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[bookmark: _Hlk205982484]Overview of Case-study
Basil's Bakery is a small artisan bakery based in Coventry. Opened in 2015, it sells a range of organic breads, cakes and pastries to local shoppers and employees. The bakery saw steady growth in sales between 2015 and 2019, but sales dropped during the COVID-19 pandemic. Although business improved after restrictions were lifted, sales have stayed around 25% below. At the same time, Basil has had to deal with higher utility costs
The main issues leading to sales stagnation are shop closing, people working from home and reduced footfall in the retail park. Also, a big issue is lack of deliveries and pre-orders.
Online Ordering and Delivery Service Solution
Basil's Bakery needs to introduce an online ordering and delivery service, allowing customers to buy for delivery or collection. For the vast amount of people working from home and still want to eat from the bakery, this would be the best solution. It would also help the business reach new customers not only in the retail park, making the footfall problem less concerning. “Empirical research suggests that restaurants can benefit from introducing on-demand delivery services, as these platforms increase total takeaway sales while also encouraging more customers to visit in person” (Zhu et al., 2024)
Digital Pre-order and Click-and-Collect System
Basil’s Bakery must also introduce a pre-order and click-and-collect service to improve reduce long waiting times. This system removes the need to answer phone calls during busy periods, which solve another dilemma that Basil’s is concerned about. As a result, customer satisfaction is most likely to increase, adding more repeat and loyal customers into the business.



Task 3(b) Evaluation Results and Justifications
The Online Ordering and Delivery Service (Solution A) is the most appropriate solution to implement because it shows how much Delivery will benefit the business. A PMI (Plus, Minus, Interesting) analysis was used to decide if the solution proposed is good or bad by looking at both positive and negative consequences. (de Bono, 1992). The evaluation criteria focused on impact on sales (40%), implementation cost (30%), and ease of implementation (30%). Impact on sales received the highest weighting because increasing revenue is the Basil’s primary goal. Basil’s bakery biggest concern was revenue declining which make the most important goal to be sales. Deliveries will increase sales the most because of its flexibility and ease of use.
Task 4(b) Justifications for the Implementation Plan
The implementation plan secures an efficient and well-planned plan to introduce delivery and online ordering in Basil’s business. The first task takes 1 week which includes platform researching and choosing. This will calculate the costs and reliability. Once chosen, the team goes into task 2 which can take up to two weeks. These 2 weeks are the most important as it creates the image brand: The menu, the pictures, the names of the product and putting up the prices. After that, Basil should train the staff to meet high standards to offer excellent customer service. Finally, and one of the most important periods of the campaign is promoting on social media. It is important that the marketing is very good as it should attract new eyes and potential customers. 
Task 5 (b) Justifications for the KPI and SMART Objectives
The proposed KPI is to increase sales by offering delivery service and online ordering. The main problem Basil is facing is reduced footfall because of the retail park in Coventry. The solution proposed is the best for a situation like Basil’s. Deliveries do not require people to be present at the retail park, they can order from home, work or in the park. (Parmenter, 2020). 
The SMART objectives support the KPI by providing clear targets. The objective is specific because it shows exactly what and why the new method must be implemented. It is measurable because it shows the exact numbers and how Basil should get insights. The objectives are attainable because customers have already expressed demand in this service. They are relevant because they directly address declining sales. Finally, they are time-bound, as it gives the plan about 5 weeks and the total KPI 3 months to be achieved. (Doran, 1981; Parmenter, 2020).

Task 6 Key Findings
Basil’s Bakery’s declining sales are mainly caused by reduced footfall.
The Online Ordering and Delivery Service was identified as the preferred solution because directly faces the problem.
A structured implementation plan provides a clear timeline, share the roadmap and step-by-step actions to success.
The proposed KPI and SMART objectives enable Basil to monitor sales growth, allowing the business to evaluate the success of the solution.
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Appendices
Appendix 1 – Task 3(a)
	Online Ordering and Delivery Service

	Plus
	Minus
	Interesting

	Reaches customers that cannot show in person +5
	There are costs for creating a website and offering deliveries -5
	Deliveries can show insights of which product is most popular and which should be discounted +2

	Can create loyal customers because it is easy to re-order +3
	Staff will need training which might take time and money -1
	More room for promotions and interesting offers which benefits the business +2

	Can be promoted on very popular delivery service companies which improves visibility +2
	Costs for delivery van, insurance, tax and fuel -3
	Online customers are expected to leave reviews more than customers in-person +3

	
	In case of late deliveries, the customers will change the image of the business -2
	

	Total +10
	Total -11
	Total +7


(de Bono, 1992).
[bookmark: _Hlk210816971]Therefore: Overall Total for Name (for Solution A) = +6






	Digital Pre-order and Click-and-Collect System

	Plus
	Minus
	Interesting

	Reduces queues during busy periods. +4
	Costs for a system that allows pre-order and click-and-collect. -3
	Demand allows Basil to display the right number of organic products. +2

	Shows stock availability. +2
	Time and money for training staff to execute click-and-collect. -2
	Click-and-collect promotions can attract more customers (Buy 2 get 1 free) +1

	Cheaper than deliveries while keeping the same efficiency. +2
	Less predictable that in-person shopping due to website closure, internet connection and technical issues. -1
	

	
	Bad feedback if click-and-collect is not done right. -2
	

	Total +8
	Total -8
	Total +3



Therefore: Overall Total for Name (for Solution B) = +3



Appendix 2 – Task 4a
Implementation Plan

The problem: Declining sales 
Name the solution you are implementing: Online ordering and Delivery system
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Select a good delivery platform.
	Research every platform for finding better rates and better customer service.
	First week.
	Basil.

	The platform is selected at Basil’s choice.

	2
	Set everything up in the platform
	Create the menu and take high-quality pictures. Think about charges and areas it can be delivered to.
	Second and third week
	Basil and developers

	Everything is now ready to post. Menu with pictures is done.

	3
	Train the staff
	Train staff how to manage the delivery app and how to offer customer service at Basil’s standards.
	Fourth week
	Basil and staff
	Staff now can deliver goods with great customer service.

	4
	Launch the promotion
	Advertise on social media, big poster outside with the name “Delivery available now”

	Fifth week

	Basil
	The campaign is now running, and Basil can now get insights of sales and profits



(Project Management Institute, 2021).

Appendix 3 – Task 5a

The Key Performance Indicator is: Increasing monthly sales using online ordering and delivery service.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Introducing online ordering and delivery service to boost sales by allowing customers to purchase from home. Social media marketing is the most suitable form of promotion for this type of service.
	Measure income by achieving a 20% increase in monthly sales, at least 5 online orders per day, and maintaining an average positive rating of 4.7 stars out of 5 from online feedback.

	Basil has already faced the high demand of online ordering and failing by not picking up the phone because of the time. That shows the demand is possible. By listing their service on a platform, the business can increase sales within a month.
	Basil’s main desire is confronting declined sales because of the reduced footfall. Deliveries offer the only solution that will make reduced footfall a smaller problem.
	The plan takes 5 weeks to be finished. The key performance indicator should be achieved within 3 months. Basil should get insights every month to check if the services are helping the business


(Doran, 1981; Parmenter, 2020)
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