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Introduction
This report examines the operational and strategic challenges currently faced by Green Haven Florists, an independent business based in Norwich, UK. Over the past 12 months, the shop has experienced a significant decline in in-store sales, sparking concerns about long-term sustainability. Using structured problem-solving methods including root cause analysis, comparative evaluation of alternative solutions and risk assessment, the report aims to identify the most effective strategic countermeasure. Two potential approaches are proposed: a full modernisation of the business’ digital presence or a strategic shift to a hyper-local sustainability model. Each is evaluated for viability, financial impact and alignment with market conditions. This report concludes with a recommended solution, an phased implementation plan and a set of measurable indicators to monitor effectiveness.
[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
Green Haven Florists has recorded a 30% decline in in-store sales over the past year. This downturn results from several linked factors. First, the shop has been affected by falling high-street foot traffic, an issue reinforced by Office for National Statistics (ONS, 2024) findings that show continuous grouth in online shopping and a decline in physical retail visits. Local business closures and shifting consumer behaviour have reduced on-the-spot purchaces wich traditionally made a large portion of florist sales.
Second, Green Haven now faces intensified competition. Boutique online florists and large national chains increasingly dominate the market using advanced digital marketing, same-day delivery and subscription services. These competitors offer convenience and range of choice that Green Haven currently struggles to match.
Third, rising operational costs, especially for sustainable materials, imported flowers and energy, have strained profit margins. Since the business prioritises environmental responsibility, it is mostly impacted by increased wholesale prices for ethically sourced products.
Fourth, the digital presence of the shop is outdated. The website is not mobile-friendly, does not support online payments and lacks search-engine optimization. Social media activity is minimum and inconsistent. Customers have little opportunity to order or to discover the shop online.
Finaly, consumer expectation have shifted. Customers now prefer flexible delivery, pre-arranged subscription bouquets and quick online ordering, all features missing frot the current business model.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A: Digital Modernisation and Introduction of Online Services
[bookmark: _Hlk216520899]This strategy involves a complete upgrade of the shop’s digital capabilities. The solution includes building a mobile-optimised website, introducing secure online payments, creating subscription-based flower services and launching targeted social media campaigns across platforms such as Instagram, Facebook, and TikTok. The approach also requires improvements in delivery systems, offering options such as click-and-collect and larger local delivery.
The objective of this solution is to expand market reach beyond foot traffic, appeal to younger digital-native customers and improve convenience for existing customers.
Solution B: Hyper-Local Sustainability Strategy
This solution focuses on differentiating Green Haven through its eco-friendly identity and deepening community engagement. The strategy includes using exclusively locally grown, seasonal flowers and offering creative workshops such as eco-floristry and floral arrangement classes. The shop would collaborate with local cafés, wedding venues, community groups and charities to build a recognisable local presence. A loyalty scheme targeted at long-standing customers would further reinforce relationships. This solution highlights brand uniqueness rather than digital competition.

Evaluation of Alternatives
A PMI (Plus, Minus, Interesting) analysis witch can be found in Appendix 1 at page 10 was carried out for both solutions. The findings are presented below.
Solution A: Digital Modernisation
Positives:
The most significant advantages relate to increased market reach and alignment with consumer behaviour trends. A modern e-commerce site allows customers to browse, compare and purchase flowers conveniently, driving sales beyond local foot traffic. Social media marketing enhances visibility, particularly among younger demographics who frequently engage with visual platforms. Online services, especially subscriptions, offer stable, ongoing revenue. This solution also positions the business competitively against both boutique online florists and large national chains.
Minuses:
The drawbacks include high initial investment costs for website development, photography and marketing. Additionally, digital marketing and website maintenance require skills that the current team does not possess. Competition within the online floral market is strong and Green Haven would need a clear value proposition to stand out.
Interesting Factors:
The solution creates opportunities for rapid revenue growth. Subscription services could become a major revenue stream, offering predictable monthly income. Strong digital engagement may also attract new customer segments, like corporate clients seeking regular event arrangements.
 
Solution B: Hyper-Local Sustainability Strategy
Positives:
This approach improves the shop’s identity and strengthens its connection to the local community. Using locally grown flowers reduces dependence on imports and supports local flower growers. Workshops and partnerships consolidate community engagement, building customer loyalty and differentiating the brand from competitors. Sustainability is increasingly valued by UK consumers, giving the business an appealing point of distinction.
Minuses:
The solution is less scalable and relies heavily on local seasonal supply, which may limit flower variety and volume. More significantly, this approach does not fully address the main issue of declining footfall. Even with a stronger community presence, walk-in traffic may continue to fall, limiting growth potential.
Interesting Factors:
The business could establish itself as the only florist in Norwich known for strictly local, seasonal, eco-friendly arrangements, a niche that could attract a loyal customer base.

Justification for Selected Solution
Solution, A Digital Modernisation, is the recommended option because:
Most UK floral purchases have shifted online (Mintel, 2023). Customers expect flexible delivery, online browsing, and secure payments. Solution A is directly addressing these expectations.
Declining foot traffic is the central cause of reduced sales. Only a digital strategy significantly counteracts this structural shift.
Many competitors already have modern websites and active marketing strategies. Without adopting similar tools, Green Haven risks falling further behind.
Subscription bouquets offer predictable recurring income, stabilising cashflow (PwC, 2023).
Customer feedback repeatedly highlighted frustrations with the outdated website and limited delivery options.
Solution A resolves all these issues.
[bookmark: _Hlk205982530] 
Risk Analysis of the Selected Solution
A risk analysis for solution A was carried out and can be found in the Appendix 2 at page 12. Here are it’s findings:
Risk 1: High Implementation Costs
Website development, photography, and advertising represent significant upfront expenses.
Risk reduction: Spread investment over a 3–6-month period and explore grants from the local council or digital innovation funds. Prioritise essential features first.
Risk 2: Lack of Technical Skills
Staff may not have the digital knowledge needed to operate and maintain new tools. 
Risk reduction: Outsource website development to a professional and enrol staff in free digital-marketing courses such as Google Digital Garage.
Risk 3: Competition from National Online Retailers
Large companies may out-spend Green Haven in advertising.
Risk reduction: Focus marketing on unique selling points like handmade arrangements, personalised service, and sustainability.
Risk 4: Low Initial Adoption of New Services
Customers may take time to use the new website or subscribe.
Risk reduction: Introduce promotional campaigns, including first-month subscription discounts and limited-time offers.
Overall, the risks are considered manageable and are outweighed by the potential long-term benefits.
 
Plan to Implement the Selected Solution
An action plan is available in the Appendix 3 at page 13. The implementation will follow four phases over approximately 20 weeks.
Phase 1 – Preparation (Weeks 1–2):
Conduct a website audit, review customer feedback, select a web developer, and define subscription models.
Phase 2 – Website Development (Weeks 3–10):
Create a mobile-responsive site with e-commerce capability, secure payment systems, quality images and delivery-radius settings.
Phase 3 – Marketing Launch (Weeks 11–14):
Launch social media ads, promote subscriptions and run Google Ads targeting Norwich customers searching for floral services.
Phase 4 – Evaluation and Adjustment (Weeks 15–20):
Monitor customer feedback, review analytics, and adjust pricing, delivery times, and marketing content.
Means of Measuring Effectiveness of Implementation of Selected Solution
 Success will be evaluated using a set of financial, digital, customer, and operational KPIs:
Financial KPIs: Online sales growth (+25% in six months), subscription sign-ups (50 subscribers by month six).
Digital KPIs: Website traffic, conversion rate, social-media engagement, and abandoned-cart rate.
Customer KPIs: Satisfaction surveys, delivery ratings, repeat-purchase rates.
Operational KPIs: Website uptime, loading speed, and delivery accuracy.
Success is achieved when online sales compensate for reduced footfall and create a stable upward growth trajectory.
[bookmark: _Hlk208302504]Conclusion
Green Haven Florists faces a multifaceted challenge driven by structural changes in retail, rising operational costs, and insufficient digital capacity. After evaluating two strategic options using structured decision-making tools, digital modernisation emerges as the most effective and sustainable solution. Implementing this strategy will allow the business to reach new customers, enhance convenience, and remain competitive in an increasingly digital marketplace. With a phased implementation plan and appropriate risk management, Green Haven can position itself for long-term resilience and renewed growth.
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Appendix 1

Solution A: Digital Modernisation PMI Table
	Category
	Points

	Plus
	Increased market reach beyond foot traffic

	
	Alignment with consumer behaviour trends

	
	Modern e-commerce site for browsing and purchasing

	
	Social media marketing visibility, especially among younger demographics

	
	Subscription services offer stable recurring revenue

	
	Competitive positioning against boutique and national chains

	Minus
	High initial investment costs (website, marketing, photography)

	
	Digital marketing and website maintenance skills lacking in current team

	
	Strong online competition requiring clear value proposition

	Interesting
	Opportunities for rapid revenue growth

	
	Subscription services could become major revenue stream

	
	Digital engagement may attract new customer segments (e.g., corporate clients)






Solution B: Hyper-Local Sustainability Strategy PMI Table
	Category
	Points

	Plus
	Strengthens eco-friendly brand identity

	
	Deepens connection to local community

	
	Reduces dependence on imports; supports local flower growers

	
	Workshops and partnerships consolidate community engagement

	
	Sustainability is valued by UK consumers, providing differentiation

	Minus
	Less scalable; relies on local seasonal supply limiting variety and volume

	
	Does not fully address declining footfall; walk-in traffic may continue to fall

	Interesting
	Establish niche as Norwich florist for strictly local, seasonal, eco-friendly arrangements

	
	Potential to attract loyal customer base



















Appendix 2

Risk analysis for solution A

	Risk No.
	Risk Description
	Risk Reduction / Mitigation

	1
	High Implementation Costs: Website development, photography, and advertising represent significant upfront expenses.
	Spread investment over 3–6 months; explore local council or digital innovation grants; prioritise essential features first.

	2
	Lack of Technical Skills: Staff may not have the digital knowledge needed to operate and maintain new tools.
	Outsource website development to professionals; enrol staff in free digital marketing courses (e.g., Google Digital Garage).

	3
	Competition from National Online Retailers: Large companies may out-spend Green Haven in advertising.
	Focus marketing on unique selling points like handmade arrangements, personalised service, and sustainability.

	4
	Low Initial Adoption of New Services: Customers may take time to use the new website or subscribe.
	Introduce promotional campaigns, first-month subscription discounts, and limited-time offers.














Appendix 3

Action plan for solution A

	What
	How
	When
	Who

	Hire IT Specialist
	Owner recruits and hires an IT specialist to manage digital operations and website integration
	Weeks 1–2
	Owners

	Website Audit
	Conduct a thorough audit of the existing website, assess usability, mobile responsiveness, SEO, and e-commerce capabilities
	Weeks 1–2
	IT Specialist

	Customer Feedback Review
	Collect feedback through surveys, social media comments, and past purchase data; analyse pain points
	Weeks 1–2
	IT Specialist

	Web Developer Selection
	Research, interview, and hire a professional web developmer; define project scope and deliverables
	Weeks 1–2
	IT Specialist

	Subscription Model Definition
	Design subscription service tiers, pricing, and delivery schedules; integrate into website functionality
	Weeks 1–2
	Web Developer,
IT Specialist
Owners

	Website Development
	Build a mobile-responsive site with secure payment options, product catalogue, subscription features, and delivery-radius settings; ensure high-quality images
	Weeks 3–10
	Web Developer, IT Specialist

	Quality Assurance & Testing
	Test website for bugs, payment processing, mobile compatibility, loading speed, and user experience; make necessary adjustments
	Weeks 9–10
	Web Developer, IT Specialist

	Marketing Launch Plan
	Create targeted social media campaigns, Google Ads, email newsletters, and promotional content for subscriptions
	Weeks 11–14
	IT Specialist,
Owners

	Promotions & Incentives
	Offer first-month subscription discounts, referral rewards, and limited-time offers to attract initial users
	Weeks 11–14
	Owners

	Monitor Analytics
	Track website traffic, conversion rates, abandoned carts, and social media engagement; identify areas for improvement
	Weeks 15–20
	IT Specialist

	Customer Feedback & Adjustments
	Collect post-launch feedback, survey subscribers, and analyse complaints/suggestions; adjust website, pricing, delivery, and marketing as needed
	Weeks 15–20
	Owners

	Ongoing Maintenance
	Schedule regular updates, security patches, SEO optimisation, and content refreshes
	Weeks 15 onward
	IT Specialist, Web Developer

	Staff Training
	Provide training sessions on website management, order processing, and digital marketing tools
	Weeks 3–14
	Owners and other staff

	Reporting & KPI Review
	Track KPIs including online sales growth, subscription sign-ups, website performance, and customer satisfaction
	Weeks 15–20 and ongoing
	Owners
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