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1. INTRODUCTION / BUSINESS PROBLEM
Green Haven Florists is a small independent flower shop in Norwich, UK, known since 2016 for its personalised floral arrangements, eco-friendly packaging and strong community ties.
The business has recently experienced a 30% drop in in-store sales, and although online orders increased slightly, they do not offset the loss of physical customers.
Consumer behaviour has shifted significantly toward online shopping due to convenience and wider choice (Laudon and Traver, 2021; Kotler and Armstrong, 2020).
Foot traffic has fallen as nearby shops have closed, reflecting national high-street decline trends (Gov.uk, 2024).
Rising operational costs, including imported flowers and sustainable materials, have further affected profits.
Customer feedback highlights dissatisfaction with the outdated website and lack of flexible delivery options. Digital visibility is now essential for SME survival (Chaffey and Ellis-Chadwick, 2019; Small Business UK, 2024).
The owners rely heavily on word-of-mouth marketing, which is insufficient in modern digital environments (Kotler and Armstrong, 2020).


2. ALTERNATIVE SOLUTIONS
Two realistic strategic options were identified:
Solution A: Digital Upgrade – New Website and Expanded Online Services
This aligns with research stating SMEs must strengthen their digital channels to increase visibility and competitiveness (Chaffey and Ellis-Chadwick, 2019; Harrigan et al., 2018).
Solution B: Strengthen Local Engagement and In-Store Activity
This includes workshops, community events, partnerships and loyalty schemes.
3. EVALUATION USING PMI
(See Appendix 1 for full table.)
Digital improvement offers strong strategic advantages for customer attraction and retention (Harrigan et al., 2018).
4. SELECTED SOLUTION AND JUSTIFICATION
Solution A (Digital Upgrade) is the most appropriate option for the following reasons:
It directly addresses the most significant challenge: the shift toward online purchasing.
It improves user experience through a modern website, flexible delivery and subscription services.
It expands market reach beyond Norwich.
It increases competitiveness against national online florists.
It aligns with customer expectations and behaviour trends explained by innovation adoption theory (Rogers, 2003).
Solution B strengthens community presence but does not address broader market changes.
5. RISK ANALYSIS
(See Appendix 2 for detailed risk matrix.)
Digital risk factors must be considered, including technical performance and customer adoption rates (Chaffey and Ellis-Chadwick, 2019; Gov.uk, 2024).


6. IMPLEMENTATION PLAN
The digital upgrade implementation will follow a 12-week schedule:
Phase 1 – Planning (Weeks 1–2)
Phase 2 – Website Development (Weeks 3–6)
Phase 3 – Testing and Launch (Weeks 7–8)
Phase 4 – Marketing (Weeks 9–10)
Phase 5 – Training (Week 11)
Phase 6 – Review (Week 12)
(See Appendix 3 for full timeline.)
7. MEASURING EFFECTIVENESS
Increase in online sales
Subscription sign-ups
Website traffic and conversion rates
Customer satisfaction and feedback
Monthly revenue growth
Social media engagement, which strengthens digital loyalty (Harrigan et al., 2018)
8. CONCLUSION
Green Haven Florists faces modern retail challenges including declining foot traffic, rising costs and strong digital competitors.
The PMI analysis shows Solution A offers the most effective long-term response.
Although risks exist, they can be managed with appropriate planning, training and technical support.
The digital upgrade will improve customer reach, revenue and competitiveness.
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10. APPENDIX
Appendix 1 – PMI Table
	Solution
	Plus
	Minus
	Interesting

	Solution A
	Matches online shift; wider reach; subscriptions; improves competitiveness.
	Costs money; owners need training; development time required.
	Eco-friendly boxes; national delivery potential.

	Solution B
	Low cost; strengthens community ties.
	Does not solve low foot traffic; limited reach; cannot match online convenience.
	Workshops increase engagement; partnerships possible.




Appendix 2 – Risk Matrix
	Risk
	Likelihood
	Impact
	Level
	Mitigation

	Development delays
	Medium
	Medium
	Medium
	Use experienced developer; set deadlines.

	Technical failures
	Medium
	High
	High
	Regular testing; maintenance contract.

	Cost overrun
	Medium
	Medium
	Medium
	Fixed budget; prioritise essential features.

	Low customer adoption
	Low–Medium
	Medium
	Medium
	Promotions; guides to help adoption.

	Workload increase
	Medium
	Medium
	Medium
	Improve workflow; add support.




Appendix 3 – Implementation Timeline
	Phase
	Weeks
	Activities

	Planning
	1–2
	Meet developer; gather materials; define subscriptions.

	Development
	3–6
	Build website; payment system; mobile optimisation.

	Testing
	7–8
	Fix bugs; final adjustments; soft launch.

	Marketing
	9–10
	Promotions; social media; contact customers.

	Training
	11
	Train owners on digital tools.

	Review
	12
	Analyse data; collect feedback; refine system.
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