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Introduction
This report analyses the challenges currently faced by Green Haven Florists, an independent flower retailer located in Norwich, UK. The business has experienced declining in‑store sales due to changing consumer behavior, increasing online competition and rising operational costs. Two potential solutions are proposed and evaluated using the PMI decision‑making technique. The selected solution is further examined through risk analysis, an implementation plan and performance measurement using KPI and SMART objectives. The aim of the report is to recommend a feasible strategy that can help improve sales performance and strengthen the long‑term competitiveness of the business.

Task 1: Overview of Case Study
Green Haven Florists is a small independent flower shop located in Norwich, UK, established in 2016 by Liam and Priya Patel. The business originally developed a strong reputation for providing bespoke floral arrangements, eco‑friendly packaging and excellent customer service within the local community. However, during the past year the company has experienced a significant decline in sales, particularly from walk‑in customers. The main problem facing the business is a shift in consumer behaviour towards online shopping, where customers increasingly prefer the convenience, pricing and delivery options offered by large online flower retailers. Additional challenges include rising supply costs, reduced high‑street foot traffic and an outdated website that limits the company’s online presence. These factors collectively threaten the long‑term profitability and competitiveness of the business.
Task 2: Two Proposed Solutions
Solution A – Digital Transformation Strategy
The first proposed solution is to implement a digital transformation strategy focused on improving the company’s online presence. This would involve redesigning the current website so that it becomes a fully functional e‑commerce platform that allows customers to browse products, place orders and arrange deliveries online. The upgraded platform should be mobile‑friendly, easy to navigate and integrated with secure online payment systems. Additional services such as same‑day delivery, flower subscription packages and online promotions could also be introduced. This solution would address the current issue of customers preferring online retailers by offering similar convenience while maintaining Green Haven’s unique eco‑friendly brand identity. By investing in digital marketing activities such as social media advertising and search engine optimisation, the business could also reach a wider audience beyond the local area and generate increased online revenue.
Solution B – Community Engagement and In‑Store Experience Strategy
The second proposed solution is to focus on increasing in‑store sales by strengthening community engagement and enhancing the in‑store customer experience. This could include hosting floral arrangement workshops, seasonal events and wedding consultation sessions that encourage customers to visit the shop in person. Partnerships with local businesses such as cafes, event planners and wedding venues could also generate additional sales opportunities. By promoting these activities through social media and local advertising, Green Haven Florists could strengthen relationships with the local community and create a memorable shopping experience that differentiates the business from large online competitors.
Task 3b: Evaluation Results and Justifications
The PMI analysis presented in Appendix 1 compares the advantages, disadvantages and interesting aspects of the two proposed solutions. The evaluation considered several key criteria including cost, market reach, customer convenience and long‑term growth potential. Based on the analysis, Solution A (Digital Transformation Strategy) achieved the strongest overall result. This is because it directly addresses the main issue identified in the case study, which is the increasing preference for online purchasing. While Solution B could improve local engagement, its impact would remain limited to customers within the immediate area. In contrast, Solution A enables the business to expand its market reach, improve accessibility and compete more effectively with online flower retailers.
Task 4b: Risk Analysis Results and Justifications
The risk analysis in Appendix 2 highlights several potential risks associated with implementing the digital transformation strategy. The most significant risks include the financial cost of developing a new website, the limited digital expertise within the business and strong competition from established online retailers. These risks were assessed using likelihood and impact scoring to determine their potential effect on the project. Although the financial investment may be relatively high for a small business, the long‑term benefits of increased online sales could outweigh these initial costs. In addition, risks related to digital skills can be reduced by outsourcing website development and marketing activities to experienced professionals.
Task 5b: Justifications for the Implementation Plan
The implementation plan in Appendix 3 outlines the key stages required to successfully introduce the digital transformation strategy. The process begins with customer research to understand purchasing behaviour and identify the most important website features. This step ensures that the new system meets customer needs before significant financial investment is made. The next stage focuses on developing the new website and testing its functionality to ensure that ordering and payment systems operate efficiently. Once the website is launched, delivery services and subscription options can be introduced to enhance convenience for customers. Finally, a digital marketing campaign will promote the new services and attract traffic to the website.
Task 6b: Justifications for the KPI and SMART Objectives
The proposed Key Performance Indicator (KPI) for this strategy is the percentage increase in online sales. This indicator is directly linked to the primary objective of the digital transformation strategy, which is to increase revenue through online channels. The associated SMART objectives ensure that the goal is clearly defined and measurable. For example, the business aims to achieve a 20 percent increase in online sales within six months of launching the new website. This target is considered achievable because improved website functionality, delivery services and digital marketing campaigns will make it easier for customers to place orders online.
Task 7: Key Findings
• Green Haven Florists has experienced declining in‑store sales due to reduced high‑street activity and increasing online competition.
• Two potential solutions were proposed: a digital transformation strategy and a community engagement strategy.
• The PMI evaluation identified digital transformation as the most effective option because it directly addresses changing customer behaviour.
• Risk analysis showed that financial and operational risks exist, but they can be reduced through outsourcing and careful planning.
• Implementing a modern website, delivery services and digital marketing strategy is expected to increase online sales and improve long‑term competitiveness.
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Appendix 1 – Task 3a: PMI Analysis Tables
	Plus
	Minus
	Interesting

	Increased online sales
	Website cost
	Subscription service opportunity

	Wider market reach
	Requires digital skills
	Delivery expansion

	Improved customer convenience
	Implementation time
	Potential partnerships

	Supports digital marketing
	
	




Appendix 2 – Task 4a Risk Analysis Table

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

	High website development cost
	3
	4
	12
	Use budget-friendly developers and phased investment
	Reduce costs by scaling back features temporarily

	Lack of digital skills
	3
	3
	9
	Provide training or outsource digital marketing
	Hire external experts to manage operations

	Strong online competition
	4
	3
	12
	Focus on eco-friendly branding and differentiation
	Offer promotions and loyalty incentives




Appendix 3 – Task 5a: Implementation Plan
	Task
	What
	When
	Who

	1
	Conduct customer research
	Month 1
	Liam & Priya

	2
	Develop website
	Months 2‑3
	Web developer

	3
	Launch delivery & subscriptions
	Month 4
	Management

	4
	Digital marketing campaign
	Month 5
	Marketing specialist




Appendix 4 – Task 6a: KPI and SMART Objectives
	Specific
	Measurable
	Attainable
	Relevant
	Time‑Bound

	Increase online flower orders
	20% increase in online sales
	Achievable via digital marketing
	Improves revenue competitiveness
	Within 6 months
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