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[bookmark: _Hlk205979492]Green Haven florist is a small business based in Norwich, known for its custom-made arrangements and commitments to eco-friendly practices that is facing a decline on sales around 30% and dealing with a fierce competition. The report focuses on analysing the main challenges affecting the business, especially the reduction of walk-in customers that has being affected due to poor digital presence. The business is also facing with rising operational costs of sustainable materials.
The business had been relying mainly on its reputation and loyal customer base to generate their revenue, however, over the past year the company has faced a significant decline in sales, around 30% for their in-store sales alongside only a slight increase in online sales orders. A few factors that have affected the business have been mainly caused by the reduction and closure of businesses nearby and a broader shift towards online shopping habits.
In addition, a new boutique florist is attracting customers through strong social media presence and engagement; it has also been offering lower prices and convenient delivery services. Green Haven’s outdated website and limited digital marketing efforts have reduced its ability to be comptetiive, further rising operational costs and  higher prices for imported goods and sustainable materials have added additional pressure for its revenue. 

Solution A: Website overall 
[bookmark: _Int_XwTqLmKT]One possible solution that Green Heaven could apply to increase revenue is to increase their digital presence by developing a modern and user-friendly website, with a system that enables online ordering deliveries options with same day delivery features and the introduction to a subscription service for its regular customers and addressing issues with the outdated website. A PMI analysis highlights the strengths and limitations of these solutions, Plus points included increased online sales, improved customer convenience and the potential for recurring revenue through subscriptions. Minus points would involve the costs of the website improvement and the need for staff training to manage the system. Interesting points  the opportunity to collect data and personalized marketing strategies. This solution addresses the decline of footfall by improving digital presence

Solution B: Social media launch
[bookmark: _Int_tEqYimzb]A second solution is due to the business relying on word of mouth would be to focus on a targeted digital marketing strategy, through social media platforms and engagement, such as: Instagram and Facebook. By regularly posting high quality pictures of floral arrangements, seasonal promotions and occasionally offering discounted items and sales of floral arrangements and products, the business will increase brand awareness. A PMI analysis highlights the effectiveness of this approach. Plus points include increased visibility, improved customer engagement, and the ability to attract a younger demographic of customers at a very low cost. Minus points include the time to arrange and consistently manage social media accounts with the required skills for digital marketing and training. Interesting points include the potential to collaborate with local influencers and use targeted advertising to reach a certain demographic.
Those solutions address the business's weak digital presence and increase competition, attracting more customers, improving both online and in-store sales .


Solution A is the best option as it directly addresses the core issues of the declining sales by improving Green Haven Florist’s ability to generate online revenue, while solution B increases awareness, it does not guarantee revenue without a functional digital platform. A greater weighting was given to criteria such as revenue impact in a long-term sustainability. Solution A scores the highest due to his ability to create a recurring revenue through subscriptions, even though the initial costs its higher is long term benefits are greatly outweigh this limitation. Solution B it is more supportive than transformational making solution A the stronger choice between them

	PLUS (+)
	6 strengths identified
	Increased online sales, same-day delivery, subscription revenue, customer convenience, eco-brand alignment, competitive parity

	MINUS (-)
	5 risks/costs identified
	Development costs, staff training, technical complexity, ROI timing, third-party dependency — each with mitigation strategies

	INTERESTING (I)
	5 opportunities identified
	Customer data collection, personalized marketing, market expansion, B2B partnerships, sustainability storytelling

	PMI Score
	Overall assessment
	7.1/10 – RECOMMENDED with weighted scoring breakdown




The new website and online ordering system highlights a few risks such as  initial costs a risk of technical issues may affect the overall customer experience and sales. Additionally, staff may need training , the criteria used to assess these risks include the likelihood and impact on the business and help prioritise which risks required the most attention and help focusing on how to prevent further challenges.
The implementation plan of the website upgrade and online ordering system has been structured in a logical way to ensure efficiency and minimise disruption to business operations. 
The first stage : planning and requirement analysis to define the website features, structure, budget and objective before any development, reducing cost and risks of the process.

	KPI Framework
	7 sections explained
	Definition, Measurement, Target, Data Source, Frequency, Owner, Action Plan — all mapped to your case

	Primary KPI
	Online Sales Revenue Growth
	18 fields filled: formula (Current – Baseline)/Baseline × 100, target 20% in 6 months, data sources (Google Analytics, payment gateway), alert thresholds (Red/Amber/Green), related KPIs, risk factors

	Secondary KPIs
	6 supporting metrics
	Conversion rate, subscription retention, average order value, customer acquisition cost, same-day delivery fulfillment, customer satisfaction score



The second stage : focusing on selecting a website developer and set target for online presence, and sales.

The third stage: staff training, website testing, to reduce reliance on external support. The website launch is timed in a strategic way with a supported marketing campaign to increase customer awareness and encourage an early use of the website. 

The owners will be overseeing decision making, the developers will be handling all the technical aspects of the newly develop website and staff will be managing daily operations.

	S – Specific
	WHO/WHAT/WHERE/WHY
	Business owner and staff; increase online sales via e-commerce website with same-day delivery and subscriptions; serving Norwich; reversing 30% decline

	M – Measurable
	Metrics & tools
	20% revenue increase; tracked via website analytics, Google Analytics, monthly financial reports

	A – Achievable
	Resources & constraints
	Phased development, staff training, marketing budget; limited staff time and learning curve acknowledged

	R – Relevant
	Strategic alignment
	Directly addresses revenue decline and competitive digital disadvantage; supports long-term sustainability mission

	T – Time-bound
	Deadlines & milestones
	6-month deadline; Month 1 (launch), Month 3 (10% growth), Month 6 (20% evaluation)




The chosen KPI is to increase online sales, as it reflects the success of the new website and online ordering system. This KPI is appropriate because it is aligned with the main point of improving revenue and resolve the decline of in-store sales. By monitoring the online sales figure, the business can have a clear measure if the new digital platform implemented is successfully attracting new customers.
The SMART objective supports the KPI by providing a clear and structured target to increase online sales by 20% within the first six months of the implementation of the website. This objective is Specific as it focuses on online sales, measuring the sales data that can be tracked through the newly develop website. Achievable thanks to the improved functionality and marketing support; Relevant as it addresses directly the issues within the business and Time-bound with a defined six-month period.

The business is facing a significant decline in in-store sales due the reduction on high street footfall and increased competition both online and offline due to competitors with strong digital presence.
Secondly the website of the company is outdated and has got a limited digital marketing, have weakened their ability to compete against an online focused market
Thirdly while the solutions to improve performance with a newly developed website with the prospect of an online ordering system and subscription service was identify as the best effective option. It addresses the core issues of a limited online presence and creates opportunity for reoccurring revenue
Fourthly this solution presents risk such as high initial costs and possibly technical challenges, they need to be carefully planned budgeted and require staff training 
Finally, the use of KPI and SMART objectives both provide a structured and measurable approach to success, ensuring the owner of the business to monitor progress and make decision to improve sales and long-term sustainability.
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