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Introduction 
This report examines the strategic challenges faced by Green Haven Florists, a small independent flower shop based in Norwich, United Kingdom. Over the past year, the business has experienced declining sales and increased competitive pressure due to changes in consumer behaviour and market dynamics. The purpose of this report is to identify the core business problem, evaluate two alternative strategic solutions using decision-making tools, and recommend the most appropriate option. The report also includes a risk analysis, an implementation plan, and performance measurement methods to ensure the selected solution supports long-term sustainability and competitiveness.
[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
Green Haven Florists has suffered a 30% decline in in-store sales over the past year due to reduced foot traffic, increased competition from online flower retailers, and rising operational costs. Changes in consumer behaviour, particularly the preference for online shopping and convenient delivery options, have weakened the shop’s traditional business model. Although online orders have increased slightly, the outdated website and limited digital marketing capability have prevented the business from fully capitalising on this trend. Rising costs of imported flowers and sustainable materials have further reduced profit margins. New competitors, including a digitally strong boutique florist and a national chain with aggressive pricing, have intensified market pressure. Collectively, these factors indicate a need for Green Haven Florists to modernise its operations while maintaining its core values of quality, sustainability, and personal service.
[bookmark: _Hlk205982497]Suggested Two Alternative Solutions

    Solution A: Digital Transformation and Online Sales Expansion
This solution focuses on upgrading the website, improving user experience, introducing online subscriptions, and investing in digital marketing such as social media advertising and search engine optimisation.
     PMI Analysis:
   Plus: Increased online visibility, wider customer reach, improved convenience, and potential growth in recurring revenue.
  Minus: Initial investment costs, need for new skills, and risk of poor digital execution.
Interesting: Opportunity to collect customer data and personalise offers.
This solution addresses the decline in foot traffic by capturing online demand and competing more effectively with digital-first retailers.
    
     Solution B: Community-Centred Differentiation Strategy
  This solution emphasises in-store experiences, workshops, local partnerships, and sustainability storytelling to strengthen community engagement.
       PMI Analysis:
  Plus: Strong brand loyalty, differentiation through experience, and alignment with core values.
  Minus: Limited scalability, continued reliance on physical foot traffic, and higher staffing demands.
Interesting: Potential to position the brand as a local lifestyle hub.
This approach aims to counter competition by reinforcing Green Haven’s unique local identity.

Justification for Selected Solution
     Solution A is the most appropriate option as it directly addresses the root causes of Green Haven’s declining performance. Using grid analysis, greater weighting was assigned to revenue growth, market reach, and alignment with consumer trends, as these factors have the greatest impact on long-term viability. Solution A scored higher across these criteria due to its scalability and ability to capture online demand.    Although Solution B strengthens brand loyalty, it lacks the capacity to offset declining foot traffic. Therefore, digital transformation offers a more sustainable and competitive strategic direction.
[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
     The primary risks associated with Solution A include financial risk from upfront investment, operational risk due to limited digital expertise, and reputational risk if the online customer experience is poor. These criteria were selected based on their potential impact on cash flow, customer satisfaction, and brand image. To mitigate these risks, implementation should be phased to control costs, staff should receive basic digital training, and technical tasks should be outsourced to experienced professionals. These measures reduce exposure while increasing the likelihood of successful execution.
Plan to Implement the Selected Solution
      The implementation of Solution A will take place over a six-month period and will follow a phased approach to minimise disruption and financial risk. The first phase involves conducting a website audit and redesign. An external web development agency will be appointed to ensure professional design, mobile optimisation, and user-friendly navigation. Liam Patel will oversee this phase to ensure alignment with business objectives.
     The second phase focuses on building internal capability. Both owners and relevant staff will undertake basic digital marketing training to support social media engagement and online customer communication. This ensures the business can manage ongoing digital activity without excessive reliance on external providers.
      The third phase involves launching new online services, including flexible delivery options and flower subscription packages. Priya Patel will manage customer experience and supplier coordination to ensure service quality and sustainability standards are maintained.
      The final phase introduces targeted digital marketing campaigns using social media platforms and search engines. Campaigns will focus on brand storytelling, sustainability, and convenience. Responsibilities will be clearly assigned, with progress reviewed monthly. This structured and phased approach balances cost control, capability development, and strategic impact.
Means of Measuring Effectiveness of Implementation of Selected Solution
      The effectiveness of Solution A will be measured using clearly defined Key Performance Indicators (KPIs) supported by SMART objectives. Key KPIs include online sales revenue, website traffic, conversion rates, subscription sign-ups, and customer retention. These indicators directly reflect the objectives of digital growth, customer engagement, and revenue stability.
      SMART objectives include increasing online sales by 20% within six months and achieving 50 subscription customers within three months. These objectives are specific and measurable, allowing performance to be tracked accurately through sales data and website analytics. They are achievable given the proposed investments, relevant to the identified business problem, and time-bound to ensure accountability.
       Regular monthly reviews will enable Liam and Priya to assess progress and adjust marketing strategies if required. By combining quantitative metrics with customer feedback, Green Haven can ensure continuous improvement and long-term strategic alignment.

 

Conclusion:
     This report has analysed the challenges facing Green Haven Florists within a rapidly changing retail environment. Declining foot traffic, rising costs, and increased competition were identified as the primary contributors to reduced performance. Two alternative solutions were evaluated using structured decision-making tools. While a community-centred strategy supports brand values, digital transformation was identified as the most effective response to shifting consumer behaviour.
     The selected solution offers scalability, improved market reach, and stronger revenue potential. A phased implementation plan and clearly defined performance measures provide a practical pathway for execution while managing risk. Ultimately, the report concludes that embracing digital transformation, while maintaining sustainability and personal service, will enable Green Haven Florists to remain competitive and achieve long-term business sustainability.

Key Findings
      This report identified several critical findings regarding the challenges and future direction of Green Haven Florists. Firstly, the primary cause of declining performance is the mismatch between the business’s traditional, store-focused model and changing consumer behaviour, particularly the shift towards online shopping and demand for convenience. Reduced foot traffic and intensified competition from online and national retailers have significantly impacted in-store sales.
      Secondly, limited digital capability was identified as a major weakness. An outdated website and minimal digital marketing activity have prevented Green Haven from capitalising on growing online demand, despite strong product quality and brand values.
      Thirdly, the evaluation of strategic alternatives demonstrated that digital transformation offers greater long-term sustainability than a community-centred approach. While local engagement supports brand identity, it lacks scalability and revenue growth potential.
       Fourthly, risk analysis showed that although digital investment carries financial and operational risks, these can be effectively managed through phased implementation, staff training, and selective outsourcing.
       Finally, the report found that clearly defined KPIs and SMART objectives are essential to monitor progress, support data-driven decision-making, and ensure the successful implementation of the chosen strategy.

[bookmark: _Hlk208302504]
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The Key Performance Indicator is: 
	
Specific
	
Measurable
	
Attainable
	
Relevant
	
Time-Bound

	

Questionnaire

 Measure customer satisfaction with website usability, online ordering, delivery options, and overall service


Observation

Monitor customer behaviour, order processing time, and delivery efficiency

Reviews

Track customer satisfaction and brand reputation online


	

How many Qs?

The questionnaire will include 10–15 structured questions focusing on service quality, website experience, and delivery satisfaction.


Which days?
How long? 

Data will be collected on busy trading days (Thursday–Sunday) over a four-week period.
	

Who is going to do it?

Liam and Priya Patel will manage the distribution, observation, and review analysis.

Is it attainable?

Yes. All KPIs are cost-effective, require minimal resources, and are realistic for a small business.



	

What type of data? On what? What’s the point?

Both quantitative data (ratings, response numbers, star scores) and qualitative data (comments and feedback) will be collected. The data focuses on customer satisfaction, service efficiency, and digital performance. The purpose is to evaluate whether the implemented solution improves business performance.
	

How long will it take to collect the data?

Between 2 and 12 weeks, depending on the KPI method used.







	
Criteria
	
Weighting
	Solution A: Digital Transformation
	
Weighted Score
	Solution B: Community-Centred Strategy
	
Weighted Score

	Revenue Growth Potential
	5
	4
	20
	2
	10

	Market Reach
	4
	4
	16
	2
	8

	Alignment with Consumer Trends
	4
	5
	20
	2
	8

	Cost Efficiency (Long Term)
	3
	3
	9
	2
	6

	Brand Differentiation
	2
	3
	6
	4
	8

	Total Score
	—
	—
	71
	—
	40
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