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1. Introduction
This report analyses the challenges faced by Green Haven Florists and proposes a feasible solution to improve its declining sales performance. The focus is on identifying a practical strategy that enhances either in-store or online sales, or both, while aligning with the company’s eco-friendly brand identity. In this context, digital transformation refers to the integration of digital technologies into business operations to improve customer experience and efficiency (Chaffey and Ellis-Chadwick, 2019). The report evaluates two potential solutions, applies analytical tools, and recommends a course of action supported by justification, risk assessment, and implementation planning.

2. Brief Explanation of the Specific Business Problem
Green Haven Florists, a small independent business in Norwich, has experienced a 30% decline in in-store sales over the past year. Although online sales have slightly increased, they have not offset the overall revenue loss. This downturn is largely driven by external and internal factors. Externally, reduced high street activity and increased competition from online retailers offering convenience, lower prices, and same-day delivery have shifted customer behaviour towards digital channels (Kotler et al., 2020). Additionally, rising costs of imported flowers and sustainable materials have placed financial pressure on the business.
Internally, the business struggles with an outdated website, limited digital marketing efforts, and a lack of service innovation such as subscriptions or flexible delivery options. Competitors have further intensified the situation, with one leveraging strong social media engagement and another competing aggressively on price and scale. These combined factors have weakened Green Haven’s market position, highlighting the need for strategic adaptation focused on digital capabilities and customer experience.

3. Suggested Two Alternative Solutions
Solution A: Website Redesign and Digital Marketing Strategy
This solution involves upgrading the company’s website to improve user experience, mobile compatibility, and online ordering functionality, combined with a structured digital marketing strategy (SEO, social media campaigns, and email marketing).
PMI Analysis:

Plus: Enhances customer experience, increases online visibility, attracts new customers, and improves conversion rates.
Minus: Requires initial investment and digital skills development.
Interesting: Opportunity to build a stronger brand presence and customer engagement online.
This solution addresses the core issue of declining foot traffic by strengthening online sales channels. Research shows that businesses with strong digital presence are more competitive and resilient (Chaffey and Ellis-Chadwick, 2019).

Solution B: Subscription-Based Flower Delivery Service
This solution introduces a weekly or monthly flower subscription service, targeting both individual and corporate customers.
PMI Analysis:

Plus: Generates predictable revenue, builds customer loyalty, and differentiates the business.
Minus: Requires logistics planning and consistent supply management.
Interesting: Aligns with sustainability by promoting seasonal, locally sourced flowers.
This solution helps stabilise revenue streams and meets customer demand for convenience and personalised services (Kotler et al., 2020).

4. Justification for Selected Solution
Solution A (website redesign and digital marketing) is the most appropriate option. While both solutions offer value, digital transformation has a broader impact, improving both customer acquisition and retention. It addresses immediate weaknesses such as poor online presence and limited visibility.
Greater weighting is given to factors such as market reach, scalability, and long-term competitiveness. Digital marketing offers measurable outcomes and flexibility, making it more sustainable in a rapidly evolving retail environment (Ryan, 2016).

5. Risk Analysis of the Selected Solution
The main risks include financial investment, lack of digital expertise, and uncertain return on investment. Additionally, there is a risk that increased online competition may limit the effectiveness of digital efforts.
Criteria used include likelihood and impact. Financial risk is moderate but manageable, while skill gaps can be addressed through training or outsourcing. Overall, the benefits outweigh the risks, especially given the growing importance of online channels (Chaffey and Ellis-Chadwick, 2019).

6. Plan to Implement the Selected Solution
The implementation of the proposed solution for Green Haven Florists begins with a detailed website audit to identify existing weaknesses in design, functionality, user experience, and mobile responsiveness. This stage is essential because the website acts as the core foundation of the business’s digital presence and directly influences customer perception and conversion rates. Following the audit, a professional web developer will be commissioned to redesign the website, ensuring it is modern, easy to navigate, mobile-optimised, and capable of supporting seamless online ordering.
Once the improved website is in place, the next phase focuses on digital marketing implementation. This includes search engine optimisation (SEO) to increase visibility on search engines, targeted social media campaigns on platforms such as Instagram and Facebook to engage younger and lifestyle-focused audiences, and email marketing to retain existing customers and encourage repeat purchases. These activities will be managed through a combination of outsourced digital specialists and internal oversight by the business owners to balance expertise with cost control.
The overall timeline for implementation is estimated at 3 to 6 months. The first two months will focus on website redevelopment, testing, and optimisation to ensure full functionality and performance. Once the website is stable, marketing campaigns will be gradually introduced in phases, allowing the business to monitor results and make necessary adjustments. This phased approach reduces operational risk and ensures smoother integration of all digital activities.
The structured sequencing ensures that marketing efforts drive traffic to a fully functional platform, maximising conversion potential. By allocating responsibilities strategically between external experts and internal management, Green Haven can utilise specialist knowledge while maintaining operational control. Overall, this implementation plan supports sustainable growth and aligns with established marketing best practices (Kotler et al., 2020).

7. Means of Measuring the Effectiveness of Implementation of Selected Solution
Key Performance Indicators (KPIs) for Green Haven Florists include website traffic, conversion rate, online sales revenue, and customer engagement metrics such as social media interactions and email click-through rates. These KPIs are selected because they provide a direct measure of how effectively the business is performing in the digital environment and how successfully it is attracting and retaining customers online. They also allow management to assess whether the redesigned website and digital marketing strategy are generating real commercial impact.
The SMART objectives supporting this strategy include increasing website traffic by 25% within six months, improving the conversion rate by 15%, and boosting overall online sales by 20% within the same period. These objectives are specific, measurable, achievable, relevant, and time-bound, ensuring that progress can be clearly tracked and evaluated.
Together, these metrics provide a structured framework for continuous monitoring, enabling data-driven decision-making and ongoing optimisation of marketing efforts. As Chaffey and Ellis-Chadwick (2019) highlight, digital performance metrics are essential for assessing marketing effectiveness and supporting strategic improvements in competitive online markets.


8. Conclusion 
Green Haven Florists is currently facing a critical turning point in its business development. The combination of declining in-store sales, increasing operational costs, and intensified competition from both online retailers and local competitors has significantly weakened its market position. The case study highlights that these challenges are not caused by a single factor, but rather a combination of external market shifts and internal limitations, particularly in digital capability and marketing strategy.
The analysis of the two proposed solutions shows that while both a subscription-based model and a digital transformation strategy could provide benefits, improving the company’s online presence through a redesigned website and strengthened digital marketing offers the most comprehensive and sustainable impact. This solution directly addresses the core issue of reduced visibility and changing consumer behaviour, where customers increasingly prefer convenient, fast, and well-designed online purchasing experiences.
Furthermore, the recommended approach does not only aim to recover lost sales but also to reposition Green Haven Florists within a highly competitive market. By improving digital engagement, enhancing brand visibility, and creating a more user-friendly purchasing journey, the business can attract new customers while also retaining its existing loyal base. This aligns with modern retail trends, where omnichannel strategies are essential for survival and growth (Chaffey and Ellis-Chadwick, 2019).
The implementation plan and performance measurement framework also ensure that the solution is not purely theoretical but practically achievable and trackable. By using clear KPIs and SMART objectives, Green Haven will be able to monitor progress, evaluate effectiveness, and make data-driven improvements over time.
In conclusion, while the challenges faced by Green Haven Florists are significant, they are not irreversible. With a focused investment in digital transformation and strategic marketing, the business has a realistic opportunity to regain competitiveness, stabilise revenue, and build a stronger foundation for long-term sustainability in an increasingly digital retail environment.


9. Key Findings
This report identified that Green Haven’s primary issue is declining in-store sales driven by reduced foot traffic and increased online competition. Internal weaknesses, such as an outdated website and limited digital marketing, further exacerbate the problem.
Two solutions were evaluated: implementing a digital strategy and introducing a subscription service. While both are viable, digital transformation was found to be more impactful due to its ability to reach a wider audience and improve customer experience.
Risk analysis showed manageable challenges, mainly related to investment and skills, which can be mitigated through careful planning. The implementation plan emphasises a structured, phased approach to ensure effectiveness.
Finally, KPIs and SMART objectives provide a clear framework for measuring success, ensuring the business can track progress and make informed decisions. Overall, digital enhancement is critical for Green Haven’s recovery and future growth.
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