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Introduction 
Green Haven Florists, an independent Norwich flower shop founded in 2016, has built a strong reputation for bespoke arrangements and sustainable practices. Despite its loyal customer base, the business has faced a sharp decline in in‑store sales over the past year. Reduced high‑street footfall, rising supply costs, increased online competition, and shifting customer expectations have created significant challenges. Liam and Priya Patel now seek a clearer understanding of the factors affecting their performance. This report examines the key issues impacting Green Haven Florists and provides a foundation for future strategic decisions.

[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205979492]Green Haven Florists is a small independent flower shop in Norwich, founded in 2016 and known for its bespoke arrangements and sustainable ethos. After years of steady success, the business has recently experienced a significant decline in in‑store sales. Over the past 12 months, foot traffic has dropped sharply, online orders have not grown enough to compensate, and overall profitability has weakened. Liam and Priya Patel now need to understand the factors driving this downturn to make informed strategic decisions.
Several issues contribute to the current challenges. Reduced high‑street activity has limited walk‑in customers, while strong competition from large online retailers and new local florists has diverted long‑standing clients. Rising costs for imported flowers and sustainable packaging have increased operational pressures. Customer expectations have also shifted, with many seeking modern digital experiences, flexible delivery, and subscription options—services Green Haven’s outdated website and limited digital marketing do not yet provide. These combined factors have created a complex environment that requires careful analysis and strategic adaptation.
[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A 
Explanation: Solution A involves redesigning Green Haven’s outdated website to include mobile‑friendly navigation, online customisation tools, flexible delivery options, and subscription services. This modernises the customer experience and strengthens the shop’s digital presence.
PMI Analysis:
· Plus — Improves accessibility, attracts online shoppers, increases convenience, enhances competitiveness, and supports new revenue streams.
· Minus — Requires upfront investment, time, and digital skills.
· Interesting — Enables data collection, targeted marketing, and potential partnerships.
Justification: A modern website directly addresses declining in‑store sales by capturing customers who now prefer online shopping. It meets expectations for convenience, delivery flexibility, and subscriptions—key reasons customers have shifted to competitors. Strengthening digital capability helps Green Haven regain visibility, attract new customers, and stabilise revenue.

Solution B 
Explanation: Solution B focuses on increasing visibility through targeted local marketing, partnerships, workshops, and community events. This strengthens Green Haven’s presence on the high street and reconnects the business with its core customer base.
PMI Analysis:
· Plus — Boosts foot traffic, rebuilds customer loyalty, differentiates the shop from online competitors, and reinforces its community‑focused brand.
· Minus — Requires time, planning, and consistent effort; results may take weeks to show.
· Interesting — Creates opportunities for collaborations, social media content, and new revenue streams such as workshops.
Justification: This solution directly addresses declining in‑store sales by drawing people back to the physical shop. Community engagement leverages Green Haven’s strengths—creativity, sustainability, and personal service—while increasing brand visibility. Strong local presence helps counter reduced footfall and differentiates the business from online‑only competitors.

Justification for Selected Solution
Solution A, the upgraded website, is the most appropriate option because it directly addresses the core issue: customers shifting to online shopping. While community engagement is valuable, digital accessibility has a greater impact on sales recovery.
Justification: A modern website improves convenience, delivery options, and visibility—key factors driving customers to competitors. It also supports long‑term growth through subscriptions and targeted marketing.
Weightings: Solution A is weighted higher because it tackles the primary causes: declining footfall (40%), digital expectations (40%), and competitive pressure (20%). These weightings reflect the strongest drivers of Green Haven’s sales decline.



[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Solution A may face risks such as higher‑than‑expected development costs, delays in implementing the upgraded website, or limited digital skills affecting long‑term maintenance. There is also a risk that customers may take time to adopt new online features, slowing early returns.
The criteria used—impact, feasibility, cost, and alignment with customer needs—were chosen because they directly reflect Green Haven’s core challenges. Impact ensures the solution addresses declining sales; feasibility confirms it can be delivered; cost protects limited resources; and customer alignment ensures the solution meets modern expectations, defending its suitability.

Plan to Implement the Selected Solution
The implementation plan is structured to prioritise stabilisation, then modernisation, and finally growth, ensuring that Liam and Priya address the most urgent risks before investing in long‑term improvements.
The first phase focuses on diagnostics and digital foundations—updating the website, improving navigation, and enabling online ordering. These tasks are scheduled early because they directly address customer complaints and are essential for recovering lost sales. Assigning responsibility to a specialist web developer ensures technical accuracy, while Liam and Priya oversee content to maintain brand authenticity.
The second phase introduces delivery enhancements and subscription services. These are scheduled only after the digital platform is improved, as launching them prematurely would risk operational failures and poor customer experiences. Responsibility is shared: Liam manages supplier negotiations and logistics, while Priya leads customer‑facing service design, reflecting their existing strengths.
The third phase focuses on marketing and brand visibility, including SEO, social media strategy, and partnerships. This sequencing is intentional marketing spend is only effective once the customer journey is smooth and competitive. A digital marketing consultant is assigned ownership to ensure professional execution, while Priya provides creative direction to maintain the shop’s sustainable, bespoke identity.
Finally, cost‑management and operational efficiency tasks run in parallel throughout the plan, as rising costs are an ongoing threat. Liam leads this area due to his operational oversight.
Overall, the sequencing ensures that Green Haven fixes critical weaknesses first, builds capacity second, and accelerates growth last—minimising risk while maximising return.

Means of Measuring Effectiveness of Implementation of Selected Solution
 The selected KPIs directly measure the areas most critical to Green Haven’s recovery: sales performance, customer engagement, digital effectiveness, and operational efficiency. Tracking monthly in‑store sales and online conversion rates provides clear visibility into whether the business is reversing its decline and whether digital improvements are working. Customer satisfaction scores and repeat‑purchase rates are essential because Green Haven’s competitive advantage lies in personalised service and loyalty—metrics that online competitors struggle to replicate. Average order value and cost‑of‑goods‑sold (COGS) help monitor profitability at a time when rising flower prices and sustainable materials are squeezing margins. Together, these KPIs give Liam and Priya a balanced view of financial health, customer behaviour, and operational performance.
The SMART objectives are designed to be specific, measurable, and time‑bound, ensuring progress can be monitored objectively. For example, increasing online sales by a defined percentage within six months aligns with the digital transformation timeline and reflects achievable growth once the website is improved. Similarly, reducing COGS or improving customer satisfaction within a set period ensures accountability and focuses effort on the areas with the highest impact. Each objective is realistic given the shop’s size, yet ambitious enough to drive meaningful change.
Conclusion:
Green Haven Florists is facing a combination of external pressures and internal limitations that have directly contributed to declining in‑store sales. The analysis shows that reduced high‑street footfall, rising operational costs, and intensified competition have created a challenging trading environment. At the same time, gaps in digital capability, marketing visibility, and customer experience have limited the business’s ability to adapt.
The proposed KPIs and SMART objectives provide a clear, measurable framework for monitoring progress, while the implementation plan prioritises stabilising the business, modernising its digital presence, and building long‑term competitiveness. By following this structured approach, Liam and Priya can reposition Green Haven to meet evolving customer expectations, strengthen profitability, and secure the shop’s future in a changing retail landscape.
Key Findings
[bookmark: _Hlk208302504]A review of the report reveals four critical findings that explain the decline in Green Haven Florists’ in‑store performance and overall business challenges.
1. Significant drop in foot traffic the 30% decline in in‑store sales is strongly linked to reduced high‑street activity. The closure of nearby businesses and a wider consumer shift toward online shopping have removed the spontaneous walk‑in trade the shop once relied on.
2. Intensifying competition Green Haven now faces pressure from both a trend‑driven boutique florist with strong social media visibility and a national chain offering low prices and broad delivery coverage. This dual competition has eroded market share and customer loyalty.
3. Rising operational costs Increased prices for imported flowers, inflation, and the higher cost of sustainable materials have squeezed margins. These financial pressures limit the shop’s ability to compete on price or invest in improvements.
4. Weak digital presence and outdated customer experience the outdated website, limited delivery options, and minimal digital marketing have prevented the business from capturing online demand. Customer expectations have evolved, but Green Haven’s digital offering has not kept pace.
These findings collectively highlight the need for modernisation, stronger digital capability, and strategic repositioning
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The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Questionnaire

Observation

Reviews



	

How many Qs?

Which days?
How long? 

	

Who is going to do it?

 Is it attainable?





	

What type of data? On what? What’s the point?


	


How long will it take to collect the data?








Page 2 of 2

