[bookmark: _Hlk216785165]LCLM4004 Problem Solving and Decision Making
Student Name:Nahidur Rahman
Student id:2430028
Lecturer name :Anita Nan



Table of Contents
Introduction	3
The business problem of Green Haven Florists	3
The alternative solutions to the problem and evaluation of them using PMI and Grid Analysis	5
Chosen Solution and Justification	9
Risk Analysis of the solution	9
Implementation action plan	10
Monitoring and measuring effectiveness of the solution	12
Conclusion	13
References	14



[bookmark: _Toc216785596]Introduction 
Green Haven Florists is an independent and small flower shop founded by Liam and Priya Patel, situated in in Norwich, UK. Green Haven Florists is having major issue in declining performance leading to a 30% sales drop in last 12 months and decreasing foot traffic (Koppenjan and Klijn, 2024). Green Haven Florists is facing high competition from competitors, decreasing high-street foot traffic, rising costs of importing flowers and demand of sustainable packaging (Gezer and Kıngır, 2020). There is also customer dissatisfaction due to the weak of digital presence with old-fashioned website and limited delivery flexibility. The company need an effective solution that can boost up the sales and make the company profitable. This report includes the solutions, evaluation of the solutions, risk analysis and implementation plan of the solution. 
[bookmark: _Toc216785597]The business problem of Green Haven Florists
Due to market upheaval and internal competency issues, Green Haven Florists lost its 30% sales and foot traffic.  Green Haven Florists lost its “default” high-street edge on demand.   Internet shopping and closed businesses have reduced passing trade, so fewer people investigate or purchase impulsively (Chen and Huang, 2020).  Green Haven competes with large online businesses that provide same-day delivery and savings. Small independent establishments struggle to attract customers without convenience or a premium (Van Aken and Berends, 2018).


Figure: Green Haven Florists
Source: Self-made
Competition is increasing by local shops and online players. A trendy boutique florist with a strong Instagram presence draws younger consumers, while a national chain attracts price-sensitive customers with size, specials, and wider delivery (Gezer and Kıngır, 2020). Premium quality without visibility or service options squeezes Green Haven in the middle (Beachboard and Aytes, 2013).
Costs rose concurrently which leading high operating costs for Green Haven Florists.   Inflation and supply disruption make imported orchids and tulips more expensive, as do the business's eco-friendly contributions specially in packaging (Sousa, Martins and Sousa, 2019). That reduces margins of Green Haven Florists unless prices rise, but higher prices push buyers to cheaper competitors (Harvey et al., 2022).   Customer feedback on Green Haven Florists points to an old-fashioned website that makes ordering difficult, and the owners' limited digital marketing time and talents restrict reach, repeat purchases, and brand recall (Harvey et al., 2022).
[bookmark: _Toc216785598]The alternative solutions to the problem and evaluation of them using PMI and Grid Analysis
The Alternative Solution for Green Haven Florists
Solution 1: Upgrading digital sales through a new e-commerce website, a subscription service and stronger delivery options.
This method quickly tackles changing customer behaviour and diminishing high-street footfall by increasing online demand. A modern website with clear product categories, speedy checkout, mobile-friendly design, and simple customisation can reduce resistance of the buyers and boost sales (Gezer and Kıngır, 2020). Currently, busy people like to order flower or Bookey online.  Same-day local delivery, timed windows, and click-and-collect fill the convenience gap produced by large online enterprises (Saunders, 2018). Weekly or monthly flower subscriptions reduce walk-in traffic while increasing retention and revenue of Green Haven Florists. Simple SEO, Google Business Profile updates, and Instagram content can help Green Haven Florists compete online (Chen and Huang, 2020). But the greatest drawbacks of this solution are upfront costs (image, website development, maintenance costs and distribution setup) and the need for new skills or outside assistance (Chen and Huang, 2020). Unmanaged delivery and stock consistency are also operational risks for Green Haven Florists.
Solution 2: Differentiating locally by prioritising weddings and corporate contracts, building partnerships with nearby businesses and running community workshops/events.
This approach underlines Green Haven's identity as a premium, community-rooted florist rather than competing on price with online giants (Van Aken and Berends, 2018).   Weddings and corporate clients purchase higher-value items and recurring business-like monthly reception flowers, hotel or restaurant arrangements, workplace displays, stabilising income even when walk-ins are low (Beachboard and Aytes, 2013).   Seasonal wreath-making and floral workshops improve revenue, customer loyalty, and brand sustainability. Without advertising, local venues, partnerships with cafés, event planners, photographers, and hotels can increase visibility and recommendations (Bruce Sr, 2009). There are also limitations of this solution in capacity and scalability. Corporate contracts need continual service for labour-intensive seasonal weddings and events.   Successful networking, sales, and local relationships are essential (Butterfield, 2010).  A limited local market can delay growth and render off-peak revenue sensitive.
Evaluation both solutions
Both solutions are going to evaluated by using PMI (Plus, Minus, Interesting) model and Grid Analysis. PMI analysis is a qualitative analysis of the idea using Plus (pros), Minus (cons) and interesting points (Cotton, 2016). On the other hand, Grid Analysis is a quantitative evaluation method of idea that focuses on criteria (what important most), assign weights (how important it is) of the criteria and finally scoring the idea and total calculated weight (Shahin, Malekzadeh and Wood, 2023). Best option is the highest weighted score. Weight is multiplied by Score to get the weighted score in this method. Following presented evaluation of the both solutions (Kerzner, 2023).
PMI Analysis
	Option
	P (Plus)
	M (Minus)
	I (Interesting)

	1) Upgrading digital sales: Digital upgrade + delivery + subscription
	· More online conversions, wider reach beyond footfall (Chen and Huang, 2020)
· Convenience competes with online giants. 
· Subscription creates steady monthly income (Harvey et al., 2022)
	· Upfront cost for website, photos, delivery setup. 
· Owners need digital skills or outside help (Van Aken and Berends, 2018)
· Delivery failures can damage reputation.
	· Can test ads/SEO cheaply and scale fast (Koppenjan and Klijn, 2024)
· Data from website shows best-selling products and customer trends. 
· Could add click-and-collect to support store traffic.

	2) Differentiating locally: Weddings/corporate + community + partnerships
	· Higher-value orders, better margins. 
· Strong local differentiation and brand loyalty (Chen and Huang, 2020)
· Partnerships create referrals.
	· Seasonal demand, workload spikes. 
· Limited scale if local market is small (Stine and Foster, 2021)
· Needs strong relationship selling and consistent service.
	· Workshops create content for Instagram and PR. 
· Corporate contracts can lead to long-term repeat orders (Harvey et al., 2022)
· Could bundle with eco-packaging as a premium USP.



According to PMI Analysis, Option 1 is better for Green Haven Florists since it targets the biggest reduction in footfall and online buying. A new website, flexible delivery, and subscriptions encourage repeat purchases for Green Haven Florists (Harvey et al., 2022).   This helps Green Haven compete with Instagrammers and online retailers.

Grid Analysis
Here, 
Scoring: 1 = Weak, 5 = Strong. 
Weighted Score = Weight × Score.
[image: ]
Grid Analysis evaluates cost, speed, feasibility, revenue effect, competitive advantage, brand fit, and scalability.  Option 1 has the biggest income effect and scalability when traffic declines and consumers prefer online simplicity.  Staged distribution lets Green Haven test upgrades and adjustments quickly (Koppenjan and Klijn, 2024).  Options 2 can boost loyalty and match the shop's local, eco-friendly attitude but local market size and seasonality impede growth.  Option 1 wins owing to its higher weighted score and faster sales recovery (Gezer and Kıngır, 2020).
[bookmark: _Toc216785599]Chosen Solution and Justification 
The chosen solution for Green Haven is Option 1- Upgrading digital sales by introducing a new e-commerce website, stronger delivery options, and a subscription service for the customers. Option is the most suitable since it solves Green Haven's main issues—lower high-street traffic and online purchasing (Chen and Huang, 2020).  Customers claim the website is old and hard to use, so improving the online trip fixes a vulnerability. According to PMI analysis, higher reach, conversion, convenience, and predictable recurring subscription income stabilise cash flow with rising costs (Gezer and Kıngır, 2020). Grid Analysis scores Option 1 higher because it increases revenue and scalability, allowing Green Haven to compete with online retailers and the Instagram-strong boutique. Option 2 is beneficial but inappropriate for Green Haven now. Wedding and corporate contract income is seasonal and requires time, relationship marketing, and capacity management (Harvey et al., 2022).   Green Haven needs a faster, scalable response to enhance sales and reduce debt so option 1 is more suitable. 
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	Risk (what could go wrong)
	Likelihood
	Impact
	Mitigation (how to reduce it)

	Website redesign runs over budget or deadline
	Medium
	Medium
	Using a fixed-scope package, 3 supplier quotes, clear deliverables, weekly check-ins (Stine and Foster, 2021)

	Low online conversion even after upgrade
	Medium
	High
	Improving product photos, simplify checkout, add reviews, run A/B tests, track analytics and adjust fast (Sousa, Martins and Sousa, 2019)

	Delivery delays or damaged bouquets harm reputation
	Medium
	High
	Partnering with reliable couriers, use delivery time slots, strengthen packaging, set clear delivery policies.

	Subscription service causes stock/quality issues
	Low–Medium
	High
	Limiting subscription volume at launch, plan inventory weekly, offer flexible flower choices, have backup suppliers.

	Digital marketing spends wasted (poor targeting)
	Medium
	Medium
	Starting small, focusing on local SEO/Google profile, targeting Norwich radius ads, monitor ROAS weekly (Koppenjan and Klijn, 2024)

	Data/privacy issues from online orders
	Low
	High
	Useing secure payment providers, SSL, GDPR-compliant forms, staff training on customer data handling (Stine and Foster, 2021)



[bookmark: _Toc216785601]Implementation action plan
In this part, the implementation plan is prepared step by step with timeline and budget: 
	Step
	Action (what happens)
	Owner
	Dates
	Resources
	Budget
	Communication

	1
	Confirm product menu, pricing, delivery zones, subscription tiers
	Priya + Liam
	17–31 Dec 2025
	Staff time
	
	In-store notice “New online launch soon”

	2
	Get 3 quotes, appoint web developer, set deliverables
	Liam
	17 Dec 2025–5 Jan 2026
	Fund
	£2,500
	Post on socials: “Website upgrade coming”

	3
	Photoshoot, rewrite product descriptions, FAQs, delivery policy
	Priya
	2–16 Jan 2026
	Expert Personnel 
	£300
	Teaser posts + behind-the-scenes

	4
	Build site: mobile checkout, payments, click-and-collect, subscription page
	Developer
	17 Jan–20 Feb 2026
	Expert Personnel
	
	Collect emails in-store for launch list

	5
	Delivery partner setup, packing SOP, staff training
	Liam and Staff
	21 Feb–5 Mar 2026
	Trainers
	£200
	Explain delivery options at counter

	6
	Soft launch, subscription pilot (limited slots), fix issues
	Priya and Liam
	6–20 Mar 2026
	Small ad test

	£100
	Email/SMS to loyal customers

	7
	Full launch, weekly marketing and monthly review meetings
	Priya
	21 Mar–31 May 2026
	Ads
	£300
	QR posters, socials, Google updates





[bookmark: _Toc216785602]Monitoring and measuring effectiveness of the solution 
The performance’s effectiveness will be motored by adopting different KPIs like Website performance, Sales results, Customer retention rate, Delivery quality, Subscription success, Footfall recovery, Customer satisfaction rate etc. (Beachboard and Aytes, 2013). Following presented he how the effectiveness will be measured by using the Table: 
[image: ]
[bookmark: _Toc216785603]Conclusion
Green Haven Florists has lost the sales and foot traffic in last 12 months. Excessive competition from local shops and online platforms, high operating costs and customer’s complaints about old website make Green Haven Florists worried. To solve this problem two solutions were suggested at the begging such as upgrading online sales, and differentiating the locally by prioritising weddings and corporate contracts. After analysis the PMI and Grid Analysis, option 1- upgrading online sales using the updated website, subscription and delivery flexibility is chosen for the company to improve the sales and performance. 


[bookmark: _Toc216785604]References
Beachboard, J. and Aytes, K., (2013). An introduction to business problem-solving and decision-making. In Proceedings of the Informing Science and Information Technology Education Conference (pp. 15-27). Informing Science Institute.
Bruce Sr, J.E., (2009). The impact of e-business on land-based retail florists: A qualitative study of Boston, Massachusetts. Capella University.
Butterfield, J., (2010). Problem solving and decision making. Cengage Learning.
Calabrese, M., Iandolo, F., Caputo, F. and Sarno, D., (2017). From mechanical to cognitive view: The changes of decision making in business environment. In Social Dynamics in a Systems Perspective (pp. 223-240). Cham: Springer International Publishing. 
Chen, L.C. and Huang, L.C., (2020). The motivation, strategies, and barriers for adopting social media marketing in the flower retailing business. Horticulturae, 6(4), p.80.
[bookmark: _Hlk216782296]Cotton, D., (2016). The smart solution book: 68 tools for brainstorming, problem solving and decision making. Pearson UK.
Gezer, Y. and Kıngır, S., (2020). Entrepreneurss Decision Processes On A New Business Investment: Feasibility Study In London Flower Industry. Academic Review of Humanities and Social Sciences, 3(1), pp.139-160.
Harvey, T.R., Corkrum, S.M., Fox, S.L., Gustafson, D.C. and Keuilian, D.K., (2022). The practical decision maker: A handbook for decision making and problem solving. Rowman & Littlefield.
Hicks, M.J., (2013). Problem solving in business and management: hard, soft and creative approaches. Springer.
[bookmark: _Hlk216782310]Kerzner, H., (2023). Project Based Problem Solving and Decision Making: A Guide for Project Managers. John Wiley & Sons.
Koppenjan, J.F.M. and Klijn, E.H., (2024). Managing uncertainties in networks: a network approach to problem solving and decision making. Psychology Press.
Ortiz, D. and Huber-Heim, K., (2017). From information to empowerment: Teaching sustainable business development by enabling an experiential and participatory problem-solving process in the classroom. The international journal of management education, 15(2), pp.318-331.
Saunders, E., (2018). Flowers, Interaction and Emotion (Doctoral dissertation, University of Essex).
[bookmark: _Hlk216782268]Shahin, A., Malekzadeh, N. and Wood, L.C., (2023). Developing a decision-making grid for selecting innovation strategies–the case of knowledge-based companies. Technology analysis & strategic management, 35(7), pp.827-843.
Sousa, M.J., Martins, J.M. and Sousa, M., (2019). Decision-making processes for effective problem solving to potentiate organisations sustainability. European Journal of Workplace Innovation, 5(1).
Stine, R. and Foster, D., (2021). Statistics for Business: Decision Making and. Addison-Wesley.
Van Aken, J.E. and Berends, H., (2018). Problem solving in organizations. Cambridge university press.

Demand shift to online + reduced high-street footfall


Competitive pressure (online giants, local boutique, national chain)


Cost pressure (imports, inflation, sustainable materials)


Weaknesses inside the business (outdated website, limited delivery/subscription, weak digital marketing)
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Speed to implement 3 4 12 3 9
Feasibility 4 3 12 4 16

(skills/resources)

Revenue impact 5 5 25 4 20
Competitive 4 4 16 4 16
advantage
Brand fit (eco + 3 4 12 5 15
community)
Scalability and 4 5 20 3 12

market reach

Total 106 100





image2.png
KPI area

What to measu

How to track

Review cycle

Website Website traffic, bounce rate, Google Analytics, Weekly (first
performance online  conversion rate checkout funnel month), then
(Koppenjan and Klijn, 2024) ' reports monthly
Sales results  Monthly revenue, average POS reports + Monthly
order value, online vs in- website sales
store sales share (Stine and | dashboard
Foster, 2021)
Customer Repeat customers, repeat Customer database, Monthly
retention purchase rate (Hicks, 2013)  loyalty tags, order
history
Delivery On-time  delivery 100%, Delivery log  + Weekly (first
quality complaints rate,  complaint tracker month), then

refunds/replacements

monthly

Subscription

New subscribers, renewals,

Subscription system

Weekly (first

success churn/cancellations report month), then
(Calabrese et al., 2017) monthly
Footfall Walk-ins and click-and- | Manual counts at Monthly
recovery collect volume (Ortiz and | peak hours + C&C
Huber-Heim, 2017) orders
Customer Google rating, number of Google Business Monthly, with
satisfaction  reviews, survey score, NPS  Profile + 1-minute weekly

post-purchase
survey

checks early
on





