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Introduction 
This report examines the challenges faced by Green Haven Florists, a small independent flower shop in Norwich, UK. The business has recently experienced declining in-store sales, increased competition from online retailers, and rising operational costs. To address these issues, the report explores two potential solutions using the PMI (Plus, Minus, Interesting) decision-making tool. PMI is a method used to evaluate the advantages, disadvantages, and unique aspects of different options to support effective decision-making (Johnson et al., 2020). The aim of this report is to identify the most suitable strategy to improve sales performance and ensure long-term sustainability.


Brief Explanation of the Specific Business Problem 
Green Haven Florists is facing a significant decline in its in-store sales, with a reported 30% decrease over the past year. Although online orders have slightly increased, they have not been sufficient to offset the loss of physical foot traffic. One major cause is the shift in consumer behaviour, as customers increasingly prefer the convenience and lower prices offered by online flower delivery services (Laudon and Traver, 2021).
Additionally, the shop’s location has become less attractive due to reduced activity in the surrounding area, partly caused by nearby business closures. Rising operational costs, particularly for fresh flowers and sustainable packaging, have further affected profitability. The company’s commitment to eco-friendly practices, while valuable, has also increased expenses (Kotler and Keller, 2016).
Customer feedback highlights issues with the company’s outdated website and limited delivery options, making it less competitive in a digital market. Internally, the owners have struggled to keep up with digital marketing trends, relying mostly on word-of-mouth promotion (Chaffey and Ellis-Chadwick, 2019).
Finally, increased competition from a boutique florist with strong social media presence and a national chain offering aggressive pricing has intensified pressure. Overall, the problem is a combination of reduced foot traffic, weak online presence, and increasing competition
Suggested Two Alternative Solutions
Solution A: Improve Digital Presence and Online Services 
	What’s Good (Plus)
	What’s Bad (Minus)
	What’s Interesting (Implications)

	Increase online sales and wider market reach (+5)
	High initial cost for website development and marketing (-4)
	Subscription services can generate stable recurring revenue (+5)

	More convenient for customers (24/7 access) (+5)
	Requires ongoing website maintenance (-2)
	Customer data can support personalised marketing (+4)

	Competes effectively with online flower retailers (+4)
	Staff may require digital training (-2)
	Opportunity to expand delivery partnerships (+3)

	Attracts younger and tech-savvy customers (+4)
	Risk of slow adoption in early stages (-2)
	Long-term scalability and business growth (+5)



Total Plus: 18
Total Minus: -10
Total Interesting: 17
This solution directly addresses declining foot traffic by shifting focus to online sales. By improving the website and offering flexible delivery, the business can meet changing customer expectations. Additionally, stronger use of social media can increase brand visibility and attract a wider audience (Chaffey and Ellis-Chadwick, 2019). This aligns with modern digital marketing practices and supports long-term growth.
Solution B: Strengthen In-Store Experience and Community Engagement 
	What’s Good (Plus)
	What’s Bad (Minus)
	What’s Interesting (Implications)

	Builds strong customer relationships (+5)
	Limited market reach (-5)
	Workshops can create additional income (+4)

	Enhances brand loyalty (+4)
	Dependent on physical foot traffic (-4)
	Can position the brand as a local specialist (+3)

	Improves customer experience (+4)
	Requires more staff time and effort (-3)
	Opportunities for local partnerships (+3)

	Differentiates from competitors (+3)
	May not significantly increase total revenue (-3)
	Strengthens community engagement (+3)


Total Plus: 16
Total Minus: -15
Total Interesting: 13
This solution aims to restore the shop’s personal touch and community connection. By hosting events and offering unique in-store experiences, Green Haven can differentiate itself from online competitors (Porter, 2008). However, this approach may not fully address the shift toward online shopping. While it can improve engagement, its long-term impact is limited compared to digital expansion.
Justification for Selected Solution 
Solution A is the most appropriate option as it achieves a higher overall positive score (18) and lower negative impact (-10) compared to Solution B. The weighting given to each factor prioritises market reach, revenue growth, and long-term sustainability, as these are critical to addressing the decline in sales. For example, increasing online sales and accessibility were assigned the highest score (+5) due to their direct impact on profitability. In contrast, the main disadvantages, such as initial cost, were given slightly lower weightings as they are short-term and manageable. Therefore, Solution A is the most effective and sustainable approach.







Risk Analysis of the Selected Solution 
	What is the risk
	Likelihood of the risk
	What is the impact of the risk
	What to do to reduce the risk

	Low online visibility and weak digital marketing
	Medium
	Slow adoption of the new website and online services, leading to low sales growth
	Invest in social media marketing, run targeted ads, and regularly update content

	Customer resistance to new online services (e.g. subscriptions)
	Medium
	Reduced expected recurring revenue and low customer engagement
	Offer discounts, flexible plans, and loyalty rewards to encourage adoption

	Increased workload for staff due to online orders
	Medium
	Delays in order preparation and delivery, affecting customer satisfaction
	Hire part-time staff during busy periods and improve scheduling

	Technical issues with the new website
	Low–Medium
	Poor user experience may discourage customers from using the platform
	Use professional developers and conduct regular testing and maintenance


The main risks associated with the selected solution relate to digital adoption, operational capacity, and technical performance. A medium likelihood was assigned to most risks as the business is new to online operations. The criteria used include likelihood and impact on sales, customer satisfaction, and operational efficiency, as these directly affect business performance. 
For example, low online visibility could significantly limit the success of the new platform, while increased workload may affect service quality. To minimise these risks, strategies such as digital marketing, staff support, and professional website management have been proposed. These actions ensure that risks are controlled and manageable.


Plan to Implement the Selected Solution 
The implementation will be carried out in stages to ensure efficiency and minimise disruption. First, a professional web developer will redesign the website to improve usability, mobile compatibility, and secure payment systems (Laudon and Traver, 2021).
Next, delivery services will be expanded through partnerships with local couriers, while subscription options are introduced to encourage repeat purchases. Once the website is ready, a targeted social media marketing campaign will be launched to attract customers.
Staff will also receive training to manage online orders and customer service effectively, with ongoing monitoring to identify improvements (Slack et al., 2022). Overall, this phased approach ensures a structured implementation, reduces risks, and supports long-term success.


Means of Measuring Effectiveness 
The effectiveness of the selected solution will be measured using Key Performance Indicators (KPIs) and a SMART objective aligned with business goals. The main KPIs include online sales growth, website traffic and conversion rates, customer satisfaction, and repeat customer rate. These indicators are suitable as they measure both financial performance and customer engagement, which are essential for evaluating digital strategies (Chaffey and Ellis-Chadwick, 2019).
The SMART objective is to increase online sales by 20% within six months. This is specific, measurable through sales data, achievable based on market trends, relevant to declining in-store sales, and time-bound within a realistic period.
Data will be collected through website analytics, sales records, customer questionnaires, and online reviews. Overall, these measures provide a clear and structured way to assess the success of the solution.




Key Findings
The analysis of Green Haven Florists highlights several key findings. Firstly, the business is experiencing a significant declining in- store sales due to changing consumer behavior, as more customers prefer online shopping. Secondly, its weak digital presence, including an outdated website and limited online marketing, activity major factor contributing to reduced competitiveness market (Chaffey and Ellis-Chadwick, 2019).	
Thirdly, rising operational costs and increased competition from both boutique florist and national chains have placed additional pressure on profitable, highlighting the need for strategic change. Fourthly, while improving in-store experiences could enhance customers loyalty, it is insufficient to address the broader shift toward e-commerce, making it a less effective long-term solution (Porter,2008).
Finally, the most important finding is that digital transformation offers the strongest opportunity for business growth. Enhancing the online platform expanding delivery services and improving digital marketing are essential steps to increase sales and insuring long-term sustainability. Overall, the findings show that adapting to technological and market changes is critical for the survival and success of Green Haven Florists.




SMART GOALS                  DETAILS

	        S
	      M
	      A
	          R
	         T

	  SPECIFIC
	MEASURABLE
	 ACHIEVABLE 
	RELEVANT
	TIME-BASED

	Increase wedding floral booking by 20/% in the next 12 months by targeting local bridal shows and online advertisement 
	Track number of wedding bookings monthly.
Success is an average of 2 additional booking-per month.
	Expand marketing budget by 10/% and train staff on wedding consultations to handle increased demands.
	Aligns with business goal to grow high- revenue service lines and establish Green Haven Florist as a premier wedding florist.
	Achieve 20/% increased by end of 12-months period, with quarterly reviews.







Conclusion
This report identified that Green Haven Florists is facing declining in-store sales due to changing consumer behavior, increased competition, and rising operational costs. Two solutions were evaluated: improving digital presence and strengthening in-store experience.
Using PMI analysis, improving the digital platform was identified as the most effective solution. This is because it directly addresses the shift toward online shopping and expands market reach (Laudon and Traver, 2021). Although risks such as cost and limited expertise exist, these can be managed through careful planning and external support.
The implementation plan provides a structured and phased approach, ensuring smooth execution. Additionally, KPIs and SMART objectives allow performance to be measured effectively and improvements tracked over time.
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