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Executive summary
Green Haven Florists, a small independent florist in Norwich founded in 2016, has suffered a 30% decline in in‑store sales over the last 12 months. The decline is driven by reduced high‑street footfall, rising input and sustainable‑packaging costs, and intensified competition from a digitally savvy boutique and a price‑competitive national chain. Customer feedback highlights an outdated website, demand for flexible delivery and subscription services, and appreciation for the shop’s sustainable and bespoke offering. This report analyses the business problem, evaluates two strategic alternatives using a PMI framework, selects and justifies the recommended solution, presents a basic risk analysis, outlines a six‑month implementation plan, and specifies how effectiveness will be measured. Quelques lignes en français : la stratégie recommandée combine présence numérique et livraison verte pour protéger l’identité durable de Green Haven tout en retrouvant des revenus stables.
1. The business problem
Green Haven’s core problem is a structural mismatch between its strengths (creative, eco‑friendly bouquets and strong community reputation) and current market expectations (convenience, fast delivery, competitive pricing and a seamless online experience). The 30% fall in in‑store sales reflects both shifting consumer behaviour towards online purchases and local high‑street decline following neighbouring shop closures. Rising wholesale flower prices and more expensive sustainable materials have compressed margins. The shop’s digital presence is weak, limiting access to growing online demand. New entrants one with strong social media, the other a national chain with aggressive pricing and delivery reach have intensified competition. Liam and Priya must therefore decide how to preserve their brand values while adapting to digital channels and pricing pressures to restore profitability.
2. Two alternative solutions
Alternative A Digital transformation with green local delivery and subscription services
· Redevelop a mobile‑first ecommerce website with secure payments, subscription functionality and flexible delivery slots, including same‑day local delivery.
· Invest in targeted social media content (Instagram, Facebook) and local paid ads showcasing bespoke arrangements, sustainability credentials and behind‑the‑scenes artisan processes.
· Launch tiered subscription plans (weekly, fortnightly, monthly) and corporate packages for recurring revenue.
· Implement green delivery (e‑bike or electric van) either via local courier partnership initially or in‑house when volumes justify capital investment.
Alternative B In‑store experience and community focus
· Reposition the shop as an experiential hub offering regular paid workshops (floral arranging, sustainable wrapping), private events, and premium wedding and corporate consultations.
· Strengthen local partnerships (cafés, galleries, wedding vendors) for cross‑promotion and pop‑up events to drive footfall.
· Maintain a minimal online presence (catalogue and booking form) to keep costs low and concentrate resources on elevating in‑store premium services and margins.
· Introduce VIP loyalty programmes and seasonal, limited‑edition collections to drive repeat high‑value purchases.
3. Evaluation using PMI
Alternative A Digital transformation with green delivery and subscriptions
· Plus
· Recurring revenue from subscriptions improves cash‑flow predictability and reduces dependence on uncertain footfall.
· Matches consumer demand for convenience and same‑day delivery while reinforcing sustainability through green logistics.
· Expands market reach beyond immediate high‑street catchment and captures local online search and social traffic.
· Data from online sales enables personalised offers, segmentation and targeted promotions to raise lifetime value.
· Minus
· Requires upfront investment (website development, marketing, delivery setup) and ongoing digital marketing spend.
· Operational complexity increases: online order processing, inventory management and scheduling.
· Exposure to price competition and the need for robust digital marketing to gain visibility.
· Interesting
· Potential eligibility for small‑business digital grants or local sustainability incentives.
· Opportunity to create blended offers (online subscription + in‑store workshop) that cross‑sell and strengthen community bonds.
Alternative B Experience and community focus
· Plus
· Leverages existing artisanal skills and community reputation; workshops and events are higher‑margin and build loyalty.
· Lower initial technology cost and strong alignment with the shop’s boutique identity.
· Creates brand advocates through memorable in‑person experiences.
· Minus
· Fails to directly address customer preference for online convenience and delivery; growth is constrained by local footfall trends.
· Scalability is limited and revenue remains vulnerable to high‑street decline and seasonal variability.
· Competitive threat from online specialists remains unchallenged.
· Interesting
· Workshops can be monetised and promoted online once a digital platform exists; partnerships can amplify local reach.
Conclusion from PMI: Alternative A addresses the structural issues that caused revenue decline (digital shift and delivery expectations) and adds predictable revenue via subscriptions, while Alternative B strengthens identity but leaves the business exposed to continuing online displacement. A hybrid approach—prioritise A while preserving elements of B best balances adaptation and brand integrity.
4. Chosen solution and justification
Recommended course: Adopt Alternative A digital transformation with green local delivery and subscription services, while retaining selected in‑store experiential activities as complementary offerings.
Justifications:
· Market alignment: consumer trends show sustained growth in convenience and online purchasing; without a modern ecommerce capability Green Haven cannot reliably recapture customers lost to online competitors.
· Financial stability: subscription models produce recurring revenue, smoothing cash flow and improving forecasting in a high‑cost environment.
· Brand differentiation: green delivery and storytelling about local sourcing sustain Green Haven’s sustainability credentials and distinguish it from national chains that compete primarily on price.
· Scalability and learning: digital operations generate customer data to refine product mix, pricing and marketing; this data‑driven approach supports strategic decisions and cost management.
· Low‑risk pathway: an MVP (minimum viable product) ecommerce build and courier partnership allow the shop to test the market before committing to larger capital expenses.
Complementary in‑store offerings (workshops, consultations) will be marketed via the new website to maintain community engagement and justify premium pricing for bespoke services.
5. Basic risk analysis
Key risks and mitigation strategies:
· Implementation cost overrun (Medium likelihood × High impact)
· Mitigation: Use hosted ecommerce platforms (Shopify/WooCommerce) to reduce development costs; phase the build and prioritise core features.
· Low online adoption and weak ROI on marketing (Medium likelihood × High impact)
· Mitigation: Pilot with existing customers using promotional launch offers and referral incentives; track conversion metrics and adjust campaigns rapidly.
· Delivery operational issues (High likelihood × Medium impact)
· Mitigation: Outsource to a reputable local courier initially; document processes and train staff for scale‑up; stagger delivery rollout.
· Supplier price volatility (High likelihood × High impact)
· Mitigation: Increase local sourcing, reduce reliance on imported varieties, negotiate forward purchase for peak dates and adjust product mix seasonally.
· Brand dilution through commoditisation or price competition (Medium likelihood × Medium impact)
· Mitigation: Emphasise sustainability, artisan quality and local sourcing in all communications; offer tiered products to avoid direct price wars.
6. Implementation plan (six months)
Phase 1 (Weeks 1–4): Planning and set‑up
· Assign project lead (Liam or Priya), define budget and KPIs.
· Audit current customers, product margins, suppliers and digital assets.
· Design subscription tiers and delivery zones.
Phase 2 (Weeks 5–12): Build MVP ecommerce and operations
· Launch a mobile‑first site with ecommerce, subscription module, analytics, and basic SEO.
· Establish order fulfilment workflows and partner with a local electric‑bike courier for same‑day deliveries.
· Train staff on packing standards, online order handling and customer service scripts.
Phase 3 (Weeks 13–20): Soft launch and customer acquisition
· Invite existing customers to trial subscriptions with incentives; run local social media ads and email campaigns.
· Promote bundled offers (subscription + workshop) to cross‑sell online and in‑store.
· Monitor fulfilment KPIs and customer feedback; iterate.
Phase 4 (Weeks 21–26): Optimise and scale
· Analyse conversion rates, subscription retention and unit economics; refine pricing and product range.
· Consider gradual investment in in‑house green delivery if volumes justify capital costs.
· Expand marketing to targeted corporate clients and wedding planners for recurring contracts.
Budget estimates (indicative)
· Initial ecommerce setup (MVP): £2,000–£5,000 using a hosted solution and modest customisation.
· Marketing (first three months): £1,000–£2,000 for targeted local ads and promotional materials.
· Delivery: per‑delivery courier costs initially; potential capital for e‑bike later.
7. Measuring effectiveness
Primary KPIs and reporting cadence:
Financial metrics
· Monthly revenue (online versus in‑store) and gross margin per order.
· Subscription revenue, average order value (AOV) and contribution margin.
Customer and marketing metrics
· Website conversion rate (sessions to purchases), new customer acquisition rate and CAC (customer acquisition cost).
· Subscription sign‑ups, churn rate and average subscription tenure.
· Social media engagement and referral traffic.
Operational metrics
· On‑time delivery rate, order fulfilment time and delivery success rate.
· Customer satisfaction measured by short post‑delivery surveys or NPS.
Reporting and targets
· Weekly operations dashboard covering orders, deliveries and website health.
· Monthly financial and marketing review against targets.
· Quarterly strategic review to decide whether to invest in in‑house delivery or expand product lines.
Initial targets (first six months)
· Online sales to represent 30% of total revenue within six months.
· Achieve at least 100 active subscribers with a three‑month retention rate of 70%.
· Reduce fulfilment errors to below 3% and achieve 90% on‑time delivery for local orders.
8. Conclusion
Green Haven’s path to recovery lies in embracing a pragmatic digital transformation that preserves its identity. By prioritising a mobile‑first ecommerce platform, subscription revenue and green same‑day delivery, the shop can meet contemporary consumer expectations, stabilise cash flow and maintain its sustainability credentials. Retaining curated in‑store experiences as complementary offerings will preserve community ties and premium margins. A phased, measured implementation with clear KPIs and conservative budgeting reduces risk and provides flexibility to scale. 
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