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OVERVEIW 
Green Haven Florists is a small, independent flower shop based in Norwich, UK, founded in 2016 by partners Liam and Priya Patel. The business specialises in bespoke floral arrangements and has built a strong reputation for its personalised service, eco-friendly packaging, and commitment to sustainability.
The florist serves a broad customer base, including walk-in customers, corporate clients, and wedding and event customers. Its focus on ethical practices and community engagement has helped distinguish Green Haven from larger, more commercial competitors.
Despite early success, the business has faced a downturn over the past year. Rising operational costs and increased competition from online flower delivery services have led to reduced foot traffic and declining revenue. As a result, Green Haven Florists is now under pressure to adapt its business model to remain competitive and financially sustainable in a rapidly changing retail environment.

PROPOSED SOLUTIONS

Green Haven Florists can improve sales through two main strategies. First, developing an e-commerce platform with local delivery would expand market reach, attract new customers, and offset declining foot traffic, as online retail is essential for small business competitiveness (Proctor, 2023). 
Second, enhancing the in-store experience through workshops, loyalty programs, and improved merchandising would strengthen customer relationships and encourage repeat visits. Community engagement provides independent retailers with a competitive advantage that online-only businesses cannot easily replicate (Bira, 2026). Together, these approaches create a balanced strategy, combining short-term revenue growth through online expansion with long-term brand loyalty and sustainable customer engagement


3B: EVALUATION AND RESULTS AND JUSTIFICATION
Comparing both PMI analyses, the online expansion option achieves a higher net score, indicating stronger potential for growth despite higher initial and ongoing costs. Its Plus factors, such as reaching a wider market and competing online, are weighted more heavily due to their direct impact on revenue and scalability. In contrast, the community-focused strategy produces a lower net score, reflecting more balanced benefits and drawbacks. While it strengthens brand identity and customer loyalty, its impact is more gradual and locally limited. Overall, the weighting highlights online expansion as the more impactful short-term strategy, while community initiatives offer valuable long-term support and brand development.

4B: RISK ANALYSIS RESULTSAND JUSTIFICATION
In this risk analysis, each risk was evaluated using likelihood (probability of occurrence) and impact (severity), both scored on a scale of 1–5. This approach is supported by risk assessment models such as Failure Mode and Effects Analysis, which evaluate risks based on occurrence, severity, and detection to calculate overall risk priority (Stamatis, 2003). This allows for clear and structured risk evaluation through numerical scoring.
Higher scores, such as the e-commerce development cost (25), reflect both high probability and significant financial impact, justifying immediate attention. Lower scores, such as customer resistance (2), indicate minimal threat. Using a scoring system ensures that risks are prioritised effectively, enabling businesses to focus on the most critical issues first (Slack and Brandon-Jones, 2019)







5B: JUSTIFICATIONS FOR THE IMPLIMENTATION PLAN

The order of tasks prioritises early customer engagement while allowing time for complex developments. Loyalty programmes and workshops are implemented first, as they are quick to introduce and immediately strengthen customer relationships.
The e-commerce platform is scheduled later due to technicality, ensuring careful development and testing. This aligns with industry trends, where businesses are increasingly adopting technology to meet changing consumer expectations and improve efficiency (Grand View Research, 2025).
Responsibilities are allocated based on expertise, ensuring efficiency and accountability while balancing short-term improvements with long-term growth.


6B: JUSTIFICATIONS FOR THE KPI &SMART OBJECTIVES

The principal KPI, “Increase revenue in-store and online,” captures the primary goal of the combined strategy, integrating both digital and physical channels. Each SMART objective supports this KPI by targeting measurable, actionable outcomes: online sales, loyalty engagement, workshop participation, and customer satisfaction. They are specific, measurable, attainable, relevant, and time-bound, ensuring that progress can be tracked, risks managed, and improvements made. This approach provides a structured, accountable roadmap to achieve both short-term results and long-term growth, while balancing operational capacity and strategic priorities.






KEY FINDINGS
· E-commerce platform offers greatest short-term impact
Online expansion aligns with growing digital consumer behaviour and increases market reach (Grand View Research, 2025). 
· In-store initiatives strengthen brand and loyalty
Workshops and loyalty programmes build long-term relationships and community engagement (Bira, 2026). 
· KPI aligns strategy with measurable outcomes
Clear objectives ensure all activities contribute to revenue growth. 
· High-priority risks require mitigation
Financial and technical risks are managed through structured risk analysis methods (Stamatis, 2003). 
· Integrated strategy balances short- and long-term goals
Combines immediate revenue generation with sustainable brand development.
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APPENDICIES

APPENDIX 1: Task 3a
E-commerce platform
	PLUS
	MINUS
	INTERESTING

	Expand customer base beyond Norwich walk-in customers
+5
	High initial cost for a small independent business
                               --3
	Potential to scale nationally
                                                +5

	Compete directly with online flower delivery competitors
                                                       +5
	Ongoing costs i.e. maintenance, delivery operations

       -3
	Could introduce weekly subscription service


                         +3

	Allows busy customers to continue supporting them

           +5           15	
	May reduce the brands “personal touch”                      

	       	-3             -9
	Customer data could be used for targeted marketing
                    +3             11


(Adapted from: Proctor, T (2019) Creative Problem Solving for Managers 5th Ed. Routledge. Page 260)
Net PMI Score = Plus – Minus = 15 – 9 = +6






In-store experience enhancements
	PLUS
	MINUS
	INTERESTING

	Builds on strengthening community engagement
    +3
	Requires consistent management and possibly more staff

            -2
	Strengthens community engagement and brand identity 

                    +3

	Enhance experience in alignment with the brand
      +3
	Limited to local customers


-3
	Potential partnership with local businesses or events

             +2

	Loyalty programs encourage repeat purchases
    +4           10
	Impact on revenue may be slower compared to online

                     -4                  -9
	Workshops could attract free social media attention and promotion
             +3                    8


(Adapted from: Proctor, T (2019) Creative Problem Solving for Managers 5th Ed. Routledge. Page 260)
Net Score = Plus – Minus = 10 – 9 = +1










APPENDIX 2: Task 4a
	What could cause a Risk
	What is the likelihood of the risk occurring? 
(1 – 5)
	What is the impact of the risk (1-5)
	Risk factor
(Likelihood x impact)
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	High cost of developing e-commerce
	
5
	
5
	
25
	Implement in phases, start simple, seek business grants
	Reduce features temporarily, spread costs over time, or seek additional funding/loans to maintain cash flow

	Technical issues / website downtime
	
5
	
3
	
15
	Use reliable platform and maintain IT support
	Switch to backup systems, inform customers, offer discounts/apologies to maintain trust

	Delivery delays or mistakes
	
3
	
5
	
15
	Partner with trusted local courier, track deliveries, efficient communication 
	Offer refunds or replacements, communicate updates to customers, review and improve delivery processes

	Staff unable to manage workshops
	
3
	
3
	
9
	Train staff/ hire staff if necessary
	Cancel or reschedule sessions, or reduce workshop frequency

	Customer resistance to loyalty programs
	
1
	
2
	
2
	Promote benefits
	Adjust the program to be more appealing, gather customer feedback, offer stronger incentives or promotions


APPENDIX 3: Task 5a
	Task
	What
	When
	Who
	Done

	Design and introduce a loyalty program

	Create rewards scheme for repeat customers, set rules & benefits
	
Week 1-2
	
Staff
	

	Develop appropriate e-commerce platform

	Build website with product pages, payment system, and delivery options
	
Week 4-10
	
Manager & web tec
	

	Test the website and operational processes

	remote loyalty program and workshops via social media & posters
	Week 3-5 Track sales, loyalty sign-ups, workshop attendance, online orders
	
	

	Organise in-store workshops and promotional events

	Plan workshop topics, dates, and resources
	
Week 1-3
	
Manager
	

	Monitor performance and gather customer feedback

	Track sales, loyalty sign-ups, workshop attendance, online orders
	
Week 12- onwards
	
Mager and staff
	


Adapted from: Institute of Leadership & Management (2013, page 102)
	

APPENDIX 4:Task 6a
Key Performance Indicator: Increase revenue in-store and online
	SPECIFIC
	MEASURABLE
	ATTAINABLE
	RELEVANT
	TIME BOUND

	Increase online orders through the new e-commerce website
	Number of online orders per week
	Based on gradual customer adoption and marketing
	Supports revenue growth and online expansion
	Within 3 months of website launch

	Increase customer retention through loyalty programme
	Number of sign-ups and repeat purchases
	Achievable with promotion and incentives
	Builds long-term customer relationships
	Within 2 months of launch

	Increase customer engagement through in-store workshops
	Number of attendees per session
	Based on local demand and promotion
	Strengthens community engagement and brand identity
	Within first 6 weeks of workshops

	Improve overall customer satisfaction
	Customer feedback ratings and reviews
	Achievable through improved service and experience
	Ensures long-term success and loyalty
	Measured monthly after implemented



(Adapted from: https://thinkmarketingmagazine.com/how-to-create-smart-goals/)










	
	
	



	
	
	



