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[bookmark: _Toc224566793]Case Overview
In Norwich, UK, there is a small, family-run flower shop called Green Haven Florists. It was founded in 2016 by Liam and Priya Patel. They are renowned for their eco-friendly packaging, personalised flower arrangements, and strong ties to the neighbourhood. The store caters to weddings, businesses, and walk-in clients. However, the store's sales have decreased by 30% during the past year. Because more individuals are buying online and surrounding stores have closed, less people visit the high street. Inflation and supply issues led to an increase in flower prices. The website is outdated and difficult to navigate. It is more difficult because of new local rivals. Online sales increased somewhat but not much (Flora Market, 2025).
[bookmark: _Toc224566794]Proposed Solutions
Solution 1: Update the website and add online shop features.
Green Haven can update their website to make it more user-friendly on mobile devices. Include easy purchasing, payment options, delivery tracking, and crisp floral images. Incorporate a weekly or monthly floral subscription service. When folks are looking for "Norwich eco flowers," make use of search engine tools. This combats online competitors and resolves the issue with the previous website. Like the expanding flower delivery sector in the UK, more consumers will place easy online orders. Local clicks can increase online purchases by 20–30% and result in some shop visits. 
Solution 2: Start in-store workshops and events.
Provide entertaining lessons for eight to ten people each time, such as "make your own bouquet" or seasonal flower crafts. On the weekends, host them with tea and eco-friendly products. Charge between £25 and £35 each person, and advertise to locals via emails and Instagram. Join forces with local cafes. This draws customers back to the store, boosts foot traffic, and results in satisfied clients who recommend it to others. Unlike low-cost internet vendors, it makes use of their strengths in customer service and environmental awareness. By encouraging customers to purchase additional flowers, workshops can increase store sales.



[bookmark: _Toc224566795]Grid Analysis
We use Grid Analysis to compare the solutions. Each factor gets a weight from 1-10 (10 is most important).
	Factor
	Weight
	Website Score
	Workshops Score

	Cost
	9
	6
	8

	Ease to start
	8
	5
	9

	Sales boost
	10
	8
	7

	Risk
	9
	6
	8

	Fits Shop Values
	7
	8
	10

	Total Score
	
	290
	370



[bookmark: _Toc224566796]Results and Selection
Workshops receive a higher score of 370 (e.g., cost 9×8=72; total from all weighted scores) than websites, which receive a score of 290 (e.g., easy 8×5=40). They are more affordable, make it simpler to begin using store space, and precisely align with Green Haven's eco and community principles. A website requires funding and technical expertise, and there are greater risks, such as subpar outcomes. Workshops use enjoyable activities to boost foot traffic in stores. Workshops are our go-to option for rapidly increasing sales.
[bookmark: _Toc224566797]Risk Analysis of Workshops
	What could cause a risk?
	What is the likelihood of the risk occurring? (1-5)
	What is the impact of this risk? (1-5)
	Risk Factor = Likelihood x Impact

	Low turnout to workshops due to weak email/social media marketing
	3
	4
	12

	Staff overload if Liam and Priya spend too much time running workshops
	2
	3
	6

	Extra costs from rising prices of flowers and advertising going over the planned budget
	3
	3
	9




The Risk Analysis Table shows three main risks for workshops: low turnout, staff overload, and extra costs. I rated likelihood and impact from 1 to 5, giving both equal weight since they both matter for success. Low turnout is the biggest risk, but early-bird discounts fix it. Staff overload is low risk – limit groups to 8 people. Extra costs are easy to control with a tight budget. All risks are low to medium, so workshops are safe and reliable for Green Haven (Project Management Institute, 2017).
Risk Analysis Results and Justifications
Most risks are low to medium and manageable. Because workshops use existing store space and inventory, the overall impact is minimal—start-up costs for materials and advertisements were only £400–800. Because Norwich residents enjoy community activities, a strong promotion lowers the likelihood of attendance. Indoor choices are a weather fix. Employees divide up the work (Liam sells, Priya teaches). Because of this, workshops are quite possible. With 20% additional store visits from satisfied groups, they may quickly recover a 30% decline in sales. Easy to test and adjust as necessary.
[bookmark: _Toc224566798]Implementation Plan
	What
	When 
	Who
	Done

	Plan four workshop themes, ask 20 regular customers for ideas,
	Weeks 1–2
	Liam and Priya
	

	Promote workshops via website, Instagram, customer emails, Facebook ads, and partner cafés
	Weeks 3–4
	Priya
	

	Run two pilot workshops collect feedback forms, monitor in‑store sales during pilot
	Week 5
	Liam and Priya
	

	Scale up to weekly sessions, add loyalty offer and train one part‑time assistant
	Months 2–3
	Liam and Priya
	

	Review attendance and sales, adjust themes
	Month 4
	Liam and Priya
	



The Implementation Plan table follows a clear sequence: planning themes based on customer feedback, then promoting to build interest, running a pilot to test, scaling up successful workshops, and finally reviewing results. This order ensures popular ideas are chosen first and adjustments are made quickly from feedback. Scheduling on weekends targets busy locals, while assigning Priya to creative tasks and Liam to sales matches their strengths. The low-cost approach uses existing shop space, reducing risks and delivering fast sales growth (Watkinson, 2018).
[bookmark: _Toc224566799]Justification for the Implementation Plan
In order to cut down on waste and guesswork, the strategy first plans to select popular themes based on client feedback. Because you need to set prices and materials before promoting, this comes first. In weeks three and four, there is promotion to create excitement and fill positions. By using weekends, more locals may participate when they have spare time. Emails and social media are directed at Norwich residents who like events, which aligns with the store's focus on the community.
Pilots test safely, but the launch window is short (one month) for rapid results on the 30% sales decline. Plan, promote, run, and review in a logical order so that feedback quickly shapes improvements. Skills and responsibilities match. Liam handles money and sales (business side), while Priya manages creative instruction (her strength in arrangements). Shop space and stock are used to keep the budget low (£400–600), and no significant hiring have been made yet.
This methodical approach reduces hazards such as low attendance. Loyalty programs encourage return visits. Seasonal adjustments keep it interesting. All things considered, it quickly and easily converts the store's eco-personal touch into sales.
[bookmark: _Toc224566800]Justifications for the KPI and SMART objectives
	Specific
	Measurable
	Attainable
	Relevant
	Time‑Bound

	Increase Green Haven’s monthly in‑store sales by 25% through weekly workshops and upselling
	Track weekly and monthly in‑store revenue using the till/app and record workshop attendance
	Ten students per session at about £30 each plus extra flower purchases can add about £1,200 per month, based on current sales levels
	Reverses the 30% sales drop, uses Green Haven’s eco and community strengths to drive local foot traffic
	Achieve the 25% increase within six months of launching workshops


The table defines the KPI as growth in in-store sales revenue from workshops, which directly measures overall success. The SMART objective targets a 25% increase that is specific to workshops, measurable through till records, attainable via fees and extras, relevant to reversing the sales drop, and time-bound within six months using current sales as baseline. This structure suits small shops like Green Haven and allows weekly adjustments, such as extra ads if needed, to ensure workshops deliver results (Parmenter, 2015).
[bookmark: _Toc224566801]Monitoring and Evaluation
Check your progress on a weekly and monthly basis using the KPI and SMART targets. In a straightforward spreadsheet, record attendance at each session, event sales, and overall shop revenue. Compare to the baseline: if sales increase by 10% in the first month, keep going; if they fall by 5%, add additional advertisements or switch themes.
Trends can be identified with the aid of monthly evaluations. Track the average amount spent each guest, for instance (aim for £40+ plus extras like vases). To gauge satisfaction, use feedback forms (target for an 80% pleased rate). Promotions and prices should be promptly adjusted if goals are not met, such as low turnout.
Calculate the entire KPI on a quarterly basis. The calculation for percent increase is (new sales - old sales) / old sales x 100. Achieving 25% by the sixth month is a sign of success. This data demonstrates if workshops are effective or require modifications, such as seasonal discounts. To choose the next course of action and guarantee a consistent rebound in sales, share reports with Liam and Priya.

[bookmark: _Toc224566802]Key Findings
· Green Haven faces 30% in-store sales drop from low foot traffic, high costs, old website, and new rivals.
· Workshops beat website upgrade in Grid Analysis (370 vs 290 score) due to low cost, easy start, and perfect fit with eco-community values.
· Workshop risks like low turnout or weather are low and easy to fix with local promo and indoor setup.
· Implementation plan rolls out in 1 month: plan, promote, pilot, scale, review. Priya teaches, Liam handles sales.
· KPI is in-store sales growth (target 25% in 6 months). SMART goals track weekly revenue and attendance.
· Monitoring uses spreadsheets and feedback for quick fixes, ensuring sales recovery in Norwich market.
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