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1. Introduction

Green Haven Florists, a small independent business based in Norwich, has experienced a significant 30% decline in in-store sales over the past 12 months. While the business has built a strong reputation for bespoke arrangements and sustainability, it is now facing challenges linked to changing consumer behaviour, increased competition, and rising operational costs.

This report analyses the core business problem, evaluates two strategic alternatives using a decision-making tool, selects the most appropriate solution, and outlines an implementation plan supported by risk analysis and performance measurement.

[bookmark: _Toc227971416]2. Business Problem

The primary issue facing Green Haven Florists is a misalignment between its traditional retail model and evolving market dynamics. The decline in foot traffic reflects broader trends in UK retail, where consumers increasingly favour online purchasing due to convenience, pricing transparency, and delivery options (Office for National Statistics, 2024).

At the same time, competition has intensified. Large online florists offer competitive pricing and rapid delivery, while boutique competitors leverage strong digital branding and social media engagement. This places pressure on Green Haven from both cost leadership and differentiation perspectives, consistent with Michael Porter’s competitive strategy framework (Porter, 2008).

Additionally, internal challenges—such as an outdated website and limited digital marketing—have constrained the business’s ability to capture online demand. Rising costs of imported flowers and sustainable materials further reduce profitability, compounding the issue.

Overall, the problem is both operational and strategic, requiring adaptation rather than incremental improvement.
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[bookmark: _Toc227971418]3.1 Option 1: Digital Transformation and Omnichannel Strategy
This strategy focuses on modernising the business through digital integration. Key components include:
· Developing a mobile-optimised e-commerce website
· Introducing delivery and click-and-collect services
· Launching subscription-based offerings
· Strengthening social media and digital marketing
This aligns with broader e-commerce growth trends in the UK, where online retail continues to expand significantly (Statista, 2024).

[bookmark: _Toc227971419]3.2 Option 2: Premium Differentiation and Experiential Retail
This approach builds on Green Haven’s existing strengths:
· Emphasising eco-friendly and bespoke floral designs
· Hosting workshops and community events
· Partnering with local businesses
· Positioning as a premium artisan brand
This strategy focuses on enhancing customer experience and brand loyalty rather than expanding digital capabilities.
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A PMI (Plus, Minus, Interesting) analysis was conducted to evaluate two options that can be used to solve the problem. (see Appendix A and Appendix B).
The analysis indicates that:
· The digital transformation strategy offers greater scalability and alignment with consumer trends but requires higher investment and capability development.
· The premium differentiation strategy strengthens brand identity but remains constrained by declining foot traffic and limited growth potential.

[bookmark: _Toc227971421]5. Selected Solution and Justification
[bookmark: _Toc227971422]5.1 Chosen Strategy: Digital Transformation and Omnichannel Expansion
The digital transformation strategy is the most appropriate solution as it directly addresses the root cause of declining performance—changing consumer purchasing behaviour.
[bookmark: _Toc227971423]5.2 Justification
· Alignment with Consumer Behaviour
Consumers increasingly prefer online purchasing due to convenience and accessibility. Digital channels allow Green Haven to meet these expectations effectively (Mintel, 2023).
· Reduced Dependence on Foot Traffic
With declining high street activity, relying on in-store sales is unsustainable. An omnichannel approach diversifies revenue streams.
· Competitive Positioning
Digital capabilities enable the business to compete more effectively with both national chains and digitally savvy boutique florists.
· Revenue Growth Opportunities
Subscription services and online ordering increase customer lifetime value and create recurring income streams (Laudon and Traver, 2021).
· Scalability
Unlike purely physical retail strategies, digital platforms enable expansion beyond local geographic constraints.
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	Risk
	Description
	Likelihood
	Impact
	Mitigation

	Implementation failure
	Poor website or system design
	Medium
	High
	Use professional developers

	Skills gap
	Limited digital expertise
	High
	Medium
	Training or outsourcing

	Cost overruns
	Budget exceeding expectations
	Medium
	Medium
	Phased implementation

	Brand dilution
	Loss of personal touch
	Low
	Medium
	Maintain brand storytelling

	Operational complexity
	Delivery and logistics challenges
	Medium
	High
	Start with local delivery zones


Overall, while risks exist, they are manageable and outweighed by potential benefits.
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7. Implementation Plan
[bookmark: _Toc227971426]Phase 1: Digital Foundation (Months 1–2)
· Redesign website (mobile-friendly, e-commerce enabled)
· Introduce click-and-collect and delivery options
· Set up basic CRM and email capture
[bookmark: _Toc227971427]Phase 2: Product Development (Months 2–3)
· Launch subscription services
· Introduce tiered pricing options
· Standardise popular products
[bookmark: _Toc227971428]Phase 3: Marketing Activation (Months 3–5)
· Develop a consistent social media strategy
· Run targeted digital advertising campaigns
· Collaborate with local influencers and businesses
[bookmark: _Toc227971429]Phase 4: Operational Optimisation (Months 4–6)
· Streamline delivery logistics
· Monitor customer feedback and service quality
[bookmark: _Toc227971430]Phase 5: Continuous Improvement (Ongoing)
· Analyse performance data
· Refine offerings and pricing
· Expand services based on demand
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8. Measuring Effectiveness
To evaluate the success of the strategy, the following Key Performance Indicators (KPIs) should be monitored:
[bookmark: _Toc227971432]Financial Metrics
· Revenue growth
· Profit margins
· Return on marketing investment
[bookmark: _Toc227971433]Customer Metrics
· Customer retention rate
· Subscription uptake
· Average order value
[bookmark: _Toc227971434]Digital Metrics
· Website traffic and conversion rate
· Social media engagement
· Email campaign performance
[bookmark: _Toc227971435]Operational Metrics
· Delivery efficiency
· Customer satisfaction levels

Targets may include recovering 15–20% of lost revenue within 6–9 months and achieving 40–50% of sales through online channels.
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Green Haven Florists is facing a significant but not uncommon challenge in the modern retail environment. The decline in in-store sales reflects broader structural changes in consumer behaviour and market competition.

While both strategic options offer potential benefits, digital transformation provides a more comprehensive and future-oriented solution. By adopting an omnichannel approach, the business can align with market trends, expand its reach, and improve long-term sustainability.

Successful implementation will depend on careful planning, effective execution, and continuous performance monitoring.
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· [bookmark: _Toc227971439]Appendix A: PMI Analysis – Digital Transformation Strategy
	Factor
	Details

	Plus
	· Aligns with current consumer behaviour (online ordering)
· Expands market reach beyond local foot traffic
· Enables recurring revenue via subscriptions
· Improves competitiveness against national chains
· Data collection enables targeted marketing

	Minus
	· Requires upfront investment (website, marketing, systems)
· Learning curve for owners (digital skills gap)
· Increased operational complexity (delivery logistics)
·  Potential dilution of “personal touch” if poorly executed

	Interesting
	· Opportunity to combine digital convenience with artisan branding
· Potential to scale beyond Norwich geographically
· Could reposition brand as “modern sustainable florist”


· [bookmark: _Toc227971440]Appendix B: PMI Analysis – Premium Differentiation Strategy
	Factor
	Details

	Plus
	· Builds on existing brand strengths (quality, sustainability)
· Lower reliance on technology investment
· Creates strong emotional connection with customers
·  Less direct competition with low-cost chains

	Minus
	· Limited scalability
· Still dependent on declining foot traffic
· Premium positioning may reduce volume further in a price-sensitive market
· Does not fully address digital gap

	Interesting
	· Could create a niche “destination florist” experience
· Potential for high-margin but low-volume model
· May work well if paired with events/weddings





2

image1.png




image2.png




