Basil bakery is a small independent business located in shopping retail park in the town of Coventry. It was set up in year 2015. At the start of the business, Basil bakery was doing well but the year 2019 there was restriction. People were restricted not to go out
This restriction kept people in door they could not come out to do shopping so there were no people coming out to do shopping. THIS effected Basil bakery shop
The nature of Basil Bakery centres on Artisan baked goods that blend Traditional British Baking.
Basil problem is that there is decrease in sales during Lockdown because people are not coming to do shopping and most customers did not come out to buy goods.

The solution focus on Digital transaction and product adaptability
Scaling up Digital Channels (Click and Collect& 3rd port of Delivery).
To counter the complete loss of indoor dinning and street foot traffic,
The primary solution was for basil is change to digital sales.
Pre-order; He needs to establish simplified online menus or social Messaging Apps to customers so that they can pay digital ahead of the time.
Contactless fulfilment, utilizing a physical click collect stations or cub side pick up right outside the shops
Evaluating the 2 solutions for Basil Bakery using the PMI (Plus, Minus Technique
(1)
Scaling up Digital Channels (click &collect/delivery
+Immediate revenue (Recaptures)lost walk in sales by tapping into massive lockdown demand for home delivery
Safety compliance; Eliminates indoor crowding, keeping staff and customers safe and compliant with government mandates
(-) Minus; High commission feesby3rd party delivery apps (like Delivery Roo or Uber, Eat) this will squeeze profit margin.
Loss of quality control Pastries and delicate baked goods can get damage during transit via delivery drivers
Data collection for the first time, the bakery can collect customers E-mails to use for targeted digital Marketing post_ lock down.
(2) Menu Rationalisation and pivoting to Grocery supplies
(+) Operational Efficiency. Fever product lines mean the kitchen team can work faster with less staff, easing Social Distance constrains in the kitchen

Waste reduction; Focusing on long life daily staples (LIKE Sandwiches, loaves drastically reduce the daily ingredients waste associated with luxury cakes.
(-) minus.
Lower profit margins, Basic grocery staples like flour plain bread) generally yield much lower profit margins than platform cakes and Artsan Pastries.
Bread Dilution. Turning and boutique artisan bakery into generic flour and yeast
Suppliers might temporary dull in its luxury identity.
I Prefer solution2
The risk analysis of Menu Rationalisation and Pivoting Suppliers, we needto evaluate the threat to financial stability, operations and brand identity that occur when a premium bakery switches to selling essentials
Financial and Margin Risk.
Margin Erosion, High Margin products Pastries, Celebration cakes are replaced by low- Margin (flour, yeast, basic tin loaves) This requires a significantly higher volume of sales just to breakeven
Operational implementation plan to BASIL bakery away from complex pasties into streamlined grocery-supplying community hub
IMPLEMENTATION PLAN
WEEL 1Sourcing and Menu Resign.
 The first week goal is to clear slowing moving stocks, adjust the production line and secure bulk inventory.
Menu cot off; stop ordering ingredients for labour-intensive
Low shelve-life products like creams, pastries.
Identify staples; finalize a streamlined Menu consisting of only 3 or 4 high yield, high demand items.
Procure Packaging; purchase food grade blown paper bags, clear pouches manual scales and strictly labels for retail repackaging.
Week2
Kitchen Reconfiguration and staff retraining
This week focused on physically changing company lay out to support social distancing and new packaging workflows
Divide to the kitchen to 2 zones
Breaking zone breaking down bulk dry ingredients
Staff relocations; pivot front of house.
Pasties chefs into measuring, labelling raw dry goods.
Price Architecture; Calculate minimum 40% mark up on re packaged grocery items to cover the added labour cost of manual bagging.
Week3.Communication, inventory management.
Here we go live with new model and communicate to community
Clear messaging
Visual Merchandising; move cake display cases of the way
Set up wooden cakes, create or table at sea fronts.
Week 4
Optimisation and feedback
This final phase stabilises the online and maximise efficiency based on real time-consuming. Data.
Identify KPI
To effectively track the success of the Menu Rationalisation and grocery pivot at Basil Bakery, management must monitor specific financial, operational and customers Metrics
Financial performance Metrics.
It ensures the bakery remains financially viable despite shifting from high margin luxury goods to lower margin.
Average Transaction Value its check the average amount spent per customer, daily cash flow.
GROSS Profit Margin. Per product.
Its monitors cash moving in and out of the business each day
Keep cash reserves positive to whole sales immediately.
Operational Efficiency Metrics.
It Monitors kitchen productivity resources management and minimisation of waste
Waste to Production Ratio.
The percentage of unsold baked bread at the end of the day. Keep it under 3% by aligning daily volumes with historical weekly weekend demand.
Stock turnover rate (inventory Velocity) high turnover t prevent cash from being up in storage.
Customer Community Metrics.
It evaluates how effectively the shop has positioned staff as essential community grocery hub.
Repeat Purchase Rate.
The number of times a customer come in weekly for grocery stables. Digital engagement/bound enquires
Checking social media direct messages asking about stocks availably.
Average Transaction Value.
It measures the amount of money spends per visit
Its measures whether the grocery items are successfully making up for the lost revenue of high margin luxury cake.
Smart Objectives
Specific (increase the average transaction value by cross selling. Repackage bulk groceries (flour, yeast.
Measurable.
Raised the current baseline
Average transaction value from £6.50 to £10.50
Achievable
Attain this increase by placing high margin flour bags directly at the payment counter offering 10% discount.
Relevant
Ensure business survival during lockdown y boosting revenue from existing local football, of setting the profit loss caused by cutting complex Pastries from the menu
Time Bond 
Achieve the target £10.50 average transaction value with 30 days of launching the Grocery pivot.
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