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1. Introduction
This report applies structured problem-solving and decision-making techniques to address a critical business challenge faced by Green Haven Florists, a small flower shop in Norwich, UK. The shop has recently experienced a significant decline in revenue due to reduced footfall, rising competition, and limited digital presence. Using a systematic approach, the report identifies the core problem, evaluates two alternative solutions using the PMI (Plus, Minus, Interesting) analysis tool, and justifies the most appropriate option. A basic risk analysis, implementation plan, and measurement framework based on SMART objectives and key performance indicators (KPIs) are also included to ensure effective decision execution.

2. Brief Explanation of the Business Problem
Green Haven Florists is a small, independent flower shop located in Norwich, UK. Despite its reputation for eco-friendly practices, quality arrangements, and strong community ties, the business has recently encountered a significant decline in in-store sales—approximately 30% over the past 12 months. This is largely attributed to reduced foot traffic on the high street, increased customer preference for online flower retailers, and rising operational costs.
The shop’s current business model has not adapted effectively to changing consumer behaviour and competitive pressures. Customers have highlighted dissatisfaction with the outdated website and limited delivery options. Moreover, the shop relies heavily on word-of-mouth marketing and occasional social media posts, which are insufficient in a highly digitalised retail environment. Two new competitors—one a trendy boutique with strong Instagram presence and the other a national chain with aggressive pricing—have intensified the competitive landscape.
Internally, the owners, Liam and Priya Patel, lack digital marketing expertise and have struggled to modernise the business. Their commitment to sustainable materials has also increased costs, making it harder to remain price competitive. To survive and grow in the current market, Green Haven Florists must urgently adopt a new strategic approach that reflects the digital, convenience-driven preferences of today’s consumers.
3. Two Alternative Solutions
  3.1 Solution A: Launch a Flower Subscription Model (PMI in Appendix A)
A practical solution for Green Haven Florists is to introduce a flower subscription model. Customers could sign up for regular weekly or monthly deliveries of fresh, eco-friendly flowers, either for themselves or as gifts. This approach encourages recurring revenue, builds stronger customer loyalty, and supports sustainable purchasing habits aligned with the brand’s values. The service can offer customisation, allowing customers to choose flower types or themes. However, setting up the logistics and inventory system would require upfront investment and staff training. It may also introduce challenges like managing cancellations, delivery delays, and stock fluctuations. Despite these concerns, a subscription model offers long-term strategic value and aligns with growing consumer demand for personalised, convenient services. Full details of its advantages, disadvantages, and interesting elements are analysed using the PMI method (Appendix A).


 3.2 Solution B: Website Redesign and Digital Marketing Campaign (Grid Analysis in Appendix B)
Another strong alternative is to redesign the company’s outdated website and launch a targeted digital marketing campaign. This would include improving the user interface, enabling mobile compatibility, integrating an online ordering and delivery system, and using SEO strategies. Marketing efforts could focus on platforms like Instagram and Google Ads to attract local and online audiences. This solution directly addresses customer complaints about poor digital accessibility and aligns with industry trends where consumers prefer to browse and order online. It’s also a scalable strategy—starting small but expanding reach with minimal additional cost. While it requires investment in a web developer and ad spend, these actions are measurable and manageable. A Grid Analysis was conducted to compare weighted criteria like cost, ease of implementation, and customer impact. Full scoring and justification can be found in Appendix B.

4. Justification of Selected Solution
After evaluating both alternatives, the website redesign and digital marketing campaign is the preferred solution. It directly addresses the most urgent customer complaints—poor online access and limited visibility—and provides immediate improvements to sales potential. The grid analysis (Appendix B) showed higher scores for customer impact, long-term benefit, and cost-effectiveness. Unlike the subscription model, this solution is more flexible, scalable, and easier to implement in stages with external support. Enhancing the digital presence also lays the foundation for future strategies, such as subscriptions or delivery services, making it the most practical and impactful choice in the short and long term.

5. Risk Analysis
Implementing a website redesign and digital marketing strategy presents some manageable risks. These include overspending on advertising with limited returns, selecting an unqualified web developer, and delays in seeing measurable results. There is also the risk of technical issues post-launch or lack of internal expertise to manage new digital tools. However, these risks are relatively moderate and can be mitigated through careful planning, budget control, and selecting trusted service providers. A phased approach with clear monitoring points will help reduce uncertainty. A detailed risk matrix, including likelihood, impact, and mitigation strategies, is provided in Appendix C.

6. Implementation Plan
To implement the website redesign and digital marketing campaign effectively, a phased plan will be used over a 10-week period. The process begins with selecting a qualified freelance web developer or agency to create a user-friendly, mobile-responsive website with integrated online ordering, delivery scheduling, and SEO features. This ensures the platform is functional, visually appealing, and easy for customers to navigate.
Once the website is live, the next stage involves launching digital marketing campaigns. Instagram and Google Ads will be used to target both local and broader audiences, highlighting the shop’s eco-friendly flowers, delivery options, and subscription potential. Social media content will be posted three times per week, focusing on seasonal offers, behind-the-scenes visuals, and customer testimonials.
Staff will receive basic training on managing the website, updating content, and responding to customer queries. A small budget will be allocated to monitor ad performance using Google Analytics and social media insights. Liam will oversee the website development and vendor selection, while Priya will manage campaign content and posting schedules.
Key performance milestones will be tracked weekly, with the first major evaluation occurring at the end of month one to assess website traffic, customer feedback, and order volume. The full implementation plan, including tasks, roles, timelines, and resources, is summarised in Appendix D.

7. Measuring Effectiveness
To evaluate the success of the website redesign and digital marketing campaign, a set of SMART (Specific, Measurable, Achievable, Relevant, Time-bound) objectives will be used alongside clearly defined Key Performance Indicators (KPIs). These will help track progress, identify areas for improvement, and ensure that the strategic goals are being met.
Key indicators will include website traffic, online order volume, customer engagement on social media, and customer feedback. For example, a specific objective is to increase website traffic by 30% within the first three months of launch. This will be tracked through Google Analytics. Another measurable target is to gain at least 10 positive customer reviews per month across platforms like Google and Facebook. Social media engagement—likes, shares, and comments—will also be monitored weekly to assess brand visibility.
All KPIs are designed to be realistic and achievable given the business's size and resources. They are directly linked to the overall goal of improving digital presence and increasing revenue. Monthly reviews of these indicators will allow the team to adjust strategies if needed. A full SMART KPI breakdown is provided in Appendix E.


8. Conclusion
This report applied structured problem-solving and decision-making strategies to address the challenges facing Green Haven Florists, a small business experiencing declining sales and digital limitations. After analysing the business context, two strategic alternatives were developed: launching a flower subscription model and investing in a website redesign combined with digital marketing.
Using PMI and Grid Analysis tools, both solutions were evaluated in terms of feasibility, impact, and long-term value. Although the subscription model offers strong growth potential, the website and marketing solution was selected as the most practical and immediately impactful. It directly responds to customer feedback, improves visibility, and provides a foundation for future services such as subscriptions or delivery bundles.
A risk analysis confirmed that potential barriers are moderate and manageable through planning and careful execution. A clear implementation timeline was created, and success will be measured using SMART-aligned KPIs, including website traffic, engagement metrics, and customer feedback.
Overall, the recommended solution aligns with the business’s strategic goals and market trends, offering a realistic path toward digital growth and improved competitiveness in an evolving retail environment.
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10. List of Appendices

  Appendix A – PMI Table: Subscription Model

	PMI Category

	Details

	Plus
	Predictable revenue, customer loyalty, brand value.


	Minus
	Start-up costs, logistics, customer churn.


	Interesting
	Offers opportunity for long-term growth, upselling, and bundling with gifts.





[bookmark: _Hlk216555887]  Appendix B – Grid Analysis: Website Redesign + Digital Marketing

	Criteria
	Importance (1–5)
	Solution Score (1–5)
	Weighted Score


	Cost-effectiveness

	4
	4
	16

	Ease of implementation

	3
	3
	9

	Customer impact

	5
	5
	25

	Long-term benefit

	4
	4
	16

	Total

	
	
	66











[bookmark: _Hlk216555966]  Appendix C – Risk Matrix
	Risk
	Likelihood
	Impact
	Mitigation Strategy


	Overspending on ads
	Medium
	Medium
	Set ad budget & monitor campaign performance



	Poor website developer
	Low
	High
	Use verified agency or experienced freelancer


	Low conversion rate
	Medium
	Medium
	A/B test content and monitor analytics closely





















[bookmark: _Hlk216556034]  Appendix D – Implementation Plan

	Task
	Responsible
	Start Date
	End Date
	Resources

	Hire web designer

	Liam
	Jan 16
	Jan 25
	£1,500 budget

	Design & launch new website

	Agency
	Jan 26
	Feb 20
	Website tools

	Set up Google/Instagram ads

	Priya
	Feb 21
	Feb 28
	£500/month

	Monitor traffic and sales

	Staff
	March onward
	Ongoing
	Google Analytics tools











[bookmark: _Hlk216556118]  Appendix E – SMART Objectives and KPIs

	KPI

	Specific
	Measurable
	Attainable
	Relevant
	Time-bound

	Website traffic
	Track visits via Google Analytics
	30% increase in 3 months
	Use free analytics tools
	Key to digital visibility
	Review after 3 months

	Customer reviews
	Collect reviews monthly
	10+ positive reviews/month
	Request feedback after purchase
	Shows satisfaction & trust
	Monthly review cycle

	Social engagement
	Monitor likes, comments, and shares
	Weekly growth in interactions
	Post 3x per week with CTAs
	Increases brand presence
	Weekly tracking

	Orders from website
	Track completed online orders
		Target 20% rise in sales



	



	Track through website dashboard
	Directly tied to revenue
	Monthly tracking

	3-month strategy review
	Compare performance to baseline
	Review all KPI progress
	Data available from reports
	Measures overall plan effectiveness
	At 3-month milestone




