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Introduction 
This report proposes a strategic solution for Green Haven Florists in Norwich, designed to reverse the decline in sales and modernize the business in the face of digital competition. The document analyzes the implementation of a Hybrid Floral Subscription Model, a solution that integrates the shop's sustainable ethos with e-commerce efficiency to generate predictable revenue  his vulnerability is exacerbated by the specific nature of the competition in Norwich. The boutique florist’s dominance on Instagram highlights a missed opportunity for Green Haven to showcase its 'bespoke' value to a younger audience that prioritizes aesthetic 'shareability' over traditional loyalty. Conversely, the national chain utilizes economies of scale to offer prices that Green Haven, constrained by the higher costs of locally sourced blooms and biodegradable materials, struggle to match.
Furthermore, the decline in high street activity represents a 'symbiotic failure'; as neighboring businesses close, the incidental foot traffic that once fueled spontaneous bouquet purchases has vanished. This means Green Haven can no longer operate as a passive retail outlet. The shop's commitment to sustainability—while a core brand strength—has ironically become a financial burden due to inflationary pressures on eco-friendly supply chains. Consequently, Liam and Priya must navigate a 'strategic paradox': they must modernize their operations and reduce digital friction without alienating the long-time customers who value their traditional, personal touch and sustainable ethos."

Key Definitions:
· Floral Subscription: A business model based on recurring payments for periodic flower deliveries.
· Hybrid Model (Brick-and-Click): A strategy that combines a physical store presence with digital sales platforms.
· Sustainability: The use of biodegradable materials and locally sourced flowers to reduce ecological impact.
· Risk Analysis: The process of identifying and mitigating potential obstacles to the proposed solution.
· Competitor Analysis: I explained why their Instagram presence is a problem and how "economies of scale" work.

· Local Context: I introduced the concept of "symbiotic failure" regarding the commercial street.

· Strategic Paradox: I added the dilemma between modernization and tradition.


[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
Green Haven Florists, established in 2016 in Norwich, is a small, independent shop known for its bespoke, eco-friendly floral arrangements. Despite its strong community ties and sustainable ethos, the business has faced a significant 30% decline in in-store sales over the past year, threatening its long-term profitability.
The core problem stems from a combination of external and internal factors:
· Shifting Consumer Behaviour: A general move toward online shopping and the convenience of national retailers has reduced foot traffic on the local high street.
· Intense Competition: New competitors—including a trend-driven boutique with a strong Instagram presence and a national chain offering aggressive pricing—have eroded Green Haven’s market share.
· Operational Strain: Rising costs of fresh, imported blooms and sustainable materials due to inflation and supply chain disruptions have squeezed profit margins.
· Digital Stagnation: An outdated website and a lack of modern digital marketing strategies have made it difficult to attract younger, tech-savvy customers.
In summary, Green Haven is struggling to balance its high-quality, sustainable values with the need for a modern, cost-effective retail model that can compete in an increasingly digital and price-sensitive market.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A 
·  Hybrid Eco-Subscription Model

· .This solution involves launching a recurring floral subscription service managed through a modernized website. Customers can subscribe to weekly or monthly deliveries of seasonal, eco-friendly arrangements. The "Hybrid" element encourages Click & Collect, offering small incentives (e.g., a free botanical gift) for in-store pickups to revive foot traffic.

· PMI Analysis: Hybrid Subscription Model
	Plus (+)
	Minus (-)
	Interesting (?)

	Predictable Revenue: Creates a consistent month-to-month cash flow.
	Upfront Costs: Requires investment for website modernization.
	Customer Data: Provides the opportunity to collect data for personalized marketing.

	Waste Reduction: Stock is ordered precisely based on the number of subscribers.
	Delivery Logistics: Increases operational complexity for delivery routes.
	Local Partnerships: Can attract Norwich cafes or offices for weekly decor.

	Customer Loyalty: Transforms occasional buyers into long-term clients.
	Time Pressure: Requires constant effort for social media promotion.
	Brand Storytelling: Opportunity to promote local Norfolk farmers in every package.



· The Hybrid Subscription Model directly addresses Green Haven’s 30% sales decline by shifting the business from a reactive to a proactive revenue model. Instead of relying on unpredictable foot traffic, the shop secures predictable, recurring income, ensuring financial stability even during quiet high-street periods.
By integrating a Click & Collect incentive, the solution strategically draws customers back into the physical store, creating opportunities for upselling and restoring the personal community ties that Liam and Priya value. Furthermore, the planned nature of subscriptions allows for precise inventory management, significantly reducing the financial loss caused by the waste of expensive, fresh blooms.
This approach modernizes the shop’s digital presence to compete with national chains while doubling down on their unique selling point: authentic sustainability. It transforms Green Haven from a traditional florist into a modern, resilient brand that meets the convenience needs of today’s eco-conscious consumers.



Solution B
· In-Store Creative Workshops & Event Packages
This solution focuses on transforming the physical shop into a "community hub" by hosting floral design workshops and offering specialized event packages (e.g., micro-weddings and corporate team-building). These ticketed events utilize the shop's space after hours to teach sustainable floristry skills.
· PMI Analysis: In-Store Creative Workshops & Event Packages
	Plus (+)
	Minus (-)
	Interesting (?)

	High Profit Margins: Services (experiences) have lower inventory costs than selling flowers.
	Time Consuming: Requires the physical presence of Liam or Priya to teach the classes.
	Local Community: Potential to create partnerships with Norwich food/beverage vendors.

	Revitalizing Foot Traffic: Brings people into the store during off-peak hours.
	Limited Capacity: Number of participants is restricted by the shop’s size.
	Social Media Content: Workshops provide excellent visual material for Instagram (increases visibility).

	Differentiation: Creates an experience that giant online retailers cannot offer.
	Targeted Marketing: Requires promotional efforts to fill seats for every event.
	Gift Idea: Workshops can be sold as gift vouchers, increasing sales.




· Justification:
Solution B directly combats the reduced foot traffic by giving customers a compelling reason to visit the store beyond just buying a bouquet. It creates a "destination" experience that cannot be replicated by online retailers. By charging for expertise and experience rather than just raw materials, Green Haven can offset rising operational costs and differentiate itself from price-aggressive national chains through high-value engagement.
· differentiate itself from price-aggressive national chains through high-value engagement. To maximize the impact of this strategy, the workshops should be specifically themed around 'Sustainable Artistry' to align with current consumer trends regarding wellness and environmental education. For instance, hosting 'Mindful Arranging' sessions or 'Eco-Wreath' classes using only locally foraged materials from the Norfolk area would create an educational narrative that justifies a premium price point. These events transform the shop’s physical space  

classroom, effectively monetizing the founders' expertise rather than just their inventory.

· Furthermore, this model allows Green Haven to tap into the lucrative Corporate Social Responsibility (CSR) market. Local Norwich-based companies seeking sustainable team-building activities can book private sessions, providing the shop with a high-volume, low-waste revenue stream. This approach also generates a constant flow of user-generated content; as participants share photos of their creations on Instagram, they provide Green Haven with free, authentic marketing that directly competes with the visual dominance of the newer boutique florists. By utilizing the shop during evening hours, Liam and Priya can maximize the utility of their fixed assets, lowering the overall cost-per-hour of operation. Ultimately, this solution builds a 'community hub' atmosphere, fostering deep emotional loyalty that protects the business against the impersonal nature of national online retailers."
· 

Justification for Selected Solution

· Solution A is the most appropriate choice because it addresses both revenue stability and digital modernization simultaneously. While Solution B offers engagement, Solution A provides predictable recurring income, which is critical for a business struggling with rising costs.
· The weightings favor Solution A due to its scalability and efficiency; it secures long-term loyalty with lower labor intensity than hosting constant workshops. I defend this choice because it directly counters online competitors by professionalizing Green Haven’s digital presence while utilizing their eco-friendly niche to lock in a dedicated customer base, ensuring the shop’s survival in a shifting retail landscape.
--
· Solution B is the most appropriate choice because it leverages Green Haven’s strongest asset: their personal touch and expertise. Unlike Solution A, which competes in the crowded digital space, Solution B creates a unique "destination experience" that online giants cannot replicate, directly reviving in-store foot traffic. 
· I defend this solution because it prioritizes high-margin services over low-margin product sales, effectively offsetting rising operational costs. The weightings favor this approach due to its differentiation potential and brand-building impact; by transforming the shop into a community hub, Liam and Priya secure a competitive edge through emotional loyalty and local engagement, ensuring long-term business resilience.
· 
· 



[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Based on the results from your Risk Analys
· The implementation of Solution B faces operational risks, primarily time constraints for Liam and Priya and fluctuating demand. A significant financial risk is the potential for low attendance, which could turn perishable inventory into a loss.

· The criteria used for this analysis—profitability impact and resource feasibility—are essential. I defend these criteria because Green Haven requires immediate cash flow with minimal upfront capital. Prioritizing these factors ensures the solution focuses on high-margin services that revitalize the physical store. This strategic focus effectively mitigates the threat of online competitors by offering unique experiences they cannot replicate.


· Beyond operational logistics, a critical risk involves the brand consistency during the transition. As Green Haven moves into the service sector, there is a risk that the quality of teaching might not meet the high standards of their floral artistry. To mitigate this, Liam and Priya must invest in a pilot phase to refine their pedagogical approach. Furthermore, the risk of market saturation in Norwich must be considered. If the boutique competitor also launches workshops, Green Haven could face a price war
  
· To defend against this, the risk management strategy must 
  prioritize intellectual property and unique sourcing. By focusing on 'The      Green Haven Method'—which emphasizes 100% plastic-free mechanics—the shop creates a defensive barrier that is difficult for competitors to replicate. Additionally, a robust contingency fund equivalent to 10% of the initial investment should be set aside to cover potential shortfalls in ticket sales during the first three months. This financial buffer ensures that the rising costs of fresh stock do not jeopardize the shop's core retail operations while the new service model scales."


 


Plan to Implement the Selected Solution
[bookmark: _Hlk205981406]Based on the Implementation Plan you have provided:
· The implementation is scheduled over a three-month period, divided into three strategic phases: Preparation, Marketing, and Launch.

· Phase 1: Preparation (Weeks 1-4)
The primary responsibility lies with Liam to source bulk materials and reconfigure the shop layout, while Priya develops the workshop curriculum. Justification: Establishing a solid operational foundation first prevents inventory waste and ensures that the educational content aligns with their "eco-friendly" brand before publicizing it.


· Phase 2: Digital Marketing & Booking (Weeks 5-8)
Responsibilities shift toward digital presence. Liam will update the website with a booking module, while Priya focuses on Instagram content to showcase "behind-the-scenes" preparations. Justification: This scheduling addresses the "Digital Stagnation" problem early. By opening bookings four weeks in advance, we secure upfront cash flow to cover the initial costs of floral stock.

· Phase 3: Launch and Evaluation (Weeks 9-12)
The first "Seasonal Sustainable Workshop" is hosted. Both partners will be present to manage the event and collect direct customer feedback. Justification: Having both founders present at launch is critical for maintaining the "personal touch" that differentiates them from national chains.


· Defense of Decisions:
The order of tasks prioritizes low-cost internal changes before spending on marketing. The scheduling is designed to create "momentum," using the workshops as an anchor for social media growth. By assigning clear, individual responsibilities, we ensure the business continues to run daily while the owners focus on these new, high-margin revenue streams.

Means of Measuring Effectiveness of Implementation of Selected Solution
 Based on the KPI and SMART Objective table you have provided:
	· Indicator
	Definition
	Justification

	Workshop Conversion Rate
	The percentage of workshop attendees who purchase additional retail products during their visit.
	This KPI measures the solution's ability to solve the foot traffic problem. It proves that the "experience" leads to direct retail sales.

	Service Profit Margin
	The net profit from workshops after deducting costs for materials, labor, and marketing.
	This ensures the solution addresses rising operational costs by providing a higher return than traditional flower sales.


2. SMART Objective
	Letter
	Component
	Description

	S
	Specific
	Increase total shop revenue through workshop ticket sales and cross-selling.

	M
	Measurable
	Target an additional £1,200 in monthly revenue and a 10% increase in in-store retail sales from participants.

	A
	Achievable
	Based on hosting one workshop per week with 8–10 participants, fitting the current shop capacity.

	R
	Relevant
	Directly counters competition and declining foot traffic by creating a unique, high-margin "destination" service.

	T
	Time-bound


	To be fully achieved within 6 months of the program launch.






· This monitoring model transforms raw data into strategic decisions. By correlating the participant list with in-store sales, the owners can measure whether the "experience" provided converts visitors into loyal customers. A quarterly evaluation of the profit margin is essential to ensure financial sustainability in the face of inflation. This structured approach allows Liam and Priya to quickly identify the need for tactical adjustments, ensuring that the pivot to Solution B remains profitable and aligned with the long-term goal of outperforming online competition through added value and human connection.


· Monitoring and Evaluation Framework
	Metric (KPI)
	Monitoring Frequency
	Evaluation Method
	Strategic Insight

	Workshop Conversion Rate
	Monthly
	Comparing participant lists with POS (Point of Sale) transactions.
	Determines if the workshops are successfully reviving in-store foot traffic and retail sales.

	Service Profit Margin
	Quarterly
	Analyzing net profit after material and labor costs for each event.
	Evaluates if the solution is effectively offsetting rising operational costs and inflation.

	SMART Objective Progress
	Monthly
	Reviewing total revenue against the £1,200 monthly target.
	Provides an early warning system to adjust marketing or pricing if targets are not met.



 

Conclusion:
· Following a detailed analysis of the Green Haven Florists situation, this report highlights the critical necessity of a strategic transition from a traditional retail model to one based on experience and added value. The five most important key findings of this study are:6
[bookmark: _Hlk208302504]Key Finding 
· Erosion of the Brick-and-Mortar Model: Exclusive reliance on spontaneous foot traffic is unsustainable in the current climate, where digitalization and online retail giants have redefined consumer expectations regarding price and convenience.
· Competitive Differentiation through Experience: Solution B (Creative Workshops) offers a unique value proposition that online giants cannot replicate. This transforms the store into a destination rather than just a point of sale, rebuilding the connection with the local community.
· Service Profitability: Educational services and event packages offer significantly higher profit margins compared to raw products, providing a direct solution to mitigate the impact of rising operating costs and inflation.
· Digital Modernization as a Growth Vector: Long-term success depends on aligning online presence with physical events. Using digital marketing to promote workshops attracts new, younger, and tech-savvy customer segments.
· Resilience through Strategic Monitoring: Implementing SMART goals and conversion KPIs provides Liam and Priya with the necessary financial rigor to make informed decisions, ensuring business stability in a volatile retail environment.
· In conclusion, by adopting this hybrid solution, Green Haven can transform current challenges into an opportunity to reaffirm its status as a local leader in sustainable floristry
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The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Questionnaire







Observation








Reviews



	
10 questions in total. It will be sent via email once.





Tracking metrics every Friday and Saturday (peak days) for 4 hours per day.



Checking all new reviews posted. Monitoring takes 15 minutes daily
	
Priya will manage this. It is attainable because they already have a loyal customer email list from 2016.


Liam will monitor this using Google Analytics. It is attainable as it uses free, automated digital tools


Priya will be responsible. It is attainable as it can be done quickly via a smartphone.





	
Qualitative data on customer preferences. The point is to understand why foot traffic dropped.

Behavioral data on website navigation. The point is to find where customers get stuck on the "outdated" site.

Qualitative data on brand sentiment. The point is to measure if the "personal touch" is still being felt online.
	
Data collection will take 2 weeks to allow everyone time to respond.




*Data will be collected over a 1-month period to see consistent patterns.




This is an ongoing process, but a summary report will be made every 30 days.
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