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Introduction
This report includes a business problem for Green Haven Florists, a small flower shop within Norwich, UK. Green Haven Florists are known for their special flower designs and sustainability since 2016. But in the last year, the business has seen struggles and sales In the shop have dropped. This report will look at the reasoning and create methods that may boost revenue, as the loss of sales is a large risk for the business. This will be done by suggesting two plans, checking them and ultimately coming to a conclusion on which one works best for this business. Furthermore, an additional plan will be created to sum up risks and plan the solutions, as well as explaining reasoning to understand how the plan will work.

Business Problem Overview
The florist saw a 30% drop in sales from walk-in customers in the last year. While online orders have seen more revenue, this is not enough to cover the overall drop. Demand for online shopping has led to the local high street being less busy which impacts the business, costs are up which leads to challenges sustaining the imported flowers and eco-friendly packaging. Competitors in the area with higher social media presence pose an issue with cheaper prices on a national scale, meanwhile Green Haven has an outdated website and inflexible delivery. Loyal customers state they prefer Green Haven’s style of business but if the owners, Liam and Priya, are too busy to expand their digital customer base, this could lead to a further loss of money.
The combination of reduced high-street traffic, competitive pressure and rising costs constitutes the primary business problem (Porter, 1985). To fix this, the shop desperately needs to maintain their special branding and eco-friendly values as customers appreciate this unique aspect over other competitors.

Alternatives and Strategic Options
Highlighted below are two different plans. Both can be done by a small business but they have different costs, timelines, and risks.
Plan A: Full Digital Transformation
This plan consists of building a new, modern website that works well on mobile phones (Chaffey, 2019). The site must have a shop to sell products and will use various methods like; SEO, paid ads and using social media like Instagram and TikTok to expand their customer base as well as sell their story. Offering subscription packages and finding a local courier for flexible delivery, including same-day service will be beneficial to ensure a maintenance of customers. This plan focuses on reaching online customers while keeping a high standard of products
Plan B: Community Focus and Local Partners
 This plan differs and is more about focusing on the local area and in-person events. For example, the creation of in-store workshops or pop-up stalls at local markets could attract more foot traffic to help resolve the loss in revenue within the shop. Also, working with other local businesses, like cafes or wedding planners could be effective at spreading awareness on the business. A local loyalty card could be used to try and get contracts for flowers for local offices which allows customer returns even on a corporate level. This plan uses the shop's good local name to get more people to visit the store in person.

Evaluation of Alternatives (Grid Analysis)
A Grid Analysis (a decision tool) was used to check the two plans. A Grid Analysis is a simple tool that helps choose between different options by checking them against a list of important factors. I scored the plans on five important things: Cost (20%), Feasibility (20%), Expected Revenue Impact (25%), Alignment with Brand Values (20%), and Long-term Sustainability (15%). I have attached the full grid with scores in Appendix A
The summary of the results shows that Plan A (Digital) costs more and needs new skills, or hiring someone. However, it will probably make more money and is better for the long-term. This is because it fixes the main problem of customers moving online. In contrast, Plan B (Community) is cheaper and easier for Liam and Priya to do themselves. It also fits the brand values very well. But, it will not make as much money and does not fix the problem of competition from big online flower websites.

Selected Solution and Justification
Recommendation: I recommend Plan A (Full Digital Transformation). But, it is a good idea to add elements from Plan B to it as Plan B is more in line with the personal aspect of the shop which loyal customers enjoy
Justification (Why): The main reason for the drop in sales is that customers are shopping online, and new online competitors are here. Plan A fixes this main problem. It makes Green Haven Florists easy to find online and easy to buy from.
The new subscription service from Plan A will give the shop regular, predictable money each month. This is very important for a small business's cash flow.
Plan A is expensive, but this can be done in steps and can be gradually built upon. Starting with a simple "MVP" (Minimum Viable Product) website first, making the cost safer
We can also add some ideas from Plan B, like the flower workshops, selling tickets for the workshops on the new website and post photos on social media. This uses the community idea (Plan B) to make content for the digital plan (Plan A) which work effectively together.

Risk Analysis
Plan A has several risks we must think about (Stokes and Wilson, 2017). First is the Money Risk, the cost is higher to create a new website. To fix this, a basic "MVP" website should be made first to save money, and government grants can help with this. Second is the Skills Risk, because Liam and Priya do not know advanced marketing, the fix is to pay a freelancer to build the site and hire for a part-time social media position. Third is the Operations Risk. If the website is a big success, too many orders might come at once. This can be fixed by limiting same-day deliveries and getting a part-time helper. Fourth is the Market Risk. Some customers will still want cheap flowers, so they must be reminded why Green Haven is special. Finally, there is a Brand Risk. If the new website is bad, it could make the brand look bad. To avoid this, asking a few loyal customers to test the website launch could prove effective.

Implementation Plan
This is a 6-month step-by-step plan. The first step is Step 0:  Getting Ready, which will take two weeks. In this step, we will look at the old website's numbers, decide what the new basic but functional website must have, and make a clear budget.
After that is Step 1: Building the Basic Website, from weeks 3 to 10. Here, we will hire a developer to build the simple website with a shop. We will add all the flower photos, descriptions, and prices. We will also put Google Analytics on the site to track visitors.
Next is Step 2: Start Marketing, which will be in months 3 and 4. We will launch the new website and start social media ads for local people. We will also give a discount for the first subscription customers to get them to sign up.
Then, in Step 3: Improve Delivery & Subscriptions (during months 4–6), we will find a good local courier partner and agree on prices. We will start offering more delivery times on the website and launch the subscription service.
Finally, in Step 4: Add Community Ideas (during months 5–6), we will start running one flower workshop per month. We will put tickets for sale on the new website and use photos and videos from the workshop for social media content.
For the roles, Liam and Priya will make all the big decisions and manage suppliers. The hired developer or freelancer will build the site and help with marketing ads. The shop staff will need to learn to use the new website to manage new orders.

Measuring Effectiveness
How do we know if the plan is working? We must track numbers ('quantitative') and customer feelings ('qualitative').
For the Quantitative (Numbers), we must track three main areas: website (visitors, conversion rate), sales (total money, online money, subscriptions), and operations (on-time delivery).
For the Qualitative (Feelings), we must ask customers for feedback with a short survey after they buy, and we must also check social media comments and reviews.
We must check these things on a timeline. Every week, we should check website traffic and sales numbers quickly. Every month, we need to check the total money and marketing costs. Then, after 6 months, we must have a big review to see if the plan worked.
We should set some example goals. For instance, after 6 months, we want online sales to be 40% of the old 'lost' revenue. We want a 2.5% conversion rate. And we want to have 120 subscription customers.

Conclusion
Green Haven Florists is at a large turning point within their business and it is important for the shop to establish changes to ensure the stability of revenue and profitability
A new digital plan, which is carefully done in steps, is the best way to fix the money problems. This plan helps get new customers online whilst keeping the special, eco-friendly values of the shop. The brand can continue to stay strong by using customer feedback and community ideas.
This approach balances the need to make money quickly with keeping the brand’s great reputation. If Liam and Priya track the numbers, control the risks, and listen to customers, they have a good chance to make the business strong and profitable again.
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Appendix A:
	Criteria
	Weighting importance
	Solution A
	Solution B
	Weighted total
	Weighted total b

	Cost
	20%
	2
	4
	0.40
	0.80

	How easy to do
	20%
	3
	5
	0.60
	1.00

	Revenue impact
	25%
	5
	2
	1.25
	0.50

	Alligned with brand values
	20%
	4
	5
	0.80
	1.00

	Sustainability
	15%
	5
	3
	0.75
	0.45

	Total
	100%
	
	
	3.80
	3.75



Result: Solution A scores higher than solution B because even though it costs more, it wins because it gained the edge from winning the most important factor which is the revenue impact. In the end, the grid table shows moving customers online is the way forward. 
