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Introduction 
Green Haven Florists is a small independent shop based in Norwich, UK, founded in 2016 by partners Liam and Priya Patel. The business built on its reputation on bespoke floral arrangements, sustainable practices and strong community relationships. However, in the past year Green Haven Florists has experienced a significal decline in performance, including a 30% drop in in-store sales increasing operational costs. Changes in consumer behaviour, growing competition from online florists and limited digital capability have placed pressure on the business. This report analyses the key business problem, evaluates alternative solutions and proposes an action plan for long term sustainability.
[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
Green Haven Florists is a small independent flower shop in Norwich that has recently begun to struggle after years of successful trading. The main business problem is a significant decline in sales, particularly in-store with a reported 30% drop over the past 12 months. This has created financial pressure on the business and raised concerns about its ability to remain profitable in the long term.
There are several causes contributing to this problem. One key factor is a change in customer behavior, as many customers now prefer to buy flowers online due to convenience, and fast delivery options offered by large online retailers. In addition, Green Haven’s high street location has become less effective because nearby businesses have closed, resulting in reduced foot traffic. Rising operational costs have also worsened the situation, especially the increased cost of imported flowers and sustainable packaging materials, which has reduced profit margins. Furthermore, the business has limited digital capability, relying mainly on word-of-mouth marketing and an outdated website that some customers find difficult to use. Finally, increased competition from a national chain and a locally based florist with a strong social media presence has made it harder for Green Haven to attract and retain customers. Together, these factors have led to declining performance and the need for strategic change.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A 
Focuses on improving Green Haven Florists online presence to respond to changes in customers behavior. This would involve updating the business’s website, so it is easier to use, mobile friendly and capable of handling online orders and subscriptions. Green Haven would introduce more delivery options, such as same-day local delivery and increase its use of social media marketing to promote its products and sustainable values.
PMI Analysis:
Plus: Reaches a wider customer base, increases convenience, and reduces reliance on declining in-store sales.
Minus: Requires financial investment and time to learn new digital systems.
Interesting: Creates opportunities for repeating income through subscriptions and better customer engagement.
This solution helps resolve the main business problem by adapting the business model to current market trends. As foot traffic continues to fall, improving online sales allows Green Haven to remain competitive while maintaining its unique identity and increasing overall revenue.


Solution B 
Focuses on strengthening Green Haven Florists role within the local community rather than competing directly with online retailers. This would involve creating more in store experiences, such as flower arranging workshops, seasonal events and collaborations with nearby businesses. Green Haven could also place greater emphasis on promoting its use of locally sourced flowers.
PMI Analysis:
Plus: Helps build customer loyalty and reinforces Green Haven’s unique identity as a local, eco-friendly florist.
Minus: The strategy still relies heavily on customers visiting the shop, which is risky due to declining foot traffic on the high street.
Interesting: Community events could increase word-of-mouth promotion and attract new customers.
However, this approach supports the brand’s values it does not fully solve the main problem of falling sales. With fewer people shopping in person, relying mainly on in store engagement may limit growth and make it harder for the business to recover financially.
Justification for Selected Solution
Solution A is the most appropriate option for the business because it directly addresses the main cause of the business problem, which is the decline in foot traffic and changing customer behavior. While Solution B helps strengthen the business’s local identity, it still relies heavily on customers visiting the shop which is no longer reliable. Greater weighting was given to factors such as revenue growth, customer convenience and long-term sustainability, as these are critical for the business to survive. Solution A is better in these areas because improving online sales, delivery options and subscriptions allows Green Haven to reach more customers and reduce dependence on the high street. Overall, Solution A offers a more practical way to improve performance.


[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Implementing Solution A has several potential risks. Financial risk arises from the initial investment needed for website redesign, marketing, and delivery setup. Operational risk includes managing online orders alongside in store work which could make staff feel overwhelmed. Skills risk is also important, as Liam and Priya have limited experience with digital marketing and e-commerce systems. To assess these risks, criteria such as impact on revenue, and effect on customer experience were considered. Mitigation measures include phased investment, staff training, and using user-friendly online platforms. Overall, the risks are manageable and justified given the potential benefits of increased sales and sustainability.

Plan to Implement the Selected Solution
Implementing Solution A for Green Haven Florists requires a structured approach to ensure tasks are completed efficiently and effectively. The first step is redesigning the website, scheduled over the first two months. This is prioritised because the website is the main platform for online orders, subscriptions, and customer engagement. Liam and Priya can work with a freelance web designer, while they provide input on branding, product photos, and sustainability messaging.
The second step is setting up delivery and subscription services, planned for months two to three. This timing allows the website to be ready to handle orders and reduces confusion for customers. The owners of the business will work with local couriers for same day delivery and develop subscription packages that are easy to manage.
The third step is launching a digital marketing campaign for months three to four. This includes social media posts, targeted ads, and email newsletters. By scheduling marketing after the website and delivery systems are functional, any increased traffic can be effectively converted into sales, avoiding customer frustration. 
Finally, staff training and process integration will occur in month four. This ensures that all team members are confident in managing online orders, subscriptions, and in store coordination. Responsibilities are clearly assigned Liam and Priya to oversee strategy staff to handle daily operations, and freelancers provide technical support.
The order and scheduling are designed to lower disruption, reduce risk, and align resources logically, ensuring Green Haven can expand online while maintaining high quality customer service and operational efficiency.

Means of Measuring Effectiveness of Implementation of Selected Solution
To ensure the success of Solution A, Green Haven Florists will measure performance using a combination of Key Performance Indicators (KPIs) and SMART objectives. Key KPIs include online sales growth, subscription sign ups and retention, website traffic and conversion rates, and customer feedback ratings. These indicators were chosen because they directly reflect the core aims of digital transformation, increasing revenue, expanding the customer base, and maintaining high quality service.
SMART objectives provide specific targets to guide implementation. For example, achieving a 20% increase in online sales within six months is specific, measurable, achievable, relevant, and time-bound, directly linked to revenue recovery. Another objective is to gain at least 100 new subscription customers within three months, supporting sustainable, recurring income. A third is to improve website usability scores by 80% through customer feedback surveys, ensuring the digital experience meets expectations.
These KPIs and SMART objectives are defended on the basis that they are quantifiable, time-specific, and focused on measurable business outcomes, allowing Liam and Priya to track progress and adjust strategies where needed. Regular monitoring of these measures ensures that digital transformation not only launches successfully but continues to deliver tangible benefits, remaining competitive and financially sustainable in the long term.

Conclusion:
Key Findings
After reviewing the report, several important findings stood out. First, the decline in foot traffic and in‑store sales at Green Haven Florists reflects a broader shift in consumer behavior toward online purchasing and digital engagement, which many florists are now prioritising to stay competitive. Evidence shows that a large proportion of floral retailers now generate significant sales through digital channels and are increasing investment in online tools and social media strategies to drive growth.
Second, digital transformation including website improvement and online delivery options is strongly linked to increased sales and customer reach in the floral industry, making it a logical focus for growth.
Third, relying solely on local, in‑store solutions limits scalability, particularly as customers increasingly expect convenience and flexible delivery. Fourth, implementing digital solutions introduces risks such as upfront costs and skill gaps, but these are manageable with phased implementation and support. Finally, clear KPIs and SMART targets are essential for tracking progress and ensuring that the chosen solution delivers measurable business improvements.

[bookmark: _Hlk208302504]
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[bookmark: _Int_p6HJADNz]The Key Performance Indicator is: Customer satisfaction eith the new online ordering system.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	After placing an online order customer, will fill out an online questionnaire to assess their level of satisfaction





	The questionnaire will have 8 questions using a 1–5 rating scale. Responses will be collected weekly over a three-month period.


	Using an online survey tool, Liam and Priya will create and manage the questionnaire. This is attainable as it is low cost and manageable alongside daily operations.







	The information collected will help evaluate whether customers are satisfied with the website, delivery options, and overall online experience, helping assess the success of the digital transformation.




	Data will be gathered for three months after the website launches to allow enough time to identify trends and make improvements.
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