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ABSTRACT

This is an analysis of Basil’s Bakery Using PMI (Plus, Minus, And Interesting Grid form) also KPI (Key Performing Indicator). This method will allow us to show where the Key areas to focus on, thus advising the Bakery How to take the necessary steps towards their growth. Thus showing them Ares that needs attention. This will help the management to know exactly how to response to the customers and staff.



















PROBLEM SOLVING AND DECISION-MAKING AT BASIL’s BAKERY

INTRODUCTION
Basil’s Bakery is an independent, family-run artisanal bakery based in Coventry, United Kingdom. The business began trading on 12 May 2021 and produces a variety of freshly baked products, which are, savoury and sweet treats. The bakery states that its products are freshly prepared and baked in house, while its staff provide customer services in the bakery. Environment (Basil’s Bakery, 2026), (basilsbakery.co.uk).

As a food business selling a wide variety of products, Basil’s Bakery, maintained, high standards of food safety, this also includes: reliable information about ingredients. 
We examined the nature of the bakery. This report uses a structured problem-solving approach to ensure that the recommended decision is practical for a small business.

DESCRIPTION OF THE PROBLEM NATURE, SCOPE AND IMPACT
The main problem identified is the potential inconsistency or lack of sufficient foot falls in store, visible written allergen information. 
The scope of the problem covers purchasing, recipe management, food preparation, cleaning, staff training, product labelling, customer services and online visibilities.

GATHERING AND INTERPRETING INFORMATION
Effective problem solving requires decisions to be based on evidence rather than assumptions. Information for Basil’s Bakery, can therefore be gathered from several sources, including customer feedback, staff discussions, supplier, product labels, sales information.

	Factors
	Plus
	Minus
	Interesting.

	
Pre-order / click-and-collect → guaranteed sales, less waste
	+9
	-5
	+8/-3

	Social media / Reels → visual appeal & broad reach
	+8
	-6
	+7/-4

	Email / WhatsApp updates → direct marketing to buyers
	+8
	-4
	+7/-2

	Custom orders & celebration cakes → high-value sales
	+9
	-5
	+8/-3

	Online allergen info → reassurance & pre-visit confidence
	+10
	-2
	+9/-1

	Subscription boxes → predictable income
	+8
	-5
	+7/-3

	Data & insights → bake smarter, reduce waste
	+7
	-3
	+6/-1

	
Wider geographic reach → new customer groups
	+7
	-4
	6/-2

	Total    / Average
	66/8.3
	+34/4.3
	+58/-19







	PMI GRID TOTALS (with KPI 
	values included)
	

	Metric
	Solution A
	Solution B

	Original Plus Score	
	66
	66

	+ KPI Benefit Score
	+12
	+16

	NEW TOTAL PLUS
	78
	82

	Original Minus Score
	18
	34

	+ KPI Effort Score
	+3
	+13

	NEW TOTAL MINUS
	21
	47

	Interesting Positive
	-12
	-19

	Interesting Positive
	+99
	+74


Solution A still wins overall (+99 vs +74) — delivers 95% of the benefit of Solution B with less than half the effort
KPIs confirm: Solution B has slightly higher potential benefit (+4) but carries 4× the implementation burden
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From Scoring
Solution A scores highest overall (+90) — nearly identical positive benefits to B but with less than half the drawback/risk. Fast, low-risk, low-effort, and delivers excellent returns.
Solution B offers slightly higher long-term potential (+58 vs +54 Interesting Positive) but carries significantly more effort, cost, and risk (−19 vs −12).
Recommended Strategy: Start fully with Solution A immediately — it delivers equal benefit with far less resistance. Once results are flowing, layer in Solution B elements one at a time.


EVALUATION OF OPTION AND DECISIONS
A simple decision matrix can be used to compare the options against cost, safety, practicality, customer benefit and long-term sustainabilities.

Based on this evaluation, it is the best balanced between cost and risk reduction, practicality and customer service. It also reflects FSA best practice, which supports written allergen information combined with customer conversations (Food Standards Agency, 2025). (GOV.UK)

IMPLEMENTATION PLAN
The implementation should take place in five stages. 
Auditing.
During the first week, the management had lists of every product sold by Basil’s Bakery and identify all ingredients and associated allergens. Supplier information and recipes all has been checked against each other.

 Develop the allergen matrix.
During weeks two and three, management should create a clear allergen matrix showing which regulated allergens are present in each product. The information should be easy for staff to access and should be reviewed whenever recipes or suppliers change.

Staff training.
During week three, all relevant employees should receive training. Staff should understand the 14 allergens, the bakery’s procedures, cross-contact risks and the importance of never guessing when answering customer questions. If a member of staff is uncertain, they should refer to the authorised allergen information rather than provide an assumption.

 Customer communication.
The bakery should introduce clear signage informing customers that allergen information is available. Appropriate information should also be provided on product displays and, where practical, online. Customers should still be encouraged to speak to trained staff about their individual requirements.





After implementation, management normally monitor complaints, customer feedback, staff compliance and changes to recipes or suppliers. A monthly allergen check should be completed, with a more detailed review every three months.



MONITORING AND REVIEWING THE DECISION
The success of the decision depends on clear indicators, such as measured metrics, using clear performance indicators. These could include 100% of products having verified allergen information, 100% of relevant staff receiving training, zero avoidable allergen-information errors and a reduction in customer complaints relating to unclear ingredient information.
Management should use a Plan-Do-Check-Act approach. Deming (1986) argues that continuous improvement requires organisations to plan changes, implement them, examine the results and take corrective action. Basil’s Bakery can apply this approach by planning the allergen system, introducing it, checking its effectiveness and improving it where necessary.

Monitoring would also include staff feedback. Employees are directly involved in answering customer questions and may identify weaknesses that management does not see. Customer feedback should similarly be reviewed because the purpose of the decision is not only regulatory compliance but also improving the customer experience.

If an error is identified, the bakery should investigate its cause rather than simply correcting the immediate problem. For example, if a supplier changes an ingredient without the allergen matrix being updated, the bakery should improve its supplier-change procedure.



 







COMMUNICATION OF THE DECISION

Communication is essential to successful implementation. Management should communicate the decision to employees through a short staff meeting, written procedure and training session. Employees should understand why the change is necessary and how it affects their daily responsibilities.

Customers should receive clear but simple communication. Signs could explain that allergen information is available and that customers should inform staff about allergies before ordering. Written information should be presented in a way that is accessible and easy to understand.

Suppliers should also be included in the communication process. Basil’s Bakery should request updated ingredient and allergen specifications whenever products or ingredients change. This creates a communication chain from supplier to baker management, from management to staff and ultimately from staff to customers.













CONCLUSION
In conclusion, allergen information and communication represent an important problem-solving priority for Basil’s Bakery because the business produces and sells a wide range of fresh, non-prepacked food. The nature of the problem involves both food-safety control and communication with customers. Its scope extends across purchasing, production, staff training, labelling and customer service, while its potential impact includes customer harm, reputational damage and legal consequences.

The information gathered from government guidance and food-safety research demonstrates that written allergen information supported by trained staff provides a strong practical solution. After evaluating three alternatives, the recommended decision is for Basil’s Bakery to introduce a central written allergen matrix supported by staff training, clear customer signposting and regular monitoring.

This approach is appropriate for a small independent bakery because it provides a relatively low-cost but effective system. Continuous monitoring, employee feedback and regular reviews will ensure that the system remains accurate when recipes, suppliers or products change. Ultimately, the decision can improve food safety, customer confidence and the overall professionalism of Basil’s Bakery while supporting compliance with UK food requirements.
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