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Problem solving and decision-making are interrelated processes that navigate specific challenges in order to achieve organisational success. Harvey et al., (2022) stated that businesses take responsibility in setting clear strategies based on the identified problems that directly affect their professional growth. The purpose of this study is to evaluate business problems of Green Haven Florists and find effective solutions with the assistance of PMI analysis. This study will highlight key solutions as well as risk analysis to understand the suitability of solutions that help in mitigating the key problem in order to enhance sales and profitability within Green Haven Florists. 


[bookmark: _Toc216173576]Brief explanation of the specific business problem
Overview of the case study
Green Haven Florists is one of the independent and small flower shops in Norwich, United Kingdom by providing bespoke floral arrangements with eco-friendly packaging. This business was founded in 2016 to build strong community ties and connect a wide range of customers. Green Haven Florists mainly targets environmentally conscious customers and follows a sustainable ethos framework to manage an environmentally friendly atmosphere within their small shop. However, this business has faced difficulties in developing their sales.
Analyse various causes that contribute to the problem
The revenue rate of Green Haven Florists has decreased in a drastic manner and negatively affected the overall profitable outcomes. Rise in operational costs in locally sourced fresh flowers, high competition in online flower delivery services and rapidly changing retail environment are the main causes that lead to this problem within Green Haven Florists. For this reason, the higher management of Green Haven Florists has decided to find alternative solutions to adopt recent changes in their retail operations and step into digital retail transformation. Through the evaluation of different factors, influencing problems will ensure the generation of proper strategic plan successfully and in a systematic way. 
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Solution A
Discuss the solution
The management team of Green Haven Florists needs to establish direct contact with local and international suppliers to reduce their bargaining power. This effective decision helps to reduce the supplier and operation costs for this firm where they can easily fulfil customers’ demands that lead to an enhancement in sales rate.  


Application of PMI 
Application of PMI or Problem-Methods-Implications helps to identify the high operation costs problem within Green Haven Florists. Reduction in suppliers’ bargaining power helps to reduce the operational costs and provide flexible price for bouquets though solution comes with a disadvantage related to market price fluctuation (Shaharudin et al., 2021, p.1461). [Refer to Appendix 2]
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From the above PMI analysis, it has been identified that the best possible solution for high operating cost problems for Green Haven Florists will be the reduction of bargaining power with local and international suppliers. 
Solution B
Explanation of the solution
Customer feedback highlights about incorporating flexibility in delivery options as well as subscription services of fresh flowers. By leveraging technology of real-time tracking as well as dynamic scheduling, the company will be able to understand live visibility of routes to optimise routes and ensure proactive rerouting (Alonge et al., 2023). 
Application of PMI on solution B
This solution specifies issues with subscription services and delivery options. The company needs to check technologies frequently to get updates on routes. The company will be required to invest maintenance costs on the technologies (Adeusi et al., 2024). [Refer to appendix 3]
Justification for resolving business problem
The company will be able to ensure customer satisfaction and organisational performance in the competitive market. Through these approaches and consequences, the company will be able to address market dynamics. 
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Appropriateness of solution A or B
Solution A is addressing operational issues with supply chain management where the company is required to reduce bargaining power of the suppliers. In case the company solves the problem in the internal environment then the company will be able to invest in technologies to conduct real-time tracking of the routes (Dong, 2023). 
Justification of preferred solution
Technological solutions are associated with one area of supply chain management, logistics, and transportation management. 
Explanation of the weightings attributed
Grid analysis helps to understand and apply weightage therefore; grid analysis will be performed on solution A as follows:
As per appendix 1, there are four factors such as supplier criteria, negotiation, accessibility to sustainable materials and maintenance of amicable relationships can ensure management of supply chain operations. Supplier criteria are considered as a factor that is based on several alternatives. Third factor specifies gaining accessibility of an increasing amount of sustainable materials (Dong, 2023). 
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Discussion of risks of the solution
Suppliers may not agree with criteria and negotiation that may degrade amicable relationships with suppliers and decrease accessibility of the sustainable materials. According to these issues, supplier risks specify other risks such as financial loss, operational risks, ethical and social risks (Ghadge et al., 2021). 
Explanation of criteria 
5Ps criteria of supply chain management specifies about prioritising planning, sourcing, making, delivering and returning. Planning will be about understanding demand forecasting, sourcing is about managing suppliers, making is about manufacturing and quality control, delivering is about managing transportations, distribution and warehousing. Returning is about handling returns, reverse logistics, and repairs (Pardi et al., 2024). 
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Explanation of orders, scheduling and responsibilities of the tasks
	Orders
	Responsibilities 
	Scheduling 

	Delivering is related to transportation
	Look after storage of goods is the responsibility of warehouse manager
	3 weeks 

	Warehouse maintenance
	Inventory management is the responsibility of inventory manager
	2 weeks 

	Distribution management 
	Store manager will be involved into looking after this area of the supply chain management as per criteria
	1 week 



Provide insight into your decisions and provide justifications for these
Returning is about managing customer services that may require handling of the customer orders to retain the customers in the competitive market. Delivering is related to transportation, warehousing as well as distribution (Josiah, 2024). The company will be required to look after storage of goods, inventories, orders, quality control and others. Effective delivery of transportations and warehouse managements can help the business grow by ensuring product freshness, optimising operational efficiency, managing variable demand, and increasing customer satisfaction. Optimising delivery routes can reduce fuel consumptions and labour costs. In this scenario, efficient logistics can allow the business to offer competitive or free delivery options without eroding profit margins, making the business more attractive and price-sensitive customers. Effective warehouse management will ensure the right mix of flowers and supplies will be on hand to meet demand while minimising waste from overstocking or missed sales from stock outs. Therefore, employees will be involved into looking after these areas of the supply chain management as per criteria (Refer to the appendix 1). 
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Based on the KPI and SMART Objective table you have provided:
	Specific 
	Measurable 
	Attainable 
	Relevant 
	Time Bound 

	Questions regarding the ‘service quality’  helps to analyse customer satisfaction rates 

	4 questions regarding the service quality  
	The marketing executive can attain by asking open-ended questions 
	Quantitative data about service quality  
	4 months 

	Observation of the  ‘sales of the product in last 6 months’ helps to analyse the revenue rates 
	30 days observation 
	The sales manager can observe the KPI by recognising seasonal patterns and customer demand 
	Observation on sales performance 
	6 months 

	Review of last 3 months  customer feedback helps to analyse the customer retention rates 
	Reviews for 5 hours 
	The sales and executive staff  can attain this by focusing on direct communication logs  
	Reviews on customer feedback 
	3 months 



Explain and defend the Key Performance Indicators you have proposed
Service quality is inherently a subjective and qualitative concept. The questionnaires provide structured methods to convert these subjective customer experiences into objective and measurable data points. The six-month data set offers a baseline for predictive analytics. Feedback can highlight specific product features, service interactions, or process causing friction enabling targeted improvements that increase customer retention. 
Explain and defend the SMART objectives you have proposed. 
The smart objectives are proposed to analyse ‘customer retention rates’, ‘sales and revenue’ and ‘customer satisfaction rates’ of the business. By comparing feedback month-to-month, the enterprise can understand how many customers are satisfied with the service quality. 
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Green Haven Florists’ revenue has reduced in the last few years due to high operational cost and higher competition levels. For this treason, the higher management of the company has decided to find substitute solutions to adapt recent chances in their retail operations and step into digital retail transformation.
Key findings
The management team of the company is required to set up direct contracts with local and international suppliers to lower their bargaining power. Effective application of PMI or problem-method-implications to explore the high operation costs challenges within the business. 
From the report, it has been found that the company’s revenue rate has decreased in the last few years due to high operational costs and competition. In this scenario, the company can focus on reducing bargaining power of local and international suppliers.
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Appendices 
Appendix 1: Grid Analysis 
	Factors
	Alternatives 
	Weighting of Factors (%)

	
	Alternative 1
	Alternative 2
	Alternative 3
	Alternative 4
	

	Factor 1: Setting supplier criteria
	Volume needs of flowers 
	Quality maintenance 
	Reliability 
	On-Time Delivery
	45

	Factor 2: Negotiation
	Use of a term sheet 
	Legal bindings 
	Adherence with contracting principles 
	Full disclosure of terms and information
	41

	Factor 3: Gaining more access to sustainable materials 
	Contacting an increasing number of suppliers 
	Communicating with suppliers 
	Understanding availability of materials 
	Supply of increasing volume of materials 
	55

	Factor 4: Maintain amicable relationships 
	Treating suppliers as significant partners
	Payment on time 
	Open communication 
	Prioritising value over price 
	75

	Overall Weighted Score 
	45%
	41%
	55%
	75%
	216


Appendix 2: PMI for Solution A
	Plus
	Scores
	Minus
	Scores
	Interesting
	Scores

	· Stabilising operation costs
	8
	· High cost in managing suppliers
	6
	· Depending on bargaining power of suppliers
	7

	· Streamline processes
	9
	· Ineffective operational management
	7
	· Manage flexible price for bouquets
	7

	· Cutting unnecessary costs
	6
	· High marketing demands of sourced fresh flowers
	5
	· Managing product costs
	5

	Total values
	23
	
	18
	
	19



Total value of plus solution is 23
Total value of minus solution is 18
Total value of interesting solution is 19
The PMI value of these solutions are = 23-18+19 = 24
The value is 24 based on the three selected solution to reduce operational costs of bouquets within Green Haven Florists.


Appendix 3: PMI for solution B
	Plus
	Scores
	Minus
	Scores
	Interesting
	Scores

	· Investing in technologies 
	7
	· Recruiting technicians 
	5
	· Maintenance of amicable relationships with technicians
	6

	· Checking use of technologies
	6
	· Negotiation with technicians 
	6
	· Use of technologies to receive updates on routes
	5

	· Maintenance costs 
	7
	· Fulfilment of salaries of technicians 
	6
	· Optimisation of routes and rerouting 
	5

	Total values
	20
	
	17
	
	16



Total value related to plus solution is 20
Total value associate with minus solution is 17
Total value of interesting solution is 16
The PMI value of the solutions are = 20+17+16=53
53 is the PMI value that will require technology adoption, recruitment of technicians and maintenance of good relationships between technicians and the company.
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