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[bookmark: _Hlk205982484]Task 1: Overview of Case-study

 Basil’s Bakery is an established local business based in Coventry retail park, opened in 2015.Sales grew each year until 2020, then dropped and stayed 25% lower than 2019 figures due to the lockdown pandemic. Its main root problem is falling sales, which has reduced profits and regular customers. This issue is caused by several factors: no delivery or pre-order service, there is low staff levels, more regular customers working from home, less people visiting the retail park, long wait times and answering phone calls are hard due to low staff, also the cost of organic ingredients and rent bills have increased.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Pre-Order service) Solution A 
This service allows customers to order and pay ahead by phone or social media platforms. It provides convenient time to collect their items and makes waiting times quicker during busy periods. It also ensures that no customer calls are missed. It makes the bakery more convenient and reliable to customers by providing customer satisfaction and encouraging regular visits. Therefore, by fulfilling what customers requested for, Basil’ Bakery will increase its sales and help reverse the fall in revenue.
(Delivery Service) Solution B 
[bookmark: _Hlk205980222] This service offers local delivery within the surrounding area, with orders placed easily by phone or other social media platforms like Just Eat, Uber eats or Deliveroo. It meets the needs of people working from home and people who can't travel, this will help basil’s bakery attract more new audience through the apps and sales increasing by providing loyal customer service. This would help the bakery make a good and trustworthy reputation by having a reliable service for the customers. A delivery service can help Basil’s Bakery stay competitive and reduce the problem of falling sales.


Task 3b) Evaluation Results and Justifications
Based on my PMI evaluation table, Solution B is the best solution for Basil’s Bakery to progress with due to a total score of 12 compared to solution A with a total score of 10 even though the difference is by 2 i selected three main core criteria matched to fit the bakery's main goal to increase sales. 
· Growth potential (ranked 5) most important factor, as the business aims to attract more customers and raise income.
· Customer access (ranked 3) serves people who cannot visit the shop.
· Cost value (ranked 2) important to make sure extra costs are worth it.
Solution b works best for the bakery because it reaches new people and areas, making ordering easier and accessible for more customers. Extra profit will also cover added costs and bills. Solution A only aims for faster orders, it doesn't bring new customers or lift sales, so it doesn't achieve bakery's main goal to increase sales.
Task 4b) Justifications for the Implementation Plan
These steps are ordered logically to make the process run smoothly. Planning comes first in Week 1, as all other choices – like where we deliver, how much we charge, and how orders work – need clear details set first. This avoids mistakes or extra work further down the line. The ordering system is set up next in Week 2, since customers need an easy way to place orders for the service to work. The manager and staff do this because they know the bakery’s products and what customers prefer best. Delivery arrangements are sorted in Week 3, once all service details are finalised, so drivers, packaging and routes match exactly what is needed. Testing and launching are done last, so any issues can be fixed before the service officially starts. This schedule spreads work evenly, and each task is given to the people best able to complete it well.

Task 5b) Justifications for the KPI and SMART Objectives
The selected KPI is the number of online and delivery orders received each week because it is a reliable way to measure the success of the new delivery service. An increase in orders will show that more customers are using the service and that the project is helping to improve sales. Monitoring this KPI regularly also allows the bakery to identify any issues early and act if performance falls below expectations. The first SMART objective is to introduce the delivery service within eight weeks. This objective is specific, easy to measure, realistic with the available resources, relevant to improving sales, and includes a clear deadline. The second SMART objective is to increase weekly sales by 15% within three months of launching the service. Sales figures can be used to measure progress, and the target is achievable through effective marketing and efficient deliveries. This objective supports the bakery’s goal of increasing revenue. The final SMART objective is to achieve a customer satisfaction rating of at least 90% within six months. Customer surveys and online reviews will be used to measure this target. High customer satisfaction is important because it encourages repeat purchases, strengthens the bakery’s reputation, and contributes to long-term business success.
Task 7) Key Findings
  •    Adding local delivery helps Basil’s Bakery reach customers who can’t visit in person, such as older people or those with busy lives
• A simple ordering system is the best option, as it costs little and is easy for staff and customers to use
• Doing detailed planning and testing before launch lowers risks and stops preventable mistakes
[bookmark: _Hlk208302504]• This service should boost sales, and help the bakery become more well-known and liked locally
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  Appendix 1 – Task 3a        
                PMI Evaluation Table
	Website PRE-ORDER SERVICE ( Solution A)

	Plus
	Minus
	Interesting

	This service will Meet customer’s needs by making it easier and having more options to order    +5
	 This service will require manual work by customers making it a bit harder for people who don't have time or are lazy -1
	This service will help Track sales data +3

	This will help the bakery by having Less wait time 
+2
	Splits staff time by making them split into groups to handle orders online and in-store-3
	Better profit +4

	This service will be Low-cost cause you don't have to spend money +3
	This service requires Customers to only Pick up -3
	

	There will be Less staff needed so less people to pay+4
	There might be Missed orders due to customers coming to collect during busy time and staff rushing orders-4
	

	
TOTAL:  +14
	
TOTAL: -11
	
TOTAL: + 7



[bookmark: _Hlk210816971]      Therefore: Overall Total Pre-Order service = 10
	DELIVERY SERVICE  (Solution B)

	Plus
	Minus
	Interesting

	It will reach new customers +5
	Fuel costs are higher -3
	Business will expand to new areas +4

	More cities reached +3
	Needs staffs time to organize -3
	The profit of the business will grow +4

	It will be easier for customers +3
	Risk delays due to traffic -4
	More data +3

	
Revenue expands +2
	More admins -2
	

	
TOTAL: +13
	
TOTAL: -12
	
TOTAL: +11


[bookmark: _Hlk219478739]           Therefore: Overall total delivery service=12
(De Bono, 1992)
Appendix 2 – Task 4a
Implementation Plan
[bookmark: _Int_c0c6PJRe]Name the problem you are solving: Basil's Bakery sales stagnation
[bookmark: _Int_VmN81uPq]Name the solution you are implementing: delivery service
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Planning


	Plan the delivery service, area, and pricing. Work out exactly which areas to deliver, calculate all costs, set delivery prices and minimum order amounts, and decide which items travel best.


	Week 1


	Bakery manager


	Have a full clear plan list written down



	2
	Set up ordering system


	Make a straightforward way for customers to order – like a website, social media order form, or app, with all products and prices shown clearly.

	Week 2


	Manager and staff


	Ordering system set up and working



	3
	Sort delivery arrangements


	Find trusted drivers or work with a local delivery company, get packaging to keep food fresh, and plan the best delivery routes.


	Week 3


	Bakery manager and team


	All delivery plans and supplies are ready to go



	4
	Test, promote and launch


	Test the entire process with practice orders to fix any issues; tell people about the new service in shop, online and locally; launch officially and collect feedback.


	Week 4


	All bakery staff


	Service is fully running, first orders completed, and feedback process set up




(Project management institute, 2021) (Johnson, Scholes and Whittington, 2020)
Appendix 3 – Task 5a

The Key Performance Indicator is increasing online delivery sales by 20% in 3 months
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online delivery sales by promoting the bakery on social media like TikTok, Instagram etc, improving the online ordering experience, and providing special offers for new customers. These actions will encourage more people to order online and help the business reach a wider customer base.

	Progress will be monitored by recording the number of online orders each week and comparing them with current sales. The aim is to increase online sales by 20%, making it easy to measure performance and identify areas for improvement.

	This goal is achievable because the bakery already has a powerful reputation for quality products. Using low cost marketing, staff training, and attractive promotions will help increase customer interest and encourage more online orders.

	Growing online delivery sales supports the bakery's goal of increasing revenue and attracting more customers .it will improve customer convenience, strengthen the bakery's competitive position, and encourage repeat orders from both new and existing customers.

	The objective should be completed within three months.  Sales performance and customer feedback will be reviewed every week to measure progress. If results are below target, the bakery can improve promotions or update marketing strategy to help achieve the goal.



 (Doran, 1981)      (Kotler & Keller,2016)
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