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Overview 
Basil’s Bakery is a small organic bakery located in Coventry and was opened in 2015 by Basil. Bakery sells organic bread, cakes and pastries. At first sales grew well but in 2020 dropped because of COVID-19. Basil hoped sales would recover once restrictions ended, but since 2023 they have stayed around 25% lower than in 2019. This is mainly because fewer people visit the area, as some nearby shops have closed and some regular customers have lost their jobs or now work from home. Basil's costs, such as rent, bills, insurance and organic ingredients, have also increased. Customers have asked for delivery and pre-ordering, but Basil cannot currently offer these.
Van Aken and Berends (2018) suggest that effective problem-solving in organisations requires a systematic approach to identifying, analysing and addressing complex organisational problems.
Two Proposed Solutions
Solution 1: Introduce a delivery service
One solution is for Basil to start offering a delivery service. Several loyal customers, especially those who no longer work in the retail park or now work from home, have already asked for this. By delivering to these customers, Basil could reach people who used to buy from him regularly but now find it difficult to visit the shop in person. This would help bring back some of the sales that have been lost due to reduced footfall and changing work habits, without needing more people to visit the retail park itself.
Solution 2: Introduce an online pre-order system
A second solution is for Basil to set up a proper pre-order system, for example through a simple website or app, rather than relying on customers calling the shop. This would solve the problem of customers experiencing long waiting times during busy periods and would stop Basil missing orders when he cannot answer the phone while baking. Customers could order in advance and collect at a convenient time, making the process more reliable and improving customer satisfaction. This could also help Basil plan his baking and ingredient orders more accurately, reducing waste and cost.
Van Aken and Berends (2018) emphasise that an effective solution should be specifically designed to address the identified problem and its underlying causes, with the aim of improving the organisation’s performance.
PMI Evaluation Results and Justifications
PMI (Plus, Minus, Interesting) is a structured thinking technique used to explore the positive, negative and noteworthy aspects of an idea or proposal, helping individuals consider different perspectives before reaching a judgement (Cotton, 2015)
The PMI technique shows that both solutions have genuine benefits but also highlights important differences in practicality. The scores reflect how much each point could affect Basil's business. Extra costs and difficulty managing alone were both scored −3, as these are major, ongoing challenges that could seriously affect a business already struggling with rising costs and being run by one person. Uncertain demand scored slightly lower at −2, as it's a real risk but could potentially be reduced through a trial period. Bringing back customers scored the highest at +3, as it directly addresses Basil's main problem of falling sales. Recovering sales and convenience were scored +2, as they are valuable but slightly less certain in their impact. The interesting points scored the lowest at +1, as they represent possible future opportunities rather than immediate benefits. The Delivery Service could bring back customers who no longer visit the retail park, which is valuable given Basil's main problem is falling footfall. However, its "Minus" points are significant: it adds ongoing costs, is difficult for Basil to manage alone, and carries uncertain demand, making it a riskier option for a small, single-person business.
The Pre-Order System, on the other hand, has fewer serious drawbacks.  Fixing long waits and missed orders, along with being cheap and quick to set up, both scored the highest at +3, as they directly solve Basil's main problems without requiring major investment. Helping plan baking and reduce waste scored slightly lower at +2, as it's a valuable but secondary benefit. The minus points, not attracting many new customers, needing customers to use a website or app, and requiring some technical setup, were all scored −1, as they are minor drawbacks that are unlikely to seriously harm the business. Among the interesting points, order data helping understand demand scored +2, as it offers useful long-term insight, while combining with delivery later scored +1, as it's a more distant, less certain possibility. It directly solves a problem customer have already complained about, long waiting times and missed phone orders, and is low-cost and quick to set up. While it may not attract many completely new customers, it improves the experience for existing ones and helps Basil plan his baking more efficiently.
Based on this analysis, my preferred solution is the Pre-Order System. It offers clear, practical benefits with fewer risks and is more realistic for Basil to implement given his limited time, resources, and the fact that he runs the bakery alone. This decision is also consistent with the earlier grid analysis, which scored the Pre-Order System higher overall.
Justifications for the Implementation Plan  
An implementation plan provides a structured approach for putting a project into action by coordinating people, resources and project activities and monitoring progress (Allan, 2017).
Activities: The activities were chosen to build logically towards a working system. Research comes first so Basil can find an affordable, easy-to-use platform before committing. Setting up the system next ensures it is ready and tested before customers are told about it, avoiding a poor first impression. Promotion follows, so customers know the service exists, and the final stage allows Basil to check everything works and improve it based on real feedback.
Timing: The plan runs over six weeks, giving each stage enough time without rushing, since Basil manages the bakery alone. Research is given two weeks (01.09–15.09) to allow Basil enough time to properly compare platforms and choose one that is affordable and easy to use, rather than rushing this important decision. Setting up the system also takes two weeks (15.09–29.09), as this is the most technical stage and may involve back-and-forth work with a web designer. Informing customers is given one week (29.09–06.10), as promotion can be done quickly through social media and in-store signage. Launch and review also takes one week (06.10–13.10), providing enough time to start collecting real data and feedback without delaying evaluation too long.
Order: The stages follow research, setup, promotion, then launch, as each stage depends on the previous one being completed first.
Responsibilities: Basil leads most stages, as he runs the business, though a web designer is suggested for setup, since this may need technical skills Basil doesn't have.
Justifications for the KPI and SMART objectives
According to Parmenter (2015), Key Performance Indicators (KPIs) are specific and measurable indicators that enable organisations to monitor critical aspects of performance and determine whether strategic objectives are being achieved.
Basil will track the number of pre-orders placed each week using the website or app's built-in order data, recording this figure over the three-month period following launch. This weekly tracking allows Basil to identify trends early, for example, whether pre-orders are steadily increasing, staying flat, or dropping off after an initial rise.
To evaluate effectiveness, Basil will compare weekly figures against the target set in the SMART objective, checking progress at set points, such as monthly, rather than waiting until the full three months have passed. Doran (1981) proposes that effective objectives should be specific, measurable, assignable, realistic and time-related, allowing progress towards goals to be clearly defined and assessed. This allows adjustments to be made if uptake is slower than expected, for instance, by increasing promotion through social media or in-store signage.
Basil can also use the pre-order data to see whether waiting times and missed phone calls have reduced, comparing this to customer feedback collected in person or through simple surveys. If the number of weekly pre-orders reaches the target within three months, this would indicate the solution is working effectively and addressing the original problem.
If targets are not met, Basil can review possible reasons, such as low customer awareness or a difficult-to-use system, and make changes, accordingly, ensuring the solution continues to be refined based on real performance data.
  
Key Findings  


 Basil’s Bakery's sales have stayed around 25% below 2019 levels since 2023, despite the initial COVID-19 dip being expected to be temporary 
 Falling sales are mainly due to reduced footfall, nearby shop closures, customer redundancies, and more people working from home 
 Rising costs (rent, bills, insurance, organic ingredients) are further squeezing the business 
 Customers have requested delivery and pre-ordering, but Basil cannot currently offer these 
 A grid analysis comparing two solutions found the Pre-Order System (48 points) scored higher than the Delivery Service (32 points) 
 The Pre-Order System was selected as it is cheaper, easier to implement, and better suited to Basil running the business alone 
 A 6-week implementation plan and a weekly pre-order KPI were developed to introduce and monitor the solution
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PMI Evaluation Table

	Solution 1: Delivery Service

	Plus
	Minus
	Interesting

	Brings back customers who now work from home	+3
	Extra costs (fuel, van, wages)	                                −3
	Might change the business model	                            +1

	Helps recover sales lost from less footfall	                     +2

	Hard for Basil to manage alone	                                −3
	Could partner with delivery apps	                            +1

	Convenient for loyal customers	                     +2
	Demand is uncertain = risky	                                −2
	

	TOTAL:
+7
	TOTAL:
-8
	TOTAL:
+2


[bookmark: _Hlk210816971] 
Overall Total for Solution 1: Delivery Service:  7 − 8 + 2 = +1




	Solution 2: Pre-Order System

	Plus
	Minus
	Interesting

	Fixes long waits and missed phone orders           	+3
	Doesn't attract many new customers	−1
	Order data helps understand demand +2

	Cheap and quick to set up	+3

	Customers need to use a website/app	−1
	Could be combined with delivery later	+1

	Helps plan baking and reduce waste	+2

	Needs some technical setup                                -1  
	

	TOTAL: +8

	TOTAL: -3
	TOTAL: +3


 
Overall Total for Solution 2: Pre-Order System 8 − 3 + 3 =+8




Implementation Plan for the Pre-Order System
	
	WHAT

	HOW
	WHEN

	WHO


	1
	
Research and choose a suitable platform
	
Compare simple, low-cost website or app
	
01.09.2026 -15.09.2026
	
Basil


	2
	
Set up the pre-order system

	Create a basic online order form with products and prices


	
15.09.2026 –29.09.2026


	
Web designer, 
Basil


	3
	Inform customers about the new system, pilot version


	Advertise the new service through social media


	
29.09.2026 – 06.10.2026

	
Basil

	4
	
Launch and review

	
Start taking pre-orders, monitor how many customers use it

	
06.10.2026 – 13.10.2026

	
Basil







 The Key Performance Indicator is Number of pre-orders placed per week

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase the number of customers using the new pre-order system





	
Track the number of pre-orders placed each week through the website/app
	
Realistic given existing customer interest already expressed in pre-ordering





	
Linked to reducing waiting times and recovering lost sales




	
Achieve a target number of weekly pre-orders within 3 months of launch



