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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Basil’s Bakery is a small independent bakery in Coventry, UK. It sells organic cakes, bread and pastries to local shoppers, office workers and retail staff. The business was successful before 2020, but sales have stayed about 25% lower than in 2019. The main problem is the continuous decline in sales, which makes the business less profitable. Several factors have caused this issue. There are fewer visitors to the retail park because many shops have closed and more people work from home. In addition, the bakery does not offer a delivery service or an effective pre-order system. Rising business costs also make it more difficult for Basil to continue operating successfully.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Delivery Service
The first solution is to introduce a delivery service. Customers could order fresh bread, cakes and pastries online and have them delivered to their homes or workplaces. Basil could work with a local delivery company, so he can continue baking while the orders are delivered by another business. This solution would help the bakery reach customers who now work from home or no longer visit the retail park. It could increase sales, attract new customers and improve customer satisfaction by making the bakery more convenient.   

Solution B Online Ordering Service  
 The second solution is to introduce an online ordering service which can be combine with pre-order system as the customers were asking. Customers could place and pay for their orders through a website before arriving at the bakery. Their food would be ready for collection at a chosen time. This would reduce waiting times during busy periods and remove the need for Basil to answer the phone while baking. The system would improve customer experience, help staff organise orders more efficiently and encourage more costumers to return to the bakery.
Task 3b) Evaluation Results and Justifications
The PMI evaluation shows that Solution B (Online Ordering and Pre-order System) is the best option for Basil’s Bakery. It has more positive points than negative ones and offers the best balance for the business.
The main criteria used in the evaluation were cost, customer convenience, business efficiency and sales growth. These criteria were chosen because Basil needs a solution that is affordable, easy to use and helps increase sales. Cost and sales growth were the most important criteria because the bakery has lower profits and needs to improve its income. Customer convenience and business efficiency were also important because they can improve customer satisfaction and make daily work easier.
Solution B has many advantages. It reduces waiting times, improves customer service and helps Basil manage orders more efficiently. Although there are some disadvantages, such as the cost of setting up the website and staff training, these are only short-term. Overall, the advantages are greater than the disadvantages, making Solution B the most suitable choice for Basil’s Bakery.

Task 4b) Justifications for the Implementation Plan
The implementation plan is designed to introduce the online ordering and pre-order system in a logical and organised way. The first task is to plan the project and choose a suitable website provider because this creates a clear foundation for the implementation. The second task is to develop and test the website to ensure that it is easy to use and works correctly before customers can access it.
The third task is to add products, prices and collection items to the website. This is scheduled after the website has been developed and tested to ensure that customers can view accurate product information and place online orders without any problems before the system is launched 
Each responsibility has been assigned to the most appropriate person. Basil, as the owner, is responsible for planning the project, approving decisions and supervising the implementation. The website developer is responsible for building and testing the online system This implementation plan reduces disruption to daily operations and increases the likelihood of a successful launch (Project Management Institute, 2021).


Task 5b) Justifications for the KPI and SMART Objectives
The selected Key Performance Indicator (KPI) is to increase the number of online orders by 15% within six months. This KPI is suitable because it directly measures whether the online ordering system is helping the bakery achieve its main objective of increasing sales. By monitoring online orders each month, Basil can evaluate the success of the project and identify areas that may require improvement.
The SMART objectives were chosen to support the successful implementation of the new system. The first objective is to launch the online ordering and pre-order system within three months. This objective is specific, measurable and time-bound because it includes a clear deadline. The second objective is to increase monthly sales by 15% within six months, which is achievable through improved customer convenience and easier access to bakery products. Another objective is to reduce customer waiting times by 30% within three months after implementation. This will improve customer satisfaction and make the ordering process more efficient. The final objective is to ensure that Basil configured the system and upload products, prices and collection items on a website. Overall, the KPI and SMART objectives provide clear targets that will help Basil measure performance, improve efficiency and support long-term business growth (Doran, 1981).

Task 6) Key Findings
Basil’s Bakery has experienced a 25% decline in sales since 2020 due to fewer visitors to the retail park, more people working from home and rising business costs.
Two solutions were evaluated using the PMI analysis, and the Online Ordering and Pre-order System achieved the highest overall score because it offers greater benefits than disadvantages (De Bono, 1992).
Implementing the online ordering system is expected to improve customer convenience, reduce waiting times, increase staff efficiency and encourage repeat customers.
The implementation plan provides clear tasks, responsibilities and a realistic timeline to ensure the project is completed successfully (Project Management Institute, 2021).
The KPI and SMART objective will help Basil monitor performance by aiming to increase online orders by 15% within six months, supporting long-term business growth (Doran, 1981).
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Appendix 1 – Task 3a

PMI Evaluation Table

	Delivery Service

	Plus
	Minus
	Interesting

	More customers
	Delivery costs
	Could work with a local delivery company

	Higher sales
	Higher product prices
	May attract office workers

	More convenience for customers
	More difficult to manage
	Can expand the business

	Reaches people working from home
	Risk of late deliveries
	Could be added in the future

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 3 


4
[bookmark: _Hlk210816971]Therefore: Overall Total for Delivery Service = 3
	Online Ordering Service  

	Plus
	Minus
	Interesting

	Shorter waiting times
	Cost of setting up the website
	Customers can pay online

	Easier for staff

	Staff need training
	Orders are ready for collection

	
Better customer service
	Small maintenance costs
	Can be upgraded later

	
More repeat costumers
	Internet problem may happen
	Reduces phone calls 

	Saves time by allowing customers to order online in advance
	Some costumers may prefer to order in person and may not use the online service 
	Could allow customers to choose a collection time in advance 



Therefore: Overall Total for Online Ordering Service = 4

A PMI (Plus, Minus, Interesting) evaluation was used to compare the two proposed solutions for Basil’s Bakery. This method helps identify the advantages, disadvantages and additional considerations of each option before making a final decision (De Bono, 1992).
The PMI table for Solution A (Delivery Service) shows that the main advantages are attracting more customers, increasing sales, providing greater convenience and reaching people who work from home. However, the solution also has significant disadvantages, including delivery costs, higher product prices, increased management complexity and the risk of late deliveries. Overall, Solution A received a lower score because the disadvantages reduce its overall effectiveness.
The PMI table for Solution B (Online Ordering and Pre-order System) shows more positive results. The main benefits include shorter waiting times, better customer service, improved staff efficiency and increased customer loyalty. Although there are some disadvantages, such as website development costs, staff training and maintenance expenses, these are relatively manageable and mainly occur during implementation. Therefore, Solution B achieved the highest overall score and is considered the most suitable option for Basil’s Bakery.



Appendix 2 – Task 4a
Implementation Plan
Name the problem you are solving: Decline sales 
Name the solution you are implementing: Providing Online ordering and Pre-order System
	
	WHAT

	How 
	WHEN

	WHO


	1
	
Plan the project and choose a website provider

	Research different website providers, compare prices and features and select the most suitable option
	
29TH of July- 5th of August 

	
Basil (Owner)


	2
	
Develop and test the online ordering website

	Design, build and test the website to ensure it is secure, user-friendly and works correctly 
	
6th of August -19th of August 

	
Website Developer


	3
	
Configure the system and upload products, prices and collection items
	Upload all bakery products, set prices, add product descriptions and configure collection time slots.
	

20th of August -26th of August 

	

Basil 

	4
	
Launch the system and monitor customer feedback

	Launch the website, collect customer feedback, monitor performance and fix any technical issues.
	
27th of August- 6th of September 

	
Basil and Staff







· 

Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Launch the online ordering and pre-order system.





	
Website is fully operational and accepting customer orders.




	
Yes, because a professional website developer will build and test the system.




	
Supports business growth and improves customer convenience.




	
Within 3 months.





	Reduce customer waiting times.
	Reduce waiting times by 30%.

	Customers can order before arriving at the bakery.
	Improves customer satisfaction and service efficiency.
	Within 3 months after launch.

	Increase monthly sales through online orders.
	Achieve a 15% increase in monthly sales.
	Monthly sales reports will be compared before and after the launch, A 15% increase in monthly sales will show that the target has been achieved. 
	Helps recover sales lost since 2020.
	Within 6 months after launch.
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