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1. OVERVIEW OF GREEN HAVEN FLORISTS & THE PROBLEM 

Green Haven Florists is an independent Norwich business founded in 2016, known for bespoke designs, eco-friendly practices and strong community ties. Over the last year, it has faced a 30% drop in in-store sales; modest online growth has failed to offset this decline. Reduced high street footfall, rising supply and operational costs, outdated digital systems, and intensifying competition from online discounters and new local rivals have eroded profitability. Customers also seek better digital functionality and flexible services. The business must modernise and differentiate its offering to survive in an evolving retail landscape.

2. PROPOSED SOLUTIONS 

Solution 1: Digital Transformation & Subscription Service
This solution involves upgrading the website to be mobile-friendly, adding secure e-commerce, flexible delivery slots, and introducing tiered subscription models (weekly/monthly seasonal blooms, corporate contracts, event packages). It also builds a consistent social media presence to showcase the shop’s creative, sustainable strengths. This directly addresses customer feedback, captures the shift to online purchasing, and creates predictable recurring revenue to stabilise cashflow.
Solution 2: In-Store Experience & Community Hub
This option reconfigures the shop as a destination space: hosting flower-arranging workshops, seasonal pop-ups, and collaborating with local businesses. It retains and amplifies Green Haven’s personal touch and eco-ethos, encouraging footfall and word-of-mouth. It differentiates the business from faceless online competitors, builds loyalty, and opens new revenue streams from ticket sales and cross-promotion.

3. EVALUATION OF SOLUTIONS

3A. PMI Analysis
Table
	Solution
	Pluses
	Minuses
	Implications

	Digital & Subscription
	- Addresses customer complaints about outdated systems
- Recurring revenue improves cashflow
- Reaches customers who no longer visit the high street
- Scalable without extra physical space
	- Requires upfront cost for web design & marketing
- Needs time to build online audience
- Margins may be lower on discounted subscriptions
	- Aligns with long-term retail trends
- Protects against further footfall decline
- Reinforces sustainable brand identity

	In-Store & Community Hub
	- Leverages existing strengths & local reputation
- Creates unique experience online rivals cannot match
- Low upfront investment compared to full digital overhaul

	- Limited by reduced high street activity
- Dependent on local attendance
- Revenue growth is slower and less predictable
	- Boosts brand loyalty but does not resolve core digital weaknesses
- Offers only partial protection against market shifts


3B. RATIONALE FOR PREFERRED SOLUTION
 
Preferred Solution: Digital Transformation & Subscription Service
This option is chosen because it directly tackles the root causes of decline: lost online sales opportunities, changing customer habits, and unpredictable revenue. It combines modernisation with the shop’s core strengths of quality and sustainability, rather than relying on footfall that may not recover. It also creates stable income, which is critical amid rising costs, and can be run alongside existing in-store operations without replacing them.

4. RISK ANALYSIS

4A. RISK REGISTER
Table
	Risk
	Likelihood
	Impact
	Mitigation

	Upfront costs exceed budget
	Medium
	High
	Phased implementation; use local web developers for competitive rates; apply for small business digital grants

	Low uptake of subscriptions
	Medium
	Medium
	Launch with discounted trial offers; partner with local offices to secure corporate contracts

	Website launch delays
	Low
	Medium
	Set realistic deadlines; use pre-built, customisable e-commerce platforms to reduce development time

	Increased competition copying offers
	High
	Low
	Differentiate via eco-certifications, locally sourced blooms and custom designs that mass retailers cannot replicate




4B. OUTCOME OF RISK ANALYSIS 

The analysis confirms the solution is viable: all high-impact risks have clear, affordable mitigation steps, and low-impact risks are easily managed. The phased rollout limits financial exposure, while the shop’s established reputation and unique sustainable positioning reduce the threat of copycat competition. Overall, the benefits of stabilising revenue and adapting to market changes far outweigh the manageable risks involved.


5. IMPLEMENTATION PLAN

5A. PLAN
Table
	Phase
	Timeline
	Activity
	Responsible Party

	1: Preparation
	Weeks 1–4
	Audit current website; consult web designer; define subscription tiers & pricing; research local business grants
	Liam & Priya + freelance web developer

	2: Build & Test
	Weeks 5–8
	Build responsive e-commerce site; set up delivery & payment systems; test user experience; finalise subscription terms
	Web developer + Priya

	3: Launch
	Weeks 9–10
	Launch website & subscriptions; run social media campaign; offer launch discounts; contact corporate clients
	Liam & Priya

	4: Review & refine
	Ongoing
	Monitor sales & feedback; update content; adjust subscription options; grow social media channels


	Liam & Priya


5B. JUSTIFICATION 

This phased approach minimises disruption and cost, allowing the business to continue trading while upgrading. Starting with planning ensures all requirements are aligned with customer needs and budget. Testing before launch prevents technical issues that would damage reputation. The staggered rollout also allows adjustments based on early feedback, while ongoing review ensures the solution evolves with market changes.

6. KPIS & SMART OBJECTIVES
6A. METRICS

Key Performance Indicator: Total Revenue (in-store + online) and Recurring Revenue Share
Table
	SMART Objective


	Achieve a 20% increase in overall sales within 12 months, with 30% of revenue coming from online orders and subscriptions

	Attract 50+ active monthly subscribers and 10+ corporate subscription accounts within 6 months

	Reduce customer complaints about website usability to zero within 2 months of launch



6B. USAGE OF METRICS 

These metrics will be tracked monthly using sales data, website analytics and customer feedback forms. Revenue figures will show if the solution is improving profitability, while subscription numbers will confirm if recurring income targets are being met. Usability feedback will highlight areas for improvement. Progress will be reviewed quarterly to adjust marketing, pricing or website features as needed, ensuring the solution remains effective and aligned with business goals.


7. KEY FINDINGS SUMMARY 

· Green Haven’s decline stems from shifting customer behaviour, outdated digital systems and rising competition, not poor product quality.
· The preferred solution of digital upgrades and subscription services addresses all core challenges, creating stable income and expanding reach.
· Risks are manageable with careful planning and phased implementation.
· Success will be measured through sales growth, subscription uptake and customer satisfaction.
· This approach preserves the shop’s unique identity while adapting to modern retail demands.
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