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This report examines the operational difficulties encountered by Green Haven Florists, a small independent florist based in Norwich that has seen a notable drop in physical store sales alongside growing pressure from competitors. Drawing on structured problem-solving and decision-making frameworks, two possible courses of action are assessed to tackle the underlying issue. Tools including evaluation criteria, risk assessment, an implementation timeline, and KPI measurement are employed to determine the most suitable approach. The report ultimately aims to put forward a practical, evidence-backed strategy that strengthens business performance without compromising Green Haven’s commitment to sustainability and customer care.
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Overview of case study
Green Haven Florists has experienced a 30% decline in in-store sales over the last 12 months, mainly due to reduced foot traffic, rising costs, and increased competition from online retailers. The root problem is the business’s limited adaptation to digital retail trends, despite changing customer behaviour. Contributing issues include an outdated website, lack of delivery flexibility, increased supplier costs, and weak digital marketing capabilities. External factors such as high-street decline and aggressive pricing by national competitors further worsen the situation. Internally, limited digital expertise restricts Green Haven’s ability to compete effectively.
Two Proposed Solutions
Solution A Proposal – Website Upgrade and Subscription Service 
Solution A involves upgrading Green Haven’s website and introducing a flower subscription service. The new website would be mobile-friendly, easy to navigate, and allow customers to customise orders and schedule deliveries. The subscription service would provide weekly or monthly flowers for homes and businesses, generating recurring revenue. This solution directly addresses declining sales by improving online accessibility and customer convenience. It aligns with Green Haven’s sustainable ethos and responds to customer feedback, making it a realistic and cost-effective approach to improving both online sales and customer retention.

Solution B Proposal – In-store Promotions and Community Events 
Solution B focuses on increasing in-store sales through promotional campaigns and community engagement events. This includes loyalty discounts, seasonal promotions, floral workshops, and collaborations with local businesses. The aim is to attract foot traffic and strengthen customer relationships. While this solution supports Green Haven’s community identity, it relies heavily on physical store visits and does not fully address the growing preference for online shopping. As a result, its ability to resolve the root problem is limited in comparison to a digital-focused solution.
Evaluation Results and Justifications 
As shown by the evaluation findings in Appendix 1, Solution A emerges as the strongest choice. The assessment drew on criteria covering cost-effectiveness, sales impact, practicality, and long-term viability, with greater emphasis placed on impact and sustainability given their direct bearing on the business’s future. Solution A outperformed due to its capacity to build a recurring income stream, extend reach to a broader customer base, and respond to evolving buying habits. Solution B ranked lower because its success depends heavily on in-store footfall, which is subject to external forces outside the business’s control. On this basis, Solution A stands out as the most well-founded recommendation.
Risk Analysis Results and Justifications 
The risk assessment detailed in Appendix 2 highlighted three key concerns: gaps in digital knowledge among staff, initial investment costs, and the possibility of a competitive reaction. Likelihood and impact were given equal consideration to maintain an objective view. While Solution A carries a degree of risk, these can be substantially reduced through measures such as bringing in an external web developer and rolling out changes in stages. When set against Solution B, Solution A provides considerably more scope for control and growth. Overall, the assessment supports Solution A as a sound choice, since its risks are both manageable and far outweighed by the potential gains over time.

Task 5b: Justifications for the Implementation Plan 
The implementation plan in Appendix 3 follows a logical sequence starting with website development, followed by testing, staff training, and service launch. This order minimises disruption and ensures readiness before customer engagement. Responsibilities are assigned based on expertise, with external specialists handling technical tasks and owners managing strategic decisions. A phased timeline reduces financial pressure and allows monitoring at each stage. This structured approach ensures efficient execution while maintaining operational stability.

Task 6b: Justifications for the KPI and SMART Objectives 
The selected KPI focuses on online sales growth and subscription sign-ups, as these directly measure solution success. SMART objectives were designed to be specific, measurable, achievable, relevant, and time bound. For example, increasing online sales by 20% within six months is realistic and aligned with business goals. These objectives enable progress tracking and informed decision-making. The KPI framework ensures accountability and supports continuous improvement.

Task 7: Key Findings 
· Declining in-store sales are driven by reduced foot traffic and digital underperformance
· Online retail adaptation is essential for business sustainability
· Solution A offers higher long-term value than in-store-only initiatives
· Risks associated with digital transformation are manageable
· Clear KPIs and structured implementation improve decision-making
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Green Haven Florists – Appendices
Appendix 1 – Task 3a: PMI Analysis Table
PMI Analysis
PMI (Plus, Minus, Interesting) analysis is used to compare alternative solutions by identifying their advantages, disadvantages, and potential opportunities. This method supports structured and objective decision-making (MindTools, 2023).

Solution A: Website Upgrade and Subscription Service
	Plus
	Minus
	Interesting

	Improves online accessibility and convenience
	Initial setup and development cost
	Can generate recurring revenue

	Increases online sales and customer reach
	Requires digital skills or outsourcing
	Supports eco-friendly branding

	Responds to customer feedback
	Time required for implementation
	Potential to attract corporate clients

	Competitive with national online retailers
	Ongoing website maintenance
	Scalable as business grows


Total Plus: 4
Total Minus: 2
Total Interesting: 4
Overall Total for Solution A = High Positive Impact

Solution B: In-store Promotions and Community Events
	Plus
	Minus
	Interesting

	Strengthens community relationships
	Depends on declining foot traffic
	Enhances brand visibility

	Low cost to implement
	Limited impact on online sales
	Encourages word-of-mouth

	Aligns with Green Haven’s values
	External factors reduce effectiveness
	Seasonal appeal

	Improves in-store experience
	Short-term impact only
	Builds local partnerships


Total Plus: 3
Total Minus: 3
Total Interesting: 3
Overall Total for Solution B = Moderate Impact

Conclusion of PMI Analysis
The PMI analysis indicates that Solution A is the most effective option. While it involves higher initial investment, the long-term benefits outweigh the drawbacks. Solution A directly addresses the root problem of declining sales by strengthening Green Haven Florists’ digital presence and introducing recurring revenue through subscriptions. In contrast, Solution B relies heavily on in-store foot traffic, which is influenced by external factors beyond management control. Therefore, based on structured PMI evaluation, Solution A is the preferred solution for implementation.
Appendix 2: Task 4a) Risk Analysis Table
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L x I)
	How to reduce the risk?
	If it happens – how to minimise impact?

	Website development delays or technical problems
	3
	4
	12
	Hire experienced web developer and test system before launch
	Provide temporary manual ordering system while fixing issues

	Lack of digital skills among staff
	3
	3
	9
	Provide short digital marketing and website training
	Outsource technical tasks to external specialist

	Low customer adoption of subscription service
	2
	4
	8
	Promote service through social media and in‑store marketing
	Offer introductory discounts or trial subscriptions


Appendix 3: Task 5a) Implementation Plan
	Task
	Responsible
	Timeline
	Purpose

	Research and select website platform
	Owners (Liam & Priya)
	Week 1
	Identify best digital platform

	Develop and design new website
	External web developer
	Weeks 2–4
	Create online ordering system

	Test website and payment systems
	Developer + Owners
	Week 5
	Ensure functionality and security

	Train staff on website and online orders
	Owners
	Week 6
	Prepare staff for new processes

	Launch subscription service and marketing
	Owners + marketing support
	Week 7–8
	Increase online sales


Appendix 4: Task 6a) KPI and SMART Objectives Table
	Key Performance Indicator (KPI)
	SMART Objective
	Measurement Method

	Online sales growth
	Increase online flower sales by 20% within 6 months of website launch
	Monthly website sales reports

	Subscription customers
	Achieve 50 flower subscription customers within 6 months
	Subscription system records

	Website traffic
	Increase website visitors by 30% within 4 months
	Google Analytics website data

	Customer satisfaction
	Achieve average customer rating of 4.5/5 within 6 months
	Online reviews and feedback surveys




