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Business Consultancy Report: Green Haven Florists
1. Overview of the Case Study and Problem
Green Haven Florists is a small independent retailer based in Norwich, UK, established in 2016. The business built its reputation on bespoke floral arrangements, eco-friendly packaging, and strong relationships with local customers. However, over the past year, the company has experienced a significant decline in performance, particularly a 30% reduction in in-store sales. This decline reflects broader structural changes within the retail sector, including reduced high street footfall and increasing consumer preference for online purchasing channels.

In addition, Green Haven faces rising operational costs, particularly in sourcing sustainable and imported flowers. Competitive pressures have intensified due to the entry of both a  digitally savvy boutique florist and a national chain offering lower prices and extensive delivery networks. Furthermore, the company’s outdated website and limited digital marketing capabilities have restricted its ability to compete effectively in the online marketplace. Collectively, these factors indicate that the core issue is a lack of digital transformation, limiting both customer reach and revenue generation.
2. Proposed Solutions
The first proposed solution is the development of a modern e-commerce platform with integrated subscription services. This would involve redesigning the existing website to ensure mobile responsiveness, user-friendly navigation, secure payment systems, and enhanced delivery options. Subscription services, such as weekly or monthly flower deliveries, would create a predictable and recurring revenue stream while fostering customer loyalty. According to Laudon and Traver (2021), e-commerce platforms significantly enhance customer convenience and can expand market reach beyond local geographic boundaries.

The second solution is to strengthen digital marketing and social media presence. This would include the implementation of a structured content strategy across platforms such as Instagram and Facebook, focusing on visual storytelling, customer engagement, and brand differentiation. Paid advertising and influencer collaborations could further increase brand visibility. Chaffey (2019) highlights that effective digital marketing enables businesses to engage directly with target audiences, improving brand awareness and customer acquisition.

Both solutions aim to address declining sales; however, they operate at different stages of the customer journey. The e-commerce platform focuses on conversion and sales generation, while digital marketing enhances awareness and engagement.
3. Evaluation Using PMI Analysis
A PMI (Plus, Minus, Interesting) analysis provides a structured method for evaluating the two proposed solutions.

For the e-commerce platform, the primary advantages include increased accessibility, improved customer convenience, and the potential for subscription-based recurring revenue. It also allows Green Haven to compete more effectively with larger online retailers. However, disadvantages include high initial investment costs, the need for technical expertise, and ongoing maintenance requirements. An interesting aspect is the potential to integrate data analytics, enabling personalized marketing strategies.

For the digital marketing strategy, advantages include relatively low cost, rapid implementation, and enhanced brand visibility. It can also strengthen customer relationships through engagement and storytelling. However, disadvantages include uncertainty in conversion rates and reliance on platform algorithms. An interesting factor is the potential for viral content, which could significantly boost brand exposure.
Overall, while both solutions offer benefits, the e-commerce platform provides a more direct and measurable impact on revenue generation.
3B. Preferred Solution
Based on the evaluation, the development of a modern e-commerce platform is the preferred solution. Although digital marketing is essential, it is more effective when supported by a robust online sales infrastructure. The e-commerce platform directly addresses the core issue of declining sales by enabling customers to purchase products and conveniently. Furthermore, subscription services provide a stable and predictable income stream, enhancing financial sustainability. While the initial costs are higher, the long-term benefits in terms of scalability and competitiveness justify the investment (Kotler and Keller, 2016).
Alternative Solution: Enhance In-Store Experience (Experiential Retail)
Overview
Transform the shop into a floral experience hub, offering:
· Flower arranging workshops 
· DIY bouquet stations 
· Events (e.g. wedding consultations, seasonal classes) 

Why This Could Work
· Encourages foot traffic 
· Builds community engagement 
· Justifies premium pricing 

Weaknesses of This Alternative
1. Limited Reach
Only attracts local customers, unlike online solutions which scale.
2. Time and Labour Intensive
Workshops require:
· Staff time 
· Planning 
· Materials 
This may strain a small team.
3. Uncertain Demand
Workshops and events may not generate consistent income, especially during quiet periods.
4. Does Not Fully Address Online Competition
It improves in-store experience but does not solve the digital gap, which is a major current issue.

4. Risk Analysis
The implementation of an e-commerce platform involves several risks. Financial risk arises from the initial development costs, which may strain limited resources. Technical risks include potential website failures or cybersecurity issues. Market risk relates to the possibility that customers may not adopt the new platform as expected. Operational risks involve managing delivery logistics and maintaining service quality.

These risks can be mitigated through careful planning. A phased implementation approach can reduce financial pressure, while hiring experienced developers can minimize technical issues. Marketing campaigns can encourage customer adoption, and partnerships with delivery services can address logistical challenges. According to Porter (2008), effective risk management is essential for maintaining competitive advantage in dynamic markets.


5. Implementation Plan
	Phase
	Activity
	Timeline
	Responsibility

	1
	Market research & requirements
	Weeks 1–2
	Owners

	2
	Hire web developer
	Week 3
	Owners

	3
	Website design & development
	Weeks 4–8
	Developer

	4
	Content creation (products, images)
	Weeks 6–8
	Staff

	5
	Testing & optimisation
	Weeks 9–10
	Developer

	6
	Launch website
	Week 11
	Owners

	7
	Marketing campaign
	Weeks 11–12
	Owners/Marketing

	8
	Monitor performance
	Ongoing
	Owners




The implementation plan involves several key stages over approximately 12 weeks. Initially, market research will identify customer preferences and technical requirements. This will be followed by hiring a professional web developer to design and build the platform. Concurrently, product content, including images and descriptions, will be created.

Once development is complete, the platform will undergo testing to ensure functionality and usability. After successful testing, the website will be launched alongside a targeted marketing campaign to generate traffic and awareness. Ongoing monitoring and evaluation will ensure continuous improvement.

This structured approach ensures that each stage is completed efficiently while minimizing risks. Clear allocation of responsibilities between owners, developers, and staff ensures accountability and effective project management.
6. KPI and SMART Objectives
A key performance indicator (KPI) for this project is monthly online sales revenue. This metric directly reflects the effectiveness of the e-commerce platform in generating income.

SMART objectives include increasing online sales by 25% within six months, acquiring 100 subscription customers within the same period, and achieving a website conversion rate of 10% within three months. These objectives are specific, measurable, achievable, relevant, and time-bound, ensuring clear performance targets.

Monitoring these metrics will allow Liam and Priya to evaluate progress and make data-driven decisions. For example, if conversion rates are low, website usability can be improved. If subscription uptake is slow, promotional strategies can be adjusted.
7. Key Findings
- Green Haven Florists is experiencing declining sales due to structural changes in retail and increased competition.
- The lack of a strong digital presence is a critical weakness.
- Two solutions were evaluated: e-commerce development and digital marketing.
- The e-commerce platform was identified as the most effective solution.
- Risks are present but manageable with appropriate strategies.
- A structured implementation plan ensures efficient execution.
- KPIs and SMART objectives provide a framework for performance evaluation.
- Digital transformation is essential for long-term sustainability and growth.

Conclusion.
Green Haven Florists is facing declining in-store sales, rising costs, and stronger competition, particularly from online retailers. These challenges show that the business must adapt to changing customer behaviour, especially the growing preference for convenience and digital purchasing.
The most effective and feasible solution is to introduce a subscription-based online flower service supported by an upgraded website. This approach directly addresses the key issues by increasing online sales, creating a stable and predictable revenue stream, and strengthening customer loyalty. It also allows Green Haven to maintain its unique selling points—high-quality, bespoke, and eco-friendly arrangements—while competing in the digital market.
Although enhancing the in-store experience through workshops and events could help attract local customers, it has limitations in scale, consistency, and impact compared to the subscription model.
Overall, by embracing digital transformation while preserving its strong brand identity, Green Haven Florists can improve both its short-term performance and long-term sustainability.
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