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[bookmark: _Toc468477885]This report examines the various sale and profitability challenges at green Haven Florist sales decline by 30% in Green Haven Florist shop in past 12 months. People has been shifted online rather than visiting the in-store, many shops has closed so Liam and Priya Patel struggling to get traffic, 2 new competitors are active on Instagram offering subscription plans and many discounted prices and offering wide delivery coverage. 











[bookmark: _Toc216601592]Introduction
Problem solving involves systematically identifying issues, analysing causes, generating solutions, and selecting the best action to achieve desired outcomes (Johnson, Scholes and Whittington, 2020). Decision making, closely related, means choosing the most suitable option based on criteria like cost, risk and feasibility (Slack, Brandon-Jones and Burgess, 2022). 
This report examines challenges facing Green Haven Florists, an independent Norwich flower shop with declining performance. Using problem-solving methods, it identifies the main business challenge and evaluates two solutions through Plus-Minus-Interesting analysis. The preferred option is justified, followed by risk assessment, an action plan, and effectiveness measures, proposing a practical approach to help Green Haven adapt while maintaining its quality and environmental values.
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[bookmark: _Toc216601593]Brief explanation of the problem
Green Haven Florists has experienced significant performance decline, with shop visits dropping 30% over the past year. The fundamental issue is heavy reliance on physical store traffic when consumer behaviour increasingly favours online shopping. Reduced high street footfall, driven by nearby store closures and changing shopping patterns, has further decreased sales opportunities.
Additionally, operational expenses have risen. Inflation and supply chain disruptions have increased imported flower costs, while Green Haven’s commitment to sustainable packaging and local materials adds financial pressure. Competition has intensified with a digitally focused boutique florist and a national chain offering aggressive pricing and extensive delivery services.
Despite strong reputation for creativity, quality, and ethics, weaknesses like an outdated website, minimal digital marketing, and limited online flexibility prevent effective competition. These combined pressures have reduced revenue and threaten long-term viability.
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[bookmark: _Toc216601594]Solution 1(Online Transformation)
Online transformation (digital transformation) is the use of digital technologies such as e-commerce, online marketing and data analytics to improve business operations and customer experience (Chaffey and Ellis-Chadwick, 2019; Verhoef et al., 2021)
This option involves investing in digital capabilities to expand online presence. This includes developing a user-friendly e-commerce website, introducing flexible delivery options, and launching subscription flower services. Enhanced social media and email marketing would support this strategy

[bookmark: _Toc1814435402][bookmark: _Toc216601595]Solution 2 ( Strengthen community ties)
In-store sales promotion refers to short-term marketing activities within a physical retail store designed to increase footfall and stimulate immediate customer purchases (Kotler et al., 2021).
This option emphasizes strengthening Green Haven's community role and ethical identity. This includes hosting in-store workshops, partnering with local organizations, and promoting exclusive eco-friendly products to increase foot traffic and customer loyalty.









Evaluation of solutions
Evaluation is the systematic comparison of alternative solutions to determine their strengths, weaknesses and suitability in addressing a specific business problem. It supports objective and justified decision making (Kotler et al., 2021)
[bookmark: _Toc1529659286]PMI is a qualitative evaluation tool developed by de Bono that assesses an option by identifying its positive aspects (Plus), negative aspects (Minus) and uncertain or noteworthy factors (Interesting). It encourages balanced and structured thinking (De Bono, 2000).
[bookmark: _Toc216601596]Evaluation of solution 1

PMI Analysis
	
Plus
	
Minus
	
Interesting


	More customer attraction

(+10)

	Cost

(-8)
	Increase sales

(+8)

	Awareness to people about business

(+8)
	Time consuming

(-6)
	Increase brand value

(+5)

	More advertising

(+5)
	High competition

(-7)
	Increase foot fall

(+6)

	Clarity about products

(+8)
	Risk of negative impact

(-5)
	Good community impact

(+4)


                  (+31)                                     (-26)                                     (+23)
Total  (+31-26+23 =+28)
Total PMI score (+28) indicates positive outcome. Even though there is cost and risk involved but benefits are much more. With proper planning and budgeting and strategic implementation plan it can increase sales. 
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	PMI Analysis
	
Plus
	
Minus
	
Interesting

	
Increase average spends
(+5)

	
Discounts reduce profit margin
(-7)

	
Great for upselling or cross selling

(+3)

	Make it aware with customer demand
(+4)
	Require continuous cleaning and maintenance
(-6)
	Brand awareness

(+4)

	Build relationship

(+4)
	Continues supply require

(-4)
	You can explain about flowers
(+3)

	Encourage for new items

(+5)
	Risk of not liking item

(-7)
	Customer can feel the product by touching, smelling and seeing it
(+3)

	Cost will save for packaging and delivery

(+6)
	Require display change frequently
(-4)
	You can suggest according to the events
(+2)


                  (+24)	     (-28)	(+15)

Total (+24-28+15=+11)
[bookmark: _Toc741259686]Conclusion (+11) indicates a moderately positive outcome.
[bookmark: _Toc216601598]Appropriate solution
 Solution One is the better option. While Solution Two improves local connections, it does not fix the main problem of fewer shop visitors and stronger online competitors. Going digital directly solves falling sales by making shopping easier, reaching more customers, and staying competitive. Although it costs more at the start, it can grow bigger and matches where the market is heading.

1. Fixes the Main Problem
Sales are dropping because people shop online now. Going digital tackles this directly, while community activities only help the declining shop visits.
2. Long-Term Relevance
Having a strong online presence helps Green Haven stay competitive.
3. Enables Scalable Income
Subscriptions and online delivery make regular money that does not depend on local shoppers.
4. Matches Competition
Competitors win by using good digital marketing. Green Haven needs to reach this level.
5. Enhances Customer Satisfaction
Modern website and easy delivery meet what customers want, improving satisfaction and loyalty.



[bookmark: _Toc894474439][bookmark: _Toc216601599]Risk Analysis
Risk analysis is the process of identifying and assessing potential risks based on their likelihood and impact on the success of a decision. It helps organisations reduce uncertainty and plan mitigation strategies (Hillson and Murray-Webster, 2017)
A risk assessment identifies potential challenges and mitigation strategies.

	Risk
	Impact
	Likelihood
	Mitigation Strategy

	High upfront costs
	Medium
	Medium
	Seek grants/loans

	Technical challenges
	Medium
	High
	Outsource website design; provide training.

	Low digital marketing ROI initially
	Medium
	Medium
	Test ads with small budgets; refine targeting

	Operational strain due to increased deliveries
	High
	Medium
	Partner with local couriers; optimise delivery zones

	Loss of brand identity
	Low
	Low
	Maintain sustainability messaging quickly online.


The risk criteria are explained and defended by assessing impact and likelihood based on realistic business conditions. Impact measures how seriously the risk could affect finances, operations, or brand reputation, while likelihood reflects how probable the risk is to occur during implementation. High upfront costs are rated medium impact and likelihood because they can be managed through phased investment. Technical challenges have a high likelihood due to limited in-house expertise but only medium impact if outsourced. Digital marketing ROI is uncertain initially, making both impact and likelihood medium. Operational strain from deliveries is high impact because it affects service quality. Loss of brand identity is low risk due to strong sustainability messaging already in place.
[bookmark: _Toc1656317685][bookmark: _Toc216601600]Implementation Plan
Plan implementation refers to translating a chosen solution into action through defined tasks, timelines, and responsibilities. Effective implementation ensures strategic decisions are successfully executed (Johnson, Scholes and Whittington, 2020)
	Action
	Description
	Time Frame
	Staff Responsible

	Planning & audit
	Website review, customer survey, set KPIs
	Month 1
	Owner

	Hire developer
	Appoint external web developer
	Month 1
	Owner

	Website redesign
	Mobile-friendly site, payments, subscriptions
	Months 2–3
	Web Developer

	Marketing launch
	Social media, ads, SEO, email marketing
	Months 3–4
	Marketing Manager

	Operations setup
	Staff training and delivery arrangements
	Month 4
	Operations Manager

	Website launch
	Public launch and promotions
	Month 5
	Owner / Marketing Manager

	Review & improve
	Monitor KPIs and adjust strategy
	Month 6 onwards
	Owner



The plan follows 6 steps over six months.
Month 1: review website and hire developer. 
Months 2-3: build new website. 
Months 3-4: start marketing. 
Month 4: train staff and arrange deliveries. 
Month 5: launch website publicly. 
Month 6 onwards: check performance and improve continuously.
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	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Online Sales
	Monthly online orders, Average order value Subscription sign-ups
	Owner/ manager
	Sales system records, Sales data analysis, Subscription dashboard
	25% increase in 6 months
£35+ per order50+ active subscribers

	Website Performance
	Website traffic, Conversion rate, Bounce rate
	Marketing manager/ web developer
	Google Analytics, Visitors who buy, Analytics tracking
	1,000+ monthly visitors, 2-3% conversion, Below 50%

	Customer Engagement
	Social media followers, Engagement rate, Email performance
	Marketing manager
	Platform insights, Likes, comments, shares, Email marketing tool
	500+ new followers, 5%+ engagement, 25%+ open rate

	Delivery Performance
	On-time delivery rate, Customer satisfaction
	Operational manager
	Delivery tracking system, Feedback forms/surveys
	95%+ on time, 4+ stars average

	Financial Indicators
	Revenue growth, Marketing ROI, Cost savings
	Owner/ Marketing manager
	Monthly financial reports, Cost vs revenue generated, Operational efficiency gains
	25% increase, £3 return per £1 spent, 10% reduction
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Justification of KPIs and SMART Objectives
The selected KPIs directly measure digital transformation success. Online sales revenue is the primary indicator because increased revenue is the core business goal. This addresses the 30% sales decline problem directly. Website conversion rate measures how effectively the new site turns visitors into buyers, indicating whether the investment is working.
Active subscriptions track recurring revenue streams, essential for long-term sustainability independent of foot traffic. Customer satisfaction ensures quality is maintained during growth, protecting Green Haven's reputation. Social media engagement measures brand visibility and community connection in digital spaces.
Each objective follows SMART criteria. They are Specific (stating exactly what to achieve), Measurable (using clear numbers), Attainable (based on industry benchmarks), Relevant (solving the core problem), and Time-bound (with clear deadlines). For example, "25% sales increase in 6 months" is realistic for new e-commerce launches and directly tackles declining revenue. The 2.5% conversion rate matches florist industry standards, making it achievable yet meaningful. These objectives provide clear targets that guide implementation and allow progress tracking.







[bookmark: _Toc216601602]Conclusion
Green Haven Florists is facing a serious challenge driven by declining footfall, rising costs, and increased competition from online retailers. After analysing the situation and evaluating two strategic alternatives, digital transformation emerges as the most effective solution for the business. It addresses the key drivers of decline, aligns with customer expectations, and builds a scalable model for future growth. Supported by a structured implementation plan and clear performance indicators, this strategy offers Green Haven a viable path to long-term sustainability.
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