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Abstract
This report analyses Basil’s Bakery’s persistent post-2020 sales shortfall and evaluates two development strategies using problem-solving, Adizes’ organisational lifecycle and PAEI frameworks, PMI and risk analysis. The shortfall combines reduced retail-park footfall, changed working patterns and rising costs with strong operational dependence on Basil. Controlled Artisan Development is recommended: widen customer access through selective delegation, pre-ordering and delivery before adding organisational capacity, then use evidence on demand, profitability and workload to decide whether limited production support or relocation is justified.

Introduction
Basil’s Bakery is an independent artisan bakery in Coventry whose strengths are Basil’s professional baking skills, high-quality organic products and established local reputation. Sales, however, remained about 25% below the 2019 level during 2023–2025 because of lower retail-park footfall, changed working patterns, rising operating costs and limited adaptation of customer access.
This report evaluates how Basil can improve sales without creating organisational complexity before sustainable demand is known. Two alternatives are assessed through PMI and risk analysis, supported by Adizes’ organisational lifecycle and PAEI frameworks. The central argument is to scale access to Basil’s products before scaling the organisation, then translate the preferred strategy into implementation actions, KPIs and SMART objectives.
Task 1: Overview of Case Study and Nature of the Problem
Basil’s Bakery grew year-on-year before 2020 but has since stabilised about 25% below its 2019 sales level. Lower retail-park footfall, nearby shop closures, home working and higher rent, utilities, business rates, insurance and organic ingredient costs have weakened performance. Customers have requested delivery and pre-ordering, but Basil’s workload limits consistent provision, creating a gap between customer demand and the current access model.
Adizes’ framework suggests characteristics of the Go-Go/Founder’s Trap because key activities remain concentrated around the founder, although the case does not justify a definitive lifecycle diagnosis (Adizes, 1988). Through PAEI, Basil’s strongest role is Producer (P), while Entrepreneur (E) and Integrator (I) capabilities appear less developed from the available evidence (Adizes, 2004).
Task 2: Proposed Solutions
Solution A — Controlled Artisan Development of a Small Owner-Operated Business
The first solution is Controlled Artisan Development: retain Basil’s Bakery as a small owner-operated business while reducing Basil’s operational overload. Basil remains the principal artisan baker, while selected non-production activities are delegated or outsourced. This reduces founder dependency without forcing him immediately into managing a larger organisation and protects the product quality and artisan identity on which the bakery’s reputation depends.
Development would proceed in three stages: stabilise and simplify operations, delegate selected functions, and decide on further growth only after evidence is available. Online pre-ordering and third-party delivery directly answer existing customer requests and widen access without permanent recruitment. Before expansion, Basil should establish his preferred role, sustainable production capacity and required profitability. Delivery platforms can create additional sales opportunities, but commissions and other charges must be assessed against their financial benefit (Li, Mirosa and Bremer, 2020). This gradual approach is consistent with research on digital transformation in agrifood SMEs, which emphasises that successful adoption depends on building dynamic capabilities aligned with the firm’s existing resources and identity rather than pursuing rapid technological expansion (Cannas, 2023).
Solution B — Relocation to a Higher-Footfall Location with Differentiated Artisan Positioning
The second solution is relocation to a stronger-footfall location while retaining differentiated artisan positioning based on high-quality organic products. It directly addresses the structural weakness of the current retail park, where footfall has fallen, shops are closing and office workers visit less frequently.
Porter’s differentiation logic suggests distinctive attributes may support higher-value positioning (Porter, 1985), but customers cannot be assumed to pay premium prices. Relocation could reduce dependence on declining retail-park traffic while allowing Basil to remain primarily a producer. However, it requires substantial financial commitment when operating costs are already rising, demand at a new site is uncertain and some loyal customers could be lost. It should therefore remain a longer-term alternative rather than an immediate move.
Task 3a: PMI Evaluation of the Two Proposed Solutions
PMI (Plus, Minus, Interesting) was used to compare the benefits, disadvantages and potentially significant consequences of both alternatives, considering practicality, risk and short- and long-term effects. The full comparison is presented in Appendix A (de Bono, 1988).
Task 3b: Evaluation Results and Justification of the Selected Solution
The PMI favours Solution A because it addresses demonstrated customer needs with lower fixed commitments. Its main disadvantages—platform costs, founder dependence and capacity constraints—can be tested and mitigated through a pilot, whereas relocation involves less reversible costs, uncertain demand and possible loss of loyal customers. Although PMI is qualitative, financial risk, fit with Basil’s managerial capacity, responsiveness to demand and reversibility are the most relevant criteria because customer numbers remain below previous levels while costs have risen.
Solution A also fits the PAEI analysis: Basil’s strongest role is Producer (Adizes, 2004), whereas rapid organisational expansion would require greater entrepreneurship, delegation and integration.
The preferred sequence is therefore to expand customer access through pre-ordering, external delivery and simple digital channels before increasing organisational complexity. This tests whether sales can improve without the higher commitment of relocation and whether profitable demand exceeds Basil’s sustainable capacity. Relocation should be reconsidered only if location remains the principal constraint. Consistent with the Founder’s Trap interpretation, the pilot reduces founder dependency gradually rather than creating a larger structure immediately. Crucially, the pilot also allows Basil to experience selective delegation in practice and to assess whether this way of working is compatible with his preferred role, personal working style and managerial capacity before any permanent staffing decision is made. This measured approach is supported by evidence that SME digitalisation is most effective when proportionate to organisational capabilities and resources (Sinha, Raby and Salari, 2025), while agrifood SME research similarly emphasises building internal capabilities before scaling (Cannas, 2023).
The recommended sequence is therefore: stabilise → delegate selected functions → test demand → assess results → add limited capacity if justified → consider relocation only if necessary.
Task 4: Risk Analysis of the Preferred Solution
Controlled Artisan Development should begin with a limited pre-ordering and delivery pilot to test demand, profitability and capacity before higher fixed costs are accepted. A Likelihood × Impact matrix prioritises the main risks; the detailed assessment is provided in Appendix B (ISO, 2018; Project Management Institute, 2019).
Profitability is the highest-priority risk because platform commissions and logistics charges may raise revenue while reducing margins (Niu et al., 2021). Basil should therefore monitor contribution margin, not sales alone. Two further high risks are insufficient demand and demand exceeding capacity, which could respectively make the pilot ineffective or overload production and threaten quality. Sales, workload and sustainable capacity should therefore be monitored.
Delivery risk can be reduced through a limited radius, suitable packaging and direct customer communication; packaging logistics can materially affect food quality, customer satisfaction and competitiveness (Silva and Nilsson, 2025). The strategy remains manageable because it is reversible and requires no major irreversible investment. If profitable demand exceeds capacity, limited production support can be considered; if location remains the principal constraint, relocation can then be reassessed.
Task 5: Implementation Plan
Implementation should be phased so each commitment depends on evidence from the previous stage (Andries, Debackere and Van Looy, 2013). In Weeks 1–2, Basil and the business consultant should define Basil’s preferred future role and establish baseline sales, operating costs and sustainable production capacity. In Weeks 3–4, they should compare direct pre-ordering and third-party delivery on cost, suitability and operational requirements. If the pilot subsequently identifies consistent end-of-day surplus, a surplus-food platform could be evaluated as an optional secondary channel; the case itself does not establish that such surplus currently exists.
During Months 2–3, pre-ordering and external delivery should be piloted without permanent recruitment, using order limits where necessary and retaining Basil’s control over product quality. By testing pre-ordering and delivery within clearly defined limits, the plan deliberately avoids the risk of over-digitalisation, recognising that optimal outcomes for small firms occur when the scope and depth of digital adoption remain matched to available resources (Sinha, Raby and Salari, 2025). Running the pilot without permanent recruitment first also gives Basil the opportunity to test how the delegation of non-production tasks works for him personally, before deciding whether he wishes to expand the team. During Months 4–6, results should be reviewed against sales, contribution margin, demand, workload and capacity. Profitable demand above sustainable capacity would justify considering limited production support; continuing location constraints would justify reassessing relocation. This sequence is appropriate because it resolves the lowest-cost, most reversible questions first and prevents Basil from committing resources before demand and capacity are evidenced. Responsibility also follows capability: Basil retains decisions affecting product quality and sustainable workload; the business consultant provides independent financial and strategic evaluation; and a digital freelancer or external service provider is used only where specialist channel expertise is required. The phased sequence of clarifying capacity before introducing digital channels reflects the need, identified in agrifood SME research, to develop dynamic capabilities progressively rather than imposing large-scale change (Cannas, 2023). Detailed activities, timings and responsibilities are provided in Appendix C.

Task 6: KPIs and SMART Objectives
Performance should be assessed through financial, customer and operational measures rather than sales growth alone (Parmenter, 2020). As a proposed benchmark, sales should recover to at least 90% of the 2019 level within 12 months, provided this remains profitable and compatible with sustainable production capacity. Contribution margin should be monitored monthly so platform or delivery charges do not create revenue without profit.
New-channel performance should also track the share of sales from pre-orders and delivery, repeat orders/customer retention, and order volume against sustainable capacity. These measures show whether demand is recurring, profitable and operationally manageable. If demand consistently exceeds capacity, limited production support can be considered rather than automatic expansion. The measures create specific, measurable and time-bound decision points consistent with SMART principles (Doran, 1981); Appendix D provides the detailed table.
Task 7: Key Findings
• Sales remain about 25% below 2019 because reduced footfall and changed working patterns combine with rising costs and limited customer access.
• Basil’s Producer strength is central to product quality, but operational dependence on him constrains delivery, pre-ordering and growth.
• Controlled Artisan Development is preferable to immediate expansion because it responds to demonstrated demand with lower financial and organisational risk.
• Pre-ordering, delivery and selective outsourcing should be piloted and measured before staffing decisions.
• Relocation should be considered only if evidence shows the current location remains the principal constraint.
Conclusion
Basil’s Bakery requires adaptation rather than immediate large-scale expansion. Its sales shortfall reflects declining retail-park footfall, changing customer behaviour, rising costs and operational dependence on Basil. Adizes/PAEI analysis indicates that Basil’s strongest contribution is as Producer, supporting a strategy that protects his artisan role while reducing bottlenecks around him.
Controlled Artisan Development is therefore recommended: delegate selected non-production functions, pilot pre-ordering and delivery, measure demand, profitability and capacity, and expand only when evidence justifies it. The guiding logic is stabilise → delegate → pilot → measure → learn → only then expand. Limited production support should follow only if profitable demand exceeds sustainable capacity; relocation should be reassessed only if location remains the dominant constraint.
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Appendix A — PMI Analysis
Solution A — Controlled Artisan Development of a Small Owner-Operated Business
	Plus
	Minus
	Interesting

	Basil retains his main role as an artisan baker, consistent with his strong Producer role (Adizes, 2004).
	Opportunities for rapid sales growth remain limited by Basil’s personal production capacity.
	New sales channels can be tested without immediately creating a larger team.

	Online pre-ordering and external delivery respond directly to existing customer requests.
	External delivery and digital services create additional costs and may reduce margins.
	If demand exceeds Basil’s production capacity, this provides evidence to justify considering limited additional production support, initially potentially one production assistant.

	Selected functions can be outsourced without requiring Basil immediately to manage several employees.
	Basil remains a key dependency within production.
	The pilot provides an opportunity to test Basil’s ability and willingness to delegate before further organisational development.

	Financial and organisational exposure is lower than with immediate relocation or substantial expansion.
	The solution does not directly remove the underlying problem of declining footfall at the current retail park.
	Pilot results can provide evidence about whether the existing location remains viable or whether higher-footfall relocation should subsequently be considered.


Solution B — Relocation to a Higher-Footfall Location with Differentiated Artisan Positioning
	Plus
	Minus
	Interesting

	Makes stronger use of Basil’s competitive advantage in artisan products and high-quality organic ingredients.
	Relocation requires substantial initial investment.
	The business model could test whether a stronger location and differentiated artisan positioning improve demand without requiring large-scale organisational growth.

	A more suitable location could provide access to a larger pool of potential customers.
	There is no guarantee that a new location would generate sufficient demand.
	Basil could remain primarily an artisan producer rather than becoming the manager of a large organisation.

	Reduces dependence on declining footfall at the current retail park.
	Existing increases in rent, utilities, business rates and insurance make additional financial commitments more risky.
	If market evidence supports it, differentiated positioning could support higher prices without requiring a proportional increase in production volume.

	Differentiated artisan positioning is consistent with the quality and character of Basil’s products.
	Relocation could result in the loss of part of the existing loyal customer base.
	A distinctive bakery environment could strengthen customer experience; any premium positioning would need validation through market evidence.


Note: PMI analysis adapted from de Bono (1988). PAEI interpretation based on Adizes (2004).
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Appendix B — Risk Analysis Matrix
The selected Controlled Artisan Development strategy was assessed using a 5 × 5 Likelihood × Impact matrix. Each identified risk was rated from 1 (low) to 5 (high) for likelihood and impact, with the overall score calculated by multiplying the two ratings. This enables the principal risks to be prioritised and appropriate mitigation actions identified (ISO, 2018; Project Management Institute, 2019).
	Identified Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Score
	Risk Level
	Mitigation Action

	Delivery and online-platform commissions reduce profitability
	4
	4
	16
	High
	Compare providers and calculate contribution margin before launch

	New sales channels fail to generate sufficient additional demand
	3
	4
	12
	High
	Conduct a low-cost pilot before making significant investment

	Demand exceeds Basil’s personal production capacity
	3
	4
	12
	High
	Establish sustainable production capacity and introduce a daily order limit

	Product quality deteriorates during delivery
	2
	4
	8
	Medium
	Limit the delivery radius, select products suitable for delivery and test packaging

	Dependence on a third-party digital/delivery platform
	2
	3
	6
	Medium
	Maintain direct pre-ordering and customer communication alongside external platforms


Risk Rating Scale
	Risk Score
	Risk Level
	Required Response

	1–4
	Low
	Monitor

	5–9
	Medium
	Monitor and mitigate

	10–16
	High
	Active mitigation required

	17–25
	Very High
	Immediate action required


Note: Risk scores and rating thresholds were developed for this case using a 5 × 5 Likelihood × Impact matrix. The overall risk-management approach was informed by ISO 31000 (ISO, 2018) and the Project Management Institute (2019).

Appendix C — Implementation Action Plan
The implementation plan translates Controlled Artisan Development into phased actions that test customer demand and financial viability before Basil commits additional permanent resources. The sequence follows controlled experimentation under uncertainty (Andries, Debackere and Van Looy, 2013).
	What
	How
	When
	Who

	1. Clarify business objectives and capacity
	Define Basil’s preferred future role; establish current production capacity, operating costs and baseline sales
	Weeks 1–2
	Basil + Business Consultant

	2. Select low-risk sales channels
	Compare direct pre-ordering and third-party delivery platforms. Assess cost, suitability, platform dependency and operational requirements. If the pilot identifies consistent end-of-day surplus, evaluate a surplus-food platform only as an optional secondary channel; the case does not establish that such surplus currently exists.
	Weeks 3–4
	Basil + Business Consultant / Digital Freelancer

	3. Run a controlled pilot
	Introduce pre-ordering and external delivery without immediate permanent recruitment; establish order limits and monitor demand, costs and workload
	Months 2–3
	Basil + External Service Providers

	4. Evaluate pilot results
	Compare sales, contribution margin, customer demand, workload and actual production capacity against the established baseline
	Months 4–6
	Basil + Business Consultant

	5. Determine the next development stage
	If sustainable demand exceeds Basil’s production capacity while remaining profitable, consider limited additional production support, initially potentially one production/kitchen assistant. If the current location remains the principal constraint, reconsider relocation to a higher-footfall location.
	End of Month 6
	Basil + Business Consultant



Appendix D — KPI and SMART Objectives
The KPIs and SMART objectives assess whether Controlled Artisan Development produces sustainable financial, customer and operational improvement. They support evidence-based decisions on maintaining the current scale, introducing limited production support or reconsidering relocation. The objectives follow SMART principles (Doran, 1981), while KPIs provide measurable indicators of performance (Parmenter, 2020).
	SMART Objective
	KPI
	Target
	Timeframe

	Restore sales performance
	Sales compared with the 2019 baseline
	Proposed benchmark: restore sales to ≥90% of the 2019 level, subject to profitability and sustainable production capacity.
	Within 12 months

	Evaluate new sales channels
	Percentage of total sales generated through pre-orders and delivery
	Establish and monitor a sustainable contribution from the new channels
	3–6 months

	Protect profitability
	Contribution margin after delivery and platform costs
	Maintain a positive contribution margin from new sales channels
	Monthly

	Control production capacity
	Order volume compared with Basil’s sustainable production capacity
	Operate within sustainable capacity; consider limited additional production support, initially potentially one production/kitchen assistant, if demand consistently exceeds capacity and remains profitable.
	3–6 months

	Retain customers
	Repeat orders and customer retention
	Monitor retention and repeat purchasing to establish whether new channels support continued customer demand
	6–12 months



