	
	
	






Module Title: Problem Solving and Decision Making

Module Code: LCLM 4004 

Assessment: Component 2 Report

Student Name: Julia Walkowicz

Student Number: 2435487

Lecturer’s Name: Adbullah






Table of Contents

Contents                              			     Page Number

Brief Explanation of the Specific Business Problem………………………....….3
Suggested Two Alternative Solutions……………………………………………...3
Justification for Selected Solution…………………………………………….…...4
Risk Analysis of the Selected Solution……………………………………..….….5
Plan to Implement the Selected Solution………………………………….….…..5
[bookmark: _Hlk205982702]Means of Measuring Effectiveness of Implementation of Selected Solution.…5/6
Reference List………………………………………………………………………..7
Appendix 1:  PMI Analysis Table……………………………………………….….10/11
Appendix 2: Risk Analysis Table…………………………………………………..12/13
Appendix 3: Implementation Plan………………………………………………..14/15
Appendix 4: KPI and SMART Table………………………………………………16



[bookmark: _Hlk205982484]
Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205979492]Green Haven Florists, is a small independent shop known for it’s bespoke, eco-friendly arrangements, has faced real challenges in staying profitable this past year—largely because instore sales have dropped by 30%. Although some online orders are persisting, there is not enough to cover lost revenue.

A closer look at the root problem reveals several factors: less foot traffic as more people shop online and nearby businesses close; higher operational costs; an outdated website that’s frustrating to navigate; limited delivery and subscription options; and not enough digital marketing.

For this report, I am focusing specifically on the outdated and difficult-to-navigate website as a priority issue to address.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A: Full E-Commerce Platform Redesign and UX/UI Optimization

For Solution A, I would take on a complete redesign and migration of Green Haven’s website to a modern, mobile-friendly e-commerce platform—something like Shopify or WooCommerce - Riegel (2020) suggests that mastering the platform is key for small businesses transitioning online. My goal would be to make the site clean, visually appealing, and super easy to use, with clear product categories and beautiful, high-quality photos of every arrangement. Furthermore, make sure the checkout process is as simple as possible, ideally just one page.

This kind of transformation directly tackles the problem of their outdated, website by improving trust and removing the frustration points that turn people away. By providing a smooth, professional shopping experience that can genuinely compete with the big online retailers and trendy new florists, I believe Green Haven can start turning more website visitors into real customers. This is why I have recommended a UX/UI optimization, as it centers the user experience and customer satisfaction in the online environment, with the aim of increasing engagement and supporting sales growth (Garrett, 2011). In today’s retail world, having a robust, well-designed online presence isn’t just helpful—it’s essential for survival (Chaffey and Ellis-Chadwick, 2020).

Solution B: Launch a Local Digital Marketing Campaign

For Solution B, I would focus on boosting Green Haven’s digital visibility and reaching more local customers using a multi-channel approach. This would start with setting up Google My Business with accurate information and eye-catching, high-quality photos. Also, work on a targeted Local SEO ( Search Engine Optimization) strategy to help us rank for searches like “florist Norwich,” and run hyper-local social media ads on platforms like Instagram, highlighting our unique, sustainable arrangements. Effective SEO is vital for small businesses to compete with larger online rivals (Enge et al., 2020).
This strategy goes right at the root of our problem with declining foot traffic and not doing enough digital marketing. By getting more active in local SEO and paid social, Green Haven can draw business away from big online competitors and trendy local shops. A strong local digital presence is now essential for driving both online orders and in-store visits, making sure the physical shop and their customers’ online searches are closely connected (Ryan, 2021).
Justification for Selected Solution
The solution that stands out to me is Option A, as shown in Appendix 1 through the PMI (Plus, minus, interesting) graphs. As evident in solution A: Full E-Commerce platform redesign scoring +9 points in comparison to Solution B, which scored a +3 points. The analytical approach (De Bono,1994) prioritizes identifying all potential aspects before making a final decision. The selection criteria—such as "Directly resolves the outdated website/poor UX" and "Puts Green Haven on an equal digital footing. Solution A, has the highest ratings because they target the fundamental business deficiency (A fundamental business deficiency is a deep-seated, systemic flaw within a company's core operations, strategy, or financial health that threatens its long-term viability.) Solution A is the essential foundational investment, establishing a trustworthy, mobile-ready digital storefront necessary for long-term survival and efficient sales conversion.



[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
The implementation of the E-Commerce Redesign is subject to significant execution risks, primarily Critical Technical Failure (Risk Factor 20) and Budget Overrun (Risk Factor 16), as derived from the criteria in Appendix 2. The weighting scale of 1 to 5 for Likelihood and Impact was applied based on industry risk assessment standards. Technical Failure was assigned the critical weighting of L=4 and I=5 due to the severe, sales-prohibiting consequences of checkout malfunction. The solution's reliability is defended by its proactive mitigation framework. For the maximum risk score of 20, the strategy mandates rigorous User Acceptance Testing (UAT) and a robust contingency plan. This structured response ensures that the potential negative impact of these high-magnitude risks is controlled, validating the solution's long-term strategic viability.

Plan to Implement the Selected Solution
The implementation schedule employs a sequential, phased methodology to mitigate project risk (E-Commerce Overhaul Plan). Task 1 (Define) and Task 2 (Contract) are mandatory prerequisites, securing project scope, platform selection, and developer engagement before physical development (Abrams, 2018.), Crucially, Task 3 (Content) is scheduled early for parallel execution, ensuring high-quality assets are prepared. Task 5 (UAT) must strictly precede the final deployment in Task 6 (Go-Live), serving as the essential quality assurance gateway for stabilization. Role separation maintains focused accountability across these critical phases.

Means of Measuring Effectiveness of Implementation of Selected Solution
The selected Key Performance Indicator (KPI) is the Online Sales Conversion Rate because it directly addresses the core problem of "Low online sales conversion" identified in the implementation plan. The proposed objective is attainable (Project Team, 2025) Improving this metric is the ultimate measure of the solution's success.
The SMART objective proposes a measurable increase of 50% percentage points. This target is Specific and Measurable. It is deemed Attainable because a full platform overhaul, combined with improved mobile UX, is expected to fundamentally change user behaviour and reduce friction points. It is Relevant as it quantifies the business impact of the investment. Finally, it is Time-Bound, mandating that the increase must be achieved and sustained during the four weeks following the new site launch (by the end of Week 5), ensuring timely evaluation.

Key Findings
To summarise, the report prioritizes solving Green Haven Florist's low online conversion rates by launching a new e-commerce platform. The plan employs a sequential, risk-managed 16-week timeline, with success strictly measured by conversion rate improvement.
Five Key Findings:
Core Problem: The most urgent challenge is the outdated, difficult-to-navigate website, which is frustrating users and suppressing online sales.
Strategic Solution: The chosen path is Solution A: Full E-Commerce Platform Overhaul, justified as the essential investment to fix the fundamental business deficiency.
Major Risk: The highest-rated risk is Critical Technical Failure (Risk Factor 20), requiring rigorous UAT (Task 5) and a contingency plan for mitigation.
Mandatory Dependency: The schedule mandates early Content Preparation (Task 3) to ensure the new site is visually compelling and has high-quality assets ready for the build phase.
Success Metric (KPI): Project effectiveness is measured by the Online Sales Conversion Rate, aiming for a 1.5 percentage point increase sustained within four weeks post-launch.
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Appendix 1

PMI Analysis Table

	Solution A

	Plus
	Minus
	Interesting

	Directly resolves the outdated website/poor UX, which is critical. +4
	Requires significant time (weeks/months) to complete, delaying immediate sales relief. -1
	Skill Requirement: Liam and Priya may need to hire an external professional or firm to execute properly.-2

	Professional site improves customer trust and reputation. +2
	Liam and Priya will need time to learn how to manage the new platform. -2
	 Puts Green Haven on an equal digital footing with larger online rivals. +4

	Captures the growing market of mobile shoppers effectively. +4
	Requires continuous security updates and hosting fees, and general maintenance. -3
	Provides thorough analytics to track customer behaviour and sales trends. +3

	
	
	

	
TOTAL: +10
	
TOTAL: -6
	
TOTAL: +5



[bookmark: _Hlk210816971]Therefore: Final Answer for Solution A = +9


	Solution B

	Plus
	Minus
	Interesting

	Less expensive than a full website overhaul, making it more accessible. +3
	It does not fix the underlying poor user experience (UX/UI) of the current outdated website, which will still frustrate converting traffic. -4
	Ads can be used to specifically promote Green Haven's sustainable ethos over competitors. +3

	Ads can be used to specifically promote Green Haven's sustainable ethos over competitors. +3

	Requires a new set of digital skills (Google Ads, Local SEO, Social Media Management) that Liam and Priya currently lack, necessitating a steep learning curve or external costs. -3
	The data gathered from ad campaigns (which arrangements perform best, which demographics respond) can directly inform future product and marketing strategies. +2

	Solves the problem of relying only on word-of-mouth (Ryan, 2021). +2

	Requires continuous spending (ad budget) to maintain visibility; the effect stops when the money runs out. -3
	Increased local visibility may drive competitors to intensify their own marketing efforts in response. 0

	

	
	

	
TOTAL: +8
	
TOTAL: -10
	
TOTAL: +5



Therefore: Final Answer for Solution B = +3



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 this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	
e.g., checkout process fails, payment gateway is down, or mobile view breaks

	4
	5
	20
	Conduct rigorous User Acceptance Testing (UAT) for all key features (checkout, shipping calculations) on multiple devices and browsers before launch.

	Have a developer on standby for the first 48 hours post-launch.


	2
	The cost of hiring an external developer/firm significantly exceeds the initial financial projection


	4
	4
	16
	Define a strict, fixed-price Scope of Work (SOW) contract with clear deliverables and a budget cap. Reserve 15% of the overall budget for unexpected changes.

	Phase the project so that payments are tied to successful milestones. If funds run low, launch a Minimum Viable Product (MVP) version first and iterate later.


	3
	
Liam and Priya struggle to learn the new platform's backend, leading to slow order processing and poor customer service

	3
	3
	9
	Mandate that the development firm provides comprehensive training.

	Hire a temporary, part-time digital assistant for the first month to handle all online order management, ensuring rapid customer response while the owners learn the system.










Appendix 3
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	


	Finalize non negotiable features (single-page checkout, mobile responsiveness) and choose the best platform (e.g., Shopify) based on cost and ease of use.
	

Week 1
	
Liam and priya.

	



	2
	


	Obtain three quotes, select a developer, and sign a fixed-price contract with a 15% contingency budget to mitigate cost overrun risk.
	

Week 2
	

Liam.
	



	3
	


	Shoot and edit high-quality, consistent photography for all 50+ floral arrangements and write SEO-friendly product descriptions.
	
Week 3

	
Priya

	



	4
	


	Schedule launch for a quiet period (e.g., Sunday night). Point the domain name to the new site and perform final quality check on live environment.
	

Week before official rebranding.
	

Liam and Priya.
	



	5
	


	Monitor cart abandonment and conversion rates, and use analytics to identify and fix any immediate high-friction points.
	

Following weeks/months.
	

Priya.
	






· 

Appendix 4

The Key Performance Indicator is: Improving the Online Sales Conversion Rate

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Online Sales Conversion Rate (the percentage of website visitors who complete a purchase).
	Achieve an increase at least 50% up to make up 30% in store sale decline and be earning profit.


	Yes, a full platform overhaul, new design, and improved mobile UX are highly likely to produce this level of gain.





	Directly addresses the central problem of "Low online sales conversion."






	The target must be reached and sustained during the four weeks following the site launch.
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