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[bookmark: _Toc237257242]Introduction 
Basil's Bakery is a small independent artisan bakery opened in Coventry, UK in 2015, known for its excellent, high quality organic breads, cakes and pastries. Sales were initially steady, but after COVID, fewer people started visiting the business, and sales are now 25% lower that pre-COVID. Less people visiting the retail park, more people at home working and a rise in operating cost due to cost of rent, utility and organics have been affecting the bakery as well. These problems affect the sustainability of the business, and the problem should be solved effectively, with proper decision-making. Hence, this report will consider alternate solutions and will give a recommendation on the best solution for performance improvement in Basil's Bakery.
[bookmark: _Toc237257243]Nature of the Problem 
There are several challenges faced by Basil's Bakery, both at internal and external level, which have been affecting its performance. Internally, the business does not have a delivery service, and faces some difficulty dealing with pre-orders. With Basil single handedly managing the bakery operations, it becomes extremely difficult for him to offer convenience to the customers. The number of customers has been heavily reduced by factors such as reduced shopping centre footfall, growing hybrid working trends and increased shop closures on the outside. Meanwhile, operating costs have been bolstered by rising utility costs, and volatile organic ingredient expenses. All the above problems have lowered income, lost loyal customers, undermined the competitiveness of business, and jeopardized the long term viability of it.
[bookmark: _Toc237257244]Two Proposed Solutions 
[bookmark: _Toc237257245]Solution 1: Online Ordering and Digital Service 
The first solution is to create an online ordering and delivery service using a dedicated web platform and a mobile app that's optimised for delivery (yun Lim and Hamzah, 2023). The initial solution is to build the Online ordering and delivery concept with a dedicated website and platform optimized for mobile delivery. Customers will be given the option to shop the products, order, pay securely online, and select between Click & Collect or home delivery, using the Uber Eats or Deliveroo delivery partners. This solution would enable Basil to regain customer base, make the bakery more convenient for the customer, expand beyond the retail park, generate new sales and boost overall revenues.
[bookmark: _Toc237257246]Solution 2: Digital Pre-Order and Collection System 
The second is a digital pre-order system and collection mechanism whereby customers can pre-order products online, choose more convenient time slots for collection and get automated confirmation on their mobile devices. This would eliminate delays in seasons of high call volume and limit the number of lost sales due to unanswered telephones. A better organized and quicker turnaround time would allow Basil to operate more effectively, better service for the customer, eliminate waiting lines and boost repeat business.
[bookmark: _Toc237257247]Grid Analysis 
The Grid Analysis shows that Solution 1 (Online Ordering and Delivery Service) is the most appropriate, as it has a weighted score of 66, whilst Solution 2 has a weighted score of 64 (Appendix 1). Solution 1's implementation cost and ease of execution marks are lower, but Solution 1 meets the important decision-making factors like customer convenience, sales growth, and business growth potential. These factors will directly address Basil's primary issues of declining customer numbers, reduced footfall and consumer behaviour. To boost sales and customer base, the bakery will reach out to new customers, including home workers, by expanding its online ordering and delivery services and enhance its longer-term competitiveness. Hence, Solution 1 is suggested as the most preferred solution from the strategic and commercial points of view.
[bookmark: _Toc237257248]Risk Analysis 
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (Likelihood × Impact)
	What can you do to reduce this risk from happening?
	If it happens, what can you do to minimise the impact?

	Website development delays
	2
	4
	8
	Select an experienced web developer, set milestones, and hold weekly progress meetings (Wells and Bullock, 2025).
	Extend the launch date if necessary and continue accepting orders by phone or in-store.

	Delivery partner service issues
	3
	4
	12
	Partner with reliable delivery providers and establish clear service agreements.
	Use an alternative delivery partner or temporarily offer Click & Collect only.

	Low customer adoption of the online system
	3
	3
	9
	Promote the new service through social media, loyalty discounts, and in-store advertising.
	Gather customer feedback and improve the website and promotional offers (Vasan, Rao and Gupta, 2025).

	Technical problems with the website or payment system
	2
	5
	10
	Perform thorough testing before launch and arrange ongoing IT support.
	Restore the system quickly, inform customers, and accept orders via telephone or in person.

	Budget exceeding planned costs
	2
	3
	6
	Prepare a realistic budget, obtain multiple quotations, and monitor project spending regularly.
	Review non-essential expenses and adjust the implementation schedule if required.


Table 2: Risk Assessment Plan
The risk assessment shows that the largest risk is related to delivery partner service issues (with a risk score of 12) and technical issues (with a risk score of 10). If not managed properly, these risks can have a negative impact on customer satisfaction and business operations. But the impact and likelihood of these can be significantly reduced through the reinforcement of the proposed mitigation measures, which include partnering with reliably delivering partners, carrying out extensive system testing and IT support. Some problems, like website delays and budget overspending are less dire and can be addressed by implementing proper project planning and keeping a check on the progress (Hillson, 2024). Overall, the risks can be managed with strategic palling, making online ordering and delivery service a viable and suitable solution for Basil's Bakery.
[bookmark: _Toc237257249]Implementation Plan 
Implementation is sequenced in a logical sequence with the best chance of success (Gudala and Veridic Solutions, 2018). Prior to investing resources, market research is carried out to determine customer preference and confirm that customers would like to order and have the items delivered online (Appendix 2). Website development is completed before marketing in order to make it easily available and consumable for customers as soon as marketing activities are started. To prepare for its official release, staff training is conducted to ensure everyone knows how to handle online orders, deliveries, and customer inquiries, helping to run the website smoothly. After implementation, ongoing assessments of sales, customer feedback, website performance and delivery efficiency allows Basil Bakery to gain insight into problems quickly, make adjustments, and further ensure that the solution goes on to meet its goals.
[bookmark: _Toc237257250]Key Performance Indicator 
Monthly Online Sales Revenue is the chosen Key Performance Indicator (KPI) as this directly assesses the effectiveness of the online ordering and delivery service. Basil's Bakery's goal is to boost online sales 20% in 6 months. Success will be gauged in terms of monthly sales revenue generated, number of online orders received from sales, delivery money received and the number of repeat customers (Setiawan and Purba, 2020). They will help Basil determine the extent of adoption, business growth and help him decide on anything he wants to do to make the new service better.
[bookmark: _Toc237257251]Monitoring and Evaluation
The KPI will track the effectiveness of the online ordering and delivery service by monitoring monthly orders along with growth and satisfaction of customers, delivery performance, and customer feedback (Dumitrescu and Dumitriu, 2013). Through regular monitoring, Basil’s Bakery will obtain information to determine if the business is achieving its performance goals and customer expectations. For the actions taken that don't see the expected results, corrective actions could be implemented such as examining pricing models, strengthening digital marketing, extending the reach of deliveries to more clients, and enhancing the web usability that supplies a more seamless and convenient online purchasing expertise.
[bookmark: _Toc237257252]Key Findings 
· The result shows that sales at Basil's Bakery have decreased due to the decrease in the amount of retail footfall, hybrid working arrangements, and rising operating expenses, which adversely impacts the profitability. 
· The Grid Analysis process was used to determine that the online ordering/delivery system was the best long-term solution for the proposed options. 
· The Risk Analysis verified that the potential risks associated with implementation are low and that these risks can be addressed when implementing. 
· In addition, the phased implementation plan and regular KPI tracking will aid in successful enterprise adoption, enhance customer convenience, create sales potential and boost business's sustainability and competitiveness in the long-term.
[bookmark: _Toc237257253]Conclusion 
This report covered the issues Basil's Bakery is encountering such as drop in sales, drop in customer numbers, hybrid working arrangements, and an increase in operating costs. Online ordering/delivery system was evaluated using Grid Analysis and deemed to be most appropriate. Through Risk Analysis, it has been shown that the implementation risks can be controlled with suitable mitigation strategies. Recommendations included drafting an implementation plan and tracking KPIs to ensure effective implementation and ongoing monitoring. Overall, the proposed solution is anticipated to yield a solution for Basil’s Bakery that is convenient for customers, productive and better selling and that will grow the customer numbers and contribute to the bakery's sustainability and competitiveness in the long term.
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[bookmark: _Toc237257256]Appendix 1: Grid Analysis
	Criteria and Weight
	Solution 1: Online Ordering & Delivery Service
	Weighted Score
	Solution 2: Digital Pre-order & Collection System
	Weighted Score

	Initial Cost (5)
	2
	10
	3
	15

	Ease of Implementation (4)
	2
	8
	3
	12

	Customer Convenience (5)
	3
	15
	2
	10

	Increase in Sales (5)
	3
	15
	2
	10

	Business Growth Potential (4)
	3
	12
	2
	8

	Operational Efficiency (3)
	2
	6
	3
	9

	Total (26)
	
	66
	
	64


Table 2: Grid Analysis
(Source: Learner)
[bookmark: _Toc237257257]Appendix 2: Implementation Plan 
	Activity
	Responsibility
	Timeline
	Resources
	Expected Outcome

	Market research
	Basil
	Week 1
	Customer survey
	Customer needs identified

	Select delivery partner
	Basil
	Week 2
	Supplier meetings
	Delivery agreement

	Website development
	IT company
	Weeks 2–5
	Software
	Online platform

	Payment integration
	IT developer
	Week 5
	Payment gateway
	Secure transactions

	Staff training
	Bakery Manager
	Week 6
	Training materials
	Staff readiness

	Marketing launch
	Marketing assistant
	Week 7
	Social media
	Customer awareness

	Review performance
	Basil
	Ongoing
	Sales reports
	Continuous improvement


Table 3: Implementation Plan
(Source: Learner)
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