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Task 1: Overview of Case-study
Basil’s Bakery is a small independent bakery located within a retail park in Coventry. Renowned for their artisanal products. They are popular with both retail shoppers as well as office and factory workers in the opposite industrial estate. However, since 2020 the owner Basil has struggled with an average 25% decline in sales since the covid-19 restrictions. The root problem is the lack of sales and Basil has not adapted to the changes in societal behavior and market conditions. Spending habits are changing, there is less footfall in retail parks (Valaskova, Durana and Adamko, 2021,) people are working from home more often and spending more time indoors. Society is also increasingly putting value in convenience and ease of access. 
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal: Pre Order System
Solution A proposal is to establish a pre-Order system wherein customers can order their food or drinks in advance by means of a website where they can browse products and order via a ‘click and collect’ system, as well as a dedicated telephone line to take in orders. A new member of staff is required to achieve this. This would help resolve some of the issues as it leads to lower waiting times and a more efficient transaction. Low wait times naturally increase customer satisfaction and as stated by Jara et al. (2018) ‘click and collect represents a growing part of the channel strategy of traditional off-line retailers.’

Solution B Proposal: Delivery Service 
[bookmark: _Hlk205980222]Solution B proposal is to provide a delivery service, by either hiring a new member of staff, procuring a van and providing a delivery driver able to deliver customer orders directly to their homes or workplace. Another potential route is to join pre-established delivery apps. This solution will help as it meets changing fast-paced societal demands and the rise of food delivery apps during Covid-19. Poon and Tung (2024) found that consumers have a positive attitude towards these services and likely to offer repeat business. It also opens an entirely new revenue stream and customer base; those too far, unable or unwilling to travel to the store. 


Task 3b) PMI Evaluation Results and Justifications
Based on the PMI chart displayed in appendix 1 3a, solution B is the most appropriate option, as there are a couple of different routes to achieve the goal of offering a delivery service. The traditional route of hiring a new driver is an option, as well as delivery apps likes Justeat, Deliveroo, Ubereats astronomical growth, offering a delivery service for food is becoming more of an expectation of consumers (Dsouza and Sharma, 2020.) On top of this, the barrier and cost of entry would be significantly smaller than hiring employees, the importance of this aspect is displayed on the PMI chart in appendix 1. A business already struggling with revenue loss may not have the capital required to have in house drivers, such as a van, insurance and full time staff etc. Another great advantage of this solution is offering your products to customers in a much wider distance, as well as the exposure gained from online services make solution B the ideal solution.
Task 4b) Justifications for the Implementation Plan
The implementation plan I have outlined in appendix 2 4a is the most logical order of things to successfully implement the task. Week 1 focuses on researching customer demand, things such as deliver radius area, startup costs and platform fees. This allows Basil to clearly see the most cost effective option. In week 2 operational activities can begin, setting up ordering systems, website domain, Delivery app compliance and POS, resource gathering (packaging, delivery bags etc.) Testing services and noting any issues early, helping to create a smooth launch. Week 3 is marketing focused because creating awareness of the improved changes is essential, however, marketing before the service is ready could create customer dissatisfaction and the initial interest of a marketing campaign quickly dies down with no product to back it up (Goldstein and Lee, 2005.) Finally, week 4 involves monitoring performance and effectiveness, reviewing feedback, implementing improvements where necessary. Basil is responsible for majority of the tasks because as the owner, he has overall control of the decisions within the company, while extra staff or specialists may be required to help. This four staged approach follows the project planning principles; ensuring each task builds on the successful completion of previous stages. 
Task 5b) Justifications for the KPI and SMART Objectives
The KPI and SMART objectives displayed in appendix 3 5a will be used to monitor whether the delivery service is meeting its intended business objectives. Weekly sales reports will be reviewed to determine whether revenue has increased by the target of 15% compared with pre-implementation figures. The bakery will also monitor the number of delivery orders placed each week to assess customer demand and identify trends.
Delivery performance will be measured by tracking whether 95% of orders are delivered within the promised time. Customer satisfaction surveys and online reviews will provide feedback on delivery speed, food quality, and overall service. Repeat customer data will also be analysed to determine whether customers are continuing to use the delivery service, indicating long-term success.
If the SMART objectives are achieved, the bakery can conclude that the delivery service has successfully increased revenue, improved customer convenience, and reduced the impact of declining footfall. However, if targets are not met, managers can identify specific areas for improvement, such as increasing marketing activity, expanding the delivery area, improving delivery efficiency, or providing additional staff training. Regular monitoring enables the bakery to make informed decisions and continuously improve the service to meet customer needs and achieve its business objectives.

Task 6) Key Findings
· The main issue facing Basil’s bakery was a 25% sales reduction following the Covid-19 pandemic due to decreased footfall and changing societal spending and eating habits. 
· A delivery service was chosen as the most appropriate solution as it further expands the customer base, meaning Basil is no longer relying solely on customers to visit the retail park. 
· The PMI chart supported the decision making of most suitable solution for Basil’s bakery.
· An implementation plan provides a structured clear approach to the issue or goal. In this case it provided research, preparation and marketing, as well as performance during launch.
· [bookmark: _Hlk208302504]The given KPI’s and SMART objectives will monitor sales growth, performance, customer satisfaction to evaluate whether the chosen solution and implementation have successfully achieved the goal.  
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Appendices
Appendix 1 – Task 3a

PMI Evaluation Table
Scale from -5 to +5 
	Online And Telephone Pre Ordering (Solution A)

	Plus
	Minus
	Interesting

	+5 Allows Basil to focus on baking
	-4 Have to employ new staff member 
	-2 Customers data could be stolen

	+4 Can creates new revenue stream via online payment

	-3 Operating costs of website 
	+5 Could lead to further business expansion 

	+5 Makes things easier for loyal customers

	-2 Could make bakery seem empty of customers
	-2 May change customer behaviour 

	
+4 Prevents ques and long wait times 
	-2 Card payment fees
	+3 Could improve customer loyalty 

	
TOTAL: +18
	
TOTAL: -11
	
TOTAL: +4	


[bookmark: _Hlk210816971]
Therefore: Overall Total for online and telephone pre ordering (Solution A) = 11




	Delivery Service (Solution B)

	Plus
	Minus
	Interesting

	+5 Could greatly expand new customer reach
	-3 Have to pay delivery driver
	+4 Could encourage larger orders 

	+4 Online payments 
	-2 Delivery app fees
	+3 Partnership opportunities 

	+5 Makes loyal customers happy
	-3 Products may be damaged/lower quality in transit
	+3 Potential for subscription services

	+4 Captures work from home market

	-2 May have to employ staff to pack orders 
	+2 Could improve business reputation

	
TOTAL: +18  
	
TOTAL: -10
	
TOTAL: +11



(Portmann and Easterbrook, 1992)
Therefore: Overall Total for delivery service (Solution B) = 19



Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Revenue loss and reduced footfall
Name the solution you are implementing: Delivery service
	
	TASK
	WHAT

	WHEN

	WHO

	DONE

	1
	Identify delivery requirements
	Research customer demand, decide delivery radius, identify whether hiring new staff or using 3rd party delivery apps (Uber eats, Just eat etc) is more suitable. Research costs for both options.  
Consider hiring training consultant. 



	Week 1


	Basil (bakery owner)

	Delivery option chosen and costs confirmed. 
Training consultant hired and briefed


	2
	Prepare for delivery service launch


	Set up an online system, create delivery menus. 
Hire driver and procure van and business insurance
Create website or set up 3rd party delivery systems (POS) work out delivery charge costs and consider fees when pricing items. 
find suitable packaging, test systems


	Week 2 


	Basil 
Extra staff member
Driver (if applicable)



	Ordering system operational
Packing and stock acquired, service tested.
Staff hired and trained.



	3
	Promote service 


	Consider hiring marketing specialist.
Create marketing campaign through social media targeted ads. Create leaflets to post around local area and send Emal bulletins.


	Week 3 


	Basil
Marketing assistant (if applicable) 


	Marketing campaign successfully launched and customers are aware of new business service.  



	4
	Evaluate and manage service 


	Monitor efficiency and how business is coping with changes. Check customer wait times, encourage customer feedback, review sales performances and make changes where necessary. 


	Week 4 


	Basil


	Reviewed all information, viable options considered and steps towards changes are made, if needed. 




(Atlassian, 2024)



Appendix 3 – Task 5a

The Key Performance Indicator is: Sales revenue & performance post delivery service launch

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introduce delivery service
Maintain daily operations







	Measure sales performance weekly
Aim for 15% increased weekly sales revenue 

 track customer delivery times
satisfaction rates, aim for 95% delivery satisfaction





	Train all staff
Purchase vehicle & insurance
Comply with third party app policies. 






	The delivery service addresses declining footfall 





	Weekly tracking
Monthly tracking 








(Ishak, Fong and Shin, 2019)
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