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Abstract

Green Haven Florists is experiencing a 30% decline in in-store sales due to reduced foot traffic, increasing digital competition, rising costs, and changing consumer behaviour. This report applies structured decision-making to evaluate an e-commerce platform and a digital marketing strategy. Using PMI and risk analysis, the e-commerce strategy is selected due to stronger revenue impact and scalability. Its implementation is expected to increase online sales by 20% within six months, improving accessibility, customer experience and long-term competitiveness.
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[bookmark: _Toc228153199]1. Introduction
“A problem exists when an individual has a goal… but does not know how to proceed immediately” (Proctor, 2018, p.68). Decision making refers to selecting appropriate actions based on available information (Adisa, 2026a), while problem solving involves structured analysis to reach effective outcomes. Furthermore, considering multiple alternatives improves decision quality (Williams, 2001, p.151).
This report applies structured decision-making to Green Haven Florists, a business facing declining performance due to a shift towards digital consumer behaviour. The aim is to evaluate alternative solutions and identify the most effective strategy to restore financial return and ensure long-term sustainability.

[bookmark: _Toc228153200]2. Business Problem Overview
Green Haven Florists is a small independent florist in Norwich known for eco-friendly products and personalised service. However, it has experienced a 30% decline in in-store sales over the past year. This is due to reduced foot traffic, increased competition from online retailers, and rising operational costs.
The business also suffers from a weak digital presence, including an outdated website and limited online services. Customer feedback highlights demand for delivery and subscription options. As a result, the business is struggling to compete in a market increasingly driven by convenience and digital accessibility.

[bookmark: _Toc228153201]3. Two Alternative Solutions
Two main strategic options are considered:
· Solution 1: E-Commerce Website 
· Solution 2: Digital Marketing Strategy 

[bookmark: _Toc228153202]3.1. Solution 1 – E-Commerce Website
This option involves developing a modern e-commerce platform with online ordering, mobile optimisation, and delivery integration. It enables customers to purchase products conveniently while expanding market reach beyond the local area.
For Green Haven Florists, this directly addresses declining foot traffic by shifting sales online and improving accessibility. It also supports additional services such as subscriptions and personalised orders. A PMI analysis is provided in Appendix 11.1.
This approach enhances revenue generation and aligns with long-term digital transformation by converting traditional sales into scalable online channels, supporting the idea that “creative thinking plus new technology leads to a competitive advantage” (Proctor, 2018, p.17).
[bookmark: _Toc228153203]3.2. Solution 2 – Digital Marketing Strategy
This strategy focuses on enhancing social media presence, targeted advertising, and customer engagement. It aims to increase brand visibility and attract new customers.
Problem solving should involve weighing up alternative causes and outcomes rather than rushing to conclusions (Proctor, 2018, p.69). While this strategy improves awareness and engagement, it does not directly enable purchasing.
For Green Haven Florists, this limits its ability to recover lost sales income, as increased visibility does not guarantee sales. Therefore, the solution supports brand development but does not fully address the core problem of decreasing income. A PMI analysis is provided in Appendix 11.2.

[bookmark: _Toc228153204]4. Evaluation of Solutions
[bookmark: _Toc228153205]4.1. Evaluation Solution 1
Based on PMI analysis (Appendix 11.1), the e-commerce approach offers strong advantages in revenue generation, scalability, and alignment with consumer behaviour. Although it requires initial investment, its long-term benefits outweigh the drawbacks, particularly for a business experiencing declining physical sales. Evaluating both positive and negative aspects of each option supports effective decision-making (Adisa, 2026a).
[bookmark: _Toc228153206]4.2. Evaluation Solution 2
The PMI analysis (Appendix 11.2) highlights benefit such as low cost and improved visibility. However, its indirect impact on sales income reduces its effectiveness. For Green Haven Florists, this means it supports marketing activity but does not resolve the fundamental issue of falling sales.

[bookmark: _Toc228153207]5. Justification of Selected Solution
The e-commerce website is selected because it provides the most immediate and measurable impact on business performance.  This addresses the specific challenges faced by Green Haven Florists, particularly declining foot traffic and limited digital capability.
 Greater weighting is given to revenue generation and scalability, as these directly address the decline in in-store sales.
Williams (2001, p.150) emphasises that decision quality improves when a wider range of alternatives is considered. The evaluation process demonstrates that the e-commerce solution offers both immediate and long-term benefits.
For Green Haven Florists, this option represents a strategic shift from reliance on physical sales to a more resilient and competitive digital business model.

[bookmark: _Toc228153208]6. Risk Analysis
The main risks associated with the e-commerce solution include high development costs, limited digital skills, and potential low customer adoption. These risks are particularly relevant for Green Haven Florists due to its small size and limited technical experience.
Risk assessment is based on likelihood and impact (Appendix 11.3), allowing prioritisation of key threats. “What makes decisions really difficult is the factor of high risk” (Adair, 2019, p.29).
Mitigation strategies include outsourcing website development, providing staff training, and implementing promotional campaigns to encourage adoption. Additional risks such as technical failure and delivery issues are addressed through testing and logistics partnerships.
Although risks exist, they are manageable and justified by the potential benefits. The structured approach ensures that risks are identified, evaluated, and controlled effectively, supporting successful implementation.

[bookmark: _Toc228153209]7. Implementation Plan
The implementation plan (Appendix 11.4) outlines a structured process including planning, development, testing, launch, and promotion. Activities are sequenced logically to ensure efficiency and minimise disruption.
Initial planning defines scope and budget, followed by website development managed by external specialists. Testing ensures functionality before launch, reducing technical risks.
Communication plays a key role in ensuring successful change (Proctor, 2018, p.263), particularly in aligning staff and customers with the new system. Marketing activities are scheduled post-launch to drive customer adoption.
This phased approach allows Green Haven Florists to gradually transition into digital operations without overwhelming existing resources. It ensures that implementation is controlled, realistic, and aligned with business capabilities.

[bookmark: _Toc228153210]8. KPI & SMART Objectives
The KPI and SMART objective are presented in Appendix 11.5 and are designed to address the decline in foot traffic and overall sales experienced by Green Haven Florists. To support effective decision making, performance measurement must be clearly defined and linked to the problem being addressed. Problem solving involves producing different possible solutions, which a decision-maker responsible for achieving a satisfactory result can assess and select for implementation (Proctor, 2018, p.246).
Therefore, the KPI provides a measurable basis to evaluate whether the selected strategy is achieving the desired outcome.
[bookmark: _Toc228153211]8.1. KPI & SMART Definition
The selected KPI is monthly online sales revenue, as it provides a direct measure of the organisation’s ability to compensate for reduced in-store sales caused by declining foot traffic. This KPI is aligned with the strategic shift towards digital channels identified as necessary for business recovery.
The SMART objective is to increase online sales revenue by 20% within 6 months, ensuring that the objective is specific, measurable, achievable, relevant, and time bound. This supports structured evaluation of performance and allows management to assess whether the implemented strategy is effective. The SMART objective ensures that progress is structured, measurable, and aligned with organisational goals (Adisa, 2026a). 
[bookmark: _Toc228153212]8.2. KPI Monitoring and Evaluation
The KPI will be monitored monthly and compared against the target defined in Appendix 11.5 to assess progress. “Evaluation is the process of comparing the actual outcome… with your planned outcome” (Adisa, 2026b). Continuous monitoring allows the organisation to identify performance gaps and make necessary adjustments to the strategy. 








[bookmark: _Toc228153213]9. Conclusion
• Green Haven Florists faces declining in-store sales due to reduced foot traffic and increasing digital competition;
• The core issue is limited digital capabilities and reliance on physical sales;
• This case reflects Proctor’s (2018, p.67) definition of a problem as a gap between current performance and desired outcomes, which is evident in Green Haven Florists;
• E-commerce provides the most effective solution through direct revenue generation. “You are trying to turn the possibility of success into the probability of success” (Adair, 2019, pp.29–30);
• Implementation and KPI monitoring ensure structured evaluation;
• The approach enables measurable growth and long-term competitiveness.
Overall, the shift to digital represents strategic transformation for Green Haven Florists.
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[bookmark: _Toc228153216]11.1 PMI Analysis Solution 1
E-Commerce Website
	Plus (+)
	Minus (-)
	Interesting (I)

	Increased online sales revenue
	High initial development cost
	Customer data collection for personalised marketing

	Expanded customer reach beyond Norwich
	Requires technical skills or outsourcing
	Subscription services opportunities

	24/7 accessibility
	Staff training required
	Long-term scalability




[bookmark: _Toc228153217]11.2 PMI Analysis Solution 2
Digital Marketing Strategy
	Plus (+)
	Minus (-)
	Interesting (I)

	Low implementation cost
	No direct sales generation
	Social media growth potential

	Increased brand visibility
	Requires continuous content creation
	Influencer collaboration opportunities

	Improved customer engagement
	No guaranteed conversion to sales
	Strong brand identity development









[bookmark: _Toc228153218]11.3 Risk Assessment 
Selected Solution: E-Commerce
	Risk
	Likelihood
	Impact
	Risk Level
	Mitigation

	High development cost
	Medium
	High
	High
	Phased investment

	Lack of digital skills
	High
	Medium
	High
	Training / outsourcing

	Low customer adoption
	Medium
	Medium
	Medium
	Marketing campaigns

	Technical system failure
	Low
	High
	Medium
	Testing before launch

	Delivery/logistics issues
	Medium
	Medium
	Medium
	External partners




[bookmark: _Toc228153219]11.4 Implementation Plan
	Task
	Duration
	Responsibility
	Output

	Planning & Budgeting
	Week 1–2
	Management
	Project scope and budget

	Website Development
	Week 3–6
	External Developer
	Functional e-commerce website

	System Testing
	Week 7
	Staff & Management
	Error-free platform

	Launch
	Week 8
	Management
	Live website

	Marketing Promotion
	Week 8–12
	Marketing Lead
	Customer acquisition campaign








[bookmark: _Toc228153220]11.5 KPI & SMART Objectives
[bookmark: _Toc228153221]11.5.1 KPI Table
	KPI
	Measurement

	Monthly online sales revenue
	£ value per month

	Conversion rate
	% of website visitors who purchase



This KPI measures the financial performance of the Green Haven Florist platform by tracking online revenue growth in relation to declining in-store sales.


[bookmark: _Toc228153222]11.5.2 SMART Objectives
	Specific
	Focused on online sales growth

	Measurable
	Based on website functionality, delivery integration, and marketing strategy

	Achievable
	20% increase in monthly revenue 

	Relevant
	Directly addresses declining physical sales and revenue loss

	Time-bound
	Within 6 months
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