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[bookmark: _heading=h.divmbt224qxd]Introduction
This report discusses the operational and market challenges faced by Basil's Bakery, a small retail chain and evaluates them critically to provide some way forward. To be proactive and flexible in the ever-changing retail market a small and medium enterprise (SME) must be strategic. In the changing micro economics, a change of operational orientation from retail to more diversified profiles is recommended to become profitable. Decision and risk assessment models give better visibility of strategic viability and the business is fine-tuned to minimise reliance on variable pedestrian numbers.
[bookmark: _heading=h.2xnyz9jebhy5]Context and Core Challenges
Basil's Bakery is a small shop that's known for its high-quality and organic ingredients, although the enterprise had developed, it is currently facing serious internal and external vulnerabilities. A number of external sales have also fallen by 25% since 2019, which was as a result of the closure of local retailers and a macro economic change in working habits, where the local office worker clientele was significantly lost (Basil's Bakery, 2021).
As a sole trader Basil is required to bake, and cannot leave this work behind to do local orders, and cannot have to do phone pre-orders at peak production times. As a result, long lines are preventing customers from coming into the shop. Fixed costs like commercial rent and utilities, and the fluctuating prices of organic ingredients, add to these logistical and revenue challenges.
[bookmark: _heading=h.jigmph4a1md8]Strategic Alternatives
Customer Service and Local Delivery Assistant (PT)
One of the first proposals that has been made is to optimise the existing operation by hiring a dedicated part-time worker to work in the peak lunch hour (11:00am – 2:00pm). This employee may be deployed at the point of sale to assist with cashiering, thus improving sales transactions. This is a focussed intervention to immediately lower the number of walkouts by customers due to the queue and capture lost sales. Furthermore, this helper would then be responsible for taking orders and delivering orders over the phone in the neighbourhood of the industrial park. But this is the kind of expense the management shouldn't be afraid of because it's an extra payroll expense and it can add up to a lot of money and isn't feasible for a small business with fragile cash flow.
Business-to-Business (B2B) Corporate Catering Model 
The second is more basic and requires a fundamental reconfiguration of the core business model towards B2B sales, to mitigate risk arising from uncertainty over foot traffic in stores. These would be wholesale organic pastry boxes and bespoke Corporate Lunch Platters for corporate customers, in the adjoining industrial sector, (Brennan, Canning and McGrath, 2024). The business can implement this approach to configure production times to align with these large orders, possibly baking them in the early morning before regular retail hours, while not disrupting the regular production schedule. It would also ensure a consistent and regular revenue stream of high dollar contracts to Basil for the corporate market, despite any ups and downs in the retail market.
[bookmark: _heading=h.3vxttyl3a9bl]Assessment of Alternatives
[bookmark: _heading=h.khi1h2wwgct]Decision Matrix
A formal Decision Matrix was used to systematically consider the proposed strategic pathways for the bakery, with details of the breakdown and numerical scores provided in Appendix A. This is a structured analytical framework that can be efficiently used to develop an extremely comprehensive scoring methodology. This particular strategy takes into account a range of business indicators that can have a direct effect on the ongoing survival of a business, such as implementation costs, revenue generation, ease of management, and the direct effect on current business overheads (Lear, 2025).
Alternative A meets the immediate time requirement in the busiest lunch hour period, when considering the first proposed strategy. This, however, is accompanied by alarmingly high payroll costs, tax liability and staff training costs that are not to be ignored. The other alternative is to not hire a person which means you will not have any new human resource issues. Most importantly, through the 100% wholesale contracts this forward-thinking corporate foodservice approach will guarantee good profits from bulk orders, in the first place. In this way, the score of the alternative B is easily much higher in the formulated framework of the decision matrix.
This is a strategic decision, and one that can have a notable positive impact on the cost structure and financial condition of the business, particularly if fixed operating expenses such as commercial rent and rising utility bills are already a serious issue. This ensures a regular income, and also benefits from not compounding the fluctuations of retail numbers on a daily basis with the costs of labour. In the end, it is the second strategic option, which is a very sustainable, inherently scalable and an all-risk option into a sustainable path of operational profitability.
[bookmark: _heading=h.5g4ial5tfnax]Recommended Strategy
The objective scoring heavily favours Alternative B (B2B Corporate Catering). With the volatile overheads which Basil is already dealing with, it would be too much of a gamble to employ someone (Alternative A). Alternative B is an alternative business model that involves reliable recurring revenue. The certainty of cash flow is important for budgeting for large-scale organic ingredients and virtually eliminates the food waste associated with a walk in retail business.
[bookmark: _heading=h.rh2yx6cm12zp]Risk Assessment and Viability
[bookmark: _heading=h.7plosqwazcxq]Identification of risk
There are other challenges involved in switching to B2B, including timeliness for B2B services and having to operate the shop concurrently. A detailed Threat Identification matrix is included as Appendix B, showing the likelihood, impact and mitigation strategies of identified threats.
The significant financial risk is the late payment by corporate customers as reported in B2B operations (Liu, Dong and Meng, 2022). In addition, too many contracts can place a strain on Basil's physical capabilities, which could result in poorer product quality or burn-out among employees.
[bookmark: _heading=h.d2eik3ksvbm5]Practical Viability
Though the identified risks, the B2B model is still a very viable model. Basil's logistical costs are almost zero since his target is the adjacent industrial area, where he can deliver on foot. One thing Basil will do to combat late payments is put in place a strict payment policy: 50% deposit before placing an order, and the remaining 50% upon delivery. Contract sizes will be limited to a size manageable by Basil during pre-opening hours, as capacity will be controlled.
[bookmark: _heading=h.m4gxjd6i8mai]Execution Strategy
[bookmark: _heading=h.a66spvxihnw1]Phased Rollout
The B2B deployment will happen over 90 days in four phases to avoid disruption of retail operations.
1. Product Design (Weeks 1-2): Basil will take ownership of a high-margin Corporate Lunch Platter menu, based on existing organic inventory, in need of no new equipment.
2. Outreach (Weeks 3-4): Basil will be giving out promotional items and free pastry boxes to office managers in the area during less busy times of afternoon.
3. Trial Contracts (Month 2): Contract 1-2 businesses for a month to see how Basil can make changes in the morning baking and delivery process.
4. Integration (Month 3): Make schedule changes from pilot which are permanent and negotiate weekly customer contracts for the long-term.
[bookmark: _heading=h.u3vnkpftotpd]Strategic Rationale
This is a staggered approach, which emphasises risk mitigation. In the case of B2B markets, providing samples for free is one of the lowest cost but most effective ways to establish a food business (Rudawska, 2019). A 3-month rollout means Basil won't be over-stretching himself or his physical resources, nor is the rollout likely to risk the current retail network; it will actually be a validation of the new revenue stream.
[bookmark: _heading=h.3d89zarhzq14]Success Metrics
[bookmark: _heading=h.fzy4trumeb1s]Key Performance Indicators & SMART Goals
The key Performance Indicator (KPI) for the effectiveness of this strategic step will be Monthly B2B Contract Revenue (Japaridze, 2023). Finally, the objective is to get 3 recurring contracts within 90 days (90 days guaranteed income of £1,500 per month, B2B see Appendix C).
[bookmark: _heading=h.l3nw53txb5i7]Tracking Progress
Basil will monitor financial performance through monthly reviews of the ledger, observing the monthly financials of the new B2B revenue in comparison to the previous retail revenues, to see whether the previous 25% revenue gap is narrowing. To ensure products evolve to meet satisfaction and that contract retention is achieved, Basil will have 10-minute monthly check-ins with corporate clients, qualitatively.
[bookmark: _heading=h.gp9nl129xyo7]Findings
1. Relying on the unpredictable walk-in traffic is unfortunately not financially viable because of ever-increasing overheads and the permanent transition to hybrid working.
2. The purchase of the B2B pivot is the most cash-flow friendly approach than recruiting more employees with the ongoing risk.
3. The main risks are production limits and late B2B payments, which can be addressed through client cap and upfront payment.
4. Disciplined 90-day phased rollout, focusing on the three corporate contracts that occur regularly, is the key to successful execution.
[bookmark: _heading=h.96rfctgwuyqe]Conclusion
Thus, as for external market factors affecting local retail activity, and the growing popularity of remote working, these are constraints over which Basil has no control; but the need for operational improvements is, at least in part, in his control. Basil's Bakery can diversify its customer base, which will help it decrease reliance on walk-in customers and develop a more rounded income stream by entering the B2B catering market. This strategic shift will ensure a reliable income stream, reduce the risk of retail demand volatility, and enhance the bakery's financial stability and sustainability in the future.
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[bookmark: _heading=h.4sy3lxfuo8ad]Appendix A: Decision Matrix
· (Scores weighted 1-5; 5 = most favourable)
	Evaluation Criteria
	Weight
	Alternative A: Hire Part-Time Staff
	Alternative B: B2B Corporate Catering

	Cost to Implement
	3
	1 (High on-going payroll cost)
	4 (Low cost, uses stock)

	Potential Revenue
	3
	3 (May pick up some lost walk-ins)
	5 (Guaranteed bulk contracts)

	Ease of Management
	2
	2 (Requires training and HR supervision)
	4 (Maintains control of baking process)

	Impact on Overheads
	3
	1 (Increases overheads significantly)
	5 (Maximises existing overheads)

	Total Weighted Score
	
	21
	47


[bookmark: _heading=h.pcd6rolm1hgp]Appendix B: Threat Identification & Risk Assessment
	Risk Factor
	Likelihood (1-5)
	Impact (1-5)
	Score (L x I)
	Mitigation Strategy
	Contingency Plan

	Delayed invoice payments (cash flow)
	3
	4
	12
	Set up a 50% deposit at the time of order confirmation.
	Stop further deliveries to preserve cash flow until balance is paid.

	Basil's Burnout (Overcapacity)
	3
	4
	12
	Before referring to other businesses, limit B2B clients to a max of 3 businesses.
	Suspend any new corporate orders and modify the recovery schedule.

	No corporate sign-ups
	2
	3
	6
	Provide complimentary samples to decision makers.
	Collect feedback and adjust pricing or menus accordingly; use retail in the meantime.


[bookmark: _heading=h.mjsrx3rxk8xd]Appendix C: SMART Goals
	Criteria
	Objective

	Specific
	Continue to hold steady weekly catering orders from neighbouring industrial companies.

	Measurable
	Be sure to generate £1,500 in guaranteed B2B monthly revenue.

	Achievable
	Achievable when working as a sole trader and only having 3 local customers on £125 a week.

	Relevant
	Reduces revenue loss of 25% due to the absence, reduces foot traffic and reduces uneven income.

	Time-bound
	By Month 3 (90 days), have three regular contracts.


[bookmark: _heading=h.w9ed6k16xh67]Appendix D: Project Timeline(Gantt Chart)
	Phase
	Activity Description
	Month 1
	Month 2
	Month 3
	Responsibility

	1
	Develop design menu and cost of corporate lunch.
	
	
	
	Basil

	2
	Send out direct mailings; drop off free samples in offices throughout the community.
	
	
	
	Basil

	3
	Provide 1-2 businesses with 1 month's worth of food.
	
	
	
	Basil

	4
	Permanently change baking schedule for the morning; obtain long-term contracts.
	
	
	
	Basil
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