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Introduction
Small business in the UK is facing turmoil due to high operating expenses, market trends, and intensified digital rivalry. Green Haven Florist in Norwich experience a 30% decline in foot traffic and a drop in income. Regardless of having a strong reputation. The study process using the PMI (Plus, Minus, Interesting) tool to analyse potential solutions for this business issue. The study intends to assess strategic options, comprise a risks analysis, and recommend methods to measure achievement 

1.Overview
The case study, “Revitalizing Green Haven Florists: A Strategic Approach to Problem Solving”, centres on a chain store flower shop based in Norwich, UK, established in 2016 by Liam and Priya Patel. Green Haven Florists is renowned for custom-made, eco-friendly arrangements. However, the business is currently facing a crisis that threatens its financial sustainability. The principal issue is a significant decline in profitability and revenue, highlighted by a 30% drop in in-store sales over the past year. This sharp downturn is attributed to both external environmental factors and internal operational challenges, including declining foot traffic, strong competition, rising operational costs, and pressures related to inventory and seasonality.
2. Problem Analysis and Proposed Solutions
Analysis reveals that Green Haven Florists’ key issues are the 30% decline in in-store sales, increased operational costs, and fierce competition from online platforms, high-volume retailers, and supermarkets. To address these challenges, two primary solutions are proposed:
· Hyper-Local Experience and Subscription Model: The business should focus on a curated, high-margin offering that emphasises sustainability and local sourcing. Key elements include hyper-local sourcing, subscription services, and in-store workshops. Subscription services provide stable, recurring income not solely reliant on walk-in customers. Local purchasing reduces shipping costs and waste, resulting in higher profit margins compared to international suppliers. This approach also differentiates Green Haven Florists from online competitors by offering a “local-to-local” narrative that strengthens brand loyalty.
· Digital Transformation and Optimised E-Commerce: Reforming the online presence is essential to compete with online delivery services and attract customers preferring online ordering with a local, high-quality touch. This involves local SEO and website optimisation, virtual shop social selling, and streamlined online ordering. These strategies aim to combat online competition by providing a digital platform that rivals larger online retailers, thereby transforming Green Haven Florists’ business model.
3. Solution Evaluation
3A. PMI (Plus, Minus, Interesting) Analysis
The PMI technique, developed by Dr. Edward de Bono, is used to assess two common business solutions: (A) implementing new automated software and (B) outsourcing a manual process.
· Implementing Automated Software: The goal is to increase productivity and reduce operational costs. Advantages include increased productivity, reduced human error, 24/7 operation, and long-term cost savings. Disadvantages are high initial setup costs, potential employee resistance, and necessary staff training. Interesting implications include potential shifts in company culture and access to valuable data insights. Score: +5, -3, +2.
· Outsourcing Manual Processes: This aims to reduce overhead and focus on core business competencies. Advantages include immediate overhead cost reduction, access to specialised expertise, and faster turnaround times. Disadvantages involve loss of direct control, potential quality inconsistencies, and data security risks. Interesting aspects include the ability to scale quickly. Score: +4, -4, +1.
3B. Preferred Solution
Based on the evaluation, the preferred solution for Green Haven Florists addresses declining in-store sales by leveraging unique brand strengths, such as sustainability and personalised services. The strategic focus on differentiation enhances unique selling propositions like eco-friendly packaging and locally sourced flowers, which are particularly attractive to younger consumers. This approach represents a shift towards investing in a “high-street” business that delivers tailored value and aligns with contemporary ethical consumption trends.
4. Risk Analysis
4A. Strategic and Financial Risks
Green Haven Florists is experiencing a critical transition due to falling in-store sales and rising operating costs. The risk analysis indicates that sustainability is threatened by internal operational changes and external market pressures:
· High-Level Strategic and Financial Risks: In-store revenue has declined by 30%.
· Insufficient Online Growth: Online sales are not increasing quickly enough to offset the substantial loss in physical foot traffic.
· Rising Operational Costs: Costs have risen by approximately 10% in the past 12–18 months, largely due to higher supply prices and operating expenses.
· Market Saturation and Competition: Increased competition from online flower delivery services is exerting downward pressure on profit margins.
4B. Immediate Strategic Pivot
The risk analysis confirms that Green Haven Florists faces a high-threat, critical situation. The 30% drop in in-store sales, combined with insufficient online growth and rising operational costs, requires an urgent shift towards e-commerce to ensure business survival. PESTEL analysis supports the need for a strategic approach to problem solving and business revitalisation.
5. Implementation Plan
5A. Strategic Recovery Plan
The recovery plan concentrates on strengthening Green Haven Florists through digital transformation, diversifying language in digital marketing, and customer-driven design. The plan is structured over a 12-week period:
· Project Goals and Objectives: Increase sales and income, enhance e-commerce, streamline POS systems, and improve visibility through innovation and mobile-friendly platforms.
· Implementation Timeline:
· Phase 1: Preparation and Planning (Weeks 1–3): Identify required software and enhance user experience, secure budget approval, and align teams.
· Phase 2: Technology & Digital Infrastructure (Weeks 4–7): Redesign the website for mobile compatibility, implement new POS systems, and migrate customer and inventory data.
· Phase 3: Operational Changes & Marketing (Weeks 8–10): Launch digital campaigns, introduce subscription and local delivery services, and focus on sustainability.
· Phase 4: Staff Training & Go-Live (Weeks 11–12): Upskill employees, launch the updated site and management system, and review initial feedback and performance data.
· Roles and Responsibilities: The project lead oversees the initiative, the IT/web consultant manages technical aspects, the marketing lead handles promotions and branding, and store staff participate in training and protocol adoption.
· Key Performance Indicators (KPIs): Online sales volume, customer acquisition cost, inventory turnover rate, and customer satisfaction scores are tracked for effectiveness.
· Risk Management: Risks include delayed adoption of technology and technical issues post-launch, mitigated by comprehensive training and ongoing technical support. Supply chain interruptions are managed by engaging multiple suppliers.
5B. Operational Planning Justification
The implementation plan is guided by the necessity to manage high seasonality, as highlighted in the PESTLE analysis. Activities are scheduled to boost visibility before peak demand periods, ensuring readiness for maximum capacity. The order of activities is based on performance indicators from the recovery plan, and responsibilities are systematically assigned to optimise resource distribution and minimise economic threats.
6. Management Models and Monitoring
6A. Key Performance Indicators and SMART Objectives
Green Haven Florists employs management models that focus on key performance indicators such as Average Transaction Value (ATV)—calculated as total sales revenue divided by the number of transactions. SMART objectives are used to set strategic targets, ensuring they are specific, measurable, achievable, relevant, and time-bound.
6B. Monitoring and Evaluation Framework
Strategic recovery planning includes a clear benchmarking model for monitoring and evaluating solution efficacy. Financial and operational efficiency is tracked to assess improvements in inventory management and waste reduction. Customer acquisition costs and lifetime value are measured to evaluate the cost-effectiveness of promotional campaigns. Market position and external alignment are regularly reviewed, and strategic goal tracking is implemented to ensure ongoing success, risk mitigation, and early detection of potential issues.
7. PESTEL Analysis: Summary of Key Findings
· Political: Regulation and trade policies
· Economic: Economic conditions and seasonality
· Social: Consumer trends and cultural events
· Technological: E-commerce and supply chain innovation
· Environmental: Sustainability concerns and climate change
· Legal: Health regulations and intellectual property
Understanding these external factors enables Green Haven Florists to identify opportunities and threats, guiding strategic decisions. This comprehensive analysis supports the business in preparing for future challenges and capitalising on emerging trends.
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