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The Brief 

This quick study is part of a project exploring the feasibility of various ideas 
as requested by our customers. This particular case is part of a series 
exploring opportunities and gaps in the small and medium scale bakery 
business.  
 
The research was based on conversations with different bakers. The bakers 
who participated are independent and those running small bakeries. Some 
of them are home based but baking for a living. Their target market are 
urban consumers who fall in the so called middle class; they are exposed, 
they are  aspirational and want to live an above average life both for their 
own satisfaction and to fit in and stand out among their peers. They are the 
kind who would spend Kshs.4000 for a child’s birthday cake and buy cakes 
for occasions like promotion at work.  
 
 

A Note on 

Cake 

Packaging In 

Kenya  

 

Once a baker prepares a cake she has to pack and have it ready for the 

customer. The baker could be delivering the cake herself or the customer 

could be picking it.  

Cakes as baked by the bakers who are the focus of this research are soft 

and fragile. (Unlike rigid cakes found in some supermarkets and among 

some low end bakers).  

They will have creams, icings and other forms of decorations. Modern cakes 

come in all manner of shapes from footballs, cars, graduation gowns, 

houses and such others.  

Transporting the soft cake is a delicate exercise. Once the cake is ready, 

the baker places the cake in a box. To make sure the cake remains in 

shape or and does not leak through the paper box, a board is placed at the 

bottom.  The box, often without a handle, is held with both hands from the 

bottom and transported.  If there are several cakes they could be placed in 

a paper bag and held from the top. 

Standard boxes as those which have been in the market for ages are 4 

inches high. This means that if the cake is more than 4 inches high the 

baker has to modify the box to fit the cake. Though now boxes 5 inches high 

boxes are being gradually introduced into the market there are still 

challenges when transporting taller cakes.  

Delivering a cake is not just about how the cake is baked, but also about 

presentation. That is why packaging is very important in the cake business. 

In Kenya there are not so many packaging options and bakers have been 

limited to largely white plain boxes 4 inches high. 
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 What Exists 

in The Market 

Presently 

 
Cake packaging, in Kenya is conservative or as one baker put it 
“unimaginative”. Another said it’s boring and not keeping with trends. This 
all in relation to what is available internationally.  
 
The type of boxes used in Kenya are: 
 

1. Plain White Boxes 
 

 
These are the most widely used cake boxes in Kenya. From our 
sampling we estimate that 94% of bakers use this box .It is just a 
plain box, no writing, images or anything. The box comes in several 
sizes ranging from 8 by 8 by 4 to 16 by 16 by 4.  This is Length x 
Width x Height in inches. 
 
A recent (2015) addition in the market is boxes, 5 inches high which 
is still in limited supply from the major packaging material shops.   
 

2. Grey Shiny Waterproof Boxes  
 
Unlike the above white boxes which get soaked and soggy if rained 
on, these grey boxes are waterproof. However they are not widely 
and consistently distributed and sold. 81% of bakers interviewed for 
this didn’t even know of their existence. 
 

3. Custom Made Boxes  
 
A small number of bakers have custom made boxes. The 
customization is in the form of the baker’s name and logo on the 
box. Other customization is in the form of unique boxes sourced 
independently. For instance the kind of boxes with a handle or clear 
top.  For example boxes used by Cake World and Cake Plaza 
opposite prestige along Ngong Road.  Valentine cake house has 
also some partially customized boxes. 
 

4. Decorated Boxes  
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A few numbers of small independent online sellers stock decorated 
boxes. For a reason or another they have not pushed their products 
strongly into the market, are not consistent and have a limited 
variety. The only exception is a supplier selling cupcake packaging.  
 

 

Boards 

As mentioned, boards are important to keep the cake in shape and firm 

when transporting and presenting. Boxes are not strong enough to hold the 

cake and they could give in from the bottom.  Thus boards go hand in hand 

with the boxes. Ideally boards should be soft boards of sorts. However most 

of the ‘boards’ in the market are largely pieces of carton covered with shiny 

paper, which is not really foil. In actual sense the boards do not meet health 

standards and if the law was to be followed to the letter then they would be 

declared as a health hazard.  

The other thing with the boards in Kenya is that they tend to be of the same 

form: same color and appearance. There are no boards that could fit in with 

the theme of a cake. Whether doing a birthday cake for a three year old or a 

45 year old and irrespective of the color of the cake the boards are the 

same. There is no variety.  

 

 
Cake Packaging Shops  

 
The major shops selling cake boxes in Nairobi are: 
 
Ansami, along Moi Avenue, opposite the Koja mosque, Nairobi - This is a 
shop specializing in all manner of packaging materials, cake boxes 
included. Some of the smaller shops purchase in wholesale from Ansami 
and resell at a margin of Kshs. 10 to Kshs. 20.  
 
Walibhai, along Biashara street, Nairobi – This is a major baking equipment 
and ingredients supplier. Unlike Ansami, Walibhai specializes only in 
bakeries. Bakers going to buy ingredients could opt to buy boxes there. 
 
Uchumi Supermarkets – Uchumi supermarkets have for long been selling 
cake boxes and are preferred by some bakers.  
 
River Road Shops – There are a couple of shops along River Road Nairobi 
which sell boxes as part of other merchandise such as stationery and meat 
wrapping papers.  
 
Others  
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Bakers reselling in estates and smaller towns – Like mentioned above 
there are small bakeries who buy in bulk from the major sellers above then 
resell to other bakers in the estates or counties. Bakers will buy boxes from 
fellow bakers or other such small shops largely due to convenience. A baker 
receives an order and rather than go all way to the CBD to buy boxes, she 
opts to buy the box in the neighborhood and pay the extra Kshs.20 or so. 
 
 
Small Online Based Sellers – There are at least four independent retailers 
who sell boxes through Facebook pages, websites and internet classifieds. 
None of these is well established, has gained enough traction or become 
the one shop stop for cake packaging material.  

 
 
A quick look would give the impression that the above boxes are sufficient. 
But a conversation with bakers identifies some gaps in the packaging.  
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Substitutes 

There are no exact substitutes for packaging boxes for that target market. 
Other than boxes any other substitute would be crude such as polythene 
papers, or delivering the cake ‘naked’. Other alternatives would be tins but 
those are not available in the market.  
 

Problems and 

Opportunities  

Based on the above then there are some gaps and problems that bakers 

are facing in terms of packaging.  These are not just theoretical problems 

but actual difficulties bakers can pinpoint. These challenges include: 

a) Size of the boxes – The standard size of boxes in the market is 4 
inches high. Only recently did one of the box retailers introduce a 5 
high inch box, and in such a way that they seem to be testing the 
market. 
 
So what happens when a baker bakes a cake more than four inches 
high? She has to modify two boxes to cover the extra inches. The 
modification could involve using cello tape, trying to insert the boxes 
together and other juakali methods. The result is a crude ‘structure’ 
which is nothing near the professionalism that has gone in making 
the cake. Bakers will use different words to mean that such 
packaging ‘dilutes’ the cake. It’s actually frustrating and bakers have 
conditioned themselves to live with it. 
 
Though height is the major problem when it comes to length there 

are limitations when it comes to the ‘floor’ size of the boxes. The 

biggest box in the market is 18 by 18. So bakers result to the same 

crude modification procedures if they prepare bigger cakes. 

 

b) Limitations in terms of color – Over 90% of the cake boxes in the 
market are white in color, with a few greys, light purple and related 
shades. 
 
Again this limits the choices the bakers have in terms of 
presentation. What if a baker is preparing a cake for a 5 year old girl 
and she would have preferred the box to be pink in color? With some 
baby touch? There are no such options presently and easily 
available in the market; and often its either white or white.  
 
But it’s not just color per se but also thematic boxes say with 

patterns of sorts. Or anything to break the white monotony and fit in 

with the cake.  

 

c) Limitations in design (Boxes which open from the side) – Almost 
all cake boxes available in the market are in the same cubic design, 
which opens from the top.  
 
 Given an option a significant number of bakers and consumers 
would prefer a box that opens from the side; this is because it would 
be easier to put in and remove the cake without too much fear that 
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the cake is going to break.  Presently there are no commonly 
available cake boxes that can be opened from the side.  
 

d)  Boxes with clear top or side (a window) - Related to design is the 
general look of the boxes. For instance there are no boxes with a 
see through covering which helps one to view the cake without 
necessarily having to open it. This as one baker put it would make 
the whole process of cake presentation enticing. Now with plain 
boxes there is a spark that is removed from the whole process. 
 

e) Easy to Carry Boxes – Cake boxes as available in the market have 
no handles. A baker or customer has to hold them from the bottom 
or the side. Woe unto them if they are walking a long distance, the 
cake is heavy or has to deal with the hustle and bustle of urban 
centers. It is a delicate affair.  
 

f) Strong Boxes – Boxes tend to be weak, easily fold and could give 
in to weight. The baker has to be very careful lest none of these 
happens when pacing, handling or just transporting the cake. One 
baker even quipped biscuit boxes in the market are stronger than 
cake boxes. Strength is a function of the material used and the 
design.  
 

g) Limited Shapes of the Boxes – The boxes are just square. There 
are no other shapes easily available in the local market. And even 
when one does not necessarily want to deal with a square box they 
are forced to do it.  
 

h) Boards of Different Shapes – The boards available in the market 
are largely square in shape, in spite of the shape of the cake. Where 
as a circular cake will fit in a box shaped board, again it snatches on 
the presentation. More important the baker has to make sure the 
cake does not seem to be sitting awkwardly on the rectangle board. 
 

i) Boards of Different Colors – The boards as mentioned above are 
of limited colors, largely the silver ‘foil’ coated color.  This makes it 
difficult to be thematic with the cake and some ‘icing’ modifications 
has to be made on the board so it ‘ fits’ with the color of the cake.  
 

j) Boards of Different Material – Other than the carton ‘boards’ and 
soft boards presently used, and which sometimes fold unexpectedly, 
are not strong enough or such other, there are no boards of other 
material from which the baker could choose from.  
 

Opportunities thus exist in solving the above packaging problems as 

experienced by bakers. This means making available the following 

packaging solutions. 

http://www.kenyaknowhow.com/


www.kenyaknowhow.com                            Don’t invest blindly                           0712 473 455  Page 9 
 

 Bigger boxes largely in terms of height. Especially boxes that 
can fit at least two tier cakes; boxes of 6 inches or above. One 
baker said if there are actual boxes which can fit wedding cakes 
somehow, then it would be great. Height is the key need. 

 Boxes of various colors other than white and grey. Say boxes of 
pink, blue, red, yellow and other colors and their shades 

 Boxes with clear tops 
 Boxes which open from the side 
 Stronger boxes 
 Boxes which are easy to carry for instance by having a handle 

built into the design of the box, or even a slip-in handle 
 Boards of different colors 
 Boards of different shapes  
 Boards of different material  
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Strengths of 

the existing 

cake 

packaging 

shops 

Well known brands – Existing shops are well developed brands. For 

instance Walibhai is synonymous with cake items, while Ansami is the go to 

destination for packing.  This means there is a relatively higher level of trust 

compared to new shops and customers do the marketing for them through 

word of mouth  

Well capitalized – Just by looking at the quantity and variety of their stock, 

years in operations and foot traffic the big players in the market are very 

well capitalized. This means that they have the ability to order items in bulk 

and thus enjoy various forms of discounts, they have more negotiating 

power with the suppliers, can easily introduce new products, and have 

access to credit. 

Understanding of the market – Though in some ways this is debatable, by 

virtue of their years in business and interaction with bakers they definitely 

understand the market better. It’s a whole question whether they put this 

knowledge into use. 

 

 

 Weakness of 

the existing 

cake 

packaging 

shops 

Conservative – They have not fully changed with the times and prefer to 

keep it safe. Thus they focus on low risk, mass and standard packaging. 

Marketing – Because they have established brands they don’t invest much 

in terms of marketing. They are recognized widely and so are sure to make 

sales. They also seem to have kept off the internet despite modern bakers 

having a high presence online. Though workers have a general 

understanding of packaging of products, they seem untrained in sales and 

customer service. They could be polite but a little rigid, unimaginative and 

just going with what is available in the shops. Sometimes bakers want help 

in selecting items, and when there is a variety of packaging such help would 

be appreciated.  

Setup – The over the counter set up for most of the shops makes the 

shopping experience not always pleasant.  At times after a lot of back and 

forth, the attendant getting weary, the baker is forced to pick, though not 

necessarily her first choice.  

Opportunities  

The opportunity is in solving the above stated packaging problems 
experienced by bakers. This is by making available a variety of boxes, 
starting with taller boxes, different colours, stronger boxes then the various 
designs.  
 

Is the timing 

Yes the timing is right because the number of home based and professional 

bakers is expanding. Although there are no exact statistics showing the 

number of bakers in the market, a casual look will show that cake shops 
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right for this 

kind  of 

business 

 

 

have increased in the estates, Some baking groups on the internet have as 

many as 14,000 members while WhatsApp has several baking groups with 

as many as 200 members. There are also efforts to form a bakers 

association that is targeting the modern, ‘gourmet’ baker; this as opposed to 

the mass market baker who it is said, leans more towards greed rather than 

quality, passion and profits.  

Looking from the supply side and conversations with workers of some of the 

shops selling cake packaging, business has increased as reflected by more 

people buying boxes for their cakes. 

From the consumer side there is the fabled rise of the middle class, and 

their taste for fine things. Whenever possible they want above average 

quality, they value uniqueness, standing above their peers, some show off 

and quality. Like we mentioned these is the group largely driving the growth 

of the baking sector, home based or otherwise. And they are expanding. 

Despite setbacks such as increasing rate of inflation they still drive 

consumption.  

The modern consumer is also more exposed due to the company they 

keep, the internet and digital television. Programs such as Cake Boss make 

consumers and bakers too ‘upgrade’ their tastes of what they want in terms 

of cakes and packaging.  

On the other hand the timing is right because the market is not yet flooded. 

If you get in first or among the first then you will have first mover 

advantages to build brand, market and get trusted. You will be filling a big 

gap. 

 Of course with time and with others reading this report there will be more 

entrepreneurs eyeing the business, and the options many. .Though Nairobi 

is the preferred location to set up such a business, presently there is 

opportunity to set up in towns with a high degree of urbanization such as 

Mombasa, Nakuru and Kisumu.. Eventually, options will be available in 

counties. So at the moment you will be getting into a market which is not 

flooded, growing, but with low barriers to entry and the opportunity to attract 

new investors. Even with competition you will still be able to make money if 

you’re pricing, service and items are right.  

 

Challenges of 

starting and 

possible 

- Identifying reliable suppliers – Though websites like alibaba.com 
jump start the supplier identifying challenge, you never know how 
supplier behaves until you actually do business with them. Thus it 
could take some time by and trial and error to know who the most 
reliable of suppliers are.  
 

- Understanding the products – If you are an amateur getting into 
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solutions  the business you might not know the A’s and B’s of baking and cake 
packaging.  You can overcome this by seeking the guidance of an 
already practicing baker, and have someone trained in baking as an 
assistant.  
 
Still the learning curve is not steep, and with genuine interest and 
interacting with bakers you will learn about these and that of the 
business and more important packaging needs and attitudes.  
 

- Getting good  – An easily accessible and visible location could be a 
challenge not only in getting the space but also the cost of such a 
premise. You can overcome this by aggressively searching for 
premises, using internet avenues to market and deliver before 
acquiring proper physical premises. If your premises are difficult to 
locate and access then you can make it worthwhile for anyone who 
manages to get there, so that the accessibility is not a barrier. 
Alternatively you can sell in wholesale to smaller cake items shops 
or directly to bakers by delivering. 
 

- Capital to build on variety – To earn some respect in the market, 
and come as reliable and not just a short time and one time wonder 
you need to have a variety and significant stock. With low capital you 
can start with the major pain points of the consumers, have a great 
social media presence, and build on that then branch to other areas. 
You can start small but not too small.  

 

Target 

Customer 

The key target customer will be the modern small and medium scale baker. 
She could be home based or operating from a shop or her house. She is 
urbane, values quality and presentation. Her market is not entirely mass but 
still she gets enough customers to sustain her business and make profit.  

She charges her customers a premium. She is more likely to pay a premium 
just to look different and make a good presentation. The reasons that make 
her the key customer is because she is exposed and more familiar with the 
trends in the baking business, because she charges her customers a 
premium, and the customers she serves expect exceptional quality not only 
in taste but also presentation. She is most likely to appreciate quality. 

The second group will be the mass market lower quality bakers. These 
bakers are very sensitive about prices. To them the bottom line comes 
before everything. They are the ones said to be cutting short cuts while 
baking in order to make huge profits.  If the boxes are priced right and not at 
a premium they will buy them because in the end a unique box will drive 
sales even to their target customers.  

Competition in this section of the market is also very intense. There is little 
room for differentiation since basic standard formulas are used. Cutting 
costs, short cuts, location and distribution are the main ways this group 
competes. Still they face packaging problems like what to do with taller 
cakes. 
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Unique box which don’t significantly add to the costs will be received well as 
away to differentiate.  

Hotels and medium scale commercial bakers are the other groups.  These 
also use the normal box which does not stand out. Two to three star hotel 
opening in the counties ad which do small scale baking are a good target.  
Mid level supermarkets involved in baking are also a good target. 

 

http://www.kenyaknowhow.com/


www.kenyaknowhow.com                            Don’t invest blindly                           0712 473 455  Page 14 
 

Customer 

Accessibility 

& 

Concentration 

Most of the target customers are located in urban centers. The bigger the 
center and the level of urbanization the higher chances of getting more of 
the customer base. Ideally the biggest market is in Nairobi. This is by virtue 
of the population, income and tastes.  

Like mentioned other highly urbanized and growing towns have potential 
too. Towns like, Mombasa, Nakuru, Thika, Kisumu and the like.  It’s not 
about a growing town but how ‘exposed ‘the town residents are.  Do the 
customers and the bakers have what is referred to as oomph? The thing 
that makes them appreciates quality? Or more appropriate ‘taste’?  You see 
a town could be growing , have consumers with above average income but 
their socialization and exposure does not make them appreciate the ‘ finer ‘ 
things in baking , like a good presentation and packaging.  Keep that in 
mind when deciding on the town you will set up. 

 

It is unlikely that the buying power will be concentrated in only a handful of 
customers. The reason is that none of the core target market is 
exceptionally big... of course they are of different sizes in terms of revenue 
but the differences are not so significant. This means that though there will 
be customers who will be purchasing more than the others, their spending is 
distributed so the business won’t be at risk of closing down or recording 
significant drops in revenue because a few of the top buyers have shifted. 
This exception is if you land the account of one of the chain of bakers say 
Gal Bakeries, or Valentine cake house. 

Still you can make it easier for customers to access you if not physically. For 
instance by having a website and arranging for delivery. Customers can 
view samples and order through a website, and depending on quantities 
ordered you can arrange for deliveries irrespective of where they are. The 
cost could be yours or either. Again depending in quantities, locations and 
expected margins.  

Customer 

Switching 

Costs 

 
How much would it cost a customer if she has to stop buying at the present 
vendor and starts buying from you? The costs are not necessarily in terms 
of money but also convenience, time and other such. 

The relationship between the present cake packaging shops and bakers is 
largely based on product availability and convenience.  Bakers go to 
purchase in the few shops where they know they will find the packaging 
boxes. They will also purchase from the shops which are conveniently 
located, and such don’t need to invest more time to acquire the products.  

There are no ties in that keep the customers loyal to one shop. No such 
things as credit facilities, delivery services or below par prices that make 
them stick with particular dealers.  Thus the switching costs are low. They 
will easily switch if you provide the needed packaging products, a good 
enough variety and at fair prices.  

In terms of convenience think of the ability to provide total packaging 
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solutions for instance if you are selling boxes then it follows you should also 
stock boards. 

If you stock boxes, and the customer has to go searching for boards 
somewhere else then some will opt to stick with the present sellers who 
offer everything packaging or baking.  You should brand and position in 
such a way that even if a baker goes to a  shop like walibhai in which offers 
everything from equipment to ingredients and packaging, she will end up at 
your shop for packaging. She knows though she could buy everything 
anywhere the packaging is reserved for you.  

Also think of innovative ways to ensure that once they start buying from you 
the cost of switching to a competitor are high. Make them loyal to you. For 
instance there are customers who stick with particular supermarkets just 
because they have enrolled for those supermarkets loyalty schemes, 
switching would mean losing the already accumulated points.  
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Customer 

Acquisition 

Costs 

The fact that a specialist cake packaging shop fills an obvious and needed 
gap in the market. This means that the costs of acquiring customers will be 
slightly lower because word of mouth will spread. 

But beyond this there will be costs associated with locating in an easily 
accessible area of town if you will be selling from a physical location. There 
will be costs of advertising, for you will need to advertise not just by sign 
boards and wall branding but also on avenues such as the internet. For 
instance a budget of $200 on Facebook would help you reach 
approximately, 100,000 people through sponsored posts that appear on 
timelines.  

You can target by gender, age, location and interest. There are also other 
targeting attributes depending on the internet channel you are using. The 
advantage of the internet, and especially Facebook they are relatively 
cheaper and better targeted ads compared to radio or print media. 

You can use relevant trade exhibitions to display your products. Or have 
particular demos for the different baker’s association and groups. The initial 
traction is the challenge but once you overcome that then things become 
relatively easier.  

Remember the cost of acquiring a customer should be less than what you 
expect to gain from her. If you spend 100 to acquire a customer then you 
should be able to make more than 100 from her in the midterm or long run. 

As your brand grows, and many people get to know of your shop so will the 
cost of acquiring customers reduce.  

It’s not possible to give the exact costs of acquiring a customer because it 
will depend on your location and marketing strategy. 

On average your target customers bake 17 cakes in a month. 

Cross Selling 

/ Branding / 

Premises 

 Set Up as an Opportunity 

Presently because of the limited variety of boxes in the market it’s very easy 

to sell over the counter. But if there is a wider variety then it would be hectic 

to sell over the counter.  

Bakers would like to go through the various forms of packaging, take time to 

picture, consult and make a decision. This means a supermarket kind of 

setting would be the most ideal for this kind of business. A supermarket 

manned by friendly staff who understand the baking business. In the case of 

selling over the counter then the display should be superb, the staff quick 

and knowledgeable and the purchase process hassle free. It would be 

helpful to have a catalogue of sorts that bakers can carry with them or just 

flip through and order. 

Branding / Positioning 
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The best way to brand is a cake packaging specialist shop. That is where 

there is an obvious gap and opportunity lies. It’s tempting to be an all things 

cake shop but that would mean you stretch your resources against the 

titans in the business. Your branding will be fussy, it will take time for people 

to trust you with other items leading to slow moving stock, and you will have 

to do more to market.  

A better way is to start as a specialist shop then if you want to expand to 

other material then you can. The thing is to brand and build yourself as the 

proffered choice for packaging before the big companies follow suit and get 

into the market with similar products. 

That said there is opportunity to cross sell other related items like boards, 

cup cake packaging, ribbons, bigger cartons and all that could be used in 

packaging. Still remember not to dilute your brand when cross selling.  

Boxes and boards should be the main thing. Other forms of cake 

decorations should be the next thing.s 
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Quality/ 

service in 

relation to 

competitors 

Like we mentioned above there is a big opportunity to offer better service 
than the competition. This is in general service, product knowledge, 
demonstrations, customer service, simple things like alerts about new 
products and such. 

Organic 

growth 

The addressable market is growing; annual statistics from Kenya National 
Bureau of Statistics show that the middle class is expanding and so is the 
income. More so they are becoming more ‘hungry’ spending more on 
aspirational products (see the rise of shopping malls, hotels, restaurants 
and fast foods targeting this class). That being the case there is room for 
organic growth. Growth based on the expansion of the target market. 
Demand for quality cakes, exceptional presentation and beauty in the 
process will continue increasing. Growth will not be necessarily based on 
snatching the market from the competition but satisfying an expanding 
market. 

Regulatory 

Assuming you will not be baking and just selling cake packaging products 
the major licenses required are : 
 
 
Single Business Permit – This is issued by the county government. The 
cost will depend on the size of the premises and location. Budget at least 
Kshs.20, 000.  
 
   Food Handlers Medical Certificate – This is issued by the county 
government public health department through hospitals. It costs an average 
of Kshs. 600 and involves a medical checkup. This is to certify that you 
meet hygienic and health conditions to handle food and food related 
products, Since you are dealing with food packaging material then this will 
be important. 
 
Fire Clearance Certificate – This is issued by the fire department of the 
county (Nairobi). The cost averages Kshs.1500 per year. The general 
process is you go to the fire department, they will ask for the size of your 
premises in square feet and based on that advice on the number of fire 
extinguishers you need. Depending on the nature of your business they will 
also advice on the best kind of extinguisher.  

 
In addition to the extinguisher you need to purchase a fire blanket. Once 
you have all in placed you notify the fire officials who come inspect and 
issue you with the certificate. You need to purchase the fire extinguishers 
from authorized companies, who will also be inspecting the extinguishers 
every six months and stamping it.  

 
Some Nairobi county officials are in the fire extinguishers business and 
could insist you purchase from them. A fire blanket costs an average of 
Kshs.1, 500 depending on size while a fire extinguisher will range between 
Kshs. 6000 and Kshs.10, 000 depending on brand, size and supplier. It’s 
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recommended you consult with the county fire department before 
purchasing the fire extinguisher.  

 
Other Licenses  
 

a) Kenya Bureau of Standards – If you plan to formally distribute to 
supermarkets and shops you need to get the KEBS standardization 
certification. If you are selling over the counter only, you don’t need 
the certification. You take samples to KEBS, and they will advice on 
what next. 
 
The certification costs at least Kshs. 20,000 and could be as high as 
Kshs. 70,000. Exact costs will depend on location (because KEBS 
charges you for transport), variety of products, how soon you meet 
the standards (because you are charged for audit time) not forgetting 
the application fee. 

 
b) Barcode – This is not necessarily a license, however if you plan to 

sell in supermarkets then you need to acquire a barcode that will be 
used to identify and manage your stock. Registration fee is standard 
at Kshs. 5,500 but there is an annual subscription which depends on 
your turnover. For instance if your turnover is up to Kshs. 12.999 
million GS1 one of the barcode providers will charge Kshs.5,500 
registration fees, Kshs. 5,500 annual subscription, a one off training 
fee of Kshs. 2320, a verification fee of Kshs.1160, bringing the total 
cost to Kshs. 14, 480. After you will pay Kshs. 250+ VAT to generate 
a 1-4 barcodes, and Kshs.100 +VAT if over 5 barcodes.   

 
b) Food and Chemical Substances Certificate – If you will be baking on 
any way you will need this license.  This is issued by the public health 
department) to premises used for food processing. The license expires on 
31 December irrespective of when you acquired. Cost range between Kshs. 
1000 and Kshs.5000 depending on the size of the premises. The checklist 
is lengthy but generally covers the following: 
 

- Grounds surrounding a food plant to be kept free form contaminating 
conditions. Grounds should be free from improperly stored 
equipment, litter, waste and refuse which may attract, harbor or 
constitute breeding places for rodents, insects and other pests; and 
inadequately drained areas that may contribute to the contamination 
of food products through seepage or foot-borne filth and provide 
breeding places for insects or micro-organisms. 

- Layout and construction of food plants and facilities. The food plant 
and the facilities installed therein shall have adequate lighting to 
hand-washing areas, dressing and locker rooms, toilets and to all 
areas where food or food ingredients are examined, processed or 
stored and where equipment and utensils are cleaned; separate 
areas, either by partition, location or other effective means, for those 
operations which may cause the contamination of food or food 
contact surfaces with undesirable micro-organisms, chemicals, filth 
or other extraneous materials; adequate ventilation 
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- Construction floors, walls. The floors, walls and ceiling shall be of 
such constrain to be adequately cleanable and maintained in 
a clean and good state of repair. 

- Equipments, utensils and food contact surfaces – Don’t use wooden 
surfaces. Use aluminum tables or cover with Formica. 
Basically the surfaces should be smooth and free from pits, 
crevices and loose scale; non-toxic; capable of withstanding 
repeated cleaning, disinfection and sanitizing; and non-
absorbent, unless the nature of a particular and otherwise 
acceptable process renders the use of an absorbent surface 
such as wood necessary. 

- Sanitary facilities and controls. No person shall use any premises as 
a food plant unless adequate sanitary conveniences are 
provided for use by employees and every premise where 
food is prepared and served are provided with adequate 
separate sanitary conveniences for public use. Toilets have 
to have a sanitary bin. There are companies offering sanitary 
bin services for Kshs. 1000 a month and they empty the bins 
twice within a month 

- The purpose is to ensure safety of the food being prepared. There 
are cases where the checklist is disregarded in exchange for 
a bribe. Still depending on the inspecting officers it could be 
hard to compromise on some things like surfaces and 
sanitation. 
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Suppliers 

 
When choosing supplier consider prices, quality, minimum order quantities 
and ability to customize. Though there are suppliers all over Europe, 
America and Asia, Chinese suppliers have an upper hand in terms of prices 
and customization. Because they produce in mass even for some European 
shops, then they tend to have lower prices.  

As it is nowadays you don’t need to necessarily go to China to select and 
order. There are websites through which one can view what is on offer, 
prices and order. Of course the most well known and with a relatively 
degree of trust is www.alibaba.com. You can view a wide variety of 
packaging boxes. The website has a rating system so you are able to gauge 
the different companies. There are also agents, basically some Kenyans in 
China, who source on behalf at a commission. There is always room to 
negotiate with the suppliers. Most of them can customize as need be. You 
can also request for samples which are free but you pay for transport costs.  

For boxes the minimum order quantities range from as low as 1000 to as 
high as 10,000 boxes.  It would be logically efficient if you are ordering from 
one retailer. Most manufacturers are able to replicate boxes as per your 
instructions.  If you are requesting for custom designs and boxes, make 
sure you see an example, approve before production.  

We are hesitant to recommend a particular supplier because the variety, 
terms and your own requirements could vary. We recommend of first being 
very clear of what you want in terms of design and shape, you can start with 
a general Google search on the internet, Kenyan agents in China and 
recognized B2B websites such as alibaba.com and allexpress.com. Once 
you identify suppliers, dig a little about them, see their rating, send them 
exact specifications you need, request sample, approve and authorize 
production.  

 

Capital 

    

Item  Breakdown Total 

Licenses 

Single Business Permit 1 20,000 

Food and Chemical 

Substances Certificate 

1 3000 

Food Handlers Medical 

Certificate 

1 600 

Fire Clearance 

Certificate 

1 1500 

KEBS Certification 1 30,000 

Barcode 1 15,000 

Company Registration 1 30,000 

Sub Total  100,100 

   

                                          Stock 
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Stock  500000 

   

                                                                        Equipment 

 

                                                       Premises 

Rent  2 Months Deposit plus 

1 month rent (Will 

depend on location. 

For this case we use 

@ Kshs.25,000 per 

month) + Electricity & 

Water Deposit ( 

Kshs.3000 + 

Kshs.3000) 

81,000 

Renovation  Repainting / 

Partitioning / Branding 

70,000 

Fire Extinguisher 1 10,000 

Miscellaneous Items  15,000 

Sub Total  126,000 

 

 

                                                         Working Capital 

Stock ( Supplies)  30,000 

Salaries 3 months @ 

Kshs.12000 per month  

 

24,000 

Electricity 3 months @ 

Kshs.3000 per month  

 

9,000 

Water 3 months @ 

Kshs.1000 per month  

 

3000 

Miscellaneous 3 months @ 

Kshs.5000 per month  

 

15,000 

Sub Total  87,000 

   

Grand Total  813,100 

 

Notes on Capital 

The figures are estimates based on different licensing and equipment fees 

.The figures could be higher or lower depending on your scale, location and 

how you want to brand. For instance if you are selling over the counter in 

your own shop you don’t need KEBS or Barcode .Company Registration is 
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an option.  

If you start operating online say from home then you don’t have to consider 

rent and renovation. If in a physical premises then the rent and renovation 

will depend on size and the kind of set up. If starting by a small over the 

counter shop you could run it alone or have just one employee. The stock 

could also vary but for a bigger variety, economies of scale and better 

margins at least start with Kshs.300, 000.  All in all budget at least Kshs. 

500,000. You can start a little informally, at a small scale and grow 

gradually. 
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Critical 

Success 

Factors  

 

Pricing – Use a price that leaves with you with reasonable profit but does 
not gnaw into the margins of the bakers 

Intelligent Stocking – You need to identify the most in demand items, 
stock most of them, even as you introduce novelty items. If low on capital be 
careful not to tie your cash in slow moving products. 

Location – Visible and easily accessible whether physical or online. 

Distribution – Reaching more than the immediate and walk in customers 

Service – Product knowledge, great customer relations, assistant and 
feedback 

Setup – Make it easy for customers to pick, view and purchase items. 

Variety – Having a variety of the most in demand items 

 

Size of 

Industry 

Euro monitor an international research firm estimates the local 

confectionary industry to be worth USD 2 billion. But even without the 

generalities there have been some significant trends in the local banking 

industry which point to the potential of the business. 

 For a start this can be seen by expansion of the wheat products shelf 

space in supermarkets, number of new bakers and pastry shops. 

Supermarkets have also gotten into the baking business in a big way with 

even small mini supermarkets having kitchen and baking’s sections 

contributing a significant part of the revenue.  

Also there has been renewed interest in small and medium sized bakers by 

foreign companies and relatively large local companies. For instance in 

December 2013 Tiger Brand a South African multinational acquired Rafiki 

Mills and showed interest in Magic Oven both which is medium sized 

bakeries. In January 2014 Unga Group limited acquired Ennsvalley, a small 

bakery based in Nairobi.  Still in 2014 Fusion Capital bought 45 % of Gal 

Bakery Services, a small bakery specializing in cookies, bread and queen 

cakes.  

There has also been an explosion of cake shops in residential areas 

especially in Nairobi. Most sell cakes and cupcakes, and a few also cookies. 

  

Major 

Equipment 

There are no special equipments required for this business. Still keep in 
mind you need a premises secured from rodents, has good ventilation to 
avoid the boxes greeting dump, and enough space. Whatever the setup you 
need shelves, some seats and cash box. Later you could need a cash 
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register.  

Still depending on the set up there are other items you could need such as: 

 
- Cash Register 
- Shelves 
-Renovations 
- Chair and Desks 

 Trolleys 

 Billboard / sign board 

 Aprons 

 Others – Calculators 
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Time Frame 

To Set Up / 

Process 

  

 Identify market needs 

 Raise Capital 

 Depending on the capital available zero in on a couple of crucial 

problems or decide to solve all of them 

 Identify suppliers  

 Arrange the importation process 

 Identify distribution method – premises , online, deliveries, groups or 

other 

 If premises start renovation 

 Get cargo 

 Open shop 

 Market – online, groups, word of mouth, media etc  

 
 
Assuming you have the capital ready and premises available the set up 
process could take about 30 days. Licenses about 3 weeks, Renovation 
about a week, Hiring a week. Give about 30 to 45 days to order and get 
deliveries from China. 
 
 

Pricing & 

Margins 

Presently and on average packaging takes 3 % to 7% of the total costs of a 

cake. For instance a kilogram of plain vanilla cake selling at Kshs. 1500 and 

packaged in a Kshs.40 plain white box, with a Kshs. 35 board. The cost of 

packaging could go slightly beyond the brackets if there is a high premium 

attached to the cake, and vice versa. A one kilogram cake priced at Kshs. 

2500 and using the same standard box and board, packaging will be 3% of 

the total. 

Bakers are willing to pay a premium for better packaging. The premium 

should not eat into much of their profits and should fall within the range or 

only slightly higher. Still the reasoning is if as a baker I am charging Kshs. 

3000 for a one kilogram cake, then my margins are higher and thus I am 

willing to spend a little bit more on packaging; like purchase a Kshs.100 box 

with a clear top and flowery sides and Kshs.50 board. ; That would be 5 of 

the total cost. If I spent Kssh.75 on a plain box and board, that would be 

2.5% of the total cost.  

The premium that is charged on better boxes should be reasonable, and not 

way far off from current prices. Initially bakers may not be able to pass the 

costs to the consumer. Their strategy would be to absorb the extra cost of 

the packaging but earn extra marks in the presentation and because of that 

gain more customers or get repeat sales.  

If you are selling boxes you will not know exactly how much a baker is 
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charging for the cake, but price keeping in mind the present costs of 

packaging and the above percentages.  

Prices of boxes as quoted by retailers range from 0.01$ to $0.5 with a whole 
range in between. The price depends on the quantity, customization, 
company and quality. From this price add a factor of between 1.3 and 2.0 to 
get the items here. Thus if you are buying at Kshs.10 in china then by the 
time the box gets to your store in Nairobi the cost will be Kshs.15 to 20 
depending on quantities, shipping costs, whether you sneak them in or pay 
tax and such other factors.  
 
Your margins can be between 30% and 50% 
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Cash Cycle 

 Ideally all transactions in the business will be in cash; this means that your 
cash will not be stuck between purchasing and selling. You should have a 
positive cash flow. But the reality could be different if for instance you stock 
slow moving items and are in a bad location or sell to corporate clients who 
pay within 45 days. Good cash flow will help you restock continually , pay 
for your variable costs  
.  

Scalability 

The business will be in a growing industry so there is room to scale and grow. The 
market is growing in terms of customers and hence bakers. Demand for products is 
increasing, tastes are advancing and hence the demand for superior products.  The 
market is not yet crowded so there is still room for growth. Also there is still 
potential for innovation in the cake packaging business, and with it the potential to 
scale. Increased urbanization will also lead to advanced tastes and thus demand for 
better packaging will continue to increase. 

 

Manpower 

Depending on the size of your operations you will need staff to assist you. 
Have staff with some knowledge of the cake business so they can be more 
helpful to the customers.  This is more so if you have less knowledge about 
baking. Pay them based on the possible margins 

 

Management 

This is a kind of business you can manage without being always physically 
present. However it’s advisable to have hands on experience especially in 
the first months. . This will help you get a very good idea of customer needs 
,help install a culture of customer service, get to know and build 
relationships with the customers, get feedback and ensure  

 

Conclusion  

There is an opportunity in selling cake packaging items that fill the present 
market needs. You can start from a physical shop or work from home and 
sell through the internet, door to door (bakeries) and bakers forums. You 
can also become a distributor; selling in wholesale to retailers. For 
wholesale you need to import large quantities.  Wholesale is a big 
opportunity too.  

The reason for importing is because the products are not available in 
Kenya, and prices are better internationally. If low on capital remember to 
go for more functional items before you venture into the fancy; for instance 
you can start with taller boxes (4 inches ad above), a few colours (boy/girl 
colours) , boxes which open from the side, boxes with windows and so forth.  

Think of pricing. You can charge a premium but don’t over price. Have a 
baker guide you as you make your selection and price. You can start small 
from home and grow gradually.  

The market is still big for several players, but now is the right time to go for 
it. 
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