[image: Discover University of Wales Trinity Saint David]
Green Haven Florists: Problem Analysis and Strategic Solutions
Student Name: Daylia Gavin
Component 2 – Individual Report
Module Name: Problem Solving and Decision Making
Module Code: LCLM4004

Table of Contents
1	Introduction	3
2	Problem Analysis	3
3	Alternative Solutions and Evaluation	3
4	Selected Solution and Justification	4
5	Risk Analysis	5
6	Action Plan	6
7	Measuring Effectiveness	7
8	Conclusion	7
9	References	9
10	Appendices	10
10.1	Appendix 1: PMI Analysis Table	10
	PMI Analysis Table for Solution A: Website Redesign with E-commerce	10
10.2	Appendix 2: Risk Analysis Table	10
10.3	Appendix 3: Action Plan Timeline	11



[bookmark: _Toc209108755]Introduction
Green Haven Florists is an independent flower shop located in Norwich, founded in 2016 by Liam and Priya Patel. They are known for their custom-made flowers and eco-friendly practices. The business is facing big problems. One is that in-store sales fell by 30% over one year. Fewer footfalls resulted in inconvenience. Also, there are costs and competition from florists and online stores, which offer a better price range. The report investigates the business problem, proposes two alternative solutions, evaluates the solutions using the PMI technique, justifies the preferred solution, assesses risk, and proposes an action plan with ways of measuring it. The goal is to implement a strategic plan so that it can achieve and maintain the long-term viability of Green Haven.
[bookmark: _Toc209108756]Problem Analysis
Green Haven Florists is facing a business problem because its in-store sales have dropped by 30 per cent over the last year. Few passers-by visit the area due to the closure of the businesses and the movement toward buying items online, as consumers like the convenience and lower-priced items offered by large online flower sellers (Kotler and Keller, 2016).
The problem is amplified by the store’s website and outdated digital marketing that does not attract or retain online customers. The rising operational costs put pressure on margins from imported flowers and sustainable materials, which affect total profitability—disruptions in the supply chain and inflation cause prices to rise (Porter, 2008). The problem is severe enough to jeopardise Green Haven's financial viability and market position. Many customers stated that the website is not easy to use; they also want flexible delivery options (e.g. subscriptions). In addition, a trendy boutique florist and a national chain that offers aggressive pricing add pressure to modernise. Shops struggle to maintain their green ideals as revenue falls and customers become less loyal due to costs.
[bookmark: _Toc209108757]Alternative Solutions and Evaluation
Green Haven faces some challenges. Two possible alternatives to resolving these challenges are examined below using the PMI (Plus, Minus, Interesting) analysis tool given in Appendix 1.
Solution 1: Enhance the Online Presence and E-Commerce Functionality
This solution involves creating an easy-to-use website with e-commerce capabilities, integrating online payment options, and launching a flower subscription service. Furthermore, Green Haven will engage in digital marketing via targeted social media campaigns (e.g., Instagram) and SEO.
· Plus: It shares the ongoing e-commerce wave, as online retail sales are estimated to grow at a 10% CAGR (Statista, 2025). Website improvements based on customer feedback and subscription demand expand market reach beyond Norwich.
· Minus: The initial cost for the development of a website is £5000–£10000, and the marketing expense is £2000. Requires technical expertise and staff training.
· Interesting: This strategy may position Green Haven as a contemporary and environmentally conscious brand; however, it could considerably slow down the ROI.
Solution 2: Increase engagement with the community and expand the in-store experience
The proposed solution aims to improve in-store experiences with floral arrangement workshops and collaborations with local businesses to cross-promote each other. Community events would strengthen Green Haven’s local ties.
· Plus: It utilises Green Haven’s reputation for a personal touch and costs less than a digital overhaul (£1,000-£2,000). It strengthens brand loyalty among local consumers (Drucker, 2006).
· Minus: There is little impact on online customers and competition with national chains. It is dependent on local foot traffic recovery.
· Interesting: While it creates unique customer experiences, it does not address the core problem of decreasing sales due to online.
According to the PMI analysis (see Appendix 1), Solution 1 will cost more but is more likely to address market trends and customer needs. In contrast, Solution 2 is less likely to counter online competition.
[bookmark: _Toc209108758]Selected Solution and Justification
Improving Green Haven's online presence and e-commerce functionality is the proposed solution. The rationale aligns with ongoing trends in the marketplace, presenting an agreeable solution to the underlying problems Green Haven faces. The retail sector would, first and foremost, be taken over by the online world. 26% of UK retail sales came from e-commerce in 2024 (Statista, 2025). The feedback received on usability and preferred delivery channels from patrons, along with the design of an easy-to-use website and subscription service, can counter competition from online retailers (Kotler and Keller, 2016). Furthermore, Instagram and Search Engine Optimisation (SEO) would attract a larger customer base to compensate for the 30% drop in store sales. Moreover, charging a subscription helps to generate ongoing revenues, which create a steady source of income to counter rising costs (Porter, 2008).
The solution one approach, solution two (taking stores up), does not solve the problem of shifting to online shopping or the growing competition with national chains that offer broader delivery coverage. Although cost-effective, it relies on the recovery of uncertain footfall. Solution 1, albeit more expensive, can be phased in (starting with the upgrade of websites) and supported by small business grants by the UK, making it feasible and impactful (UK Government 2025). This solution sets Green Haven up for long-term viability, modernising its business model.
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Applying a digital enhancement strategy involves several risks, as outlined in Appendix 2.
· High up-front costs:
· Likelihood: High. Website Development and Marketing Cost a Lot of Money (£7000 – £12000). 
· Impact: If the ROI is delayed, that may create a financial strain, impacting operational liquidity. 
· Mitigation: Mitigate risks. We can implement initiatives in phases (website redesign or other high-priority initiatives), apply for small business grants, or use budget-friendly website hosts such as Shopify.
· Technical Challenges:
· Likelihood: Medium. Management of the site and digital marketing calls for hiring or training. 
· Impact: The customer may leave if there is a delay in the launch or a bad user experience.
· Mitigation: Work with a reliable web developer and provide complete training for the staff.
· Customer Adoption:
· Likelihood: Medium. Some traditional customers may resist online purchasing.
· Impact: Slow growth in online sales may postpone revenue recovery.
· Mitigation: You can offer first-time online buyers a discount or a voucher. You will also keep your in-store services to retain your loyal customers.
Through the proactive management of these threats, the implementation of Green Haven’s digital strategy will be smoother (Hill and Jones, 2013).
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Green Haven will implement the detailed action plan to implement the digital enhancement strategy, Appendix 3.
1. Website Development (Months 1–3): You could hire a web developer to design an easy-to-use e-commerce website on Shopify or WooCommerce. Ensure your site can be accessed on mobile devices and integrate payment gateways like PayPal or Stripe. Liam is in charge of the contractor.
2. Timeline For Digital Marketing Strategy (Months 2-4): Create a series of advertisement posts for Instagram and Facebook, emphasising eco-friendly branding. Implement SEO to improve online visibility. The marketing consultant will assist Priya in this activity.
3. Launching Subscription Service (Months 4 to 5): You could launch a customised flower subscription service for weekly and monthly delivery. Promote via email marketing and social media. The marketing team and Priya are responsible.
4. Staff Training (Months 3–4): Staff should be trained to manage the website, process orders online, and learn about customer service. Liam will take responsibility for this with an external trainer.
5. Monitoring (Months 6–12): Every month, the business should track the website traffic, number of sales, and customer feedback in order to analyse the improvement. Responsible for Liam and Priya. 
An estimated budget of £7,500–£12,500 and the availability of UK small business grants. The timeline ensures gradual implementation to manage costs and risks.
[bookmark: _Toc209108761]Measuring Effectiveness
The digital enhancement strategy will be measured using Key Performance Indicators (KPIs) set aside for business performance (Drucker,2006). 
· Online sales growth: We aim to achieve 20% growth in online sales within 6 months. We measure this growth quarterly using the sales report.
· Website traffic: You can monitor your website’s unique monthly visitors and conversion rates using Google Analytics. The goal is to achieve about 1000 unique visitors per month. At the same time, the conversion rate should be monitored with a target of about 5%.
· Customer Retention: Keep track of subscription sign-ups and retention rates, targeting 100 customers within six months.
· Measure Customer Satisfaction through online surveys: Collect feedback on the products and website, and aim for 80% favourable ratings on the website and delivery.
· Return on Investment (ROI): The return on investment (ROI) shows the revenue growth relative to the cost of implementation after 12 months, and the team aims to have a positive ROI.
Monitoring Methods
· Monthly reports on sales and website analytics
· Quarterly customer feedback surveys.
· Hold staff meetings regularly to resolve operational issues. 
The above KPIs will ensure Green Haven measures progress and makes necessary adjustments to achieve sustainable growth.
[bookmark: _Toc209108762]Conclusion
Green Haven Florists has suffered a 30% drop in sales at their physical store due to less foot traffic. The report discussed and evaluated two solutions, concluding that an enhancement strategy focused on a digital solution would be appropriate, thanks to the growing popularity of e-commerce and customer demand. PMI analysis indicated its potential to boost online sales and market reach, albeit at a higher cost. A risk analysis identified significant challenges that could prevent the effective execution of the project. Thus, a range of mitigation measures is recommended. The action plan involves carrying out a gender-sensitive benefits analysis in phases, the outcome of which shall be measured against the KPIs. Green Haven can enhance its competitiveness and ensure long-term sustainability in a dynamic retail environment by modernising its digital presence.
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[bookmark: _Toc209108765]Appendix 1: PMI Analysis Table 
· [bookmark: _Toc209108766]PMI Analysis Table for Solution A: Website Redesign with E-commerce 
	Plus
	Minus
	Interesting

	Enhances customer access (+3)
	High initial cost (-2)
	Potential for subscription model (+1)

	Increases online sales (+3)
	3-month implementation (-1)
	Scalable platform for future (+1)

	Improves brand image (+2)
	Technical complexity (-1)
	Attracts younger demographic (+1)

	
TOTAL: +8
	
TOTAL: -4
	
TOTAL: +3


· PMI Analysis Table for Solution B: Outsourcing Digital Marketing 
	Plus
	Minus
	Interesting

	Quick implementation (+2)
	Ongoing costs (-2)
	Potential social media boost (+1)

	Wider audience reach (+2)
	Limited control (-2)
	Tests new channels (+1)

	Expert-driven campaigns (+1)
	Temporary impact (-1)
	Analytics insights (+1)

	
TOTAL: +5
	
TOTAL: -5
	
TOTAL: +3



[bookmark: _Toc209108767]Appendix 2: Risk Analysis Table 
	
	What could cause a risk?
	What is the likelihood of the risk occurring? 
(1 – 5)
	What is the impact of this risk? 
(1 – 5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce the risk of this happening?
	If it happens, what can you do to minimise the impact?

	1
	High initial costs

	3
	4
	12
	Budget planning, seek grants
	Phased implementation

	2
	Technical glitches

	2
	3
	6
	Pre-launch testing
	Dedicated IT support

	3
	Customer adoption delays

	3
	3
	9
	Marketing campaign
	User guides, tutorials



[bookmark: _Toc209108768]Appendix 3: Action Plan Timeline
	
	Task
	WHEN

	WHO

	Done

	1
	Scope requirements
	
Month 1

	Liam, Priya
	



	2
	Hire a web developer.
	
Month 1

	
Liam

	



	3
	Design website, e-commerce
	
Months 2–3

	
Web developer

	



	4
	Staff training on the platform
	
Months 3–4

	Priya, Staff
	



	5
	Test and launch the website
	
Month 5

	
Web developer, Liam

	



	6
	
Marketing campaign launch

	Month 6
	Priya, Marketing team
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