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Introduction
Basil's Bakery is an independent artisan bakery opened in 2015 and based in a Retail Park in Coventry, UK. The company is known for making quality organic bread, cake & pastry products. But it is certainly facing tougher times which has been identified through the reduction of sales by 25% as compared to the 2019 levels. This is caused by a combination of factors such as falling customer numbers, rising operational costs and the increase in remote working trends, which has further reduced the customer footfall. This report will include an examination of the reasons behind sales falling and a preliminary investigation of solutions to this issue, culminating in the most appropriate solution identified and the process of their implementation and monitoring.
[bookmark: _80x8w25i8c4l]Proposed Solutions 
[bookmark: _f1z4nwfgi3bb]Solution 1
The first solution is to create a website or mobile app for online ordering and delivery. Customers would have the opportunity to order online and pick up anywhere or from local delivery partners. This would make it easier for customers, especially for people who don't usually go to the retail park and those who are working from home to purchase from this business. It would also significantly increase Basil's 'audience' beyond just walk-in customers, provide extra sales opportunities and respond to customer requests for delivery which will help to compensate for the loss of walk-in customer numbers. As mentioned by Teoh et al. (2023), digitalisation efforts can boost the accessibility and service quality of small businesses, increase customer convenience, and render them more competitive.
[bookmark: _qvw2nob3ktt2]Solution 2 
Another option would be to implement a digital pre-order and collection system whereby customers can order a product before they arrive and be assigned to a predetermined collection time. With a QR code, customers could gather their purchases and this will reduce lining up and enhance the proficiency of service, during the busy time. The QR code approach will allow the customers to pick up their purchases within a short time, thus quickly easing the queuing situation and enhancing the service efficiency. This system would help to reduce the waiting time, prevent lost sales due to a long line or queues and ensure overall quality of customer service. Digital ordering solutions is advantageous for small businesses and it allows them to provide a better and quicker service, acquire reliable transportation and communication methods, experience a better buyer journey, and stay current in a digital world (Hakim, 2025).
[bookmark: _ln594lba409w]Evaluation of Two Solutions 
[bookmark: _ed9t2tv5aquu]Grid Analysis 
	Criteria
	Weight
	Solution 1: Online Ordering & Delivery
	Weighted Score
	Solution 2: Digital Pre-order & Collection
	Weighted Score

	Cost of implementation
	2
	2
	4
	3
	6

	Ease of implementation
	2
	2
	4
	3
	6

	Customer convenience
	3
	3
	9
	2
	6

	Increase in sales
	3
	3
	9
	2
	6

	Ability to address declining footfall
	3
	3
	9
	1
	3

	Long-term competitiveness
	2
	3
	6
	2
	4

	Total
	15
	
	41
	
	31


Table 1: Grid Analysis
(Source: Learner)
A Grid Analysis is also referred to as a Decision Matrix, and it is used to pick the best option, from a section of given choices, which get influenced under a variety of factors (MBA Tools, 2026). This decision-making tool is extremely helpful, when a number of factors gets taken into account and all the available options appear to be equally attractive. 
[bookmark: _dtm7y24lui63]Preferred Solution 
When compared to Solution 2 (Digital Pre-order and Collection System) with a score of 31 Solution 1 (Online Ordering and Delivery Service) scores the highest weighted score of 41 according to the Grid Analysis. While Solution 1 is more complex and expensive to implement, it is effective in creating customer convenience, widens the bakery market away from the retail park, enables customers to work remotely and helps to combat the drop in footfall. Hence the Solution 1 is deemed the best in terms of long-term growth potentials and market competitiveness of the business (Alt, 2021).
[bookmark: _apt8iwsoiskg]Risk Analysis 
[bookmark: _ww7xdlhg0g03]Risk Assessment
	What could cause the risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Score (L × I)
	How can the risk be reduced?

	Delays in local deliveries affecting customer satisfaction
	3
	4
	12
	Partner with reliable delivery providers and monitor delivery performance regularly.

	Website or online ordering system failure
	2
	5
	10
	Use a professional web developer, perform regular maintenance, and maintain technical support.

	Low customer adoption of the online ordering service
	3
	3
	9
	Promote the service through social media, discounts, loyalty rewards, and in-store advertising (Bennett, 2017).

	Increased operating costs due to delivery expenses
	3
	3
	9
	Set minimum order values, apply delivery charges, and optimise delivery routes.

	Staff unable to manage additional online orders during busy periods
	2
	4
	8
	Recruit part-time staff and provide training on managing digital orders efficiently.

	Cybersecurity or payment security issues
	2
	5
	10
	Use secure payment gateways, SSL encryption, and regularly update website security (Surya et al., 2023).

	Poor customer reviews due to delivery or product quality
	2
	4
	8
	Implement quality checks, monitor customer feedback, and resolve complaints promptly.


Table 2: Risk Analysis
(Source: Learner)
Risk assessment is explained as the practice of identifying possible risks, while also assessing their likelihood and measuring their potential impact on the business performance (Rausand and Haugen, 2011). The above table identifies the different risks, which are likely to impact the performance of Basil’s Bakery. A suitable strategy for risk reduction has also been suggested in the above table. 
[bookmark: _73sy2h27ih53]Feasibility of Selected Solution 
An online ordering and delivery system is feasible as it is believed that the upfront costs for website development and delivery partnerships, are likely to be balanced with the outcome of increased sales and customer base. The bakery can modify its current back-end systems in a way that allows them to incorporate the online ordering system, providing adequate employee training and scheduling. Technically, there is a solution that can be carried out by utilising a reliable e-commerce platform and a secure online payment system. For the market, the growing consumer demand for easy digital ordering and home delivery makes this approach more favourable (Ahuja et al., 2021). While there are some risks, proper planning, effective implementation, and ongoing monitoring, are likely to support in the risk management, and ensure that the solution is both achievable and sustainable.
[bookmark: _ty53mh1jtccf]Implementation Plan 
[bookmark: _alscp7jclrps]Action Plan 
	Activity
	Person Responsible
	Timeline
	Resources
	Expected Outcome

	Market research
	Basil
	Week 1
	Customer surveys
	Customer insights

	Website planning
	Basil, IT Developer
	Week 2
	Project plan
	System requirements

	Website development
	IT Developer
	Weeks 2–5
	E-commerce software
	Online platform

	Delivery partnership
	Basil
	Week 4
	Contracts
	Delivery agreement

	System testing
	IT Developer
	Week 5
	Test devices
	Error-free platform

	Staff training
	Bakery Manager
	Week 5
	Training materials
	Skilled staff

	Marketing campaign
	Marketing Assistant
	Week 6
	Social media, flyers
	Customer awareness

	Soft launch
	Entire Team
	Week 6
	Website, delivery system
	Trial operations

	Official launch
	Entire Team
	Week 7
	Operational budget
	Service launch

	Performance review
	Basil
	Week 8
	Sales reports, customer feedback
	Continuous improvement


Table 3: Action Plan 
(Source: Learner)
[bookmark: _5vucnjt5vm4r]Justification of the Implementation Plan 
The implementation plan is organised in a logical order so that the above-mentioned activity of online ordering and delivery is launched on time. Web Development action is finished prior to the website going live, which means that when the website launches the customer will have access to a fully working platform on which they can order. Staff training is an important action, which enables all staff to handle the online orders/ delivery process successfully (Anužienė, Zubrickienė and Tolutienė, 2021). Marketing activities start before the official launch to build awareness of customers, stimulate interest and spur initial uptake of the innovative service. The system is extensively tested prior to hosting to discover and correct technical issues. Clear defined action plan ensures convenient coordination, eliminates confusion, ensures accountability and helps in a systematic implementation.
[bookmark: _osg50lehvvmu]Monitoring Performance 
[bookmark: _dwyiwvo31xm1]KPI
A KPI is explained as a quantifiable measure, which can be used to identify progress towards a particular target result (Setiawan and Purba, 2020). The chosen KPI is the number of orders done online and the target is to allow the number of online orders grow by 20% in the following six months after the implementation. This KPI makes sense, given that it offers a tangible indication of customer adoption of a new online ordering tool and its potential to drive sales and grow Basil Bakery’s customer base.
[bookmark: _6hazatmvqn6d]Monitoring and Evaluation
Basil’s Bakery will track how effective the online ordering/delivery is by examining each monthly sales report, analysing traffic to the website and online orders, asking for feedback from customers, looking at repeat customer percentages, checking on the delivery process and the satisfaction of customers. Service will be tracked based on these indicators. If performance goals aren't being met, Basil’s Bakery should look into bolstering marketing efforts, streamlining the delivery process, overhauling the website for a better user experience and reevaluating pricing.
[bookmark: _dqa1swrdiqq1]Key Findings 
· The analysis reveals that Basil's Bakery sales have decreased mainly due to lower shoppers passing through retail parks, a growing number of people working from home and the cost of operations. 
· The most desirable alternative is an online ordering and delivery program, since this grows the marketplace, enhances convenience and offers new sales prospects. 
· The solution may carry some inherent financial and operational risk but these can be mitigated through strategic planning (Rausand and Haugen, 2011). 
· Successful implementation will help improve the competitiveness of the bakery and KPI monitoring will help Basil to continuously monitor the performance and make the necessary improvements in time.
[bookmark: _rk5xhewr6bp8]Conclusion 
Overall, Basil's Bakery has identified that developing online ordering and delivery system is a potential solution to its current problem of declining sales, enabling the bakery to reach a larger customer base and increase the convenience for their clients. Implementation is achievable but comes at manageable risk, with good planning. By continuously monitoring using appropriate indicators, Basil will evaluate performance, make improvements where necessary and consolidate the bakery's competitiveness and sustainability in the long-term.
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