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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Basil’s Bakery is small bakery in a retail Coventry. The shop started in 2015 and did very well until 2020. Due to the COVID-19 pandemic, sales dropped. They did come back a bit from the pandemic but have yet to reach the sales they used to make; they are around 25% lower than in 2019 since 2023. Fewer people are visiting the retail park, and Basil has not changed the way he runs the shop to accommodate the change. Some of the shops in the retail park have closed. Some of Basil’s customers have lost their jobs. Many office workers are working from home these days. Since Basil works by himself, he does not offer delivery or the ability to order in advance. Lastly, Basil is also facing increasing costs to the shop, which makes it harder for him to combat these issues facing the shop.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
(Basil’s Direct) Solution A Proposal


Basil’s Direct is an ordering system (website or app) that allows customers to order in advance and pay for Basil’s products to be collected at a time of their choosing or for delivery to their location through an existing delivery service or through designated delivery slots for offices and homes. This solution will allow Basil’s to retain customers who  have moved out of the retail park as well as offer food to customers who struggle with long lines at peak times. Furthermore, it will allow Basil’s to reclaim some of the revenue that is currently being lost to customers who no longer visit the retail park.

Click and Collect Solution B Proposal
[bookmark: _Hlk205980222]
Basil’s Click and Collect system allows customers to order Basil’s products over the phone, via text message, or through an online contact form to order ahead of time and pay for the products in advance. The products can then be prepared and available for collection at a designated location at the collection time selected by the customer. This solution addresses the root of the problem created by the customers’ requests to be able to place orders in advance of visiting Basil’s shop – by allowing these customers to avoid long queues to visit Basil’s shop, Basil can better focus on taking orders from customers that walk in and who can select their products to order. Additionally, Basil can better plan what products to prepare and stock in his shop.

Task 3b) Evaluation Results and Justifications
Solution B (Click and Collect)
Solution B – asking customers to pre order online or by the phone – is the bets solution to move forward with, based on the PMI results. The three criteria that were used to determine this were: how easy it is to set up, how much it costs, and how much it helps the customers. These three criteria were selected for this business due to Basil working alone, having high bills himself, and his customers having asked for shorter wait times in the past. The criteria for ease of setup and cost were weighted the highest because Basil does not have any money, staff, or time to dedicate to implementing major changes to his restaurant. The criteria of how much the solution will help the customers was weighted less on the original survey because the solution must be something Basil can manage himself. Solution B fits the most because it solves the problem of customers having to stand in line for long periods of time, is low cost for the restaurant, does not require any additional staff, and would take the least amount of time to implement as a solution.

Task 4b) Justifications for the Implementation Plan
[bookmark: _Hlk205981406] 
The tasks are in this order because each task requires the last task to be completed before it can be performed. Task 1 comes first to choose the correct app, task 2 occurs to set up the app. Task 3 happens before the business is launched since Basil is not capable of performing the baking and handling the click and collect service himself. It is Basil’s business, so he will be in charge of the business, but he will delegate some of the task to himself to reduce the load. Finally, the last task will be used to determine if the business needs to continue investing in this app and tasks.



Task 5b) Justifications for the KPI and SMART Objectives

[bookmark: _Hlk205981688]This KPI was chosen specifically to evaluate whether Basil is successfully addressing the two main problems about his business: a lack of visitors to his shop, and the various ways that customers would like to be able to order from him. Furthermore, this particular KPI is unable to be controlled by the individuals who manage Basil’s shop, so it is an appropriate way to evaluate these issues proposed by the Parmenter (2015) that the best KPIs will relate to both the most important aspects of the business, as well as to the aspects of the business that can be controlled by those within the company. The objective of this particular KPI is specific to the sales of in-commerce and delivery products. These sales can be measured by the shop owners themselves, they are attainable with the current staff, they are relevant to the customers desires for pre-orders and deliveries of Basil’s products, and time bound to a 12-month period – fulfilling Doran’s (1981) suggesting elements of ensuring that goals have time limits attached to them.

Task 7) Key Findings
[bookmark: _Hlk208302504]
Declining footfall – not product quality – is the issue; Basil has experienced a reduction in customers due to store closures, redundancies in the local workforce, and an increase in people working from home. Customers want convenience. Existing customers have specifically requested the ability to place orders for Basil and have them delivered. The best solution would be to implement a phone and online pre-order system that allows customers to order Basil’s products and collect them at the store. This solution will be low cost for customers and Basil’s business and will require no addition staff. Additionally, the rising overhead costs for Basil’s are making the sales problem worse. Increased costs in rent, utilities, and organic products all mean that Basil cannot rely upon time or significant investment to correct the problem. To be successful, there must be some measurements of the desired outcome. Basil can use online and pre-order sales as a key performance indicator (KPI) to measure the outcome of this, with a target of reaching 20% of total sales from this channel within the next 12 months.
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Appendix 1 – Task 3a

PMI Evaluation Table

	Basil’s Direct

	Plus
	Minus
	Interesting

	People who work from home can now order from Basil.
	Basil will not be able to bake and deliver orders at the same time.
	It can attract new customers that previously did not come to the retail park.

	
Customers have Asked for this service in the past.
	It will require extra staff and transport costs.
	Basil can charge a delivery fee.

	
People may start to order more often and have larger orders. 
	Some cake and pastries may not be suited for transport.

	Basil could partner with delivery companies that are trustworthy.

	
Some customers would like Basil’s business and stay loyal to him. 
	It will add a level complexity to Basil’s work.
	More people will start to recognise Basil’s Bakery.

	The delivery service could help Basil compete with other bakeries which offer this service.
	
	Basil could start off with a small area than expand his delivery zone.






	Click and Collect

	Plus
	Minus
	Interesting

	It will reduce waiting times.

	If Basil is busy baking then he may miss customer calls. 
	Basil could start implementing an online ordering system rather than a calling system. 

	There will be a low investment cost. 

	If Basil has a website it will need to have a reliable ordering system. 
	It will make Basil plan ahead for stock. 

	Basil will not need to invest in extra staff or vehicles. 

	Some customers may forget to collect their orders. 
	It can reduce waste as Basil will only make what he has to. 

	It will help manage busy periods.

	Basil may be confused with click and collect customers and other customers.
	Basil could introduce a loyalty and reward program.

	It could make customers come to the bakery more often.
	
	Basil could offer small samples who visit his shop.






Appendix 2 – Task 4a
Implementation Plan

Name the problem you are solving: Sales have decreased and stayed below 25 % below 2019 levels.
Name the solution you are implementing: Setting up an online ordering system for click and collect.
	
	Task
	How

	WHEN

	WHO

	Done

	1
	Choosing an ordering system.

	Look for an online ordering system for click and collect that is easy to use.


	3rd August-14th August 

	Basil (with help from a professional consultant)


	Done 




	2
	Setting up the app


	Set up what products Basil has, prices, as well as collection times. Put advertisements on social media such as Instagram or Facebook.


	Weeks 3-4


	Basil with help from a consultant or part time helper.


	Done 





	3
	Hire and train staff for online click and collect orders.


	Basil needs to hire a worker to handle online click and collect orders while he bakes.


	
Weeks 5-6

	
Basil and a new worker for click and collect orders.

	Done 





	4
	Launch the click and collect program and review it.


	Start the click and collect ordering and check how many customers it is bringing in. 


	Weeks 7-10


	Basil and new Click and Collect worker ( can be checked by a consultant)


	Done 








Appendix 3 – Task 5a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase revenue generated from online pre-orders



Target customers who wanted this service.
	

Sales data from online ordering system every week (% of total revenue)



	

Using existing banking capacity to introduce this service in phases



	

Addresses customer requests and lost footfall customers



	

Achieve 20% of total revenue from online pre-order within 12 months.
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