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Introduction 

Green Haven Florists, established in 2016, located in the heart of Norwich, is a boutique floral studio at a critical strategic crossroads in 2026. Renowned for its bespoke, eco-conscious designs, the business—led by Liam and Priya Patel—currently faces a "double-squeeze": a 15% decline in high-street sales coupled with a 10% rise in operational costs.
To navigate this shift from traditional retail to a modern, experience-led brand, this report utilizes PMI, KPI, and SMART tools. By prioritizing a digital-first e-commerce overhaul and sustainable workshops, Green Haven aims to recover lost revenue, eliminate inventory waste, and solidify its niche in the local green economy.

[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem

The specific business problem is that Green Haven is traditional brick and mortar business in a digital first economy.
Liam and Priya Patel are currently caught in a cycle of High Operational Friction such as,
1.They are paying for a high street location they aren’t fully utilizing.
2.They have a website that isn’t converting.
3.They have high quality, sustainable products but lack of the marketing reach to find the eco-conscious audience willing to pay a premium.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions

Based on the 2026 strategic review for green haven florists, Liam and Priya Patel evaluated two distinct paths to reverse the 15% decline and manage the 10% cost increase. While both align with the brand’s eco-friendly mission, they offer different levels of scalability and risk.
Solution A
E-commerce Revamp & Digital Marketing Strategy
This is the preferred solution due to its high feasibility and potential for rapid revenue growth. And the concept was to transform the website from a static catalog into a high conversion, mobile-first storefront. Also, it directly addresses the MINUS of declining high street foot traffic by meeting customers where they are (online).

PMI Analysis for solution A
	              Plus (+)
	              Minus (-)
	          Interesting (?)

	Strong reputation for   eco-friendly and     handcrafted designs.
	15% decline in in-store sales due to reduced high street foot traffic.
	Rising interest in sustainable floral workshops for local residents.

	High-margin wedding and corporate event inquiries are increasing.
	10% increase in supply costs for fresh flowers and biodegradable packaging.
	Opportunity to implement a subscription model for local offices.

	Loyal local customer base with strong community ties.
	Outdated website with poor UX, leading to high cart abandonment.
	Shift in 2026 trends toward "architectural" and "bohemian" fringe-style floral textures.



Solution B
Hyper local Specialization & Experiential Workshops
This solution was considered a strong secondary strategy to support or boosts brand equity, it is labor-intensive. Its success depends on the physical presence of Liam or Priya, making it harder to scale compared to an automated website. 

PMI Analysis for solution B

	Plus (+)
	Minus (-)
	Interesting (?)

	High Profit Margin: Workshops generate revenue primarily from expertise and time, rather than just material costs.
	Labor Intensity: These events require significant prep time and onsite staff, limiting your ability to scale quickly.
	Brand "Moat": Creates a unique community identity that major online chains (who only sell products) cannot replicate.

	Waste Reduction: Ordering specifically for workshop headcounts allows for "Just-in-Time" procurement, drastically lowering your 12% waste rate.
	Capacity Limits: Revenue is capped by the physical size of your shop or event space.
	Collaborative Potential: Opens doors to partnering with local Norfolk farms, which serves as a powerful marketing story for your brand.

	Customer Retention: Participants who learn a skill are more likely to become long-term, loyal customers who value your brand’s "Eco-Expert" status.
	Revenue Volatility: Workshop attendance can be seasonal or sensitive to local economic dips, unlike evergreen online product sales.
	Data Mining: Workshops provide a direct, in-person feedback loop to learn exactly what styles and floral trends your customers want.



Justification for Selected Solution
To resolve the urgent "Double-Squeeze" of declining high-street sales and rising operational costs, 
Solution A (E-commerce Revamp & Digital Transformation) is the most appropriate and necessary solution to prioritize.
While Solution B (Workshops) is excellent for brand building, Solution A is the foundational requirement for long-term survival






Summary Comparison

	Feature
	Solution A (Digital)
	Solution B (Workshops)

	Primary Benefit
	Scalability & Efficiency
	Loyalty & Brand Equity

	Primary Problem Solved
	Declining Reach & High Waste
	Brand Commodity Risk

	Strategic Priority
	Essential (Must do now)
	Enhancement (Do later



[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution

Green Haven Florists, the selected is Solution A; 
E-commerce Revamp & Digital marketing Strategy because is the primary driver for revitalization in 2026.
However, moving from a traditional high street model to a digital first operation introduces specific risks that must be managed to protect Liam & Priya’s investment.
Plan to Implement the Selected Solution
[bookmark: _Hlk205981406]The implementation of Solution A (E-commerce & Digital Transformation) must be executed with a "Stability-First" approach. Because the business is currently facing a 15% revenue decline and a 10% cost increase, we cannot afford a long, expensive "dark period.
The implementation is structured into three distinct phases: Foundation, Activation, and Optimization.
	Phase
	Timeline
	Task
	Primary Responsibility

	  Foundation
	Months 1–2
	Inventory Audit & Local Supplier Contracts
	Priya (Ops Manager)

	
	Months 1–3
	Platform Selection & UX/UI Design
	Outsourced Web Dev

	  Activation
	Months 3–4
	Product Photography & Catalog Upload
	Liam (Lead Designer)

	
	Month 5
	Beta Launch & Staff Training
	Full Team

	     Optimization
	Months 6–9
	SEO & Local PPC Ad Campaign Launch
	Outsourced Marketing

	
	Month 9+
	Subscription Engine Integration
	Priya & Web Dev


. 

Justification of Responsibilities
Priya (Operational & Financial Oversight): Priya is assigned the supplier negotiations and subscription management. Since she manages the 10% cost rise, she is best positioned to ensure that the new digital model remains lean and profit- focused.
Liam (Creative & Brand Standards): Liam’s responsibility is the "Visual Catalog." As the brand's creative heart, he ensures the "Eco-Friendly" USP is consistently communicated through every digital image and product description, preventing brand dilution.
Outsourced Specialists (Technical Execution): We delegate the web build and SEO to experts.
Means of Measuring Effectiveness of Implementation of Selected Solution
 Based on the KPI and SMART Objective table you have provided:
	Business Problem
	Proposed KPI
	Strategic Goal

	15% Sales Decline
	Conversion Rate & AOV
	Maximize the value of every digital interaction.

	10% Cost Increase
	Floral Waste %
	Offset rising supply costs by eliminating operational waste.

	Intense Competition
	Repeat Customer Rate
	Build a "moat" around the brand through loyalty and niche focus.



SMART objectives for Green Haven Florist serve as the tactical bridge between a general "wish list" and actual business results. By 2026, Liam and Priya cannot afford vague goals; they need a roadmap that directly addresses the 15% revenue gap and 10% cost surge.
SMART Objectives 
To turn the "Minuses" into "Pluses," Green Haven should execute these specific goals:

Digital Transformation
Goal: Revamp the e-commerce platform and launch a targeted digital marketing strategy.
S: Redesign the website to include a mobile-first checkout and SEO-optimized blog.
M: Aim for a 30% increase in organic search traffic.
A: Outsource to a specialist agency using the reserved "Revitalization Budget."
R: Essential to combat the loss of high street foot traffic.
T: Complete launch within 9 months (by end of Q3 2026).
Revenue Diversification
Goal: Launch "The Sustainable Stem" monthly workshop series.
S: Host two in-person floral design workshops per month at the Norwich shop.
M: Secure at least 15 paid attendees per session.
A: Leverage existing staff expertise and local community social media groups.
R: Capitalizes on the "Interesting" trend of experiential retail.
T: First session to begin in June 2026.

Cost Control
Goal: Renegotiate supplier contracts to mitigate the 10% cost increase.
S: Identify and partner with at least two local Norfolk flower farms to reduce transport costs.
M: Reduce the cost of goods sold (COGS) by 5%.
A: Use the "eco-friendly" brand mission to negotiate favorable local partnerships.
R: Directly addresses the "Minus" of rising operational expenses.
T: New contracts to be finalized by December 2026.


Conclusion:

In summary, the path forward for Liam and Priya Patel is clear: they must prioritize digital conversion to secure immediate cash flow while simultaneously fostering customer loyalty through sustainable practices. By meeting the 2026 SMART objectives—specifically the 25% increase in online revenue and the acquisition of a stable subscriber base—Green Haven Florist will not only recover its lost momentum but will emerge as a resilient leader in the local green economy. The time for transition is now; the tools for success are already in place.



Key Findings
Summary Matrix
	Finding
	Strategic Impact
	Tool Source

	Sales Decline
	High Risk to Cash Flow
	KPI (Revenue Trends)

	Weak E-commerce
	Missed Market Share
	PMI (Minus)

	Rising COGS
	Margin Erosion
	KPI (Operational Costs)

	Workshop Interest
	New Revenue Stream
	PMI (Interesting)

	High Waste
	Operational Drain
	KPI (Waste %)
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