Module Title: Problem Solving and Decision Making

Module Code: LCLM 4004

Assessment: Component 2 Report

Student Name: Craig Stuart Powell

Student Number: 2508676

Lecturer’s Name: Chijioke Uba







                                                                                                                                                                                        
Business Consultancy Report: Green Haven Florists
1. Overview of the Case and Nature of the Problem 
Green Haven Florists is an independent flower retailer based in Norwich, established in 2016 and recognised for its bespoke floral arrangements and commitment to sustainability. Despite initial success, the business has experienced a significant 30% decline in in-store sales over the past year. This decline can be attributed to a combination of external and internal factors. Externally, reduced high street footfall and increased competition from both online flower delivery services and new local entrants have negatively impacted demand. Internally, the business has struggled to adapt to digital trends, with an outdated website and limited online functionality restricting growth opportunities.
These challenges reflect broader shifts within the retail sector, where consumer behaviour increasingly favours convenience, competitive pricing, and digital accessibility (Kotler et al., 2019). As a result, Green Haven Florists must adapt its business model to remain competitive, improve sales performance, and ensure long term sustainability.

2. Proposed Solutions 
Solution 1: Digital Transformation through E-commerce and Subscription Services
The primary solution is to implement a comprehensive digital transformation strategy by developing a modern e-commerce platform. This platform should allow customers to browse products, customise arrangements, and place orders easily via mobile or desktop devices. Key features should include flexible delivery options, secure payment systems, and an intuitive user interface.
Additionally, Green Haven could introduce a subscription service offering regular flower deliveries (e.g., weekly, fortnightly, or monthly). Subscription models are increasingly popular as they provide convenience for customers while generating predictable, recurring revenue for businesses (Tzuo and Weisert, 2018). This would also improve inventory planning and reduce waste, aligning with the company’s sustainability values.
This solution directly addresses the shift towards online shopping and enables Green Haven to expand beyond its local market. Furthermore, digital platforms allow businesses to collect customer data, enabling targeted marketing and personalised services (Chaffey and Ellis-Chadwick, 2019).


Solution 2: Experiential Retail and Community Engagement Strategy
An alternative solution is to enhance the in-store experience by adopting an experiential retail approach. This would involve transforming the shop into a destination that offers more than just products. For example, Green Haven could host flower-arranging workshops, seasonal events, and collaborations with local artisans.
According to Pine and Gilmore (1999), modern consumers increasingly value memorable experiences, suggesting that this approach could strengthen emotional connections and brand loyalty. Additionally, community engagement could reinforce Green Haven’s identity as a local, independent business.
However, while this strategy may increase foot traffic and customer loyalty, it is limited by geographical reach and may not fully address the broader decline in high street shopping. Therefore, its impact may be less significant compared to a digital-focused solution.

3a. Evaluation Using PMI Technique 

Solution 1: E-commerce and Subscription Model
· Plus: 
· Expands market reach beyond local area 
· Aligns with growing consumer preference for online shopping (Chaffey and Ellis-Chadwick, 2019) 
· Generates recurring revenue through subscriptions 
· Minus: 
· High initial investment in website development 
· Requires digital skills and ongoing maintenance 
· Interesting: 
· Enables data collection for personalised marketing strategies 




Solution 2: Experiential Retail Strategy
· Plus: 
· Strengthens brand identity and customer relationships 
· Differentiates from online competitors (Pine and Gilmore, 1999) 
· Minus: 
· Limited scalability and reliant on local footfall 
· Revenue may fluctuate depending on event success 
· Interesting: 
· Opportunities for partnerships with local businesses and cross-promotion 

3b. Preferred Solution and Justification
Based on the PMI analysis, the digital transformation strategy (Solution 1) is the preferred option. This is because it directly addresses the root cause of declining sales changing consumer behaviour and reduced reliance on physical retail spaces. Chaffey and Ellis-Chadwick (2019) argue that businesses must adopt digital channels to remain competitive in modern markets.
While the experiential retail strategy offers differentiation, it does not resolve the structural decline in high street footfall. In contrast, e-commerce enables scalability and access to a broader customer base, increasing revenue potential. Additionally, subscription services provide predictable income streams, which improve financial stability and support long-term planning (Tzuo and Weisert, 2018).
Therefore, although both solutions have merit, digital transformation offers greater strategic value and aligns more closely with current market trends, making it the most effective and sustainable option.






4a. Risk Analysis 
	
Risk
	
Likelihood
	
Impact
	
Mitigation Strategy

	High development costs
	Medium
	High
	Phased investment and budgeting

	Lack of digital expertise
	High
	Medium
	Staff training or outsourcing

	Low customer adoption
	Medium
	High
	Marketing campaigns and promotions

	Technical issues
	Low
	Medium
	Ongoing IT support

	Strong online competition
	High
	Medium
	Differentiation through sustainability



Risk management is a critical component of business decision-making, as it allows organisations to anticipate potential challenges and implement strategies to minimise their impact (Hillson, 2003). For Green Haven, the most significant risks relate to financial investment and capability gaps. However, these risks can be mitigated through careful planning and external support.
4b. Feasibility of the Selected Solution
The proposed digital transformation is highly feasible, particularly given advancements in technology and the availability of affordable e-commerce solutions. Laudon and Traver (2021) highlight that small and medium-sized enterprises (SMEs) can now adopt digital platforms with relatively low barriers to entry. By outsourcing website development and gradually building internal capabilities, Green Haven can manage both cost and complexity.
Furthermore, the growing demand for online shopping increases the likelihood of customer adoption. Green Haven’s existing reputation for quality and sustainability provides a strong foundation for differentiation in the online market. By effectively communicating these values, the business can compete with larger retailers that focus primarily on price.
Overall, while challenges exist, the solution is practical and aligned with market trends, making it a viable strategy for improving both short-term performance and long-term sustainability.



5a. Implementation Plan 

Phase 1: Research and Planning (Month 1)
Green Haven should begin by conducting market research to identify customer preferences and competitor strategies. This will inform the design and functionality of the e-commerce platform. A clear budget and timeline should also be established to ensure financial control.
Phase 2: Website Development (Months 2–3)
A professional web developer should be hired to create a user-friendly, mobile-optimised website. Key features should include product customisation, secure payment systems, and subscription options. Testing should be conducted to ensure reliability and ease of use.
Phase 3: Operational Preparation (Month 3)
Staff should be trained to manage online orders and customer queries. Inventory management systems should be updated to accommodate increased demand, and delivery logistics should be planned to ensure efficiency.
Phase 4: Launch (Month 4)
The website should be launched with promotional offers, such as discounts or free delivery, to encourage customer adoption. Marketing efforts should include social media campaigns and email marketing.
Phase 5: Ongoing Optimisation (Continuous)
Performance should be monitored using analytics tools, and customer feedback should be used to improve the platform. Continuous marketing efforts will be essential to sustain growth.

5b. Justification of Implementation Plan 
The phased implementation plan ensures that the transition to digital operations is structured and manageable. The initial research phase reduces uncertainty by identifying customer needs and market opportunities. The development phase prioritises quality, which is essential for customer satisfaction and retention.
Training staff ensures that the business can operate efficiently once the platform is launched, reducing the risk of service failures. The launch phase incorporates promotional strategies to drive initial engagement, while ongoing optimisation allows the business to adapt to changing conditions. Meredith et al. (2017) emphasise that structured project management improves the likelihood of successful implementation.
Overall, this approach balances risk, cost, and effectiveness, ensuring that Green Haven can successfully implement the solution and achieve its strategic objectives.

6a. KPI and SMART Objectives 
Key Performance Indicator (KPI):
· Monthly online sales revenue 
SMART Objective:
· Specific: Increase online sales through the implementation of an e-commerce platform 
· Measurable: Achieve a 25% increase in online revenue 
· Achievable: Supported by improved accessibility and targeted marketing 
· Relevant: Addresses declining sales and limited digital presence 
· Time-bound: Within six months of launch 
SMART objectives are widely recognised as an effective tool for performance management, as they provide clarity and measurable targets (Doran, 1981). By focusing on online sales revenue, Green Haven can directly assess the success of its digital transformation strategy.

6b. Monitoring and Evaluation 
Performance will be monitored through website analytics and monthly sales reports. These tools will provide insights into customer behaviour, including website traffic, conversion rates, and subscription uptake. Parmenter (2015) emphasises that effective KPIs enable organisations to evaluate performance and make informed decisions.
If the target is not achieved, Green Haven can implement corrective actions, such as refining its marketing strategy or improving the user experience. Regular evaluation ensures that the business remains responsive to customer needs and market trends.
In addition, customer feedback should be collected to identify areas for improvement. Continuous monitoring and evaluation will enable Green Haven to optimise its strategy and achieve sustainable growth.



7. Key Findings Summary 
· Green Haven Florists is experiencing declining sales due to reduced footfall and increased competition 
· Consumer behaviour is shifting towards online purchasing 
· Two solutions were evaluated: digital transformation and experiential retail 
· E-commerce and subscription services were identified as the most effective solution 
· Risks are present but can be mitigated through planning and resource management 
· A phased implementation plan supports successful execution 
· KPIs and SMART objectives enable performance monitoring 
· Digital transformation is essential for long-term competitiveness and sustainability 
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