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1. [bookmark: __RefHeading___Toc1368_389778801][bookmark: _Toc237636017]Overview and Nature of the Problem

Basil Bakery is a small independent bakery in a shopping retail park in Coventry. The business opened in 2015, and its sales increased during the first few years. However, during the 2020 lock down, customer numbers and sales fell significantly. Although sales increased after the restrictions ended, they did not return to the 2019 level. Between 2023 and 2025, sales remained around 25% below the 2019 figure.
There are several reasons for this problem. The retail park is quieter; some shops have closed and some of Basil's regular customers have lost their jobs. Also, more office workers now work from home for part of the week, so they do not visit the bakery as often. Some customers have asked for a delivery service, while others have asked to pre-order because waiting times can be long during busy periods.
Basil is also facing higher business costs. Rent, utilities, insurance, and business rates have increased. In addition, Basil only uses organic ingredients. The price and availability of some organic products can change because of problems such as crop failure. This makes costs more difficult to predict and manage.
The main problem is therefore falling sales combined with increasing and uncertain costs. Basil needs to find a solution that can bring customers back while also helping the business control its costs.
2. [bookmark: __RefHeading___Toc1370_389778801][bookmark: _Toc237636018]Proposed Solutions

2.1.  Solution 1 – Online Ordering and Local Delivery
The first solution is to introduce a simple online ordering system and local delivery service. Customers would be able to order bakery products online and have them delivered to their homes or workplaces.
This could help Basil reach customers who no longer visit the retail park regularly. For example, people who now work from home could still buy products from the bakery without travelling to the shop. Former customers who no longer work in the retail park could also continue to use the bakery.
Online ordering could also improve customer convenience. Customers would not need to call the bakery during busy periods when Basil may not have time to answer the phone. Orders could be received in advance and prepared before the delivery time.
The service could start on a small scale. Basil could offer delivery only within a limited local area and on two or three days per week. A minimum order value or small delivery charge could also help control the extra costs of fuel, packaging, and delivery time.
[bookmark: _Int_VB9LR6Ew]However, this solution does not directly solve the problem of unpredictable ingredient costs. Basil would still depend mainly on organic ingredients. Therefore, although this solution could increase sales, the cost problem would remain.
Food safety would also need to be considered because food must be stored, packed, and transported safely during delivery (Food Standards Agency, 2023).

2.2.  Solution 2 – Online Ordering, Local Delivery and a Mixed Product Range
The second solution includes everything in Solution 1 but also introduces a mixed product range. Basil will continue to sell his organic products but would also introduce a small number of non-organic ingredients.
This could help the bakery control costs more effectively. Basil would not need to change his whole product range. He could keep popular organic products as premium products and introduce two or three more affordable non-organic alternatives.
For example, the bakery could continue selling its best-selling organic bread and pasties but also offer selected standard products at a lower price. This would give customers more choice and could attract customers who may not want to pay a premium price for every product.
The mixed range could also reduce Basil's dependence on organic ingredients. If the price availability of an organic ingredient changes, Basil would have other products that are less affected by the same problem.
This solution therefore addresses both main problems. Online ordering and delivery could increase sales by reaching customers outside the retail park, while the mixed product range could improve cost control.
Basil should clearly label the products, so customers know which products are organic and which are not. This is important because the bakery has built its reputation around high-quality organic ingredients.

The main disadvantage is that Solution 2 is more difficult to introduce. Basil would need to find new suppliers, calculate new prices and make sure customers accept the new products.
3. [bookmark: __RefHeading___Toc1372_389778801][bookmark: _Toc237636019]Evaluation and Selection of Preferred Solution
[bookmark: __RefHeading___Toc1261_389778801]3a. Grid Analysis
A grid analysis was used to compare the two solutions. This technique is useful when a decision has several alternatives, and different factors need to be considered. The factors selected for Basil's Bakery are cost control, sales growth, customer convenience, reaching new customers, ease of implementation, and risk.
Each factor was given weight from 1 to 5 according to its importance. Each solution was then given a score from 1 to 5. A score of 5 represents the strongest result. The weighted score was calculated by multiplying the weight by the solution score.
The full Grid Analysis is presented in Appendix1
Solution 1 received a total score of 100, while Solution 2 received a total score of 105. Therefore, Solution 2 achieved a higher overall score.
[bookmark: __RefHeading___Toc1263_389778801]3b. Selection of the Preferred Solution
Based on the Grid Analysis, Solution 2- Online Ordering, Local Delivery, and a Mixed Product Range is the preferred solution.
The main reason is that it addresses both major problems facing Basil's Bakery. The delivery service could help increase sales by reaching customers who cannot regularly visit the retail park. The mixed product range could help reduce the pressure caused by high and unpredictable organic ingredients costs.
 Solution 1 would protect the bakery's existing organic identity, but it would not solve the cost problem. Solution 2 provides more flexibility because Basil can continue offering his main organic products while also providing lower-cost alternatives.
However, Basil should not change the whole product range immediately. A small pilot with two or three non-organic products would allow him to test customer reaction and find results before making a larger change.


4. [bookmark: __RefHeading___Toc1374_389778801][bookmark: _Toc237636020]Risk Analysis and Feasibility

[bookmark: __RefHeading___Toc1265_389778801]4a. Risk Analysis
The preferred solution has several risks. The first risk is that delivery costs could be higher than additional sales. Fuel, packaging, and delivery time could reduce profit from each other.
Another risk is low customer demand. Although customers have requested delivery, Basil cannot be certain that they will place orders to make the service profitable. There is also a risk that Basil may not have enough time to manage baking, online orders, and deliveries.
Introducing non-organic products may also create a customer reaction risk. Some of them may believe that the quality of the bakery has changed. Finally, Basil needs to make sure that food remains safe and suitable during delivery.
The risks, their likelihood, impact, and control actions are shown in Appendix 2.

[bookmark: __RefHeading___Toc1267_389778801]4b. Feasibility of the Preferred Solution
The preferred solution is feasible if Basil introduces it gradually. He does not need to create a large delivery operation immediately. He could begin with a small local delivery area and offer the service two or three days per week.
A minimum order value or delivery charge could help control costs. Basil should also compare different suppliers before introducing non-organic products. Only products with suitable quality and a good profit margin should be selected.
The new service should first operate as a pilot for approximately three months. During this period, Basil can monitor sales, delivery costs, customer feedback, and product profitability. If the results are positive, the service can be expanded. If the results are poor, Basil can change or stop the pilot before making a large financial commitment.




5. [bookmark: __RefHeading___Toc1376_389778801][bookmark: _Toc237636021]Implementation Plan

[bookmark: __RefHeading___Toc1269_389778801]5a.  Implementation Steps
The implementation plan should be introduced in stages. First, Basil needs to research customer demand and calculate the likely costs. He should then decide which two or three non-organic products could be introduced.
After this, he should identify suitable suppliers and calculate selling prices. The next step is to choose a simple online ordering method and organize the delivery process.
Basil should also make sure that the packaging, delivery process and food safety requirements are properly planned before the service starts.
The detailed implementation plan is provided in Appendix 3.
 
[bookmark: __RefHeading___Toc1271_389778801]5b. Reasons for the Implementation Plan
The order of the activities is important because Basil needs to understand the costs before launching the service. Research should come first because the business needs to understand what customers want and where they are located.
The new products should be selected before prices are set because Basil needs to know the cost of ingredients. The ordering and delivery systems should then be tested before the full pilot begins. This can reduce mistakes and protect customer satisfaction.
Gradual implementation also reduces financial risk. Basil can monitor the result during the pilot and make changes if necessary. This approach gives him more control over the decision and avoids making a large investment before knowing whether the solution will work.
6. [bookmark: __RefHeading___Toc1378_389778801][bookmark: _Toc237636022]Key Performance Indicator and Monitoring
To check if the solution works. Basil will use clear and measurable targets. These are called Key Performance Indicators (KPIs):
· Sales growth: Increase monthly sales by 10% within the first six months.
· Cost control: Reduce average ingredient costs by 10-15% by using some non-organic ingredients.
· Deliver performance: At least 25% of sales should come from online orders and delivery.
· Customer acceptance: At least 30% of orders should include non-organic products.
· Customer satisfaction: Keep feedback score above 4 out of 5.
Basil should check these numbers every month. If any target is not reached after three months, he should review the situation and make changes. For example, adjust prices, change delivery days, or try different products.
7. [bookmark: __RefHeading___Toc1847_389778801][bookmark: _Toc237636023]Key Findings
· [bookmark: _Int_VzotSCCt]Basil’s Bakery faces two main problems: sales are about 25% lower than before the pandemic, and organic ingredients costs are high and unpredictable.
· Solution 1 (online ordering and delivery) helpsincrease sales but does not solve the cost problem.
· Solution 2 (ordering, delivery+ mixed product range) solves both problems. It reaches more customers and gives better control over costs.
· Grid Analysis shows Solution 2 scores higher: 105 points compared to 100 points for Solution 1.
· Introducing changes gradually reduces risk. Basil can test the service and new products before making a large investment.
· Clear labeling is important to keep the trust of customers who prefer organic ingredients.
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9. [bookmark: __RefHeading___Toc1382_389778801][bookmark: _Toc237636025]Appendices
Appendix 1 – Grid Analysis Table
	    Factor
	Weight
	Solution 1
Score
	Solution 1
Weighted
	Solution 2
Score
	Solution 2
Weighted

	Cost control
	
5
	
1
	
5
	
4
	
20

	Sales growth
	
5
	
3
	
15
	
4
	
20

	Customer 
convenience
	

3
	

4
	

12
	

4
	

12

	Reach new
customers
	

4
	

4
	

16
	

4
	

16

	Ease of
implementation
	

3
	

4
	

12
	

3
	

9

	Risk
	
2
	
3
	
6
	
2
	
4

	
TOTAL
	
-
	
-
	
100
	
-
	
105


 
Appendix 2 – Risk Analysis
	Risk
	Likelihood
	Impact
	Control Action

	Delivery costs higher than income
	Medium
	High
	Start small, charge small delivery fee, set minimum order value

	Customers do not order delivery
	Low
	Medium
	Promote service to regular customers; offer simple ordering method

	Staff too busy to manage everything
	Medium
	Medium
	Start 2-3 days per week only; test during quiet periods first

	Customers dislike non-organic products
	Low
	Medium
	Label clearly; keep all organic best-sellers; test only 2-3 new items

	Food safety issues during delivery
	Low
	High
	Follow Food Standards Agency guidelines; use suitable packaging





Appendix 3 – Implementation Plan Timeline
	Stage
	Time frame
	Activity

	1
	Weeks 1-2
	Research customer demand, calculate costs, select 2-3 new products

	2
	Weeks 3-4
	Find suppliers, compare prices, calculate selling prices

	3
	Weeks 5-6
	Set up simple ordering system, organize delivery process

	4
	Weeks 7
	Train staff: orders, packaging, delivery, food safety

	5
	Week 8
	Test service internally, correct mistakes

	6
	Month 3-6
	Launch pilot service; monitor sales, costs, feedback, adjust as needed
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