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Introduction
The report has examined the two major challenges which have affected Basil’s Bakery business namely- decrease in sales and rise in operational business costs leading to declining customer footfall. The solution proposed and examined the probable business opportunities by applying Grid decision-making analysis and risk management techniques prior to recommending the most feasible strategy, implementation plan, performance measurement to assist in long-run business sustainability and growth. 
[bookmark: _heading=h.ip99qlwlhb6s]1. Overview of the case study
Basil’s Bakery is an independent artisan bakery which is situated within a retail park located in Coventry. It was opened in 2015 wherein the business experienced steady growth until the pandemic, which caused a major reduction in customer footfall during 2020. Despite several restrictions being lifted, the number of customers and sales have remained around 25% lower than 2019 levels. Such decline has been impacted by reduction of retailing activity, increase in closure of shops, hybrid working practice, increase in operating costs and limited customer convenience due to lack of delivery and reliable pre-order facilities. As a consequence, Basil demands for a sustainable strategy which can readily address declining sales while also adapting the business to evolving consumer purchase behaviour. 
[bookmark: _heading=h.9eo5x7qtacf2]2. Proposed solutions                                                	
Solution 1: Online ordering, pre-order and local delivery services
Basil’s Bakery must develop an online food ordering platform which will allow the customers to pre-order production from its wide collection and make arrangements for local delivery. According to Pourrahmani, Jaller and Fitch-Polse (2023) customers can order from mobile apps, websites, reducing waiting times and allowing individuals working from home to continue purchasing bakery products. The delivery initially operates within a limited radius by using local delivery platforms or part-time drivers during peak periods. Digital ordering will also improve production planning as Basil will know customer demand in advance, waste reduction and improving inventory management. The solution directly addresses the case problems of declining customer footfall, hybrid working trends and limited customer convenience which is caused by the lack of delivery and reliable pre-order facilities that helps in recovering lost sales. 
Solution 2: Customer loyalty initiative with digital marketing
A digital loyalty initiative can also reward repeat customers using points, discounts and birthday offers. Social media advertising, email newsletters and seasonal promotions will help in increasing awareness among the local residents (Panjaitan, 2021). The partnerships with nearby businesses can offer employees with discounts to motivate office workers to purchase food at regular intervals. The regular online engagement will help in strengthening customer relationships and improve brand visibility which can potentially attract new customers beyond the retail park. The solution aims to address the case problems of declining sales and lower customer footfall by motivating repeated purchases, attracting new customers and improving long-run customer engagement.
[bookmark: _heading=h.m3xf7yxyxgho]3a. Grid Analysis
[Refer to Appendices Table 1]
The Grid Analysis depicts that Solution 1 has outperformed Solution 2 across most of the evaluation criteria. It offers higher convenience by allowing customers to place orders remotely and access to delivery services which can directly solve the issue of reduced footfall and hybrid working trends. Voitsekhivska (2023) said online ordering systems helps in facilitating operational efficiency by means of improved production planning and less waiting time. Although Solution 1 has a higher initial investment in comparison to customer loyalty programmes, its strong potential for long-run revenue growth and competitive edge makes it a highly effective strategic option for Basil’s Bakery.
[bookmark: _heading=h.b2p1y1706yol]3b. Preferred Solution
Solution 1 is considered to be the most preferred solution as it helps in directly resolving Basil’s most prominent challenges. Customers are no longer required to visit the retail park yet can still purchase the products via food ordering system and home delivery. Robbins  (2021) argues that pre-food ordering will also help in reducing the density of the queue, improving customer satisfaction during busy hours. Despite implementation demands for higher investment than a customer loyalty initiative, the probable financial return is considered to be high due to increase in the level of accessibility, improving production planning and securing expansion of market reach. 
[bookmark: _heading=h.53s45ejzu7jg]4a. Risk Analysis
[Refer to Appendices Table 2]
The risk analysis table reflects that the selected solution holds moderate risks. The most prominent risks are the high initial costs and increased workload, whereas technical issues and low customer adoption are less likely to occur (Xiao et al., 2024). All these risks can be managed through purchase of affordable software, a phased delivery rolling out system, staff support and targeted marketing which makes the online food ordering and delivery system a feasible, practical and viable option for Basil’s Bakery. 
[bookmark: _heading=h.hlrqlqmipm6q]4b. Feasibility
The proposed solution is highly favoured due to its feasibility as the identified risks can be managed through critical and continuous planning. Gupta et al. (2023) mentioned digital ordering platforms have largely become affordable and easily accessible for small businesses, reducing financial burden. To commence with a limited delivery area reducing challenges related to logistics while allowing Basil to examine customer demand prior to expansion. Marketing activities can help in increasing customer awareness and motivate implementation of new and evolving services. Due to increase in the number of customers, the additional staff can be employed to assist in food delivery operations without much affecting baking activities. 
[bookmark: _heading=h.8x5kokaljo0g]5a. Implementation Plan
[Refer to Appendices Table 3]
The implementation plan opts for a logical sequence which can reduce disruptions to Basil’s Bakery day-to-day operations. By selecting an online food ordering platform, it will ensure that the required technology is in place prior to launching of the service. The testing of the system and employee training can reduce the probability of operational mistakes and improve customer experience. The marketing activities are well-scheduled prior to the introduction and launching of official marketing campaigns to create awareness and motivate early-stage adoption (Rizvanović et al., 2023). The continuous monitoring of customer feedback and revenue performance will allow Basil for the identification of issues swiftly and make continuous upgradations. Such a phased-wise approach helps in reducing the implementation challenge which helps in supporting a smooth pathway to digital ordering delivery services.
[bookmark: _heading=h.4gi85x4ex00e]5b. Justification
The chronology of the implementation process will help in reducing the operational disruptions by allowing a complete operational prior to commencement of placing orders by the customers. The selection of software happens at the first-stage as all the other activities will highly depend on selection of the platform. The testing of the programme is completed prior to the launch to reduce all kinds of technical failures to generate public awareness and motivate early adoption (David et al., 2023). The supervision of customer feedback post implementation shall allow Basil to identify operational challenges and arrange for improvement processes quickly. Sales revenue after quarter 1 offers adequate data to determine the best solution which has successfully increased customer numbers and improved the business performance. The implementation table allocates responsibilities on the basis of expertise and resources. Basil manages operational and marketing activities while the software provider deals with technical development to ensure realistic timings, effective project delivery and accountability. The phased schedule allows adequate time for selection of software, system development, testing, employee training and promotional activities prior to the launch. Such an approach also reduces the implementation risks by allowing the problems to be mitigated at every stage and ensuring employees are well-prepared to deliver reliable online ordering and delivery service. 
[bookmark: _heading=h.uo5vr9ig1tb]6a. Key Performance Indicator- Monthly online sales revenue
The main KPI will be monthly online sales revenue which is generated from pre-orders and deliveries (Kelly, 2020). It directly measures whether the customers are implementing the new ordering system and whether it can largely contribute towards increase in business sales. The monthly online sales can be compared with the last in-store sales and past financial data to fetch business growth. The KPI targets may involve generating 25% of total sales from online orders within 6 months to increase the monthly sales at 20%. 
[bookmark: _heading=h.f0bq9a6umcwi]6b. Monitoring and evaluation
The monthly online sales reports must be continuously reviewed in addition to customer feedback and AOV. In case the online sales have largely increased, the main solution can be successful. The customer satisfaction survey and delivery ratings will also help in the identification of the service improvement as well as the repeat purchase rates reflecting customer loyalty (Utami, Hidayat and Setyariningsih, 2023). In case the performance is lower than the targets, Basil’s Bakery must monitor its pricing strategy, delivery times, marketing strategies and website usability. 
[bookmark: _heading=h.ge99lzd9bdti]7. Key findings
· Basil’s Bakery has experienced a sustained 25% fall in sales since Covid-19 pandemic. 
· The reduction of retail customer footfall and adoption of hybrid working culture can largely affect a wide number of customers. 
· The rise in operating costs have also imposed a financial burden.
· An introduction of online ordering, pre-order and local delivery services will directly help in addressing the challenges related to ease of use and accessibility. 
· The Grid Analysis has identified that online ordering is the strongest strategic option available to Basil’s Bakery. 
· A customer loyalty programme is advantageous however, it offers a marginal overall impact to Basil’s Bakery. 
[bookmark: _heading=h.juexx11ngt9h]
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	Criteria
	Solution 1
	Solution 2

	Increases customer convenience
	High
	Medium

	Reaches customers working from home
	High
	Low

	Improves operational efficiency
	High
	Medium

	Initial investment
	Medium
	Low

	Long-term revenue growth
	High
	Medium

	Competitive edge
	High
	Medium


 Appendix 1: Grid Analysis
	Risk
	Probability
	Impact
	Rationale
	Mitigation

	High installation and setup costs
	Medium
	High
	Initial investment is required, however costs are one-off and can be planned
	Application of affordable ordering software

	Delivery delays
	Medium
	Medium
	Delays occur during peak period and early implementation stage
	Limited delivery area at the initial level

	Technical problems
	Low
	Medium
	Genuine commercial software helps in reducing the probability of major tech problems
	Selection of reliable software partner

	Increase workload
	High
	Medium
	Staffs will manage online and in-store orders at the same time
	Hiring part-time delivery partner

	Low customer adoption
	Low
	Medium
	Existing customers to adopt online ordering with effective promotions
	Promotion of business through social media and in-store ads


 Appendix 2: Risk Analysis
	Activity
	Timescale
	Responsibility

	Online research ordering software
	Week 1
	Basil’s Bakery

	Selection of delivery partner and software provider
	Week 2
	Basil’s Bakery

	Developing of website and food ordering platform
	Week 3 and Week 4
	Software provider

	Uploading product catalogue and pricing list
	Week 5 and Week 6
	Basil’s Bakery

	Test ordering and payment systems
	Week 7
	Basil’s Bakery and software provider

	Employee training about online food order management
	Week 8 and Week 9
	Basil’s Bakery

	Launching of marketing campaigns
	Week 10
	Basil’s Bakery

	Official launch of food service
	Week 11 and Week 12
	Basil’s Bakery

	Monitoring customer feedback
	Week 13
	Basil’s Bakery

	Reviewing of sales performance
	Quarter 1
	Basil’s Bakery


 Appendix 3: Implementation plan
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