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Introduction 
This report applies decision- making tools, including PMI analysis, risks assessment, and SMART KRI development, to identify the root causes of the shop’s challenges and propose strategic solutions. By evaluating alternative responses and selecting the most viable option, the report provides a clear implementation plan supported by action planning, monitoring, and evaluation frameworks. The ultimate purpose is to guide the business toward improved digital performance, customers engagement, and long-term sustainability. Effective decision-making is essential for small business operating in fast-changing environments. Green Haven Florists, an independent flower shop in Norwich, is currently experiencing declining sales and increased competition, requiring a structured problem-solving approach to support business survival. 

[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205979492]Green Haven Florists has seen a 30% decline in-store sales over the last 12 months, driven largely by reduced foot traffic and a customers shift towards convenient and lower-priced online flower retailers. The shop’s physical location-formerly a busy high street- has become less attractive due to nearby business closures and declining walk-in visitors. Rising operational costs, including the increasing price of fresh flowers and sustainable packaging materials, have further reduced profit margins. 
Internally, the business faces weaknesses in digital marketing, website usability, and customers engagement. Feedback indicates that the website is outdated, difficult to navigate, and lacks flexible delivery options. Competitively, the business is under pressure from a trendy boutique florist with strong Instagram presence and a national chain offering low prices and fast delivery. 
These combined factors show that the core problem is declining competitiveness due to insufficient digital capability, outdated customers experience, high operational costs, and strong market competition. The root causes include poor online visibility, limited marketing activity, lack of digital ordering features, and rising supplier costs. Without strategic action, the business risks continued decline and potential closure. 
[bookmark: _Hlk205982497]Suggested Two Alternative Solutions

Solution A:  
This solution focuses on modernizing Green Haven Florists’ online presence by developing a fully redesigned, mobile-friendly website with improve navigation, online ordering, subscription options, and flexible delivery choice. It would be supported by a structured digital marketing strategy, including social media campaigns, Google ads, customers email newsletters, and regular content updates promoting offer and eco-friendly products. The aim is to enhance visibility, attract new customers, and improve customers’ experience. 





PMI Analysis for Solution A 

	Plus (P)
	Minus (M)
	Interesting (I)

	Increases online sales opportunities 
	Requires financial investment
	Potential to expand brand nationally 

	Improves customers experience 
	Needs time for staff training
	Can introduce subscription revenue 

	Enhances competitiveness and Strengthens brand image 
	Digital tools many need ongoing maintenance and Risk of low website traffic if poorly marketed 
	Ability to collect customers data for insights and Opportunity to collaborate with influencers








Justification:
This solution directly addresses the core issue of declining sales by improving the business ability to attract and retain online customers. A modern website increases convenience, meets customers expectations for dreamless online shopping, and counteracts competition from national chains offering easy digital experiences. Digital marketing expands reach beyond local walk-in and allows the shop to target eco-conscious and events- planning customers more effectively. Although initial investment is required, the long-term benefits brands perception, and strong customers loyalty. This solution also aligns with market trends showing a consistent shift toward online purchasing, meaning supports long-term sustainability rather than short- term fixes. 


Solution B 
This solution focuses on creating predictable revenue and improving customers retention by offering subscription-based flowers packages. Customers could choose weekly, bi-weekly, or monthly deliveries featuring seasonal or eco-friendly arrangements. A loyalty programme would reward customers with discounts, exclusive offers, and points for future purchases. This encourages repeat business and strengthens customers engagement while differentiating Green Haven Florists from competitors that rely primarily on one-time purchases.









	Plus (P)
	Minus (M)
	Interesting (I)

	Generates stable recurring revenue 
	Require operational planning for regular deliveries 
	Appeals strongly to corporate and events clients 

	Builds customers loyalty and retention 
	May require new supply chain arrangements 
	Opens possibility for premium eco-collection tiers 

	Differentiates the business 
	Risk of low initial uptake 
	Can be marketed heavily. Through social media 

	Increases predictability of demand 
	Requires tracking system for subscriptions 
	Opportunity to partner with offices, hotels, cafes 




Justification:
This solution offers strong long-term value by stabilising revenue, reducing dependence on unpredictable walk-in traffic and encouraging repeat purchasing behaviour. Flowers subscriptions appeal to both corporate and private customers and align with rising trends in automated “set-and-forget” purchasing. A loyalty programme further motivates consistent engagement and supports the business’s community- focused value. While delivery scheduling and operational capacity must be carefully managed, the potential for reliable monthly income significantly reduces financial uncertainty. This solution also complements the shop’s creative strengths and eco-friendly brand identity, allowing Green Haven Florists brand to differentiate itself from large discount retailers that compete mostly on price rather than personalised service.

Justification for Selected Solution
Solution A is the most appropriate solution to progress with. The primary cause of the business decline is reduced competitiveness in the digital marketplace; therefore, improving the website and marketing directly targets the root problem. While solution B provides valuable long-term benefits, it depends heavily on having a functional and attritive digital platform first. The weighting prioritises solution that increase visibility, expand customer reach and modernise customers experience-factors that solution A addresses more comprehensively. Therefore, solution A is essential as the foundational step for future growth, including implementing subscriptions later.

[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Key risks include cost overruns in website development, limited staff digital skills, and potential failure to generate sufficient online traffic. Additional risks include technical issues, delays, or ineffective marketing strategies. The criteria used for assessing these risks were probability, financial impact, operational disruption, and long-term consequences for competitive. These criteria were chosen because they directly influence the business ability to implement the solution smoothly. Although risks exist, they can be mitigated through phased implementation, outsourcing technical tasks, and providing digital training. The overall risks level is manageable relative to the long-term strategic benefits.





Plan to Implement the Selected Solution
plan to ensure clarity of responsibilities and efficient use of resources. The plan begins with selecting a reputable website developer and digital marketing consultant. This task is prioritised early to ensure that technical work aligns with the business’s brand identity and customers expectations. The next stage includes website design and development, focusing on usability, mobile responsiveness, online ordering features, and delivery scheduling tools. This step is essential because customers experience depends on intuitive design. 

Once development begins, the business will prepare new digital content, including professional, photos of the floral arrangements, updated product description, and promotional message. This ensure that the website The implementation of solution A will follow a structured, phased action 
launches with high-quality, compelling content. Staff training will occur concurrently, equipping employees with the skills to manage online orders, update the website, and responds to social media engagement.

Following the website launch, targeted digital marketing campaigns will be rolled out. This includes social media advertisements, Google search advertising, and a structed posting schedule. The timing is deliberate: marketing must begin once the website is ready to convert online traffic into sales. 
Monitoring and evaluation will occur weekly during the first two months, using analytics to assess website traffic, bounce rates, conversion rates, and customers engagement. Responsibilities are divided as follows: the owners oversee strategic decision; the website developer manage technical tasks; staff member handle content updates, and a digital consultant manages marketing campaigns.

This structured ordering of tasks ensure that each stage builds logically on the pervious one, resulting in a cohesive and sustainable digital transformation. 

Means of Measuring Effectiveness of Implementation of Selected Solution the Key Performance Indicator is: 
The proposed KPI focus on measuring improvements in customers engagement, sales performance, and digital visibility. These indicators were selected because they align directly with the goals of solution A and reflect meaningful, measurable outcomes. KPIs including:
· Website traffic growth 
· Online sales conversion rates 
· Social media engagement 
· Number of returning customers 
Theses KPIS   provide measurable insights into whether the new website and marketing efforts are effectively attracting and retaining customers. 

Justification: 
These SMART objectives were selected because they provide clear, quantifiable makers of success. They are realistic, aligned with digital transformation strategy, and provide short-to medium-term milestones. By tracking this metric, the business can measure progress, identify weaknesses, and adjust strategies accordingly. 








Conclusion:
This report examined the challenges facing Green Haven Florists and applied structured decision-making tools to determine the most effective solution. The analysis found that declining sales were driven primarily by reduced foot traffic, strong digital competition, outdated online presence, and increasing operational costs. Tow solutions were proposed: enhancing digital capability through a new website and marketing strategy and introducing subscription services with a loyalty programme. After evaluating   both options using PMI and risk analysis, Solution A emerged as the most critical first step because it directly addresses the core causes of the problem and lays the foundation for future growth. The implementation plan outlines clear tasks, responsibilities, and scheduling to ensure successful execution. SMART KPIs create a quantifiable method for evaluating results. Overall strengthening the digital presence is essential for restoring competitiveness, improving customers engagement, and supporting long-term business sustainability.
Key Findings
· [bookmark: _Hlk208302504]The primary cause of the business problem is Grenn Haven Florists’ weak digital presence, including an outdated website and limited online marketing. This significantly reduces competitiveness against online and boutique rivals. 
· External market changes are impacting performance, such as declining high-street footfall, increasing competition from national delivery services, and rising, supplier costs, all contributing to falling sales.
· Solution A (website redevelopment + digital marketing) is identified as the most effective and urgent strategy because it directly targets the root causes- lack of visibility, poor online engagement, and outdated customers experience. 
· Solution B (subscriptions + loyalty programme) offers strong long-term potential but depends on solution A’s digital improvements to succeed, making it a secondary strategic phase rather than an immediate priority.
· Implementation supported by SMART KRIs and risk analysis ensures measurable progress and controlled execution, helping the business monitor online traffic, conversions, customers engagement, and overall effectiveness of the digital transformation. 
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The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase website traffic 

Improve online conversion rate 

Grow social media engagement 

Increase retuning customers 



	

40% increase 

10% rise in online purchases 


25%increases in likes, shares, comments 

15% increases 


	

Achievable with paid ads and SEO 

Aligns with improved website design 


Achievable through weekly posts 

Supported by new order system 







	

Supports digital competitiveness 

Increases revenue 

Builds customers relationships 

Supports retention goals 




	


Within 3 months 


Within 4 months 


Within 3 months 


Within 6 months 
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