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1. Introduction

This report analyses the business challenges faced by Green Haven Florists, a small independent florist in Norwich, UK. The focus is on identifying a feasible strategic solution to improve either in-store sales, online sales, or both. Key concepts include digital transformation (the integration of digital technologies into business operations to improve value delivery), e-commerce (buying and selling goods online), and customer retention (strategies used to retain existing customers and encourage repeat purchases). The report evaluates two alternative solutions using a PMI (Plus, Minus, Interesting) analysis and recommends the most suitable option to ensure long-term sustainability and competitiveness.

2. Brief Explanation of the Business Problem 

Green Haven Florists is experiencing a significant decline in performance, including a 30% reduction in in-store sales over the past year. Although online sales have slightly increased, they are insufficient to offset losses from reduced foot traffic. This decline is largely driven by changing consumer behaviour, with customers increasingly preferring online convenience, competitive pricing, and fast delivery services offered by larger retailers.

External pressures include rising operational costs, particularly for imported flowers affected by supply chain disruptions and inflation. Additionally, the company’s commitment to sustainability, while ethically strong, increases material costs. Competition has intensified due to two new entrants: a visually strong Instagram-focused boutique florist and a national chain offering lower prices and wider delivery coverage.

Internal weaknesses also contribute to the problem. The business has an outdated website, limited digital marketing capability, and lacks structured online services such as subscriptions or flexible delivery options. Reliance on word-of-mouth marketing further limits reach in a digital-first marketplace. Together, these factors create a strategic challenge requiring innovation, improved digital presence, and better alignment with modern consumer expectations.

3. Suggested Two Alternative Solutions 

Solution A: Full Digital Transformation (Website Redesign + E-commerce Expansion)
This solution involves rebuilding the website into a modern e-commerce platform with improved navigation, mobile optimisation, SEO strategy, online ordering, subscription services, and digital marketing (social media ads, email campaigns).

PMI Analysis:

Plus: Increased online sales, improved customer experience, wider market reach, 24/7 ordering capability

Minus: High initial cost, staff training required, time to implement

Interesting: Potential to scale nationally, data collection for customer behaviour analysis

Justification: This solution directly addresses declining online competitiveness and customer expectations for convenience.

Solution B: Local Partnership & Experience-Based Strategy
This involves partnering with local businesses (weddings, cafés, events), introducing in-store floral workshops, loyalty programmes, and strengthening Instagram branding.




PMI Analysis:

Plus: Strengthens local presence, builds customer loyalty, lower setup cost

Minus: Limited scalability, still dependent on foot traffic

Interesting: Enhances brand identity as a premium artisan florist

Justification: This strengthens differentiation but does not fully address digital weaknesses.

4. Justification for Selected Solution 

Solution A is the most appropriate option because it addresses the root cause of declining sales: weak digital presence and outdated online systems. Using a weighted evaluation (online growth potential 40%, cost 25%, scalability 20%, ease of implementation 15%), Solution A scores higher due to its long-term revenue potential and ability to reach broader markets beyond Norwich. Although initial costs are higher, the return on investment is stronger through increased sales channels, subscription income, and improved customer retention. Therefore, digital transformation offers the most sustainable competitive advantage compared to locally limited strategies.

5. Risk Analysis of Selected Solution 

Key risks include financial strain from high upfront development costs, potential implementation delays, and staff resistance to adopting new systems. There is also a risk of low website traffic if digital marketing is not effectively executed. Data security and payment system reliability are additional concerns.

These risks were evaluated based on likelihood and impact criteria. High-impact risks such as financial loss and poor adoption were prioritised. However, these risks can be mitigated through phased implementation, staff training, and outsourcing technical development to experienced web agencies. Overall, risks are manageable and outweighed by long-term benefits.


6. Implementation Plan, KPIs & SMART Objectives 

The implementation will be delivered in four phases:

Planning & Design (Weeks 1–3): Hire web developer, define system requirements

Development (Weeks 4–8): Build e-commerce platform and mobile optimisation

Testing & Training (Weeks 9–10): Staff training and system testing

Launch & Marketing (Week 11 onward): SEO, social media campaigns, email marketing

Responsibilities will be divided between Liam and Priya (customer engagement and product strategy) and external developers (technical build). The phased approach reduces disruption and allows iterative improvement.

KPI: Online sales growth (target: 25% increase in 6 months)

SMART Objectives:

-Increase website traffic by 40% within 6 months

-Achieve 25% growth in online sales within 6 months

-Launch subscription service within 3 months
-Improve website conversion rate to 3% within 4 months

These KPIs and objectives ensure measurable progress, align with business survival goals, and provide clear evaluation points for performance monitoring.

7. Conclusion: Key Findings 

Green Haven Florists is suffering from declining in-store sales due to reduced footfall and digital competition.

Rising costs and supply chain issues are reducing profit margins.

Weak digital marketing and outdated website limit online growth.

Competition from online retailers and boutique florists is increasing pressure.

Digital transformation (Solution A) provides the strongest long-term growth opportunity.

Overall, the report concludes that investing in e-commerce development and digital marketing is essential for survival and competitiveness in a modern retail environment.
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