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Green Haven Florists is an independent retailer that Liam and Priya Patel started in 2016 in Norwich. The shop has been linked to bespoke flower arrangements, green wrapping paper because of the rising demand to local businesses, which are sustainable (Luamba et al., 2021). Once thriving on community engagement and personalised service, the company now faces a 30 percent decline in in-store sales due to intensified digital competition and rising import costs, mirroring national trends in declining high-street footfall (Adekomaya and Dhliwayo, 2024). This report will critically examine the underlying causes of the decline of Green Haven, assess two strategic responses using a structured decision-making model, choose the best solution, and design a risk-controlled implementation and evaluation plan. The analysis would use proven frameworks such as Kepner-Tregoe problem-solving model, Fishbone Analysis, PMI evaluation, SMART goals, and the Balanced Scorecard (Kaplan and Norton, 1996, Kepner, 1981). The report directly touches on module learning objectives: problem identification, choice examination, decision justification, course of action.
[bookmark: _Toc213970919]Identification and analysis of the business problem
Green Haven Florists faces a significant 30 percent reduction in walk-in sales over the past twelve months, driven by rising wholesale flower prices, supply chain disruptions, and escalating competition from digitally advanced retailers (Adekomaya and Dhliwayo, 2024). Applying the Kepner-Tregoe problem-analysis model, the issue occurs primarily at the Norwich high-street location, reflecting broader national retail contraction since 2021, with sales losses peaking during post-pandemic consumer shifts toward e-commerce (ONS, 2023). The operational, reputational, and financial risks faced by the business are internal weaknesses and external market pressures that need the strategic update of the business digital and operational models (Harris, 2020). Systems thinking indicates that the departments in Green Haven have a strong connection. The result of poor digital marketing effort is poor sales, which will restrict cash flow and reinforcement of operations. Increasing prices of imports are reducing profit margins. Reduced visits translate to increased inventory loss and customers perceive the brand as out of date instead of new.
The strengths identified during a SWOT analysis include customized designs and inseparable community, whereas the weaknesses consist of digital ones. E-commerce and eco-branding would be its key opportunity, whereas online competitors would be the greatest threat. The major dilemma is complete transformation into digitally adaptive customer-centric business.
[bookmark: _Toc213970920]Development of alternative solutions
To produce creative solutions to practical issues, Green Haven designed creative solutions based on techniques of Creative Problem-Solving and De Bono Six Thinking Hats (De Bono, 2017).
[bookmark: _Toc213970921]Solution 1: Digital transformation strategy
The strategy suggests reformatting of the current static site into a complete transactional e-commerce website that supports online payment, internet order taking and real time delivery confirmation. The use of search engine optimisation (SEO), specific social-media marketing and email marketing can be used to improve visibility and customer interaction (Chaffey and Smith, 2022). Porters Value Chain declares that the digitalisation reinforces primary and support activities, especially the marketing, sales, and the service, and enhances efficiency and customer experience. The expected outcomes are a broader market coverage, data-based decision-making and modernisation of the brand. Nevertheless, weaknesses are high monetary input, employee training on digital skills, and slow payback.
[bookmark: _Toc213970922]Solution 2: Subscription and corporate service model
This plan focuses on establishing regular floral-subscriptions to residential and business clients (offices, hotels, restaurants). According to Ansoff Growth Matrix, this strategy combines product development and market penetration diversification of products in the current market (Whittington et al., 2019). Advantages like a steady monthly income, greater customer retention and sustainable sourcing have been identified. These include complexity of logistics, flower seasonality and dependence on corporate deals.
[bookmark: _Toc213970923]Evaluation of the alternatives
PMI technique is used here to assess strategic options. This structured method, provided in Appendix A, which gives a critical evaluation of different biased criteria like as cost, feasibility, and long-term profitability, on which knowledgeable decision are approve (De Bono, 2017). Over rational decision-making values, the strategy of digital change exposed solid benefits of attractiveness development, digital exposure, and brand renewal. A high up-set cost, physical activity in digital expertise, and thoughtful payments are still major refutations. The electrifying characteristic of incorporated with influence facilities when the major of life inspiration about online platform with scalability of place (Chaffey and Ellis-Chadwick, 2019). The model of contribution model resistances predictability, as well as community integration but has logistical potential and seasonal requirements. Its ability to reinforce local partnerships offers a strategic interest in brand authenticity (Whittington et al., 2019). The grid analysis produced quantitative results with the digital transformation option having a weighted score of 8.1/10 compared to the 6.7 of the subscription model mainly because of the improved scalability and marketing influence. Simon’s bounded rationality theory explains that Liam and Priya’s decision is shaped by limited financial resources, time pressures, and incomplete market information, necessitating satisficing rather than perfect optimisation (Simon, 1960). Consequently, the digital transformation strategy emerges as the most viable long-term solution, offering superior adaptability and sustainable growth potential under real-world constraints.
[bookmark: _Toc213970924]Recommended solution and justification
Digital transformation strategy is the most suitable and long-lasting remedy of Green Haven Florists as it contributes to the efficiency of its operations in tandem with shifting consumer demands. The marketing concept of Kotler believes that long-term competitiveness can be achieved through having the foresight and fulfilling the needs of the customers better than the competitors (Kotler et al., 2022). The old-fashioned digital presence of Green Haven restricts its accessibility and responsiveness to the market; therefore, the extensive e-commerce environment will boost sales by making it convenient, personal, and reaching out. The generic strategy model advocated by Porter assists differentiation as one of the avenues to competitive advantage which implies that the provision of a high-quality, environmentally-friendly service is a manner of distinguishing Green Haven among price-focused rivals (Porter, 2008).
A PESTLE analysis also supports the recommendation, as it shows that the online operations should be modernised due to technological and social factors primarily the digital consumer behaviour, social media marketing, and sustainability consciousness (Whittington et al., 2019). Empirical evidence demonstrates that SMEs adopting digitalisation improve productivity, customer reach, and profitability through data-driven decision-making (Radicic and Petković, 2023). The plan maintains the sustainability ethics at Green Haven by incorporating the promotion of eco-friendly packaging and transparency in sourcing locally online. Simultaneously, modernisation will increase consumer share, consumer satisfaction, and loyalty. The long run advantages are improved brand positioning, increased visibility over the internet, improved inventory management, and continued growth of revenues even at times when the market is volatile. 
[bookmark: _Toc213970925]Risk Analysis of the Selected Solution
Effective risk management, based on ISO 31000 principles, is essential to control uncertainties during implementation (ISO, 2018). Some of the major risks are financial, operations, operational, and reputational risks. Financial risk is caused by the possibility of excessive expenditure in the design of websites and advertising. Operational risk is associated with the low level of competence of the staff in the field of digital marketing and e-commerce management. Reputational risk and technological risk include inconsistent branding or poor online customer experience whereas Technological risk includes potential cybersecurity breaches or system failure.
Mitigation responses are directed by the TARA model Transfer, Avoid, Reduce, Accept (Thompson and Hopkin, 2021). Phased investment can help to lessen financial risks; operational vulnerabilities can be addressed by staff training; technological vulnerabilities can be minimised by using secure web hosting and frequent backups; and reputational risks can be minimised by providing active monitoring of customer-feedback. Technological risk is ranked moderate and highly consequential in the likelihood-impact matrix given in Appendix B, and it should be monitored. These controls should be implemented systematically to guarantee an unvaried implementation, operational stability and confidence of the stakeholders.
[bookmark: _Toc213970926]Implementation Plan
Implementation will follow SMART objectives and the PDCA (Plan-Do-Check-Act) cycle to ensure measurable progress and continuous improvement (Realyvásquez Vargas et al., 2024). The tasks that will be undertaken by Green Haven during months one to two including appointing a web developer, assigning a budget of 5,000 pounds for digitalisation and training staff on the use of digital marketing tools. Month three will see the e-commerce site launched with secure payment and usability testing. Fourth and fifth months will bring in coordinated social-media and email campaign, and online promotions and loyalty discounts will be provided in month six. Priya and Liam will handle budgeting and vendor coordination and marketing and analytics respectively. PDCA reviewing each month will help in ensuring that all milestones are achieved and deviation is corrected as soon as possible.
[bookmark: _Toc213970927]Measuring and Monitoring Effectiveness
KPIs will be used to measure performance based on the Balanced Scorecard model (Kaplan and Norton, 1996). The balanced scorecard employs financial, customer, process and growth KPIs. Development is led by data and Kaizen principles, which are used to achieve sustained competitiveness by continuous feedback.
[bookmark: _Toc213970928]Conclusion
The fall of Green Haven Florists can be traced to the fact that the company has been digitally stagnant and the market has moved to e-commerce. The most effective and evidence-based response was the digital transformation strategy, which appeared as a result of a systematic evaluation. Through systematic risk management, SMART-based planning, and Balanced Scorecard observation, the company will be able to experience the revival of its profits, increased visibility, and long-term sustainability. A well-disciplined, theoretically informed decision-making approach, therefore, makes Green Haven competitive in an ever-changing, sustainability-oriented retail environment.
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[bookmark: _Toc213970931]Appendix A: PMI (Plus–Minus–Interesting) Evaluation Matrix
	Criteria
	Digital Transformation Strategy
	Subscription and Corporate Model

	Pluses (+)
	Increases customer reach through e-commerce; improves convenience; supports data-driven marketing; aligns with sustainability via digital efficiency; enhances competitiveness and brand visibility.
	Generates predictable revenue; strengthens customer loyalty; builds community relationships; enhances brand trust with local businesses.

	Minuses (–)
	Requires high initial financial investment (£5,000–£8,000); staff need digital-skills training; time lag before return on investment.
	Dependent on stable corporate demand; operationally complex; seasonal fluctuations may affect consistency.

	Interesting (I)
	Provides scalable foundation for future service integration, including subscriptions and loyalty programs; potential for cross-promotion with local eco-partners.
	Offers opportunities for collaboration with local brands and sustainability events; can later integrate digitally.

	Weighted Score
	8.1 / 10
	6.7 / 10


[bookmark: _Toc213970932]Appendix B: Risk Likelihood–Impact Matrix (Based on ISO 31000 and TARA Model)
	Risk Type
	Likelihood
	Impact
	Risk Level
	Mitigation Strategy (TARA Framework)

	Financial risk (budget overrun)
	Medium
	High

	High
	Reduce: phased investment and continuous cost tracking.

	Operational risk (limited staff skills)
	High
	Medium
	High
	Reduce: structured digital-skills training and mentoring.

	Technological risk (system or security failure)
	Medium
	High
	High
	Transfer: outsource hosting and cybersecurity to professional service.

	Reputational risk (brand inconsistency)
	Low
	Medium
	Moderate
	Accept/Reduce: monitor feedback, maintain tone consistency.
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