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Executive Summary
Green Haven Florists, a small independent flower shop in Norwich established in 2016, has suffered a 30% decline in in-store sales over the past 12 months due to rising costs, an outdated website, weak digital marketing, and aggressive local competition (Patel and Patel, 2025).
Using Grid Analysis (a structured decision-making tool covered), Solution A – launching a modern e-commerce platform with subscription boxes and same-day local delivery – scored highest (4.35) and is recommended. Supported by 28% growth in UK online flower sales (Mintel, 2025), the 6-month phased action plan, developed in accordance with planning principles, with risk mitigation and clear KPIs and SMART objectives, can realistically recover 25–30% of lost revenue while preserving the shop's sustainable values.
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1. Introduction
This report applies established problem-solving and decision-making frameworks to address the significant decline in sales at Green Haven Florists, a small independent florist business based in Norwich. Operating in a competitive and rapidly evolving retail environment, the business must respond strategically to economic pressures, shifting consumer behaviour, and digital disruption.
The report draws on academic theory and industry data, employing two key decision-making tools: PMI Analysis and Grid Analysis used to identify and evaluate two feasible solutions, and a structured Action Plan with SMART objectives and Key Performance Indicators, used to plan, monitor, and evaluate implementation of the preferred solution. These tools ensure the recommendation is evidence-based, practical, and measurable.
Porter's Five Forces model (Porter, 2008) is referenced to contextualise the competitive dynamics Green Haven faces. The report follows this order: problem overview, two alternative solutions, evaluation, justification, risk analysis, implementation plan, performance metrics, and conclusion.

2. Brief Explanation of the Specific Business Problem
Green Haven Florists was founded in 2016 by Liam and Priya Patel, building a loyal customer base through bespoke floral arrangements, eco-friendly packaging, and strong community engagement. Despite these strengths, the business has experienced a sharp 30% decline in in-store sales over the past 12 months (Patel and Patel, 2025).
Several interconnected causes underpin this decline. First, rising costs of imported flowers and sustainable materials have compressed margins. Second, the business operates with an outdated, non-mobile-optimised website, generating frustration among digital-native consumers. Third, minimal digital marketing effort has left the business largely invisible online. Fourth, the entry of well-funded local competitors with active social media presence and lower prices has intensified rivalry. While online orders have marginally increased, this has not offset the loss of foot traffic.
Applying Porter's Five Forces (Porter, 2008), the business faces intensified competitive rivalry, a growing threat from national online florists as substitutes, and heightened buyer power driven by price-sensitive customers. Without decisive action, Green Haven risks further erosion of market share and long-term viability.

3. Two Alternative Solutions
The PMI tool (de Bono) is used here to examine each solution from multiple perspectives – positives, minuses, and interesting implications – before conducting a weighted Grid Analysis. This structured approach ensures decisions are grounded in evidence rather than bias.




Solution A: Launch a Modern E-Commerce Platform with Subscription Boxes and Same-Day Delivery
Solution A involves a complete redesign of the Green Haven website for mobile-friendly navigation, the introduction of weekly and monthly curated flower subscription boxes, and a partnership with a local courier for same-day delivery within Norwich. Additional features, including click-and-collect and a personalised arrangement builder, would support a seamless hybrid experience. Implementation would use Shopify; an affordable and user-friendly platform suited to small businesses.

PMI Analysis – Solution A
	Plus
	Minus
	Interesting / Implications

	Directly targets the 28% UK online flower market growth (Mintel, 2025)

Generates recurring, predictable subscription revenue


Addresses the root causes: outdated website and lack of delivery

Differentiates from national florists through eco-branding
	Initial development costs of £2,500–£4,000 for external developer

Risk of technical issues or website downtime post-launch


Ongoing marketing budget required (£1,000/month)
	Click-and-collect may drive increased physical footfall


Subscription model creates long-term customer loyalty data.


The platform could be expanded to include gift bundles or events in future.



On balance, Solution A's PMI score is strongly positive. It resolves the root digital weaknesses, aligns with market growth trends, and offers scalable recurring revenue – all while preserving the shop's sustainable brand identity.

Solution B: In-Store Experiential Events and a Digital Loyalty Programme
Solution B focuses on rebuilding physical customer engagement through weekly floral workshops, seasonal pop-up events, and a simple loyalty app awarding points for in-store purchases, redeemable against future orders. Social media platforms would be used to promote events, attract new customers, and drive footfall. The approach capitalises on Green Haven's personal touch and community reputation, turning the physical store into a vibrant hub that online retailers cannot replicate.


PMI Analysis – Solution B
	Plus
	Minus
	Interesting / Implications

	Strengthens community ties and brand loyalty


Highly aligned with sustainable, personal brand values

Differentiates from impersonal national online florists
	Does not address the declining high-street footfall trend

High ongoing demands on staff time and operational budget

Limited national or digital scalability
	Events may attract press or social media coverage organically.

Loyalty app data could inform future product decisions.

Workshops could eventually generate a secondary revenue stream.



While Solution B is strong on brand alignment, its PMI outcome is mixed. The continuing structural decline of high-street retail, combined with high operational demands, limits its potential to recover the 30% sales loss in the short to medium term.

4. Justification for Selected Solution
Following the PMI analysis, a weighted Grid Analysis was conducted to objectively compare both solutions. Grid Analysis is a structured decision-making technique used when multiple criteria must be balanced; it assigns numerical weightings to criteria and scores each option consistently, minimising subjective bias (MBAtools.co.uk, n.d.).

	Criteria
	Weight
	Sol. A Score
	Sol. A Weighted
	Sol. B Score
	Sol. B Weighted
	Rationale

	Potential sales impact
	30%
	5
	1.50
	3
	0.90
	Highest weight – directly targets the 30% revenue loss

	Implementation cost
	25%
	3
	0.75
	4
	1.00
	Reflects Shopify cost vs. lower event costs

	Time to launch
	20%
	4
	0.80
	3
	0.60
	Shopify enables faster deployment

	Risk level
	15%
	4
	0.60
	4
	0.60
	Both carry a moderate risk

	Brand & sustainability alignment
	10%
	5
	0.50
	5
	0.50
	Both align well with brand values

	TOTAL WEIGHTED SCORE
	100%
	—
	4.15
	—
	3.60
	Solution A recommended



Solution A scored 4.15 overall, compared with 3.60 for Solution B. The highest-weighted criterion – potential sales impact (30%) – was decisive. With UK online flower sales growing by 28% in 2024–2025 (Mintel, 2025), a digital solution directly captures this growth. Solution B's strength in brand alignment is acknowledged, but this criterion was weighted at only 10%, reflecting that brand continuity alone cannot address a 30% revenue shortfall. Solution A's combination of recurring subscription income, click-and-collect functionality, and modern user experience also ensures the physical store benefits alongside the digital channel. The weightings reflect the business's immediate priority: revenue recovery within six months.

5. Risk Analysis of the Selected Solution
A qualitative 3×3 risk matrix (probability vs. impact) was applied to Solution A. This tool, aligned with Mind Tools' (2024) risk management principles, rates each identified risk on two axes to prioritise mitigation efforts. Risks rated high probability and high impact require the most urgent attention.

	Risk
	Probability
	Impact
	Mitigation Strategy
	Residual Risk

	Technical website issues (bugs, downtime)
	High
	Medium
	Use Shopify with 24/7 support; mandatory 2-week testing phase before launch.
	Low

	Higher-than-expected digital marketing costs
	Medium
	High
	Cap spending at £1,000/month; track ROI via Google Analytics monthly
	Medium

	Low customer adoption of subscription boxes
	Medium
	Medium
	Offer 30% first-month discount; follow-up email nurture sequence
	Low

	Supply chain delays for fresh flowers
	Low
	High
	Increase local UK suppliers to 60%; always maintain a 2-week buffer stock.
	Low

	Staff/owner resistance to new digital systems
	Low
	Medium
	Conduct two half-day hands-on training sessions for Liam and Priya
	Low



The most significant initial risk is the combination of high marketing costs with medium customer adoption uncertainty. However, fixed budget caps and data-driven tracking ensure corrective actions can be triggered quickly. After mitigation, no risk remains in the high-probability/high-impact category, confirming that Solution A is feasible for a resource-limited small business. The risk assessment is consistent with Mind Tools' (2024) guidance on proportionate risk management.

6. Plan to Implement the Selected Solution
According to the principles of action planning (Koontz and O'Donnell, 1955), the implementation follows a 6-month phased rollout. Effective action planning requires clarity on what to do, how to do it, when to do it, and who is responsible. The plan below addresses each of these dimensions systematically.

	Phase
	Activity
	Responsibility
	Timeline
	Resources Required
	Success Measure

	1
	Research and select an e-commerce platform (Shopify) and local courier partners
	Liam Patel
	Month 1 (Weeks 1–4)
	Time, online research, platform comparison
	Platform chosen; courier agreement signed

	2
	Website redesign, mobile optimisation, subscription box setup, payment and delivery integration
	External Developer + Priya Patel
	Months 2–3 (Weeks 5–12)
	£2,500–£4,000 developer budget; Priya's product knowledge
	Fully functional site with subscriptions and delivery live

	3
	User testing, staff training, digital marketing campaign preparation, and click-and-collect setup
	Developer + Liam & Priya
	Month 4 (Weeks 13–16)
	Testing tools; 2 half-day training sessions; £1,000 initial marketing budget
	Zero critical bugs; staff trained; marketing assets approved

	4
	Official launch, ongoing performance monitoring, iterative adjustments
	Liam & Priya (developer on retainer)
	Months 5–6 (Weeks 17–24)
	Google Analytics, Shopify dashboard, £1,000/month marketing
	Platform live; 20% online revenue growth achieved by Month 6



The sequencing follows logical research → development → testing → launch progression, consistent with established project management principles (APM, 2023). Phase 1 prioritises research to avoid costly platform mistakes later. Phase 2 builds the core digital infrastructure with external expertise, while Priya's input ensures product accuracy. Phase 3 is critical: skipping testing would risk reputational damage at launch. Phase 4 ensures the owners remain accountable for live performance, with the Shopify dashboard providing real-time visibility.
Responsibilities are deliberately split to match capacity: Liam leads strategic decisions and supplier relationships, while Priya's product knowledge shapes the subscription offering. External developer expertise is used only where it delivers clear value, keeping costs controlled. The 6-month timeline is ambitious but realistic, given the affordable Shopify infrastructure and clearly assigned roles.
The plan also identifies the desired outcome clearly: a combined 25–30% overall revenue recovery within six months. This outcome guides all scheduling and resource allocation decisions throughout the implementation.

7. Means of Measuring Effectiveness of Implementation
Peter Drucker's principle that 'what gets measured gets done' underscores why quantifiable targets are essential for any implementation plan. The primary KPI for this solution is: Percentage increase in combined online and in-store revenue. This is tracked monthly via Shopify dashboards, Google Analytics, and in-store till data.

Four supporting SMART objectives are detailed below. SMART objectives must be Specific, Measurable, Attainable, Relevant, and Time-bound:

	Objective / KPI
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound
	Target

	Primary KPI: Revenue recovery
	Combined online + in-store revenue
	Shopify, Google Analytics, till data
	Based on 28% UK market growth (Mintel, 2025)
	Directly addresses 30% sales decline
	Monthly, full target by Month 6
	25–30% overall revenue recovery

	SMART 1: Launch e-commerce platform
	Full website with subscriptions and same-day delivery
	Platforms are live and accepting orders
	Shopify with an external developer; achievable in the timeframe
	Resolves outdated website and digital gap
	By the end of Month 4
	Zero critical bugs at launch

	SMART 2: Online revenue growth
	Increase online orders and subscription sign-ups
	Shopify dashboard and Google Analytics
	Supported by £1,000/month digital marketing
	Generates recurring revenue to offset in-store decline
	20% growth by Month 3
	20% increase in online revenue by Month 3

	SMART 3: Subscription adoption
	Number of active weekly/monthly subscribers
	Shopify subscription count
	First-month 30% discount + email nurture
	Builds a predictable, recurring revenue stream
	By the end of Month 6
	At least 50 active subscribers

	SMART 4: In-store stabilisation via click-and-collect
	In-store sales, including click-and-collect orders
	Till system and Shopify reports
	The hybrid model supports the physical channel without major change
	Preserves community presence and foot traffic
	No further decline by Month 6
	In-store revenue stabilised or increased



If online revenue growth falls below 20% by Month 3, corrective actions will be triggered automatically, including increased social media advertising spend and promotional campaigns. This real-time monitoring approach reflects the principle that monitoring should address both plan implementation and success indicators simultaneously. By distinguishing between lagging indicators (revenue recovery) and leading indicators (subscriber numbers, web traffic), the monitoring system gives early warning of problems before they affect overall financial performance.

8. Conclusion
Green Haven Florists faces a serious 30% in-store sales decline driven by digital underinvestment, rising costs, and intensifying competition. 
The Grid Analysis provided a transparent, weighted comparison, with Solution A: The modern e-commerce platform with subscription boxes and same-day delivery, achieving a superior weighted score of 4.15 versus 3.60 for Solution B. The solution was selected primarily because it addresses the highest-priority criterion: potential sales impact.
The phased 6-month action plan provides a clear, sequenced implementation roadmap with defined responsibilities, resource allocation, and success benchmarks at each phase. Four SMART objectives and a primary KPI, combined with online and in-store revenue growth of 25–30%, provide measurable targets and early warning triggers for corrective action.
Key findings from this report are: (1) Green Haven's decline is primarily a digital transformation failure; (2) Solution A directly and cost-effectively addresses root causes; (3) the risk profile of Solution A is manageable, with all risks reduced to low or medium after mitigation; (4) a phased, owner-manageable implementation ensures business continuity during the transition; and (5) SMART objectives and real-time dashboards provide accountability throughout the 6-month execution window.
The case demonstrates that small businesses can compete effectively when decision-making is systematic, data-driven, and aligned with both market trends and core brand strengths. Implementation should begin immediately to capitalise on the 2025–2026 growth window in UK online floral retail (Mintel, 2025).
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Appendices
Appendix 1: Grid Analysis Table (referenced in Section 4)
	Criteria
	Weight
	Sol. A Score
	Sol. A Wtd
	Sol. B Score
	Sol. B Wtd
	Scoring Key

	Potential sales impact
	30%
	5
	1.50
	3
	0.90
	5=Excellent 1=Poor

	Implementation cost
	25%
	3
	0.75
	4
	1.00
	

	Time to launch
	20%
	4
	0.80
	3
	0.60
	

	Risk level
	15%
	4
	0.60
	4
	0.60
	

	Brand & sustainability alignment
	10%
	5
	0.50
	5
	0.50
	

	TOTAL
	100%
	—
	4.15
	—
	3.60
	A wins



Calculation – Solution A: (5×0.30) + (3×0.25) + (4×0.20) + (4×0.15) + (5×0.10) = 1.50 + 0.75 + 0.80 + 0.60 + 0.50 = 4.15
Calculation – Solution B: (3×0.30) + (4×0.25) + (3×0.20) + (4×0.15) + (5×0.10) = 0.90 + 1.00 + 0.60 + 0.60 + 0.50 = 3.60

Appendix 2: Risk Analysis Matrix (referenced in Section 5)
	Risk
	Probability
	Impact
	Mitigation
	Residual Risk

	Technical website issues
	High
	Medium
	Shopify 24/7 support; 2-week testing phase
	Low

	Higher-than-expected marketing costs
	Medium
	High
	Fixed £1,000/month cap; Google Analytics ROI tracking
	Medium

	Low subscription adoption
	Medium
	Medium
	30% first-month discount + email follow-up sequence
	Low

	Supply chain delays
	Low
	High
	60% local UK suppliers; 2-week buffer stock
	Low

	Owner's resistance to new systems
	Low
	Medium
	Two half-day hands-on training sessions
	Low
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