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[bookmark: _Toc227501046]1. Introduction
This report examines the challenges currently affecting Green Haven Florists, a small independent retailer in Norwich, and proposes a feasible solution to improve business performance. The report applies structured problem‑solving and decision‑making techniques to identify the root causes of declining sales and evaluates two potential solutions using the PMI (Plus, Minus, Interesting) method. A preferred solution is then selected based on evidence and analysis. The report also includes a risk assessment, an implementation plan, and a set of performance measures to evaluate effectiveness. All recommendations are grounded in relevant academic literature on digital marketing, consumer behaviour, and e‑commerce strategy.
[bookmark: _Toc227501047]2. Overview of the Business Problem
Green Haven Florists has experienced a significant decline in performance over the past year, with in‑store sales falling by 30%. This downturn is linked to several interconnected issues. First, the shop’s high‑street location has suffered reduced footfall due to the closure of nearby businesses and a broader shift toward online shopping. Second, competition has intensified, with both a new boutique florist and a national chain entering the local market. These competitors offer strong digital engagement, competitive pricing, and convenient delivery options, making it harder for Green Haven to retain customers.
Operational pressures have also increased. Rising costs of imported flowers and sustainable packaging have reduced profit margins. Although online orders have grown slightly, the business’s outdated website limits its ability to attract and convert digital customers. Customer feedback highlights difficulties navigating the website and a lack of modern features such as subscriptions or flexible delivery. Additionally, the owners have limited digital marketing experience, relying mainly on word‑of‑mouth and occasional social media posts. Collectively, these issues indicate that the business is struggling to adapt to changing consumer behaviour, particularly the growing preference for convenient, digitally supported purchasing.
[bookmark: _Toc227501048]3. Two Alternative Solutions
[bookmark: _Toc227501049]Solution A: Development of an Integrated E‑commerce Platform
This solution involves redesigning Green Haven’s website into a fully functional e‑commerce platform. Key features would include improved navigation, secure online payments, real‑time stock visibility, subscription services, and same‑day delivery options. Research shows that ease of use, accessibility, and seamless purchasing processes are critical factors influencing online buying behaviour (Chaffey, 2022). A modernised website would allow Green Haven to compete more effectively with online retailers and expand its reach beyond local customers.
PMI Analysis – Solution A Plus: Enhances customer convenience; increases market reach; supports long‑term revenue growth. Minus: Requires significant financial investment; potential technical challenges; staff may need training. Interesting: Opportunity to introduce subscription‑based revenue streams.
This solution directly addresses the core problem of limited digital capability and declining sales by providing a reliable platform for online transactions.
[bookmark: _Toc227501050]Solution B: Implementation of a Targeted Digital Marketing Strategy
This solution focuses on strengthening the business’s online presence through consistent social media activity, paid advertising, influencer partnerships, and improved content creation. Visual platforms such as Instagram are particularly effective for showcasing floral arrangements and engaging customers (Tuten and Solomon, 2023). A targeted digital marketing strategy could increase brand awareness, attract new customers, and re‑engage existing ones.
PMI Analysis – Solution B Plus: Cost‑effective; improves customer engagement; strengthens brand identity. Minus: Time‑intensive; results may take time to materialise; requires ongoing content creation. Interesting: Potential to build a strong online community and encourage repeat purchases.
This solution would help Green Haven increase visibility and customer interaction, although its success depends on having an effective website to convert interest into sales.
[bookmark: _Toc227501051]4. Justification for Selected Solution
The preferred solution is Solution A: Development of an integrated e‑commerce platform. While digital marketing can increase visibility, it cannot fully resolve the core issue of poor online purchasing functionality. A modern website directly addresses customer concerns about usability and convenience, which are essential for converting interest into sales. It also provides a foundation for future growth, including subscription services and expanded delivery options. Although the financial investment is higher than Solution B, the long‑term benefits and revenue potential make it the most appropriate and sustainable solution.
[bookmark: _Toc227501052]5. Risk Analysis of the Selected Solution
The e‑commerce platform presents several risks. Financial risk is significant, as website development requires upfront investment that may affect short‑term profitability. Technological risk includes potential system errors, downtime, or integration issues. Operational risk arises from the need to train staff to use the new system effectively. Customer adoption risk exists if some customers prefer traditional purchasing methods. These risks were evaluated using criteria such as likelihood, impact, and controllability. Financial and technological risks were rated highest due to their potential effect on business continuity, while operational and customer adoption risks were considered moderate and manageable.
[bookmark: _Toc227501053]6. Result of the Risk Analysis
The risk analysis indicates that although the e‑commerce solution carries notable financial and technical risks, these can be mitigated through careful planning. Costs can be reduced by adopting a phased development approach or outsourcing to experienced developers. Technical risks can be minimised through thorough testing and selecting reputable providers. Training sessions will reduce operational risks by ensuring staff confidence and competence. Customer adoption risk is relatively low, as consumer trends increasingly favour online shopping (Kotler et al., 2021). Overall, the benefits of the solution outweigh the risks, making it a viable and strategic choice.
[bookmark: _Toc227501054]7. Implementation Plan
The implementation plan outlines the steps required to develop and launch the e‑commerce platform:
· Weeks 1–2: Customer Research Conduct surveys, analyse customer feedback, and review competitor websites to identify user expectations. This ensures the new website aligns with customer needs.
· Week 3: Select and Hire a Web Developer Choosing a professional developer early ensures technical quality and allows sufficient time for collaboration.
· Weeks 4–8: Website Design and Development This stage includes creating the layout, integrating payment systems, adding product pages, and ensuring mobile compatibility. A four‑week period allows for thorough development without rushing.
· Week 9: Testing and Adjustments Testing ensures the website functions correctly, loads quickly, and provides a positive user experience. Any issues can be resolved before launch.
· Week 10: Official Launch The website goes live, supported by a small promotional campaign to inform customers.
· Weeks 10–11: Staff Training Training after launch ensures staff can use the system confidently and support customers effectively.
This sequence ensures a logical flow from research to launch, reducing risks and ensuring the final product meets customer expectations.
[bookmark: _Toc227501055]8. Justification of the Implementation Plan
The plan is structured to ensure quality, minimise risks, and maintain operational continuity. Beginning with customer research ensures the website is designed around user needs rather than assumptions. Hiring a developer early provides clarity on costs and timelines. Allocating four weeks for development prevents rushed work and allows for collaboration and revisions. Testing before launch is essential to avoid technical issues that could damage customer trust. Training is scheduled after development so staff can learn using the final system. Overall, the plan is realistic, achievable, and aligned with best practice in project management.
[bookmark: _Toc227501056]9. KPI and SMART Objectives
Key Performance Indicator: Monthly online revenue.
SMART Objectives:
· Increase online sales by 20% within six months.
· Achieve a 10% website conversion rate within three months.
· Acquire 300 new online customers within six months.
· Reduce website bounce rate by 15% within four months.
These metrics will be included in Appendix 4.
[bookmark: _Toc227501057]10. Monitoring and Evaluation
The KPI and SMART objectives provide measurable indicators of the solution’s effectiveness. Monthly online revenue reflects the financial impact of the new website. Conversion rate measures how effectively the website turns visitors into paying customers, while customer acquisition indicates market reach. Bounce rate highlights user experience issues, such as poor navigation or slow loading times. Regular monitoring of these metrics will allow the business to identify weaknesses, make improvements, and ensure continuous progress. Using SMART objectives ensures targets are clear, realistic, and time‑bound, supporting effective decision‑making and performance evaluation.
[bookmark: _Toc227501058]11. Conclusion – Key Findings
This report has examined the challenges facing Green Haven Florists and identified digital transformation as essential for long‑term sustainability. The business is experiencing declining in‑store sales due to reduced footfall, increased competition, and rising operational costs. Two solutions were proposed: developing an e‑commerce platform and implementing a digital marketing strategy. After evaluating both options using the PMI technique, the e‑commerce platform was selected as the most effective solution because it directly addresses customer needs and supports long‑term growth. A risk analysis showed that although financial and technical risks exist, they are manageable with appropriate planning. The implementation plan provides a structured approach to developing and launching the new website, while the KPI and SMART objectives offer clear measures for evaluating success. Overall, digital transformation is necessary for Green Haven Florists to remain competitive and improve business performance.
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		Specific
	Measurable
	Attainable
	Relevant
	Time‑Bound

	Increase monthly online revenue through improved website functionality and customer experience
	Track monthly online sales figures and compare against baseline
	Achievable with the new e‑commerce platform and targeted promotional activity
	Supports business recovery by strengthening digital sales performance
	Achieve a 20% increase within 6 months
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