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1. Introduction
Small independent businesses play a key role in local communities by providing employment, supporting local suppliers, and creating social benefit. However, many small businesses now face challenges due to changing customer behaviours, growing online competition, and growing operational costs. Green Haven Florists is a small flower shop based in Norwich that has developed a big reputation for creative floral designs and environmentally responsible practices. Despite this positive reputation, the business has recently faced serious financial and operational difficulties.
The purpose of this report is to analyse the business problem affecting Green Haven Florists and explore potential solutions. The report first explains the nature, scope, and impact of the problem. It then considers two alternative solutions and evaluates them using the PMI decision-making tool. It will also consider potential risks, present a clear implementation plan, and explain how the effectiveness of the solution will be measured using performance indicators.
2. Explanation of the Business Problem
The primary business problem faced by Green Haven Florists is the continuous decline in physical store sales and customer foot traffic. Evidence from the case study shows that the business has experienced a 30% reduction in in-store sales over the past 12 months. Although online sales have increased slightly, this growth has not been enough to compensate for the loss of walk-in customers and as a result, the business is under financial pressure and is struggling to keep stable cash flow.
One significant cause of this issue is the shift in consumer shopping habit and current consumers increasingly value convenience, speed, and flexibility. Many customers now prefer to shop online rather than visit physical stores, as online shopping allows them to compare prices easily and access a wider range of options (Kotler et al., 2022). Large national online flower retailers receive help from economies of scale, which allow them to offer lower prices, faster delivery, and promotional discounts.

Another major factor is the weak digital presence of Green Haven Florists also customers have reported that the shop’s website is outdated, difficult to navigate, and not optimised for mobile devices. Research suggests that user experience plays a critical role in online purchasing decisions, and poorly designed websites discourage customers from completing transactions (Chaffey & Ellis-Chadwick, 2022). Without an efficient digital platform, the business is unable to compete effectively in the online marketplace.
In addition, growing operational costs have significantly affected profitability, the cost of imported flowers, such as orchids and tulips, has increased due to global supply chain disruptions and inflationary pressures. Furthermore, the business’s commitment to sustainable practices, including biodegradable packaging and locally sourced flowers, has increased production costs. Although these practices align with ethical and environmental values, they reduce profit margins and create added financial strain (Burns, 2023).
The scope of this problem is broad, affecting financial performance, customer satisfaction, market positioning, and long-term sustainability. If the issues are not addressed, the business risks further decline and closure. The impact of this problem extends beyond the business owners, as the shop contributes to local employment and community identity.
3. Alternative Solutions and Evaluation
Two potential solutions have found to address the challenges faced by Green Haven Florists.
3.1 Alternative Solution 1: Digital Transformation Strategy
The first solution involves adopting a digital transformation strategy. This would include redesigning the business website, introducing secure online ordering and payment systems, improving online customer service, and increasing activity on social media platforms. Furthermore, the business could introduce subscription-based services, where customers receive regular flower deliveries based on personalised preferences.
Digital transformation can help small businesses expand their market reach and improve customer convenience (Laudon & Traver, 2022). Online systems also allow businesses to collect and analyse customer data, which can be used to improve service quality, personalise marketing, and strengthen customer loyalty. This approach is particularly relevant in retail sectors where online competition is increasing rapidly.
3.2 Alternative Solution 2: Community-Focused Differentiation Strategy
The second solution focuses on strengthening the business’s position within the local community. This includes organising in-store workshops, such as flower arranging classes, collaborating with local cafés and event planners, and promoting the business’s environmentally responsible values more actively. This strategy aims to create unique customer experiences that cannot be easily replicated by large online competitors.
According to Porter (2008), differentiation strategies allow businesses to compete by offering unique value rather than focusing solely on price and through strong local partnerships and experiential services, Green Haven Florists could build stronger emotional connections with customers and increase brand loyalty.
3.3 Evaluation Using the PMI Tool
To compare these two options, the PMI (Plus, Minus, Interesting) decision-making tool was used. This tool provides a structured method for evaluating the advantages, disadvantages, and other considerations of each choice and the full PMI tables are provided in Appendix A.   
 PMI Table
	Option
	Plus (Benefits)
	Minus (Limitations)
	Interesting (Other Considerations)

	Digital Transformation Strategy
	Increases customer reach through online platforms; Improves convenience through online ordering; Supports innovation such as flower subscriptions
	Requires financial investment in website development; Requires new digital marketing skills; Risk of technical problems
	Enables collection of customer data for personalised marketing; Improves brand reputation; Creates long-term growth opportunities

	Community-Focused Strategy
	Builds stronger relationships with local customers; Increases loyalty and repeat purchases; Creates unique in-store experiences
	Limited market reach; Dependent on physical foot traffic; Slower financial growth
	Enhances reputation as a community-based business; Creates partnership opportunities with local organisations




The evaluation showed that the digital transformation strategy offers greater opportunities for business growth, market expansion, and long-term sustainability. However, it also presents higher financial and technical risks. On the other hand, the community-focused strategy involves lower financial risk but offers limited potential for large scale growth and academic literature shows that digital adaptation is a critical success factor for small retail businesses facing online competition (Westerman et al., 2019).
4. Selected Solution and Justification
The selected solution is the Digital Transformation Strategy. This solution is the most right because it directly addresses the root causes of the business problem. The key issues are declining foot traffic, limited online functionality, and changing customer expectations so by improving the website and introducing online services respond directly to these issues (Chaffey and Ellis-Chadwick, 2022).
Digital transformation also allows the business to introduce innovative services such as subscription bouquets and flexible delivery options. These services align with modern consumer expectations and can create more stable, recurring revenue streams. Research shows that businesses that successfully integrate digital technologies are more resilient and better positioned for long-term success (Westerman et al., 2019).
While community engagement stays valuable, this strategy alone would not be sufficient to reverse the 30% sales decline. Therefore, digital transformation offers a more comprehensive and sustainable solution.
5. Risk Analysis
The implementation of a digital transformation strategy presents several potential risks that must be managed carefully. One key risk is financial pressure by developing a professional website, buying software tools, and investing in digital marketing require financial resources. If costs are not controlled, this could lead to cash flow problems and increased financial stress for the business (Burns, 2023).
Another risk relates to knowledge and skills. Liam and Priya may lack experience in website management, online marketing, and data protection practices, without adequate training, they may struggle to use the new systems effectively or make costly mistakes.
There are also operational and technical risks. Website downtime, cyberattacks, and system errors could disrupt business operations and damage customer trust. In addition, failures in the delivery system could lead to late or incorrect orders, which may negatively affect the company’s reputation (Laudon and Traver, 2022). These risks can be reduced through careful planning, phased implementation, staff training, and the use of trusted technology providers. A detailed risk matrix is included in Appendix B.
  Risk Analysis Table
	 Risk
	Likelihood
	Impact
	Risk Level
	Mitigation Strategy

	High implementation costs
	Medium
	High
	High
	Use phased investments and compare suppliers

	Lack of digital skills
	High
	Medium
	High
	Provide staff training and external technical support

	Website technical failure
	Low
	High
	Medium
	Use reliable hosting and regular maintenance

	Cybersecurity threats
	Medium
	High
	High
	Use secure payment systems and antivirus software

	Delivery delays
	Medium
	Medium
	Medium
	Partner with reliable local couriers




 Risk Analysis Table

6. Implementation Action Plan
Successful implementation of the selected strategy requires a structured and realistic action plan. This plan should be divided into clear stages to reduce risk and ensure smooth transition.
The first stage is preparation and planning. During this stage, the business owners should identify clear objectives, define technical requirements, and prepare a realistic budget. Potential web developers and digital service providers should be researched and contacted.
The second stage is website development. This includes designing the layout, creating product pages, integrating secure payment systems, and conducting usability testing. This stage may take several weeks and should include time for revisions based on testing feedback.
The third stage focuses on staff training. Liam and Priya should receive training on how to update website content, manage orders, handle customer enquiries, and use social media platforms effectively. This training will reduce errors and increase confidence in using digital tools.
The fourth stage involves organisation and delivery planning. Agreements should be set up with local courier services to ensure prompt and reliable delivery and delivery procedures should be tested before the official launch.

The final stage is the official launch. Marketing activities, such as email newsletters and social media campaigns, should be used to inform existing and potential customers about the new services. A detailed action plan is presented in Appendix C (Mullins & Christy, 2023).
	 Task
	Responsibility
	Resources Needed
	Timescale
	Expected Outcome

	Hire a web developer
	Business owners
	Financial budget
	Weeks 1–2
	Website development plan created

	Design and test website
	Web developer
	Software and testing tools
	Weeks 3-5
	Fully functioning website

	Train staff 
	Business owners
	Courier contract
	Weeks 7
	Reliable delivery system

	Partner with delivery service 
	Business owners
	Marketing budget
	Weeks 7
	Increase in sells and system

	Launch online services
	Business owners
	Marketing budget
	Weeks 7 
	Increase in sells and new customers, possible younger customers.



7. Measuring the Effectiveness of the Solution
To ensure that the solution is effective, it is essential to measure performance using clear and key indicators.
Financial performance should be checked through monthly online sales revenue and overall profit margins and an increase in online revenue would show successful adoption of the digital strategy. Website performance should be monitored by analysing website traffic, bounce rates, and conversion rates. These measures show how many visitors become paying customers and how effectively the website supports sales (Kaplan & Norton, 2007)
Customer-related indicators are also important as customer satisfaction surveys, online reviews, and repeat purchase rates can offer valuable insights into service quality and brand loyalty. High satisfaction levels suggest that the digital services are meeting customer expectations. Monitoring should take place monthly, and results should be reviewed regularly. This will enable the business to make any adjustments and improvements where necessary.
8. Conclusion
Green Haven Florists is facing serious challenges due to declining foot traffic, increased competition, and rising operational costs. This report analysed the business problem and considered two alternative solutions. The digital transformation strategy was selected as the most appropriate solution due to its ability to directly address the causes of the problem and support long-term business sustainability.
Although risks exist, these can be managed through careful planning, training, and the use of reliable technological systems. With a structured implementation plan and continuous performance monitoring, Green Haven Florists has strong potential to improve competitiveness, increase revenue, and secure its future in a changing retail environment.

.
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