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1. Introduction 
Green Haven Florists is a small independent business based in Norwich that has built its reputation on bespoke floral arrangements, sustainability, and strong customer relationships. However, in recent years, the business has experienced a significant decline in performance due to shifts in consumer behaviour, increased competition from online retailers, and rising operational costs. In particular, customers are increasingly prioritising convenience, price competitiveness, and digital accessibility when purchasing flowers.
The core issue is the business’s inability to fully adapt to digital transformation in the retail floristry sector. While competitors have invested heavily in online ordering systems, subscription models, and social media marketing, Green Haven has remained largely dependent on traditional in-store sales and limited digital presence. This report evaluates two strategic solutions aimed at improving business performance, with a focus on increasing online sales and long-term sustainability in a highly competitive market.

2. Problem Overview 
Green Haven Florists has experienced a 30% decline in in-store sales over the past year, largely driven by reduced high street footfall and the closure of surrounding businesses. Although online sales have slightly increased, they are not sufficient to offset overall losses. The business is also facing inflationary pressures, particularly in the cost of imported flowers and eco-friendly packaging materials, which reduces profit margins.
Externally, competition has intensified. Large online flower retailers offer lower prices, same-day delivery, and aggressive promotions, while new local competitors have stronger branding and social media presence. Internally, Green Haven suffers from outdated digital infrastructure, including a poorly designed website that limits customer engagement and online purchasing efficiency.
Customer feedback highlights dissatisfaction with limited delivery options and lack of subscription services, both of which are now standard in the industry. According to Porter (2008), businesses must either differentiate or compete on cost to survive in competitive markets. Green Haven currently struggles with both, making strategic transformation essential for survival.

3. Proposed Solutions 
Solution 1: Full E-Commerce Upgrade with Subscription Model
This solution involves developing a modern, mobile-responsive e-commerce platform that allows customers to easily browse, customise, and purchase floral arrangements online. The website would include secure payment systems, live inventory updates, and improved user experience design. In addition, a subscription service would be introduced, allowing customers to receive regular flower deliveries weekly, bi-weekly, or monthly.
Subscription-based models are increasingly used in retail to generate predictable revenue streams and improve customer retention (Laudon & Traver, 2022). This would help Green Haven stabilise income and reduce reliance on seasonal demand such as Valentine’s Day or Mother’s Day.
The upgraded platform would also integrate email marketing automation and personalised recommendations based on customer purchase history.

Solution 2: Social Media Growth and Local Engagement Strategy
This solution focuses on strengthening Green Haven’s brand visibility through digital marketing and community engagement. The business would invest in platforms such as Instagram, TikTok, and Facebook to showcase floral arrangements, behind-the-scenes content, and customer testimonials.
Influencer collaborations with local lifestyle creators could increase brand awareness, while targeted advertising would reach younger demographics. Additionally, the business could introduce pop-up stalls, partnerships with wedding planners, and collaborations with cafés and local businesses.
Kotler et al. (2021) emphasise that experiential and emotional marketing can significantly increase customer engagement in small businesses. This approach would aim to rebuild foot traffic while improving online visibility.

4. Evaluation 
A grid analysis was conducted using four criteria: cost, impact, feasibility, and speed of implementation.
· Solution 1 (E-commerce upgrade) scored highly in impact and long-term profitability but required high initial investment and medium implementation time. 
· Solution 2 (social media strategy) scored highly in cost efficiency and speed but lower in long-term financial sustainability. 
Overall, Solution 1 demonstrated stronger alignment with strategic business survival, despite higher risk and cost. Solution 2 is supportive but insufficient alone to reverse declining sales trends.

5. Preferred Solution Justification 
Solution 1 has been selected as the preferred strategy due to its long-term scalability and ability to directly address declining sales performance. While Solution 2 improves visibility and engagement, it does not fundamentally resolve the structural issue of limited digital sales capability.
According to Chaffey and Ellis-Chadwick (2019), businesses that invest in integrated digital commerce platforms are significantly more likely to achieve sustained growth in competitive retail environments. The subscription model also ensures recurring revenue, reducing reliance on unpredictable seasonal demand.
Although initial costs are higher, the long-term return on investment outweighs short-term marketing gains. Therefore, this solution provides a more sustainable competitive advantage and aligns with changing consumer expectations in the retail floristry sector.

6. Risk Analysis 
The selected solution presents several risks:
· Financial risk: High upfront development costs may strain cash flow 
· Operational risk: Staff may lack digital skills initially 
· Technical risk: Website errors or downtime during launch 
· Market risk: Customers may not adopt subscription services immediately 
However, these risks can be mitigated through phased implementation, staff training, and pilot testing of the subscription model. According to Kerzner (2017), structured project management significantly reduces implementation failure rates in digital transformation projects.
Overall, the risk level is moderate but acceptable given the strategic importance of digital transformation.

7. Implementation Plan 
Phase 1 (Month 1–2): Planning & Design
· Hire web developer 
· Define system requirements 
· Design user journey and interface 
Phase 2 (Month 2–3): Development & Testing
· Build e-commerce website 
· Integrate payment systems 
· Conduct user testing 
Phase 3 (Month 3–4): Staff Training
· Train employees on order management system 
· Develop customer service scripts 
Phase 4 (Month 4): Launch
· Launch website 
· Begin subscription service rollout 
Phase 5 (Month 5+): Marketing Expansion
· Email marketing campaigns 
· SEO optimisation 
· Paid digital advertising 
This phased approach ensures minimal disruption and allows adjustments based on early performance feedback.

8. Justification of Implementation Plan 
The structured implementation plan ensures a logical and controlled rollout of the digital transformation process. Development is prioritised before marketing to ensure customers are directed to a fully functional system. Staff training is essential to ensure operational readiness and reduce service errors.
According to Dumas et al. (2018), process-oriented implementation improves efficiency and reduces operational risk. A phased approach also allows for iterative improvements based on user feedback, ensuring higher system adoption rates.
The timing sequence ensures that technical stability, staff capability, and market readiness are achieved before full-scale launch, reducing the likelihood of failure.

9. KPI & SMART Objectives 
KPI: Monthly online revenue growth
SMART Objectives:
· Increase online sales by 25% within 6 months 
· Achieve 200 subscription customers within 4 months 
· Reduce website bounce rate by 15% within 3 months 
· Achieve 90% customer satisfaction within 6 months 
These objectives are specific, measurable, achievable, relevant, and time-bound, ensuring clear performance tracking.

10. Monitoring & Evaluation 
Performance will be monitored using Google Analytics, sales dashboards, and customer feedback surveys. Monthly performance reviews will assess progress against KPIs.
If subscription uptake is low, marketing messaging and pricing strategy may be adjusted. If website traffic increases but conversions remain low, UX improvements may be required.
As Laudon and Traver (2022) highlight, continuous digital monitoring is essential for improving e-commerce performance. This ensures Green Haven can respond quickly to market changes and optimise performance in real time.

11. Key Findings 
· Green Haven is losing market share due to poor digital presence 
· Online competition is the primary threat 
· Two solutions identified: e-commerce upgrade and social media strategy 
· E-commerce with subscription model is the strongest long-term solution 
· Risks exist but are manageable with planning 
· Implementation must be phased for success 
· KPIs ensure measurable performance tracking 
· Digital transformation is essential for survival in modern retail 
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