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1.Introduction
This report will be analysing the challenges faced by Green Haven Florists, a small independent florist business based in Norwich. The business was founded in 2016 by Liam and Priya Patel and became well known for its eco-friendly packaging, bespoke floral designs, and strong community ties. Recently, the business has experienced reduced profitability and declining in-store sales due to several internal and external factors. 
The purpose of this report is to identify the core problems and explain the nature and scope of Green Haven’s main problems, to propose and assess alternative solutions, select the most suitable option, and develop an implementation and evaluation framework. By examining internal capabilities and external market forces, the report will identify the need for innovation and adaptation to secure the long-term future of the business.



2.Explanation of the Business Problem

Green Haven Florists has encountered a significant decline in sales, particularly a 30% drop in in-store purchases over the past year. This reduction is linked to changing consumer behaviour, increased competition, and rising operational costs. The shift towards online shopping, the presence of new competitors with strong digital marketing strategies, and the higher cost of sustainable materials have all contributed to lower profits. The business also uses an outdated website and makes limited digital marketing efforts, which further hinder customer engagement and competitiveness.
Rising operational costs have further increased pressures. The global supply chain disruptions have increased the cost of flowers, especially imported varieties like orchids and tulips. Green Haven’s commitment to sustainability, a unique selling point, has also become more expensive to maintain due to rising prices of biodegradable wrapping and locally sourced products.
Customer feedback highlights further issues: an outdated website, limited delivery options, and inconsistent digital marketing. While customers appreciate the bespoke arrangements and eco-friendly ethos, many find the online ordering experience inconvenient compared to modern competitors offering same-day delivery and advanced digital interfaces. Combined, these factors illustrate the complex and interconnected nature of the business problem. (Al-Tit, 2020; Yuen and Baskaran, 2023).
3. Alternative Solutions

Solution A: Digital Transformation and Online Expansion
This solution focuses on rebuilding the website, improving online ordering capabilities, investing in digital marketing, and introducing subscription-based flower delivery services. The aim is to enhance customer convenience and expand Green Haven’s reach beyond walk-in traffic.
Digital Transformation represents a comprehensive modernisation strategy that will enable Green Haven Florists to compete effectively in a market that is increasingly dominated by online retailers. A redesigned, mobile-optimised website would significantly enhance user experience by offering seamless navigation, secure payment systems, and clearly presented delivery options. Improved digital infrastructure would allow customers to place orders more conveniently, boosting conversion rates and expanding the business’s reach beyond local foot traffic. 
Additionally, digital expansion enables the introduction of subscription models, such as weekly or monthly floral deliveries, generating predictable recurring revenue. A structured digital marketing strategy which includes targeted social media advertising, SEO optimisation, email campaigns, and engaging online content-would further strengthen the brand’s online visibility. This approach aligns with changing consumer behaviour, which increasingly favours convenience, speed, and online engagement. Although investment and training are required, the long-term benefits include stronger competitiveness, higher revenue potential, and improved customer accessibility.
Solution B: Strategic Local Partnerships and In-Store Experience Enhancement
This strategy emphasises strengthening community ties through partnerships with local cafés, event venues, and eco-friendly brands. It also includes hosting workshops and improving the in-store experience to attract foot traffic and differentiate the business locally. These activities foster stronger customer relationships and build loyalty by offering experiences that online retailers cannot replicate. Collaborations with cafés, eco-friendly retailers, wedding venues, and local event organisers could create mutually beneficial promotional opportunities such as exclusive bouquet deals, co-branded events, or bulk-order arrangements for weddings and corporate functions
While this solution does not fully counteract declining high-street foot traffic, it positions Green Haven as a community-focused brand and helps differentiate it within a competitive local market. These partnerships would help increase local visibility and reinforce the shop’s reputation for sustainability and craftsmanship. In addition, creating in-store experiences, such as floral arrangement workshops, seasonal events, and interactive product displays, would encourage customers to visit the shop more frequently.

4. Evaluation of Alternatives
PMI Analysis (Plus, Minus, Interesting)
Solution A: Digital Transformation and Online Expansion
Plus:
· Expands customer reach beyond local area.
· Allows introduction of profitable subscription services.
· Enhances competitiveness against online retailers.
· Improves customer convenience through updated website.

Minus:
· High initial investment costs.
· Requires digital skills that staff may not currently possess.
· Risk of being overshadowed by large national online competitors.

Interesting:
· Opportunity to integrate eco-friendly branding into digital campaigns.
· Potential to engage younger, tech-savvy customers.
· Could lead to diversification into DIY kits or online workshops.

Solution B: Local Partnerships and In-Store Experience Enhancement

Plus:
· Strengthens community ties and local brand loyalty.
· Lower cost than digital overhaul.
· Workshops and events can increase foot traffic.

Minus:
· Limited impact if high street foot traffic continues to decline.
· Dependent on local economic conditions and trends.
· May not compete effectively with strong online rivals.

Interesting:
· Collaborations with eco-friendly cafés or venues may create unique joint products.
· Can position Green Haven as a community hub.
· Seasonal in-store events may attract local media attention.


5. Selected Solution and Justification
After evaluating both alternatives, Solution A-Digital Transformation and Online Expansion-emerges as the most appropriate strategy. This solution addresses the core issue: reduced foot traffic and competition from online retailers. To stay competitive, Green Haven must embrace digital marketing, expand online sales, and build on its sustainability values to attract modern consumers and ensure long-term success. By improving the digital presence, Green Haven can reach a wider audience, enhance customer convenience, and stabilise revenue streams through subscriptions. While the initial investment is higher, the long-term benefits greatly outweigh the risks. (Gao et al., 2023)
6. Risk Analysis
Solution A, however, carries several risks that must be managed carefully to ensure successful implementation. Financial risk is significant, as the upfront cost of website redevelopment and digital marketing may place pressure on existing cash flow. Technical risks include potential delays, website technical issues, or challenges integrating e-commerce features. There is also an operational risk, as staff may lack the digital skills required to manage online systems effectively, which leads to additional training. Market-related risks remain present, with strong online competitors continuing to dominate the digital space. Mitigation strategies include phased investment, staff development, reliable technical support, and continuous performance monitoring.
7. Implementation Plan
The implementation plan for the digital transformation has been structured to ensure a logical, efficient, and risk-managed progression from planning to full operation. The order of tasks begins with hiring a web development agency and finalising the budget, as these foundational steps determine the feasibility, scope, and timeline of all subsequent activities. Without clear financial planning and professional expertise, later stages, such as subscription setup and digital marketing, would lack structure and effectiveness.
Website development follows as the next major phase, scheduled across several weeks to allow adequate time for design, testing, and optimisation. This must occur before any marketing launch, as promotional activities would be ineffective if the website is not fully functional, visually appealing, and user-friendly. Running marketing campaigns prematurely could damage the brand’s credibility and lead to customer frustration.
The subscription service is introduced during the latter half of development to align new website features with emerging content and photography needs. This scheduling ensures that subscription options are ready for launch as soon as traffic increases through marketing efforts.
Digital marketing begins once the website is near completion, enabling a seamless customer journey from discovery to purchase. Responsibilities for this phase should be shared between external marketing specialists and internally trained staff to ensure consistency and long-term sustainability.
Finally, staff training overlaps with the marketing phase so that employees are fully prepared to manage increased online activity. The project concludes with ongoing monitoring and optimisation, ensuring that customer feedback and performance data continuously shape improvements
8. Measuring Effectiveness
The Key Performance Indicators (KPIs) chosen for this solution offer quantifiable, relevant measures that directly reflect the performance areas targeted by the implementation. Metrics such as customer satisfaction scores, response times, and reductions in complaints were selected because they provide a balanced view of operational efficiency and user experience. These KPIs are practical to measure, directly aligned with the organisation’s goals, and capable of showing incremental improvements over time. Their data-driven nature ensures that progress can be monitored objectively and reported with clarity.
The SMART objectives strengthen this evaluation framework by giving structure and direction to the implementation. Each objective is Specific by focusing on clearly defined improvements; Measurable through the KPIs assigned; Achievable given realistic resources and time frames; Relevant because they address the root causes identified in the problem analysis; and Time-bound to maintain urgency and accountability. This combination ensures that the implementation is not only goal-oriented but also systematically tracked. Together, the KPIs and SMART objectives create a coherent measurement system that supports informed decision-making and ensures that the solution remains effective, sustainable, and aligned with long-term organisational improvement.


9. Conclusion
Green Haven Florists must adapt to the evolving retail landscape to maintain long-term sustainability. The recommended digital transformation solution offers the most impactful way to address declining foot traffic, strengthen competitiveness, and appeal to modern consumers. With a structured implementation plan and clear performance measures, Green Haven can revitalise its business model and secure future growth.
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