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Introduction 
This report focuses on the recent challenges faced by Green Haven Florists, a small independent flower shop in Norwich that has experienced a 30% decline in in-store sales over the past year. It explores the main causes of this decline and presents two alternative solutions based on the issues identified in the fishbone diagram. The solutions are evaluated using the PMI (Plus, Minus, Interesting) tool to compare their strengths and weaknesses. The report also includes an action plan for the chosen solution and explains how progress will be monitored through Key Performance Indicators (KPIs) and SMART objectives. As Verhoef, Kannan and Inman (2015) highlight, understanding customer behaviour is essential for improving retail performance. The aim is to identify a practical strategy for sales recovery.
[bookmark: _Hlk205982484]
Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205979492]Green Haven Florists is a small, independent flower shop in Norwich that has built a strong reputation for its personalised floral arrangements, eco-friendly approach, and close community connections. Despite these strengths, the business has recently experienced a serious decline in performance, with in-store sales falling by 30% over the last year. This drop in revenue is the main problem the business now faces, and it threatens its long-term sustainability.
Several factors have contributed to this decline. First, the shop’s high street location has become less busy due to the closure of nearby businesses, reducing foot traffic and limiting walk-in sales. At the same time, customer behaviour has changed, with more people choosing the convenience and lower prices offered by large online flower retailers. This shift reflects wider trends in retail, where online channels play an increasingly important role (Verhoef, Kannan & Inman, 2015). Rising operational costs, including higher prices for fresh flowers and sustainable packaging, have also placed financial pressure on the business.
Customer feedback highlights further issues: many customers feel that the website is outdated, difficult to use, and does not offer enough delivery options or subscription services. In addition, Green Haven faces strong competition from a new boutique florist with a modern social media presence and from a national chain offering low prices. Together, these factors explain the decline in sales and the need for strategic change.



[bookmark: _Hlk205982497]Two Alternative Solutions
Solution A – Improve Digital Marketing Through Better Use of Social Media 

Solution A recommends strengthening Green Haven's digital marketing through regular posts on Instagram, Facebook, and other social media platforms, using professional photos, seasonal promotions, and paid advertisements. Social media marketing helps small businesses increase visibility and interact directly with customers (Tuten & Solomon, 2020).
PMI Analysis
Plus (P): Low-cost marketing compared with traditional methods; increases visibility and attracts younger customers (Ashley & Tuten, 2015). Improves customer engagement and helps build a strong brand identity.
Minus (M): Requires digital skills that the owners may not have; time-consuming to manage consistently. Results may appear slowly, and mistakes online can affect reputation.
Interesting (I): Opportunities for influencer partnerships; useful analytics to understand customer behaviour. Allows creative campaigns and can reach audiences outside the local area.
Solution B – Online Ordering and Delivery Expansion

Solution B suggests that Green Haven Florists should develop an online ordering system that offers customers flexible delivery options. This includes same-day or next-day delivery, scheduled delivery times, click-and-collect services, and the introduction of flower subscription plans. 
Research shows that modern consumers increasingly expect convenience and quick delivery when shopping online (Verhoef, Kannan & Inman, 2015). By making the ordering process easier and more accessible, the business can attract customers who prefer online shopping rather than visiting the store.
PMI Analysis
Plus: Directly replaces lost foot traffic by creating a new sales channel; increases convenience; helps the business compete with national online retailers (Grewal, Roggeveen & Nordfält, 2020).
Minus: Requires investment in website upgrades and delivery logistics; e-commerce systems can be costly to develop (Laudon & Traver, 2021).
Interesting: Opens opportunities for subscription services and allows the business to reach customers beyond the local high street, supporting long-term digital growth.
This solution helps resolve the 30% decline in sales because it reduces dependence on walk-in customers. As consumer buying behaviour continues to move online (Kaplan & Haenlein, 2019), offering a modern and flexible online service would allow Green Haven to meet customer expectations, improve competitiveness, and generate more consistent revenue.
Justification for Selected Solution

Solution B, introducing an online ordering system with flexible delivery options, is the most appropriate choice because it directly addresses the main business problem: the 30% decline in in-store sales caused by reduced foot traffic. Research shows that customer behaviour has shifted strongly towards online shopping and convenience-based services, making digital channels essential for business survival (Verhoef, Kannan & Inman, 2015). While Solution A improves visibility through social media, it does not fully meet modern expectations for accessibility and ease of purchase.
The weightings favour Solution B because it offers a higher impact on revenue recovery, stronger long-term growth potential, and more measurable outcomes. E-commerce systems also allow retailers to operate beyond their physical limitations, creating new and sustainable sales channels (Laudon & Traver, 2021). Although Solution B requires investment, its ability to replace lost walk-in sales and compete effectively with online retailers makes it the most strategic and beneficial solution for Green Haven Florists.
[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution

Solution B carries several risks that must be considered. The main risks include the financial cost of upgrading the website, possible technical problems during setup, and difficulties managing delivery logistics, especially during busy periods. There is also the risk that customer demand may grow faster than the business can handle, leading to delays or reduced service quality. The criteria used to assess these risks were likelihood, impact on operations, financial cost, and effect on customer satisfaction. These criteria were chosen because they directly influence business performance and the ability to recover from the 30% sales decline. Understanding these risks helps ensure realistic planning and smoother implementation.



Plan to Implement the Selected Solution

The implementation plan for Solution B is organised in a clear order to make sure the online ordering system is introduced smoothly. The first step is to redesign the website. This must come first because the online platform is the foundation of the new service. Without a simple and working website, customers will not be able to place orders. A web developer will be responsible for creating the new layout, adding online payment options, and making the site easy to use.
The second step is to set up flexible delivery options. This comes after the website because deliveries can only work properly once online orders are working. The owners, Liam and Priya, will decide whether to use a local courier company or hire a part-time delivery driver. This decision will depend on cost and the number of expected orders.
The third step is staff training. Staff need to learn how to handle online orders, prepare items on time, and organise deliveries. Training is planned after the delivery system is ready so that staff can practise using real tools and procedures.
The fourth step is to promote the new service. Marketing comes at this stage because it is important to advertise only when the system is fully ready. Social media posts, posters in the shop, and email messages will help inform customers.
This order was chosen to avoid confusion and ensure smooth progress. Each step depends on the successful completion of the previous one, which helps reduce mistakes and keeps the business organised.
Means of Measuring Effectiveness of Implementation of Selected Solution

To measure how effective Solution B is, several Key Performance Indicators (KPIs) were chosen. These KPIs help the business understand if the new online ordering system is working well. The first KPI is the number of online orders. This is important because the main goal is to recover the 30% drop in in-store sales, so an increase in online sales will show if customers are using the new system. 
The second KPI is delivery performance, which includes on-time deliveries and the number of delivery mistakes. This is essential because poor delivery service can damage customer satisfaction. A third KPI is customer feedback, collected through online reviews and short surveys. This helps the business understand whether customers like the new service and what needs improvement.
SMART objectives were chosen because they provide a clear structure for measuring progress. For example, setting a goal such as “Increase online orders by 20% within three months” is Specific, Measurable, and Time-bound. It is also Achievable, as the digital system makes ordering easier, and Relevant, because higher online orders directly support the recovery of sales. 
Another SMART objective, such as “Achieve a 90% on-time delivery rate within two months,” helps the business focus on service quality. By using SMART objectives, Green Haven Florists can track results more clearly and decide if extra changes are needed. These measures ensure that the new solution is monitored effectively and that progress can be evaluated in a simple and organised way.
Conclusion:
Key Findings

This report examined the key challenges faced by Green Haven Florists, focusing on the 30 per cent decline in brick-and-mortar sales and the factors contributing to this problem. The first key finding is that reduced foot traffic on the high street, together with a growing shift towards online shopping, has weakened traditional retail performance. This reflects wider trends in consumer behaviour within the retail sector, as discussed by Verhoef, Kannan and Inman (2015).
The second key finding is that the shop’s outdated website and limited online services prevent the business from competing effectively with larger online retailers that offer more convenience and flexible delivery options. A third important finding is that Green Haven’s weak digital marketing strategy, particularly its limited use of social media, reduces visibility and limits engagement with potential customers. Although improved social media activity could help increase brand awareness, the evaluation of alternative solutions showed that this measure alone would not be strong enough to reverse the decline in sales.
The fourth key finding demonstrates that Solution B, which involves developing an online ordering system with flexible delivery options, is the most effective way to recover lost revenue. The risk analysis and implementation plan confirmed that this solution is practical, achievable and aligned with current customer expectations.
Overall, adopting a modern online service supported by clear KPIs and SMART objectives offers Green Haven Florists the best opportunity to stabilise performance, strengthen competitiveness and achieve sustainable long-term improvement.




The Key Performance Indicator 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Questionnaire
5 or 7 questions about online orders and delivery.

Observation
Observe staff processing online orders.

Reviews
Monitor Google/Social media reviews.


	

How many Qs?
Number of responses and satisfaction score.


Which days?
Days observed and number of erros.

How long? 
Count positive versus negative reviews.
	

Who is going to do it?
Staff can give and collect questionnaires.
 

Is it attainable?
Owners can do observations easily.




	

What type of data?
Measures customer satisfaction and issues.

On what? 
Checks workflow and service quality.

What’s the point? Shows customer satisfaction and public opinion.


	

How long will it take to collect the data?
4 weeks, once a week.


How long will it take to collect the data?
Twice a week for 1 month.
How long will it take to collect the data?
Weekly checks for 12 weeks.
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