred solution is online ordering and local delivery since it provides higher customer accessibility and sales growth potential.
· It will be wise to implement the solution gradually and use sales growth monthly to measure its success.

Appendix 1 – Task 3a: PMI Evaluation
For the PMI tables, use the following values. The PMI technique considers the Plus, Minus and Interesting aspects of an idea (de Bono, n.d.)

	Plus
	Minus
	Interesting

	Targets customers working from home (+5)
	Deliveries will increase the cost (-3) 
	Increase the coverage area if the venture is successful (+2)

	Less dependent on the flow of customers at the retail park (+5)	
	Basil has very little time for delivery (-4)
	Can capture data on orders (+2)

	Possibility of acquiring new customers (+4)
	Products have to be kept fresh during delivery (-2)
	Can include schedule deliveries (+2)

	Direct response to customer demands (+5)
	Technology will need to be set up (-2)
	Supports future expansion of the business (+3)


Plus total: +19
Minus total: -11
Interesting total: +9
Overall total: +17

Solution B: Digital pre-order and click and collect
	Plus
	Minus
	Interesting

	Decreases time spent by customers waiting (+5)
	Customers have to come to the retail park (-5)
	Identifies popular products (+2)

	Simpler to run compared to delivery (+4)
	Does not deal with decreased traffic problem (-5)
	The collection slots can cope with peak times (+2)

	Avoids missing out on phone orders (+4)
	Necessitates an online ordering system (-2)
	Can eventually be developed into deliveries (+3)

	Facilitates better order preparation (+3)
	Customers may be late when collecting their order (-1)
	May result in early payment (+2)


Plus total: +16
Minus total: -13
Interesting total: +9
Overall total: +12

Appendix 2 – Task 4a: Implementation plan
	Task
	WHAT
	WHEN
	WHO
	DONE

	1
	Research delivery options, costs, delivery radius and online ordering platforms.
	Weeks 1-2
	 Basil
	☐

	2
	Create the online menu, payment system, ordering process and delivery arrangements.
	Weeks 3-4
	Basil and external digital support 
	☐

	3
	Conduct a limited trial, collect customer feedback and resolve operational problems.
	Weeks 5-6
	Basil and delivery provider/driver
	☐

	4
	Fully launch and promote the service while monitoring sales and delivery performance.
	Week 7 onwards
	Basil
	☐


The plan follows the principle that implementation should identify required actions, responsibilities and timings so that a proposed strategy can be translated into practical activity
Appendix 3 – Task 5a: KPI and SMART objective 

Key Performance Indicator: Percentage increase in monthly sales revenue compared with the average monthly sales revenue immediately before implementation.
	Specific
	Measurable
	Attainable
	Relevent
	Time-bound

	Generate increased monthly sales revenue for Basil’s Bakery by means of the newly introduced online ordering and delivery services.
	Ensure that there is a 15% improvement relative to the monthly sales benchmark before the introduction of the services.
	Carry out gradual implementation of the services through the use of a local delivery service region and track results monthly.	
	Can be done directly since it solves the core problem of the bakery
	Achieve the 15% increase within six months of the service being fully launched



SMART objectives are designed to create clearly defined and measurable management goals (Doran, 1981). 
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