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[bookmark: _Toc216467451]1. Introduction and Problem Definition
Green Haven Florists, initially an independent flower shop that was performing well in Norwich, is in dire need of organisational performance that has seen its long-term survival at stake. With its sustainable attitude, custom-made flowers, and its reputation as a reliable enterprise in the community, the company has not been able to resist recent changes in the retailing environment. During the last twelve months, Green Haven has lost 30% of its in-store revenue, and the operation cost has been increasing due to inflation and the soaring prices of imported flowers. This decrease in revenue and rise in expenditure has greatly diminished the business profits and put the business in a weak financial situation (Belanová, 2023).
[bookmark: _Toc216467452]Problem Scope
The business decline is conditioned by the combination of external and internal challenges. Externally, Green Haven has been influenced by the falling high-street foot-traffic, the predatory nature of competition with a low-end national retail chain, and a trend-driven digital boutique florist that has swiftly attracted the younger demographic through its marketing on social media. On the internal level, the shop has poor digital infrastructure and a poor website, poor delivery flexibility, and a virtual complete dependence on word-of-mouth marketing. These internal shortcomings have made Green Haven unable to keep up with a competitive, convenience-based, digital-first retailing environment.
[bookmark: _Toc216467453]2. Cause and Effect Analysis 
To further elaborate on the factors behind the decline of Green Haven, a Cause and Effect (Fishbone) Analysis was used. This approach aids in systematising root causes and in finding the relationship between the interrelated nature of issues and the main problem of diminishing revenue and customer interaction (Coccia, 2020; Ramakrishnan and Krupskyi, 2024).
[image: ]
Figure 1: Fishbone Diagram

According to the Fishbone Analysis, the fall is not an isolated problem:
· Environment (Market Forces) is the strongest contributor. The reduction of customers at Green Haven is caused by decreased traffic in high streets, the emergence of online florist businesses, and intensified competition.
· Equipment (Technology) shows the limitations of the business having access to the online demand. The site is not easy to navigate, making it a direct deterrent to customer interaction.
· Methods (Processes) show that operational rigidity (such as fixed business hours, no click-and-collect, and ad-hoc marketing) restricts flexibility.
· Materials (Supply Chain) disclosures indicate the strain of rising costs because of sustainability contagions and imported stock (Mateska et al., 2023).
· People (Skills) illustrate a capability gap, as the owners are skilled florists; however, they have no digital skills to facilitate the use of modern retailers.
It is a strategic drift between an analogue business and a digital-first market that is the root cause of the decline of Green Haven. The external environment has changed more rapidly than Green Haven, which has internal capacity, and it has created inefficiencies in its operations, loss of market share, and decreased customer interactions.
[bookmark: _Toc216467454]3. Alternative Solutions
The Root Cause analysis resulted in the development of two strategic solutions to the root causes in order to get the business back on track and reposition Green Haven.
[bookmark: _Toc216467455]Solution A: Digital Transformation & Hybrid Retail Model
The solution aims to increase digital infrastructure, online sales, and to use technology to modernise the customer experience.
· A mobile-optimised e-commerce website development.
· Addition of click-and-collect and same-day delivery.
· Implementation of a systematic online marketing plan (SEO, social media advertisements).
· Launch of a subscription-based flower service to create recurring revenue streams.
[bookmark: _Toc216467456]Solution B: The Green Experience Pivot
The solution supports the physical presence of the shop and capitalises on its sustainable ethos to generate experience.
· Holding floristry lessons and Sip and Plant in-store events.
· Cross-promotional product bundles with local environmentally-friendly companies.
· Move to high-margin markets like wedding contracts and corporate events.
[bookmark: _Toc216467457]4. Evaluation of Solutions
The evaluation of both solutions was conducted in the form of a Grid Analysis (Weighted Decision Matrix), which occurred in the context of 4 strategic criteria, namely: Cost of Implementation, Impact on Revenue, Speed of Results, and Brand Alignment. This is a quantitative tool that allows a systematic approach to describe alternative comparisons, based on weighted scoring.
[bookmark: _Toc216467458]Summary of Grid Analysis (Full table in Appendix A)
· Solution A has the highest points in Impact on Revenue and Speed of Results, which means that the solution has high chances of demonstrating quick recovery and long-term competitive advantage.
· Solution B was the highest in Brand Alignment, which shows that the business is a sustainable and artisan florist.
However, Solution B had a lower score on revenue impact and feasibility as it depends on attendance at the store, which is not increasing.
Digital Transformation is the better and more strategically relevant solution as it has higher ratings across the board, with a total overall weighted score of 31 (in comparison with 24 in Solution B).
[bookmark: _Toc216467459]5. Justification of Selected Solution
Solution A, which is Digital Transformation, is chosen as the most suitable strategic response to the business issues of Green Haven.
[bookmark: _Toc216467460]Alignment with Root Causes
The Fishbone Analysis pointed to the changing consumer expectations and technological weakness as the most critical issues. Solution A provides solutions to these directly by enhancing the digital capabilities of the business and enhancing convenience, which is a factor that is especially significant in the contemporary realm of retail (Chen, 2024).
[bookmark: _Toc216467461]Scalability and Revenue Growth
As opposed to the physical workshops (Solution B), which are constrained by space and staff capacity, a powerful e-commerce platform offers unlimited opportunities in terms of expansion. The digital marketing, online ordering, and subscription services represent new sources of revenue that are not limited by geographical factors (Jitsoonthornchaikul, 2022).
[bookmark: _Toc216467462]Competitive Positioning
Solution A will allow Green Haven to compete with both categories of competitors:
· Against the national chain: increased convenience delivery, online purchase.
· Against the boutique florist: better social media exposure and more contemporary branding.
[bookmark: _Toc216467463]Financial Stability
The presence of recurring monthly revenue in the form of flower subscriptions helps stabilise the cash flow of the business as an element that helps the business remain steady through any stock price volatility and seasonal variations in customer demand.
[bookmark: _Toc216467464]6. Risk Analysis of the Selected Solution
Though Solution A offers the most strategic benefits, it has a number of risks in its implementation. These concerns are identified and assessed on a fundamental risk matrix. The Risk Assessment Matrix can be observed in Appendix B
[bookmark: _Toc216467465]Key Risk Themes
1. Financial Risks
· Website’s development overrun or online advertisements may exert pressure on cash flow (Tauro, Panniello, and Pellegrino, 2021).
· Mitigation: Establish budget limits, roll out in phases, seek grants of digital support.
2. Operational Risks
· The employees might have a problem coping with online orders as well as offline duties.
· Mitigation: Fixed training; set aside specific order fulfilment time.
3. Technological Risks
· Website malfunction during launch could harm reputation.
· Mitigation: Professional developers, soft-launch with a small number of customers.
4. Market Risks
· Digital advertisements can bring in poor conversion.
· Mitigation: Start with simple expenditure and keep on testing messaging.
The risk analysis points to the fact that Solution A can be practiced in a well-managed implementation.
[bookmark: _Toc216467466]7. Implementation Plan
The proposal suggests a 12-week implementation plan that would be structured to help roll out the digital transformation smoothly and effectively.
[bookmark: _Toc216467467]Phase 1: Preparation (Weeks 1–4)
· Week 1: Finish project budget and employ a web developer or company.
· Week 2: Take a business photo shoot of the floral products.
· Week 3: Find a reliable local courier partnership to help the business improve its delivery.
· Week 4: Develop content to be posted on the new site, brand storytelling and sustainability values.
[bookmark: _Toc216467468]Phase 2: Build and Train (Weeks 5–8)
· Weeks 5-6: Development of the website, e-commerce, and payment gateways.
· Week 7: Online order management and digital POS systems training of staff.
· Week 8: Soft-launch site to the members of the loyalty program to get user feedback and bug testing.
[bookmark: _Toc216467469]Phase 3: Launch and Market (Weeks 9–12)
· Week 9: Official public launch. Promotions via social media and local newspapers.
· Week 10: Introduce subscription service, Bloom of the Month.
· Week 11: Start highly aggressive social media marketing in the Norwich area.
· Week 12: Review first analytics, optimize marketing budget, and optimize customer experience.
[bookmark: _Toc216467470]8. Measurement of Effectiveness
The evaluation of the chosen solution will be based on the key performance indicators (KPIs), which will be tracked on a monthly basis.
1. Sales Conversion Rate
Target: 2% within three months.
2. Revenue Distribution
Target: 25% of total revenue from online sales within six months.
3. Customer Acquisition Cost (CAC)
Target: Maintain CAC below £10 to ensure marketing efficiency.
4. Subscription Retention
Target: At least 50 active subscribers within the first quarter.
The KPIs are effective indicators to gauge the progress and implement a series of data-driven enhancements.
[bookmark: _Toc216467471]Conclusion
Green Haven Florists is in a crisis season of downward trend because of drastic market dynamics, old-fashioned digital operations, and an increase in operational expenses. A comprehensive Fishbone Analysis has shown a lack of fit between the old business operating model and the new digital-first market to be the main problem. Having analysed two strategic solutions on a Grid Analysis, the Digital Transformation was chosen as the most efficient solution. Green Haven can rebrand itself through online modernisation, customer convenience, and the introduction of subscriptions as the key methods of repositioning to compete, create a stable source of income, and retainability.
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[bookmark: _Toc216467473]Appendix A: Grid Analysis-Weighted Decision Matrix
	Factors
	Alternative 1(Digital Transformation)
	Alternative 2(Experience Pivot)
	Weighting of Factors

	Factor 1: Cost to Implement
	2 (Weight 2) → 4
	3 (Weight 2) → 6
	2

	Factor 2: Impact on Revenue
	5 (Weight 3) → 15
	3 (Weight 3) → 9
	3

	Factor 3: Speed of Result
	4 (Weight 2) → 8
	2 (Weight 2) → 4
	2

	Factor 4: Brand Alignment
	4 (Weight 1) → 4
	5 (Weight 1) → 5
	1

	Factor 5: Not applicable
	N/A
	N/A
	—

	Overall Weighted Score
	31
	24
	—


Solution A achieves a weighted score of 31, substantially higher than Solution B’s 24, making it the preferred strategic choice.
[bookmark: _Toc216467474]Appendix B: Risk Assessment Matrix for Solution A (Digital Transformation)
	Risk Category
	Risk Description
	Probability (1–5)
	Impact (1–5)
	Risk Rating (PxI)
	Mitigation Strategy

	Financial
	Website and marketing costs exceed the planned budget
	3
	5
	15 (High)
	Set budget cap; seek small-business digital grants; phase rollout beginning with low-cost Shopify setup.

	Operational
	Staff struggle to manage online + in-store operations
	4
	4
	16 (High)
	Provide training; delegate specific hours for order packing; update workflow procedures.

	Technological
	Website crashes, bugs, or downtime at launch
	2
	5
	10 (Medium)
	Hire a reputable developer; include a maintenance contract; soft-launch to a test group for debugging.

	Market
	Digital ads fail to convert customers
	3
	3
	9 (Medium)
	Begin with low daily ad spend; use A/B testing; adjust campaign based on analytics.

	Customer Experience
	Slow delivery times harm customer satisfaction
	2
	4
	8 (Medium)
	Ensure reliable courier partnerships; set realistic delivery windows; implement tracking notifications.
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