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· This report analyses the challenges facing Green Haven Florists, a small independent flower shop in Norwich. It identifies the causes of declining sales and profitability, explores market trends and consumer behaviour, and presents strategic recommendations to ensure long-term sustainability and competitiveness.


[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem

· Green Haven Florists, an independent flower shop in Norwich, has experienced a decline in revenue, with in-store sales dropping by 30% over the past year. Rising costs, reduced foot traffic, and growing competition from online flower retailers have strained profitability. The shop’s outdated website limited digital marketing, and lack of flexible delivery options have further hindered growth. While customers value the shop’s creativity and sustainability, many now prefer the convenience and lower prices offered elsewhere. This report will specifically address the lack of an effective online presence and e-commerce strategy, which is central to Green Haven’s declining performance.

[bookmark: _Hlk205979492]
[bookmark: _Hlk205982497]Suggested Two Alternative Solutions



· Solution A: Create an Upgraded E-Commerce Platform and Online Subscription Service

· Green Haven Florists should invest in a modern, easy-to-navigate website with integrated e-commerce features, allowing customers to browse, order, and pay online. The platform should also introduce a flower subscription service offering regular deliveries for homes or offices. This solution addresses the shop’s weak online presence and changing customer preferences for convenience and flexibility. A professional, mobile-friendly website and automated delivery system would increase online traffic, improve customer retention, and generate steady income. By combining digital accessibility with Green Haven’s sustainable ethos, the business can rebuild competitiveness and adapt to a successful volving retail landscape.



· Solution B: Strengthen Local Partnerships and Community Engagement

· Green Haven Florists could collaborate with local businesses—such as cafés, hotels, event venues, and eco-friendly retailers—to provide floral displays, joint promotions, and seasonal pop-ups. The shop could also host community workshops on sustainable flowers, arranging to increase local awareness and customer loyalty. This approach leverages Green Haven’s strong reputation and sustainability values while rebuilding foot traffic and brand visibility. By deepening its community connections, the business can attract new customers, enhance local support, and create unique in-person experiences that large online competitors cannot replicate, helping to restore both sales and customer engagement.


Justification for Selected Solution – Solution A
Solution A was chosen because it effectively tackles Green Haven Florists’ weak online presence and aligns with modern customer preferences for convenience and flexibility. Investing in an upgraded e-commerce platform and subscription service will increase visibility, attract new customers, and create a steady revenue stream through regular deliveries. This approach enhances customer loyalty, improves operational efficiency, and supports the company’s sustainable values by enabling digital transactions and optimized delivery routes. Overall, Solution A offers a practical, cost-effective, and future-focused strategy that strengthens competitiveness and ensures long-term growth in an increasingly digital retail environment.


· Based on the PMI analysis, 
· Solution A developing a modern e-commerce platform with subscription services, scored highest due to its long-term growth potential and alignment with changing consumer behavior. The evaluation criteria included cost-effectiveness, scalability, customer reach, and sustainability, with greater weight (40%) given to digital reach and profitability, as these directly address the core problem of declining sales.



·  While Solution B strengthens local engagement, its impact is limited geographically. Solution A offers broader market access, enhances convenience, and supports Green Haven’s eco-friendly branding, making it the most effective and future-oriented option for restoring business performance.







Risk Analysis of the Selected Solution:




· The main risks associated with Solution A include high initial investment, technical challenges during website development, and limited digital marketing expertise. The evaluation criteria used were financial risk, operational risk, implementation feasibility, and long-term benefit, with higher weighting (40%) given to financial and operational risks, as these could most affect business continuity. Although short-term costs and a learning curve are expected, these risks can be mitigated through phased implementation, outsourcing technical tasks, and training staff. Given its scalability, market reach, and alignment with consumer trends, Solution A remains a reliable and sustainable long-term strategy for Green Haven Florists.















Plan to Implement the Selected Solution




· Implementation will follow a phased approach to ensure efficiency and minimise disruption. First, website design and development (Month 1–2) will be prioritised, as it forms the foundation for online sales. Next, digital marketing setup (Month 3) will promote the new platform, followed by the launch of the subscription service (Month 4). Liam will oversee supplier coordination and logistics, while Priya manages marketing and customer communication. This order allows technical, operational, and promotional elements to build progressively. The sequencing ensures early visibility, controlled spending, and smooth integration of new services, supporting sustainable growth and customer engagement.



Means of Measuring Effectiveness of Implementation of Selected Solution

· The primary Key Performance Indicators (KPIs) include online sales growth, website traffic, customer retention rates, and subscription sign-ups. These directly measure improvements in digital presence and revenue. The SMART objectives are increase online sales by 25% within six months, achieve a 15% rise in website traffic within three months, and secure 50 active subscriptions by month six. These objectives are Specific, Measurable, Attainable, Relevant, and Time-bound, ensuring clear accountability and progress tracking. They align closely with Green Haven’s core goal of reversing declining sales and building a sustainable online customer base, validating the success of Solution A.




· Key Findings

· Green Haven Florists has experienced a 30% decline in in-store sales, mainly due to reduced foot traffic and increased online competition.
· The business’s outdated website and limited digital marketing are key barriers to attracting and retaining customers.
· Consumers increasingly prefer convenient, flexible, and subscription-based online services for flower purchases.
· Rising operational and supply costs, particularly for sustainable materials, have reduced profit margins.
· Developing a modern e-commerce platform with subscription services offers the best opportunity to restore growth, expand customer reach, and strengthen Green Haven’s eco-friendly brand positioning in a competitive market.
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Appendix 1


PMI Analysis Table

	Solution A

	Plus
	Minus
	Interesting

	
	
	

	Increases online sales and customer reach

	High initial development cost
	Opportunity to collect customer data for targeted marketing

	Enhances brand visibility and competitiveness

	Requires staff training on digital tools
	Subscription model can create predictable revenue

	
Aligns with changing consumer behaviour
	Dependence on reliable internet and IT support
	Possibility to integrate eco-friendly messaging online

	
TOTAL:    3
	
TOTAL:    -3
	
TOTAL:        1



[bookmark: _Hlk210816971]Therefore: Final Answer for Solution A = Positive 
Solution A is viable and strategically aligned with Green    Haven’s goals. 












	Solution B

	Plus
	Minus
	Interesting

	
	
	

	Builds stronger local customer loyalty

	Limited geographic reach
	Opportunity for co-marketing with other businesses

	Differentiates from online competitors

	Dependent on other businesses’ cooperation
	Can expand slowly with low cost

	Low initial financial investment

	Seasonal fluctuations in foot traffic
	Encourages repeat visits to the store

	
TOTAL:    2
	
TOTAL:    -3
	
TOTAL:      2



Therefore: Final Answer for Solution B = Positive, but Limited in Scale 





Appendix 2              Risk Analysis Table

	
	What could cause a risk?
	What is the likelihood of the risk occurring? 
(1 – 5)
	What is the impact of this risk? 
(1 – 5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	
High initial development cost

	

4
	

4
	

16
	Phase the project, seek quotes, and budget carefully
	Secure a small business loan or reduce scope temporarily

	2
	
Technical issues with website launch

	

3
	

5
	

15
	Hire experienced developers, test thoroughly before launch
	
Have IT support and backup systems ready

	3
	Limited digital marketing skills

	
4
	
3
	
12
	Train staff or outsource marketing
	Use consultants or temporary agencies to maintain campaigns




· The table identifies the main financial, operational, and skill-based risks. Likelihood and impact are rated 1–5 to calculate a Risk Factor, highlighting which risks need priority attention. Preventive measures and contingency plans help ensure the solution remains reliable and effective.

Appendix 3
Implementation Plan

Name the problem you are solving: Declining sales and weak online presence
Name the solution you are implementing: Develop a modern e-commerce platform with subscription services
	Task
	WHAT

	WHEN

	WHO

	Done

	
        1

	
Research and select website platform & developer
	

    Month 1
	

Liam & Priya
	
Platform selected, developer contracted, and project scope finalized.
       

	

          2    
	
Design and build user-friendly e-commerce website (mobile compatible, secure payment)


	

  Month 1–2
	

Web developer & Liam
	
 Fully functional, mobile-friendly, and secure e-commerce website launched successfully.   
        

	

          3
	

Develop subscription service and integrate into website

	

    Month 2
	

 Web developer & Priya
	
Subscription feature live and fully integrated, increasing customer retention potential.
         


	
         
      

         4
	
Create digital marketing strategy (social media, SEO, email campaigns

	


    Month 3
	

Priya & marketing consultant
	
Marketing strategy implemented and generating increased website traffic and brand awareness.
         

	
        5    

	

Staff training on managing website, orders, and marketing tools


	

 Month 3–4

	

Liam & Priya
	
Staff are confident and capable of managing all website and marketing operations independently.
          






· Tasks are sequenced to ensure technical infrastructure is ready before marketing and launch. Assigning responsibilities ensures accountability, while phased implementation reduces risk and allows smooth integration. Continuous monitoring post-launch ensures any issues are promptly addressed, maintaining business continuity and customer satisfaction.


Appendix 4

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase online sales and customer subscriptions through a new website and digital marketing.





	

Track website traffic, online orders, and number of active subscriptions using analytics tools.


	

Achieve a realistic increase of 25% in online sales and 50 active subscriptions within six months.



	

Directly addresses the business problem of declining sales and weak digital presence.


	

Targets to be achieved within six months of website launch and subscription service implementation.




· This KPI and SMART objective framework allows Green Haven to monitor progress clearly, evaluate the effectiveness of the e-commerce solution, and make timely adjustments to marketing, subscription offerings, and website functionality.
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