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[bookmark: _Toc237276611]1.0 Introduction
This report will address the challenges that Basil's Bakery currently faces both in terms of operation and market demand and provides a strategic plan to improve the long-term sustainability of the bakery. The changing consumer preferences in the era of pandemic has posed a major challenge in the retail sector, making it difficult to meet financial and operational goals (Gupta and Mukherjee, 2022). This report will give a context analysis of the business, a structured evaluation framework to assess potential remedies and a cost effective, risk assessed action plan.
[bookmark: _Toc237276612]2.0 Business Context and Core Challenges
Basil's bakery is an artisanal business known for using the best organic ingredients. The bakery's success has come at a significant cost and presents trouble both inside and out. The changes in behaviour following the lockdown, the closing of a lot of shops in the park and the increase in remote working have significantly reduced the number of people walking in the park. Overheads like rent, utilities, and organic supplies are increasing and sales are still not rising, despite being stuck at 25% lower than they were in 2019. Moreover, Basil is a one-man show and thus cannot handle pre-orders too easily during peak hours or have the resources to fulfill the increasing need for remote deliveries without sacrificing essential baking tasks.
[bookmark: _Toc237276613]3.0 Potential Strategic Interventions
Two digital strategies are proposed to tackle the issue of falling patronage and workflow:
The first option is to work with existing outside food delivery operations, like Deliveroo or Uber Eats. This strategy is aimed at attracting the high-earning remote audience that used to come to the bakery during average working hours (Lord et al., 2023). This can be an effective way for the business to access its old customers who are now permanently homebound. Most importantly, this approach doesn't involve any transfer of Basil to physical facilities. It guarantees that the strict and time sensitive daily baking schedule is not at all compromised, thus maintaining the artisanal nature of the products and also targeting a wider customer base.
The second proposed intervention is focused on the creation of an intuitive and custom-made web-portal that is entirely dedicated to pre-orders and digital payments. This is a technological solution that is localised and directly addresses the overwhelming problem that the baker faces at lunch and the perennial problem of unfilled phone orders that bakes exist today. This will change the business model into an automated system which will be completely prepaid and digital, making the chaotic physical queues in the shop disappear. Moreover, this very efficient system automatically reduces costly food waste, since it allows for a baking schedule that is anticipatory, need-based and based on certain, finalised orders instead of uncertain estimates from walk-in customers. Most crucial – it totally avoids intrusive phone calls, enabling Basil to focus completely on the hands-on expertise of artisanal baking with a guaranteed income, up-front.
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The above options were analysed using the Grid Matrix (see Appendix 1) to ensure that the chosen solution was in line with business objectives of Basil’s Bakery.
Integration with the third-party delivery app, incorporates significant strengths relating to market expansion. It will increase the bakery's profile, and with huge success has targeted its outreach from commuting office workers to people within easy reach of their homes. However, as an approach, it is fundamentally flawed in terms of sustainability (long-term cost effectiveness). These external platforms also charge significant commissions that can go as high as 30%. They tend to take a toll on a critical profit margin. The independent artisanal businesses, are already suffering from high expenses of quality organic ingredients (Tygi and Kaur, 2026). There's also the danger of product quality being affected during delivery, by hired drivers, and the shortage of counter space in the small bakery, which could lead to piling of products.
The automated portal has good potential in terms of operation efficiency and cost. This solution easily deals with phone interruptions, and long waiting queues, which are always an issue at lunchtime. Most important, expenses remain very low and no concerns about loss of money from cancelled orders because of developed settlements. Basil will have to dedicate some of his time to putting together the digital menu, uploading product photographs, and so on. More significantly, the portal will automatically capture important customer details, such as specific email addresses and transactions, creating a valuable customer database for future direct marketing campaigns and, consequently, helping to retain customers and keep the momentum going in business.  
Recommended strategy 
Option B is the most certain choice, based on the analysis. Option A is a good way to reach more users but the high commission fees are not suitable for Basil's margins. This is because option B addresses the most pressing challenges: unfilled orders via phones and clients waiting long before a sale is made to third parties (Sanni, 2024). It will help maintain profit margins, develop direct relationships with customers and protects production capacity for an individual business owner.
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Risk Assessment
There are risks associated with the introduction of an automated pre-order system (see Appendix 2). Some of the typical risks include peak hours, the technology breakdowns, leading to lost orders and reputational damage (Soroori Sarabi et al., 2023). Secondary risks include financial over expense from the software subscriptions and behavioural risk for customers to cancel unpaid order, which leads to stock wastage.
Practical Viability
However, although these threats have been identified, Option B is very viable. The technical risks can be minimised by choosing a reliable Software as a Service (SaaS) provider with 99.9% uptime and strong support. A 30-day free trial or on a per-transaction basis reduces exposure to financial risks and allows for a better assessment of return on investment. Lastly, the risk of a customer not showing up is eliminated by requiring 100% digital payment at the point of sale, which means that the financial risk of uncollected stock is neutralised (Inderst et al., 2026).
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Implementation Plan
An implementation plan is essential to maintain systematic business flow. 
Phase 1: Research (Weeks 1-2): Evaluate the SaaS vendors according to the transaction fee, subscription pricing and ease of use. Choose a provider and get a trial started.
Phase 2: Configuration (Weeks 3-4): Digitise the menu with good quality descriptions and images of baked goods. Connect with existing banking system and set specific collection points.
Phase 3: Promotion (Weeks 5-6): Hand out flyers to in-store customers. Add social media post and signage in the storefront regarding the Digital Pre-order system.
Phase 4: Soft Launch (Weeks 7-8): System Launch. Track the initial transactions, fine-tune order limits and collection windows. Add a scope for customers to send reviews and feedback.
Justification
This step-by-step, eight-week duration is clearly designed with Basil as a one-man show in mind. The hasty deployment may overcrowd the kitchen and lower the quality of the product. The phased approach gives Basil the opportunity to carry out digital administrative work in quieter times of day, in the afternoon. The “Soft Launch” is done to ensure that technical issues are worked out with a smaller volume of users before the high volume of users during peak lunchtime.
[bookmark: _Toc237276617]7.0 Tracking Success using KPIs and Regular Monitoring  
Objective criteria must be used to assess the effectiveness of the system (see Appendix 3). The main Key Performance Indicator (KPI) is Weekly Online Pre-Order Volume. The SMART framework aims to successfully process at least 35 digital pre-orders per week at the end of the 2nd month.
This KPI will be tracked by Basil through the analytics dashboard of the platform. Digital sales volume and average order value will be measured in a formal review every week. Finally, the system is considered a success if the constant revenue gap of 25% is reduced without a corresponding increase in organic waste, with respect to the 2019 baseline (Murat Gümrükcü, 2020).
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1. Primary Challenge: With remote working trends as a result of COVID, 25% revenue is lost due to the inability to react on time to peak queues and phone orders, which are operational challenges that a single trader cannot handle.
2. Selected Remedy: A fully automated Click-and-Collect web platform to win back lost sales, end waiting periods and simplify baking every day.
3. Key Risks: Software costs and uncollected orders to be offset by requiring upfront payments and using trial periods.
4. Success Metric: Meeting 35 online orders per week for the next two months to close the revenue gap for 2019.
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Some of the important market changes, post pandemic, such as retail park closures and remote working, has influenced the current situation at Basil's Bakery. A digital pre-order solution is considered, to solve the internal bottlenecks without facing challenges such as the harsh delivery fees that are associated with delivery apps. This move will allow Basil’s Bakery to offer customers with an unique experience, which safeguards the artisanal appeal of the bakery, meet the financial challenges in the competitive market. 
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[bookmark: _Toc237276622]Appendix 1: Decision Matrix Evaluation
0-3 (weighted score in parentheses)
	Criteria
	Weight (0-5)
	Option A: Delivery App
	Option B: Click-and-Collect

	Cost
	5
	1 (5)
	3 (15)

	Time (Efficiency)
	4
	2 (8)
	3 (12)

	Customer Reach
	3
	3 (9)
	2 (6)

	Total
	
	22
	33


[bookmark: _Toc237276623]Appendix 2: Risk Analysis
	Risk Factor
	Likelihood (1-5)
	Impact (1-5)
	Total Score
	Mitigation Strategy
	Contingency Plan

	Tech Failure (Peak crash)
	2
	4
	8
	Use reliable SaaS (99.9% uptime, 24/7 support).
	In-store manual back up system (pen/paper).

	Financial Exposure (Negative ROI)
	3
	3
	9
	Take advantage of the 30-day free trial or pay-per-transaction options.
	Cancel prior to the start of the billing cycle.

	Uncollected Orders (Waste)
	2
	4
	8
	Don't allow any exceptions to 100% digital payment up front.
	Give away any food that is not collected and has been paid for.

	Capacity Overload
	3
	4
	12
	Create inventory restrictions/order limits within time periods.
	Temporarily shut down online ordering to catch up.
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	Criteria
	Objective Definition for Basil's Bakery

	Specific
	Set up and execute Digital Pre-Order for Click & Collect and develop a sustainable revenue.

	Measurable
	Fulfil a minimum of 35 online pre-orders each week.

	Achievable
	Highly practical for the artisan bakery that needs to run a daily operation with one person.

	Relevant
	Directly addresses the 25% drop in revenue and lunchtime queuing bottlenecks.

	Time-bound
	Attain and hold this target by the end of the second month after launch.
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	Phase
	Activity
	Timeline
	Responsibility

	Phase 1: Research
	Consider the software vendors (prices, capabilities), choose a provider and start a free trial.
	Weeks
1 - 2
	Basil / Consultant

	Phase 2: Setup
	Take photos of products, develop a digital menu, set up banking, and arrange for pick-up.
	Weeks
3 - 4
	Basil

	Phase 3: Marketing
	Post flyers, make window notice and let loyal walk-in customers know about the new system.
	Weeks
5 - 6
	Basil

	Phase 4: Launch
	Soft launch the system and dynamically tune friction limits/periods as needed.
	Weeks
7 - 8
	Basil
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