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1.Introduction
This report analyses the business challenges faced by Green Haven Florists, a small independent flower shop operating in the UK retail market. It examines the causes of declining performance, evaluates alternative solutions, and proposes a strategic action plan to support long-term sustainability and competitiveness.

2.Brief Explanation of the Business Problem

Green Haven Florists is a small independent flower shop based in Norwich, UK, founded in 2016 by Liam and Priya Patel. The business originally achieved success through bespoke floral desugns, eco-friendly packaging and strong community relationships. However, over the past 12 months, the company has experienced a significant decline in performance.
The main issue is a 30% decrease in in-store sales, largely caused by reduced foot ttraffic on the local high street. This reflects wider changes in consumer behaviour, as customers increasingly prefer online shopping and home delivery services (Office for National Statistics, 2023). Although Green Haven has seen a small rise in online orders, this has not been enough to offset the loss of walk-in customers.
In addition, the business faces rising operational costs. Increased prices of imported flowers and higher costs of sustainable materials have reduced profit margins (IBISWorld, 2024). Customer feedback also highlights weaknesses in the company’s digital presence. Particularly an outdated website and limited delivery options. Combined with growing competition from online retailers and national chains, these factors create a complex business problem that requires strategic change rather than short-term fixes.

3.Alternative Solutions and Evaluation using PMI

Two alternative solutions are considered to address the identified business problem.

Alternative Solution 1: Digital Transformation and Online Sales Expansion
This solution involves redesighning the website, improving online ordering, introduction flower subscription services, and strengthening digital marketing through social media platforms. This approach aims to reduce reliance on physical foot traffic and meet changing customer expectations. Digital transformation could include several practical improvements: creating a mobile-friendly website, ding clear product categories, and offering simple checkout options such as Apple Pay or PayPal. 
Alternative Solution 2: Sustainability and Community Differentation
This option focused on reinforcing Green Haven’s eco-friendly identity through workshops, local partnerships and loyalty programmes to strengthen customer relationships. Community and sustainability differentiation can also be developed in more structured ways. For example, Green Haven could run seasonal workshops (e.g., “Christmas wreath-making” or “Spring bouquet styling”), which create an additional revenue stream and strengthen customer loyalty. Partnerships with local cafes, event venues or eco-friendly businesses could lead to referral agreements and joint promotions.
A PMI evaluation shows that digital transformation offers stonger long-term benefits. While it requires higher investment and digital skills, it proides greater market reach and scalability. In contrast, sustainability-focused differentiation strengthens loyalty but has limited ability to attract new customers or counter online competition. Therefore, digital transformation presents greater strategic potential.

4.Most Appropriate Solution and Justification

The most appropriate solution for Green Haven Florists is digital transformation and online sales expansion. This option directly addresses the core issue of declining foot traffic by allowing the business to reach customers beyond its physical location. Research shows that UK consumers increasingly value convenience, online ordering and flexible delivery options, particularly in retail sectors such as floristry (Statista, 2023).
While sustainability and community engagement remail important strengths, they do not sufficiently respond to the structural shift towards online shopping. Without a strong digital presence, Green Haven risks losing further market share to competitors that already operate successfully online. Digital transformation enables the business to remail competitive while still promoting its sustainable values through digital channels.
In addition, subscription sevices can provide more predictable and recurring revenue, helping to stabilise cash flow. Digital marketing also allows targeted communication with environmentally conscious consumers who align with the brand’s ethos. Although this solution requires investment, it offers greater long-term growth and adaptability compared to the alternative. For these reasons, digital transformation represents the most suitable and future-focused strategy for the business.

5.Basic Risk Analysis of the Selected Solution
The chosen solution involves several potential risks. The first is financial risk, as website redevelopment and online marketing require upfront investment. This risk can be reduced by implementing changes gradually and using affordable e-commerce platforms.
A second risk relates to limited digital skills. Liam and Priya currently have little experience in digital marketing, which may affect the effectiveness of implementation. This risk can be mitigated through short training courses or outsourcing tasks to freelance professionals.
A third risk is customer adoption. Some loyal customers may prefer in-store purchasing and be reluctant to use online services. To address this, Green Haven can offer incentives such as discounts for first-time online orders and ensure the website is simple and user-friendly. Overall, while risks exist, they are manageable with careful planning.
There is also a risk linked to operational capacity. If online demand increases quickly, Green Haven may struggle to manage more orders alongside existing in-store work, especially during peak periods such as Valentine’s Day or Mother’s Day. This risk can be reduced by setting clear order cut-off times, limiting same-day delivery slots, and using a simple order management system to organise workflows. Another risk is reputational: poor online reviews can spread quickly if customers have a negative experience. To reduce this, the business should monitor reviews regularly and respond professionally, offering quick solutions when problems occur.

6.Implementation Plan
To implement the digital transformation strategy, Green Haven should follow a structured action plan. First, the business should redesign its website to improve usability, mobile compatibility and online ordering functionality. This stage could be completed within three monts with support from an axternal web developer.
Clear roles and responsibilities should be defined to ensure smooth implementation. For example, one owner could focus on supplier coordination, cost control and order fulfilment, while the other manages online content, customer communication and digital marketing activities. A simple implementation timeline with weekly check-ins would help track progress and address issues early.
Second, the company should introduce a flower subscription service with clear pricing and flexible delivery options. Third, Liam and Priya should develop a consistent digital marketing atrategy, focusing on social media content and targeted online advertising. Sustainability should remain a key message within all digital communication.
Finally, customer feedback should be collected through online surveys and reviews to identify areas for improvement. A phased approach will allow the business to manage costs while adjusting the strategy based on early results.


7.Measuring the Effectiveness of the Implemented Solution
The effectiveness of the digital transformation strategy should be measured using a combination of quantitative and quantitative performance indicators. One of the most important mwasures is online sales performance, including total revenue generated through the website and subscription services. Monthly comparisons of online sales before and after implementation can indicate financial impact.
Website analytics should also be monitored closely. Key metrics include website traffic, conversion rates and average order value. These indicators help assess customer engagement and the usability off the online platform (Chaffey and Ellis-Chadwick, 2019).
To make measurement more effective, Green Haven should set SMART targets with clear timeframes. For example, within three monts of launching the updated website, the shop could aim for a specific increase in website visits and a minimum conversion rate. It is also important to monitor operational indicators, such as on-time delivery rate, the number of delivery complaints, and average order fulfilment time, as these directly affect customer satisfaction. Finally, the business should track profitability measures, such as gross margin per order and marketing cost per acquisition, because higher sales are not valuable if margins fall. A simple monthly KPI dashboard would support regular reviews and quick adjustments.
Customer retention is another critical measure. An increase in repeat purchases and active subscriptions would suggest that the digital services meet customer expectations. In addition, customer satisfaction should be assessed through online reviews, feedback forms and short surveys. Qualitative feedback can highlight usability issues or service improvements that numerical data may not reveal.
Social media performance metrics, such as follower growth, post engagement and click-through rates, should also be tracked to evaluate digital marketing effectiveness. Regular quarterly reviews of these indicators will allow Liam and Priya to assess progress and adjust their strategy where necessary. By using multiple performance measures, Green Haven can gain a clear understanding of whether the implemented solution is achieving its objectives.

8.Conclusion
In conclusion, Green Haven Florists is facing a complex business problem driven by declining in-store sales, rising operational costs, increased competition, and changes in consumer behaviour. The analysis has shown that while sustainability and community engagement remain important strengths, they are not sufficient on their own to address the current challenges. Digital transformation and online sales expansion were identified as the most appropriate solution, as this strategy directly responds. To customer expectations for convenience and accessibility. By carefully managing risks, implementing the solution in phases, and monitoring performance through clear financial, operational and customer-based indicators, Green Haven can improve its competitiveness and long-term sustainability. Overall, the recommended approach provides a realistic and strategic pathway for adapting the business to a changing retail environment.
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