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[bookmark: _f1bfbkbung29]Introduction
This report is being produced by an appointed business consultant who is hired to take the business of Basil's Bakery back on track. The main goal is to look at the negative effects that the changing habits of consumers, in particular working remotely, have on an independent retail bakery. It is suggested that a product pivot must be done to overcome the drop of the number of visitors. The viability of this pivot is thoroughly assessed, with the help of quantitative frameworks: using Grid Analysis, for decision making purposes, and a Risk Analysis matrix, to ensure long-term commercial viability. In the end, this report recommends a strategic course of action that can help overcome current operational hurdles, improve cash flow, and create sustainable new revenue streams.
[bookmark: _1eanoronat72]Case Study Overview & Nature of the Problem 
Basil's Bakery is an independent artisan bakery that uses organic ingredients which are frequently of questionable quality (Basil's Bakery, 2021). The business is currently under massive pressures from the external market with a declining local retail park, a large number of stores being closed. Also, old loyal customers of the office are now working from home several days per week, and so are permanently reducing the daily footfall and walk in sales.
The bakery is not operating efficiently and has a revenue shortfall of 25% compared to the pre pandemic period. Long wait times during busy periods lead to customer attrition, and during these periods, multiple phone orders can be missed as the only baker is busy at the oven (Robin, 2025). The current business model is not commercially viable due to this mix of increasing organic overheads and declining daily transactions.
[bookmark: _yem51kzgi4j9]Proposed Solutions 
Two revenue generating solutions are suggested to overcome the revenue deficit and the existing limitations.
Solution A: Bake at Home Subscription Boxes.
The strategy is directly taking advantage of the remote-work demographic and offers weekly boxes of part-baked organic pastries and artisan breads (Merrell, Quinn and Carman, 2026). The customer completes the baking in his/her own oven and thus maintains the freshness of the product. Most importantly these boxes are ordered online, paid for up-front and sent through a local next day delivery. This method completely bypasses the issue of having to deal with queues of traffic merging into the retail park and a need to manage the number of customers at the front of the park.
Solution B:  Weekend Baking Training Sessions
Weekends have significantly fewer people passing through the retail store, so space can be put to the service of offering paid, ticketed baking sessions for local residents to attend and be instructed by during an off-peak period; this creates a new revenue stream with existing equipment and skills that have a high margin (Trasberg, 2022). It optimizes the revenue from the rented retail space without spending on costly new inventory, which would otherwise be necessary to cover the increased costs of the premises.
[bookmark: _159z8j7fisua]Evaluation of Solutions
[bookmark: _ctp1a5dvxkpm]Grid Analysis
	Criteria
	Cost (Initial Setup)
	Time (Implementation)
	Convenience (Operational)
	Total Score

	Step 1 & 2: Weight
	4
	5
	4
	

	Sol A: Subscription Boxes
	2 (8)
	2 (10)
	3 (12)
	30

	Sol B: Weekend Masterclasses
	3 (12)
	0 (0)
	1 (4)
	16


Table 1: Grid Analysis
(Source: Learner)
The Grid Analysis compares two different solutions by using three weighted criteria: Cost, Time, and Convenience. The total score for Solution A, Subscription Boxes is 30, which is much higher than the total score of 16 for Solution B, Weekend Masterclasses. Solution A has been the absolute best strategic pivot, providing dominance with its high operational convenience and excellent time efficiency, resolving all the current business bottlenecks (Lahey, 2024). 
[bookmark: _7nr1fzukie6p]Preferred Solution
Solution A, the Subscription Boxes, is the definitely preferred solution, according to the analytical scoring. This is a solution that directly addresses the issue of remote work, eliminating the need to wait for elusive customers to come to the bakery (Melesse and Orrù, 2025). Moreover, it effectively addresses critical waste and cost of budgeting challenges of volatile organic ingredients. The subscription boxes are pre-ordered and pre-paid, so the number of boxes and stock they need are known ahead of time. So the only costly organic materials needed are bought, preventing waste.
[bookmark: _wy1fl4kncxoj]Risk Analysis & Feasibility
[bookmark: _logevkog0s97]Risk Analysis 
	What could cause a risk?
	What is the likelihood of the risk occurring? (1–5)
	What is the impact of this risk? (1–5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	Post delay which leads to spoiled, melting pastries
	3
	5
	15
	Work only with a top local food delivery company that provides next day food delivery.
	Immediately refund the customer, replace the box free of charge on the next dispatch day (Zhan and Zhang, 2023).

	Upfront sourcing cost of custom eco-
packaging is high.
	4
	3
	12
	Do a small pilot (50 boxes) with generic packaging materials that are insulated but not branded.
	Since the subscriber growth, negotiate with packaging supplier discount rates in bulk.

	Failure of subscription site due to tech reasons
	2
	4
	8
	Use a trusted and hosted e-commerce site (Shopify) not a custom built site.
	Provide a direct email address on the website for issuing manual orders in the event of a downtime (Kuppam, 2024).


Table 2: Risk Analysis
(Source: Learner)
The Risk Analysis reveals 3 major risks to the subscription model. The greatest risk factor is at 15, which is the time limit for courier delays; the need for premium transit partnerships and immediate refund contingencies to maintain brand reputation is crucial (Tijana et al., 2025).. Packaging costs are high and the risk level is moderate (12) but is effectively neutralised by limited initial test runs. Finally, Web technical failures have the lowest factor of 8, and can be readily addressed with known hosted platforms and manual alternatives.
[bookmark: _rhputuxhh7x1]Feasibility
Solution A, although logistical risks have been identified, is very feasible and commercially sound. A well-established local courier is used to ensure a transit time risk is minimized. Additionally, by introducing the program on a small scale (e.g., 50 boxes per week), the financial exposure to packaging investments is extremely low. Most significantly, the pre-paid aspect of the subscription model provides positive cash flow to the bakery without putting them at risk for unsold daily stock (Hight, 2026).
[bookmark: _3rr44q8o3t5p]Implementation Plan 
[bookmark: _giyvnrx62oom]Implementation Guidance 
Rollout will take place strategically over a period of one month, ensuring a stable operation.
· Phase 1: Product R&D (Weeks 1-2): This is entirely the product R&D phase in which the freezing and shipping tolerances of part-baked products are tested to ensure superior product quality when received.
· Phase 2: Sourcing (Week 3) involves finding stable suppliers and ordering branded, well-insulated boxes that can have a positive impact on preserving the integrity of the products (Hossain, 2025).
· Phase 3: Tech Set Up (Week 4); An automated subscription system with platforms like Shopify will be embedded within the current bakery site. This ensures that the bakery telephone doesn't ring when the oven is busy.
· Phase 4: Launch (End of Month 1); an email marketing strategy will be sent directly to the loyal buyer base officially introducing the brand new remote work delivery option. 
[bookmark: _qgw6wkrxr1hi]Justification of the Plan 
Operational safety is a very good argument for the chronological order of this implementation plan. Obviously, Research and Development should be done first, because nothing would be worse for the brand if they were shipping substandard products from the artisans (Deka, 2026). Secondly, it is important that the web site should be completed in digital format prior to public launch. This particular sequence ensures that the new orders that come in are handled all online and without any manual orders taken over the phone. Therefore, there is no more constraints during the operation before sales are started.
[bookmark: _94cnmzo4v6yl]Performance Measurement 
[bookmark: _tyg5ggt5a0yy]KPI and SMART Objectives
Key Performance Indicator (KPI): Active Monthly Subscribers.
	Criteria
	Description

	Specific
	Encourage regular weekly Bake-at-Home subscribers, thereby creating consistent, predictable up-front revenue (Husain, 2026).

	Measurable
	Have 40 active subscribers at an exact time.

	Achievable
	Forty captures a realistic fraction of the target population, which is displaced local office population.

	Relevant
	Solves problems of unpredictable cash flows and wastage of organic ingredients directly.

	Time-bound
	To be completed within the first 60 days of the official launch.


Table 3: SMART Objective
(Source: Learner)
[bookmark: _6ar8r4wzpixq]Monitoring & Evaluation
Ongoing monitoring is necessary to ensure that the objective is on track. Subscribers shall be monitored weekly on the digital e-commerce dashboard in an extremely careful manner to keep track of the subscriber retention and determine the exact churn rate (Zeinali, Ramezani Asli and Khalili, 2026). If the figure is high, it will definitely be the first question to go up to the reliability of the courier and the quality of the products. In addition, actual physical loss of organic ingredients will be monitored and audited monthly. Bulk organic wastage should go down significantly because of the strict pre-order subscription model. 
[bookmark: _sj4aenknstjn]Summary of Key Findings 
The main findings of the comprehensive evaluation are summarised below:
· Everyday walk-in sales are being permanently, seriously inhibited by remote work trends and nearby retail store closures.
· The displaced remote-working demographic is just as ripe for the picking with a ‘Bake-at-Home’ subscription box, giving you an opportunity to recover lost revenue.
· Because the subscription solution is pre-paid, pre-ordered, customers have the opportunity to effectively avoid costly organic ingredient wastage.
· An expert logistics risk in transit is shipping delay and it must be handled very carefully by hiring only a trusted courier service.
[bookmark: _4pn8s2uvmpqz]Conclusion
The business can therefore adapt the delivery mechanism, albeit there is no ability for an independent business to push consumers back into a retail park that is in decline. The bakery manages to move part of their business to a pre-paid digital subscription model, which allows them to gain control over unpredictable cash flows and avoid a businesses' internal phone answering bottleneck altogether; this shift from traditional sales to direct-to-consumer delivery enables a highly scalable and financially feasible future for the artisan product line without having to expand physical retail space and/or increase operational staff.
[bookmark: _e3i9wcrducva]
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[bookmark: _j7432lvlwls7]Action Plan 
	Phase
	Activity / Task
	Timeline
	Responsibility

	Phase 1
	Product R&D: Bake, freeze and ship test product locally to test thaw and quality retention.
	Weeks
1 - 2
	Head Baker

	Phase 2
	Sourcing: Find suppliers for the shipping boxes and dry ice pack – both should be insulated and preferably eco-friendly.
	Week 3
	Business Manager

	Phase 3
	Tech Setup: Connect to a subscription payment tool in the bakery site to complete automate ordering.
	Week 4
	Web Developer / Consultant

	Phase 4
	Launch: Start an announcement e-mail marketing campaign to the current loyal prospect database.
	End of Month 1
	Marketing / Consultant
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