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Strategic Solutions for Green Haven Florists
1. Introduction
Green Haven Florists is an independent flower shop situated in Norwich that has established itself in bespoke floral design, sustainable practices, and strong community relations. The business, though popular since it opened in 2016, had benefited from loyal customers and consistent high street footfall. These core competencies have recently been marred by structural changes in retail behaviour, increasing competition, and escalating operational costs. This report examines the principal problem in the core business of Green Haven Florists, considers two strategic options, chooses the most viable solution and provides a rationale for this choice, assesses the risks associated with this option, and develops an implementation and evaluation plan.
2. Business Problem Explanation
Over the past 12 months, Green Haven Florists has recorded a 30% decline in in-store sales, mirroring the greater market trend in decreased high-street retail activity. Although online sales have seen modest growth, they are minimal in comparison and not enough to counterbalance losses. There are several internal and external factors that contribute to this:
2.1 External Challenges
Shift to online shopping: Customers increasingly prefer the convenience, speed, and price that major online floral retailers offer.
Increasing competition: There is a new boutique florist in the neighbourhood with a greater online presence, and a national chain has opened with competitive pricing.
Additionally, economic pressures drove operational costs up, given inflation, supply chain disruption, and the higher cost of eco-friendly material inputs.
2.2 Internal Challenges
Digital Weaknesses: The website is outdated without easy navigation and contemporary e-commerce features for this store.
Limited marketing activity: Liam and Priya heavily rely on word-of-mouth and minimal social media engagement.
Smaller delivery options: There is a customer demand for more flexible delivery and subscription services.
Together, these issues point towards a fundamental strategic issue: Green Haven Florists has failed to adapt adequately to the digital shift in consumer behaviour at large and is, therefore, in a disadvantaged competitive position, despite its strong brand values.
3. Alternative Solutions
To solve the main issue, two possible strategy solutions were designed:
Solution A: Digital Transformation and Enhanced Online Presence
This solution encompasses modernisation of the business through a revamped e-commerce website, increased marketing through social media, introduction of online subscriptions, and enhancement of delivery options. It would enhance the customer reach, convenience, and competitiveness in the online space.
Solution B: Diversification into Workshops and Community Experiences
These include expanding the services to include paid workshops on floral arrangements, private classes, community events, and partnerships with local venues. This would make use of Green Haven's reputation for creativity and sustainability while reinforcing its strong local identity.
4. Evaluation of Solution / PMI and Grid Analysis
A PMI and Grid Analysis were performed to compare the alternatives. Your assignment instructions require these tables to be placed in Appendix A and Appendix B, respectively.
Summary of Findings
Solution A: Digital Transformation
Strengths:
Expands market reach beyond local footfall.
Addresses customer complaints about the website's usability.
Aligns with trends favourable towards online retail and convenience.
Supports subscription services to increase predictable income.
Weaknesses:
Requires upfront investment in technology and marketing.
Liam and Priya do not have digital skills.
Opportunities:
Ability to better compete with online retailers.
Ability to create targeted digital advertising.
Threats:
Requires ongoing updates and maintenance.
Competitors can still outspend on digital marketing.
Solution B: Workshops & Community Experiences
Strengths:
Builds on Green Haven's creative brand identity.
Differentiates from online competitors.
Strengthens local community ties and customer loyalty.
Weaknesses:
Does not directly solve the problem of online competitiveness.
Dependent upon local demand and availability.
Opportunities:
Potential partnerships with cafes, schools, or event venues.
Growing interest in experiential retail.
Threats:
Participation may be subject to seasonal fluctuations.
Competitors may copy workshop offerings.
Grid Analysis Result
According to weighted criteria on cost, revenue impact, long-term viability, ease of implementation, and customer needs alignment, Solution A ranked higher overall against Solution B.
5. Selected Solution and Justification
Chosen Solution: Digital Transformation and Enhanced Online Presence Solution A
Solution A remains the best fit for Green Haven Florists. While Solution B does bring additional community involvement, it doesn't resolve the core structural problem of declining footfall or the competitive menace that the online retailers create.
Justification:
Addresses the Primary Problem:
The biggest issue remains the decline in physical retail activity amid a proportionately insufficient boost in online sales. Development of the digital platform serves to bridge this issue directly.
Improves Customer Experience:
Customer comments indicate the need for functional improvement of the website and further development of delivery options. This solution precisely corresponds to such expectations.
Long-term Sustainability:
With an expansion into online services and subscriptions, Green Haven will be able to access larger markets and create predictable, ongoing revenues.
Competitive Positioning:
A strong online presence helps the business stay competitive against national chains and digitally savvy boutique florists.
Scalability:
Digital enhancements can be scaled gradually and informed by data insights for ongoing improvement.
6. Risk Analysis of the Selected Solution
Appendix C should include a basic risk assessment table. Key risks include the following:
6.1 Financial Risk
Initial investments in website redevelopment, design, and digital marketing can be quite high.
Mitigation: Using phased investment, small business grants, or subscription-based web development services.
6.2 Technological Risk
Liam and Priya have no experience in website management or digital analytics.
Mitigation: Employ freelancers, attend training workshops, or outsource initial setup.
6.3 Implementation Delays
Website creation and integration of delivery systems may take longer than anticipated.
Mitigation: Clearly define the timeline and keep in touch with the developers regularly.
6.4 Resistance to Change
Internal staff may require time for adjustment with new processes.
Mitigation: Staff training and gradual adoption of new tools.
6.5 Market Competition
Competitors might also have higher online marketing budgets.
Mitigation: Emphasise eco-friendly values and customised service as distinctive selling propositions.
7. Implementation Plan
A detailed action plan is imperative to ensure success. A staged approach is recommended in the following way:
7.1 Phase 1: Planning (Weeks 1–2)
Identify project goals: improve the user experience, increase online sales, and introduce subscriptions.
Research and get quotes from web designers or agencies.
Choose the platform for the website: Shopify, Wix, WordPress WooCommerce.
7.2 Phase 2: Website Redevelopment (Weeks 3–10)
Design modern, mobile-responsive website layout.
Intuitive navigation, secure checkout, product gallery, and tools for booking delivery.
Write updated product descriptions and integrate high-quality photography.
Offer subscription options for weekly or monthly bouquets.
7.3 Phase 3: Digital Marketing Launch - Weeks 11–14
Create a content calendar for Instagram, Facebook, and TikTok.
Run targeted ads highlighting eco-friendly arrangements and subscription discounts.
Encourage user-generated content with contests and hashtags.
Set up Google My Business optimisation.
7.4 Phase 4: Staff Training (Weeks 10–12)
Train staff on website order processing, social media posting, and using digital tools.
7.5 Phase 5: Pilot Testing (Week 15)
Soft-launch the website to selected customers for usability testing.
Fix any technical problems.
7.6 Phase 6: Full Launch (Week 16)
Publicise the relaunch via email newsletters, social media, and in-store promotional activities.
7.7 Phase 7: Review and Continuous Improvement (Monthly)
Monitor analytics along with customer feedback.
Make monthly updates to content and promotional adjustments.
8. Measuring Effectiveness of the Solution
Various indicators will be used to measure the success of the digital transformation.
8.1 Quantitative Measures
E-commerce Sales Growth
Compare sales data three months before and after implementation.
Website Traffic and Conversion Rate
Monitoring through tools like Google Analytics.
Subscription Uptake
Measure number of new subscribers and associated recurring revenue.
Social Media Metrics
Track followers, engagement rates, post reach, and click-throughs to the website.
Delivery Orders
Assess the growth of online delivery bookings.
8.2 Qualitative Measures
Customer Feedback
Collect information using online surveys or comment forms.
Staff Feedback
Assess ease of use and operational challenges.
Brand Perception
Monitor Google and social media reviews to see if customer sentiment improves.
8.3 Review Timeline
Monthly: Marketing metrics, web analytics.
Quarterly: Financial performance against pre-implementation data.
Annually: Follow-up on strategic business growth and market positioning.
9. Conclusion
Green Haven Florists faces a significant strategic challenge due to a decline in footfall traffic, increased competition, and outdated digital infrastructure. Two alternatives were assessed, and digital transformation came out as the most viable option to help restore competitiveness, enhance customer experience, and secure long-term sustainability. A structured implementation plan and clear measurement criteria will support effective execution and ongoing improvement. By embracing digital tools while maintaining its sustainable ethos, Green Haven can strengthen both its local and online presence to position itself for future growth.
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