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INTRODUCTION 
This report is going to be addressed the challenges that an independent business in Norwich founded in 2016 by Liam and Priya Patel called green haven florists built on the floral arrangements with the ecofriendly packaging. The reputation on bespoke floral arrangement of the ecofriendly packaging, and this business has a strong tie with other business this is a small business once thriving now faces a few challenges that may cause a problem for their future. The business has experienced declining of revenue by 30% in the past12 months and the decrees of foot traffic and the increase of online shopping due to the rising of costs, and the closing down of the business in the nearing streets/ neighbourhood competition, trend this makes the sales fluctuate 
2. BUSINESS PROBLEM
 Digital weakness
1. They have an outdated website with a very poor navigation and limited delivery options not enough options
2. Poor online presence so no ads no online present very confident on word or mouth and doesn’t post often.



Customer behaviour shift 
1. Some long-term customers/new customers moved too online platforms like amazon, TikTok shop or other form of online shops because of the convenience and the lower prices and the deliveries.
2.  The ecofriendly packaging brand identity is very strong but its overshadowed.

Consequence;
1. Risk of the long-term decline if business if not modernized 
2. Brand vulnerability as they do the ecofriendly 
3. Brand vulnerability as they do ecofriendly packaging so profitability erosion and the cash flow stain do to the amount of online buying.

· Impact: rising costs of the imported flowers, eco-friendly packaging and the outdated website they have can’t compare too their competitors. Thery don’t have the intellect of how to manage digital marketing, convenient alternatives.

· Nature: the nature of the problem is the 30% decline of the in-store sales over the past 12 months/ 1 year.
· Extent: the reduced of the foot traffic due too the decline of the people in the street because of the closing down business in that street and the competition from the retailers.


· Consequence: the brand vulnerability and the business closing down do too the negligence of the not know how to move with trend of the people, and the risk of the long-term decline of everything if they don’t address. 

· The financial pressures:  The rising cost in the importing of the flowers due to the inflation and some of the supply chain has some disruption.

· The commitment on the sustainable packaging ecofriendly it has an incense the expenses and to compared to the cheaper options is better for the financial costs. 


· Online orders:  The online orders have a slightly growth but still remain insufficient to offset losses 
3.  ALTERNATIVE SOLUTIONS 
Solution 1: Delivery upgrade and Digital commerce/promos  
· The redesign of the website and maybe mobile easy design
· Can introduce same day delivery/ next day delivery and free delivery
· Services like subscription or club member launch  
· In prove in digital marketing in TikTok, Instagram, Facebook

Solution 2:  The cost optimization and mix product sustainable
· Can negotiate with the suppliers/make a better contract for better terms 
· You can introduce different packaging methods like eco/recycled
· SKU to focus on the seasonal and the local flowers for the cheaper importation 
· manufacture your own packaging while maintaining sustainability
· focus more on seasonal and local flowers to make the most profit
4 EVALUATIONS of solutions (GRID ANALYSIS)  
	Criteria 
	Weight /impact
	Solution 1
	Solution 2

	Speed to impact 
	16%
	4
	5

	Revenue growth 
	27%
	3
	3

	Customer value and brand 
	14%
	5
	4

	Execution cost
	16%
	2
	4

	Margin improvement 
	20%
	3
	4

	Operational difficulty
	7%
	3
	5

	Total
	100%
	3.9
	4.2


            
· Solution 1: is strong on the face of the revenue growth and the brand fit, also the higher cost and the complexity of the plan if noted 
· Solution 2:  Its mainly based of the strength in the margin recovery and also the speed but as all the plans they all have a weakness in the demand generation 
5 SELECTED SOLUTIONS 
The choosing of solution:1 Delivery upgrade and Digital commerce/promos 
· To build a long-term resilience though some form of subscription 
· Make green havens ecofriendly brand more popular online
· Scalable growth and competitive in the online community 
· The solution 2 may cost efficiencies will be integrated and the support cash flow 
· You have to address the root cause shift to the online trend 
· Solution 2 has more cost efficiencies will be more integrated and it also supports the cash flow but a stable cash flow.

6.  RISK ANALYSIS
· Reliability on Delivery: multi courier partnerships like uber eats or amazon
· Website conversion like an AI bot
· Subscription makes flexible options like a loyalty card or rewards and seasonal offers
· Make a team based on digital marketing
· Marketing using the ROI uncertainty using the teat and learn so trail and and mistake 

7.  ACION PLAN 
· Part 1 the first 2 weeks define scope make a budget and select the vendor
· Part 2 the second phase is 1 months to 2 months make a subscription tiers start lunching ads in social media
· Part 3 is 2 months to 3 months make a promotion or a free delivery
· Part 4 is 3 months too 4 months you can expand the delivery radius, refine marketing 
8.  THE MEASURING OF THE EFFECTIVENESS 
· The target you should aim for is 30 to 40% within the 24 weeks 
· The average order value most ne like £40 to £56 this is an estimate
· The estimations for the subscription may be 130 to 235 by the 24 weeks 
· The performance for the delivery should be 95% but you should aim too 100%  
· The gross margin would be like +2-4 this point can be improved
· The website convo rates would help by 10% due to the questionnaire
· Website conversion rate like 4%  
9. THE CONCLUSION 
The independent business called green haven florists must find a way too adapt to the new trend/ behaver of the people and survive to the dramatic change in the retail landscape. By continuing with the digital side of the marketing side and the expanding with the deliver, and the support the selective method of the cost optimization Green Haven Florists may regain the competitiveness of the online market and a stabilize revenue. Thought this dual focus green haven florists have the potential to regain and gain more then what they hope if the do all of these thing and also green haven has the potation to regain the competitiveness in the online market place and they need to force on secure long-term customers and increasingly the digital skills   


APPENDIX 1: Grid analysis table 
APPENDIX2: risk register
APPENDIX3: implementation timeline 
APPENDIX4: KPI dashboard  
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