Overview:
Green Haven Florists are a small independent flower shop based in Norwich, they were founded in 2016 by partners Liam and Priya Patel. When the business first opened they managed to quickly establish a good reputation within the community due to selling points such as customer specific flower arrangements and eco-friendly packaging as well as strong community ties. However over the past year Green Haven has seen a significant downturn in revenue and foot traffic with a recorded 30% decrease in in-store sales this can be attributed to macro-external factors such as rising operational costs and the rise of e-commerce within the floriculture industry.

My solutions:
My first solution for Green Haven to increase revenue and to grow their business is to tap into the e-commerce market as since the Covid-19 outbreak e-commerce businesses are experiencing significant growth due to a shift in customer preferences towards online retailers (Knuth, Wu Hall and Palma,2023). In order for Green Haven to put themselves back in position to be competitive they need to create an e-commerce platform in order to keep up with competitors and align themselves with current customer preferences and market trends as modern consumers increasingly expect tailored shopping journeys encouraging floricultural retailers to increasingly cater to this approach (Mintel,2025)

My solutions:
My second solution for Green Haven to improve their business model and become competitive again is to renegotiate with current suppliers/diversify them in search of more favourable 
terms such as bulk discounts and longer contracts as using multiple suppliers increase resilience against supply chain disruptions (Mckinsey & Company,2020)  and allow Green Haven a level of flexibility with pricing and would allow them to potentially implement things such as customer loyalty rewards, flexible delivery options and subscription services which customers have expressed a desire for. Renegotiating with and diversifying suppliers would give Green Haven the flexibility to implement the things I’ve listed which would reattract old customers as well as attract new ones.


PMI Technique

Plus(+)
Global reach
Potential for significant scalability 
24/7 availability
Data insights become more accessible 

Minus(-)
High competition
Logistics challenges
Technical dependence
Interesting(+)
· E commerce is rapidly growing with many big social media companies implementing e-commerce into their apps and business models 
·  Customer Preference has shifted towards e-commerce in recent years
· Global expansion opportunities 
· Dependence on technology which means profitability is  dependent on the functionality of the domain

Preferred solution:
My preferred solution is E-commerce because of the low risk factors and the potential upside involved. E-commerce brand typically have low startup costs which would allow Priya and Liam to evolve their business model without incurring further debt. Online retail channels now account for a significantly larger portion of global retail sales compared to pre pandemic (eMarketer,2023) because these models give businesses like Green Haven access to the global market in turn increasing market share E-commerce platforms are also more data driven which allows them to track customer trends and adjust and align with these consumer shifts which better  optimizes marketing, this data can be good for all businesses to track as it gives a more detailed understanding of the consumers businesses look to target.

Risk analysis:
Logistics
· Delayed shipping/lost packages- affect trust between business and consumer 
· Mismanagement of inventory- overstock
· High return rates- eats into cash flow and profitability 
Cybersecurity
·  Potential website crashes- lost sales 

· Reliance on other e-commerce platforms like amazon or shopify- if these sites go down business will have to stop

Operational Risks 

· Inefficient process for purchase-minimizes cash flow 
· Overdependence on one product/supplier- Business can become stagnant and vulnerable 
· Over reliance on paid ads (sudden cost increase)





Risk analysis result:

The result of my risk analysis is that E-commerce is still the most safe and logical option for Liam and Priya despite the risks presented because the e-commerce model directly helps to combat the issues affecting Green Haven such as rising operational costs as e-commerce based businesses are known for low startup costs. Customers have shifted preference towards online retailers due to the convenience and customer benefit involved. The main risks such as logistics issues and cybersecurity are low probability but high impact risks meaning the likelihood of those issues occurring is not high but if they were to occur they can be  detrimental to business and customer satisfaction.

Implementation Plan:
1-2 weeks: 
Key focus: Foundation and business startup
· Source a supplier whether it be through a local wholesaler, Flower market or international distributor, prioritising  pricing and reliability over perfection.

· Establish ethos and core niche while keeping product range tight while still maintaining a level of variety (seasonal specials+ add ons) 
Potential niches:
· Luxury arrangements 
· Everyday flowers and bouquets 
· Events

Weeks 3-4
Soft launch of business: Implementing marketing strategies
1. Build website 
· Shopify (fastest to launch)

· Woocommerce (provides flexibility)

· Website should include information essential to customers (product pages etc)
· Creation of social media handles e.g. Tiktok, Instagram and Facebook market with links to the actual website 


2. Soft launching
· 
· Only targeting small customer bases, primarily for feedback e.g friends and family
· Focusing on key info like delivery time and product quality 
· 

Weeks 5-6
Social media growth + content:
· Uploading pictures of stock  to social media handles as flowers are aesthetic therefore increasing traction. Also uploading delivery confirmations to quickly build up reputation and gain trust with new customers

· Inform customers about business while also enticing them to come and shop with Green Haven

Weeks 6-7
Running ads:  gathering information

· Run ads on /upload ads on Meta specifically Instagram or Facebook

· Run ads for multiple audience types with 2 or 3 products to collect data on which items specific audience gravitate to.

Weeks 7-8:
How to increase conversions:
· Strengthen product page as this can often be a deciding factor in whether a consumer purchases or not

· Section for reviews so customers can check any reviews

Weeks 9-10:  Retention systems
· Set up email flows 
· Post delivery follow up
· Reminder emails (Birthdays,anniversaries)

Week 10-11: Increase average order value
· Bundling: Increases value of flowers because it comes with other add ons such as chocolates, candies or a handwritten note
· Greeting cards
· Monthly flower subscriptions

Weeks 11-12: Scale everything that works 
· Look at what is going right for the business and put more emphasis on it as data will show you what customers prefer
· Purchase more of the best selling bouquets



Implementation justification:
Weeks 1-2: Sourcing a reliable supplier is very important as you want someone that your able to trust to continuously ship produce.
Week 3-4: Soft launching is important it gives you the opportunity to receive feedback from a limited amount of people in order to adjust before you properly launch e-com store
Weeks 5-6: Social media growth+ content
Social media growth is imperative to a e-com startup because social media posts are another way of appealing to potential customers and advertising stock.
Weeks 6-7: Running ads
Running ads helps you see what customers gravitate to and what catches their attention without running ads you cannot gather certain pieces of data

Weeks 7-8: Conversion rates 
Conversation rates translate to the amount of sales you receive compared to the amount of engagement. You want high conversion rates as this means the business website is turning traffic into sales

Weeks 9-12: Retention+ increasing order value
Retention systems help you stay engaged with customers whether that be through post-delivery follow up or reminder emails.
Increasing order value is important for a business as it can help with the management of stock as well as increase customer satisfaction.

KPI and SMART:

KPI: Website conversion rate 
                                                      
	
	Definition
	
	

	Specific
	Increase conversion rate by improving images, trust signals and checkout experience
	Emphasis on product photography
Delivery clarity
	

	Measurable
	Conversion rate = orders divided by website visitors
	
	

	Achievable
	Improve conversion rates through trust signal improvements
	Clear delivery communication and customer reviews readily available
	

	Relevant
	Conversion rates directly impact revenue without increasing costs for ads
	Very important as in e-commerce traffic generated is usually paid for
	

	Time bound
	 12 weeks 
	Consistent upwards growth over 12 weeks
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



How these metrics in the above table will help me evaluate the effectiveness of my solution is by keeping constant track of conversion rates this is the number of orders placed divided by the number of website visitors. This would help me monitor the effectiveness because if my conversation rates rise that means that customers are not only visiting but feel comfortable spending. As global online retail, conversion rates remain relatively low highlighting the importance of optimal strategy(eMarketer,2023). Another way to evaluate how effective my solution, is through bounce rates(how quickly customers leave) and checkout completion rates(how many complete purchase) these metrics evaluate how efficient Green Havens domain is.

Key Findings:
· Green Haven needs to create a business model centred around e-commerce
· Green Haven needs multiple suppliers not just one
· They need to establish their ethos and core niche while keeping product range tight to avoid overstocking
· Use tools like social media and ad running to increase traffic on website 
· Create informative website with trust signals to optimize conversion rates
· Evaluate data consistently to keep up with consumer shifts and trends 
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