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Introduction 
Green Haven Florists, a small independent flower shop in Norwich established in 2016, is recognised for bespoke arrangements and sustainable practices. Following initial success, the business has experienced a 30% decline in in-store sales, attributed to reduced high street footfall, rising operational costs, and intensified competition from online retailers and local businesses. While online sales have shown modest growth, they remain insufficient to compensate for in-store losses. Further challenges include an outdated website, limited digital marketing efforts, and evolving consumer preferences favouring convenience and lower prices. Collectively, these factors threaten the long-term sustainability and profitability of Green Haven Florists.

[bookmark: _Hlk205982484]Brief Explanation of the Specific Business Problem
Green Haven Florists, an independent flower shop located in Norwich and established in 2016, is recognised for its bespoke arrangements, eco-friendly practices, and strong community engagement. The business initially demonstrated steady growth, catering to both walk-in customers and event-based clients, including weddings and corporate functions. In the past year, however, the company has experienced a notable decline in performance, with in-store sales down approximately 30% and overall profitability under significant pressure.
Several key factors have contributed to this decline. Reduced high street footfall, resulting from nearby business closures and a broader shift toward online shopping, has led to fewer walk-in customers (Leat, 2025). Increased competition from large online flower delivery companies, which offer lower prices, greater convenience, and same-day delivery, has further diverted customers. Rising operational costs, including higher prices for imported flowers and sustainable packaging, have eroded profit margins. The business has also been slow to implement digital advancements, as evidenced by an outdated website and limited digital marketing efforts. Furthermore, new local competitors with strong branding and robust online presence have intensified competitive pressures.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A proposes a modern, user-friendly e-commerce website that allows customers to browse, customise, and purchase floral arrangements online. Key features include mobile optimisation, secure payments, and flexible delivery options such as same-day or next-day service. Introducing a weekly or monthly flower subscription service would also help generate consistent, recurring revenue. (Leat, 2025).

A PMI analysis highlights the value of this approach. This solution addresses declining foot traffic by moving sales online and aligning with evolving consumer preferences. It enhances customer convenience and enables Green Haven to compete with larger online retailers, supporting revenue stability and growth.

	Solution
	Plus (Advantages) (+)
	Minus (Disadvantages) (-)
	Implications (Outcomes/Impacts) (+/-)

	Solution A
E-commerce Platform with Subscription Service




	-Increases online accessibility and convenience (6)
- Generates recurring revenue through subscriptions (3)
- Expands customer base beyond the local area (6)
- Improves competitiveness with online retailers (2)


17
		



	- High initial development cost (-5)
- Requires technical expertise (-4)
- Ongoing maintenance needed (-5)







-14
	-Long-term revenue growth (+4)
-Business scalability (+4)
- Stronger market position (+2)
-Dependence on technology and risk of system failures (-4)



+6

	
	
	
	Overall total


                           9





Solution B involves implementing a structured digital marketing strategy to enhance Green Haven Florists’ online presence and brand visibility. This includes consistently using social media platforms such as Instagram and Facebook and sharing engaging content like floral designs, behind-the-scenes videos, and sustainability messaging. The business could also collaborate with local influencers, run targeted advertisements, and use email marketing to retain customers.
A PMI analysis shows clear benefits. 
	Solution
	Plus (Advantages) (+)
	Minus (Disadvantages) (-)
	Implications (Outcomes/Impacts) (+/-)

	Solution B
Digital Marketing Strategy
	- Cost-effective compared to physical expansion (3)
- Builds brand awareness and engagement (3)
- Targets younger, online audiences (2)
- Supports existing customer relationships(3)

            (11)
	- Time-consuming to manage (-4)
- Results may take time to show (-4)
- Requires consistent content creation (-3)


               (-11)
	
- Improved brand recognition(2) 
- Increased customer loyalty(3) 
- Gradual sales growth(2)


                (7)

	
	
	
	Total overall

7



This solution attracts new customers and re-engages existing ones to offset declining foot traffic. By highlighting its unique eco-friendly and bespoke offerings, Green Haven can differentiate itself from competitors and drive both in-store and online sales. (iWeb, 2024).

· Justification for Selected Solution
· Solution A, which involves developing an e-commerce platform with subscription services, is the best option for Green Haven Florists. Although Solution B enhances brand awareness, it does not address the primary issue of declining sales. Solution A increases revenue by allowing customers to purchase online and by adding a recurring income stream through subscriptions. This approach responds to changing consumer preferences and reduces dependence on in-store traffic (Leat, 2025).
· The evaluation prioritised revenue generation (40%), long-term sustainability (30%), cost (20%), and ease of implementation (10%). Solution A performed best in revenue generation and sustainability, offering scalable growth and aligning with market trends. While it requires higher initial investment, this was weighted less due to its short-term nature. As a result, Solution A is the most effective and strategic choice for business recovery and growth.


[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
1-5
	Risk

	Likelihood (Low/Med/High)
	Impact (Low/Med/High)
	Risk factor
	Mitigation Strategy
	Reduce the risk from happening

	High setup costs
	3 (medium)
	5 (high)
	15
	Use phased investment; set clear budget limits
	Seek external funding or spread costs over stages

	Website technical failure
	3 (Medium)
	5 (High)
		



	


15
	Hire experienced developers; conduct testing before launch
	Use reliable hosting and perform regular maintenance updates

	Low customer adoption
	3 (Medium)
	3 (Medium)
	9
	Offer promotions and discounts at launch
	Invest in marketing campaigns to raise awareness and attract users

	Delivery/logistics issues
	3 (Medium)
	3 (High)
	9
	Partner with reliable couriers; optimise delivery routes
	Monitor delivery performance and implement backup delivery options

	Cybersecurity threats
	1 (Low)
	5 (High)
	5
	Implement secure payment systems and SSL certificates
	Regularly update security systems and use trusted payment gateways

	Staff skill gaps
	3 (Medium)
	3 (Medium)
		



	


9
	Provide training or outsource technical tasks
	Upskill staff through training programmes and external support



The selected solution, an e-commerce platform with subscription services, faces key risks, including high upfront investment, potential technical failures, low customer adoption, and delivery or logistics challenges. These risks could affect both implementation and ongoing operations if not managed properly. The risk analysis used likelihood and impact as criteria because they provide a clear, practical way to prioritise risks based on their probability and severity. This approach is common in business decision-making as it helps management focus on high-impact risks first. The criteria support effective resource allocation and proactive risk mitigation. (iWeb, 2024).
Plan to Implement the Selected Solution
The implementation plan for the e-commerce platform follows a logical, structured sequence to minimise risk and ensure efficiency. It begins with market research, which provides essential insights into customer preferences, delivery expectations, and pricing strategies (Leat, 2025). Starting with research is critical because it ensures all subsequent decisions are informed and aligned with market demand.
The next stage is hiring a web developer, scheduled early to avoid delays in the technical build. This is followed by website design and development, the most time-intensive phase. It involves creating a user-friendly interface, integrating payment systems, and ensuring mobile compatibility. Testing follows development to identify and resolve technical issues before launch, reducing the risk of customer dissatisfaction.
The subscription model and delivery system are developed alongside the later stages of website creation to ensure seamless integration. Assigning Priya to oversee subscriptions and Liam to manage logistics aligns responsibilities with operational focus, improving efficiency and accountability.
A marketing campaign is scheduled just before launch to build anticipation and drive initial traffic to the platform. Performance monitoring is ongoing, enabling continuous improvements informed by customer feedback and sales data.
Overall, the order prioritises preparation, development, and quality assurance before launch. This ensures the solution is effective and sustainable while minimising operational disruption.

	KPI

	SMART Element
	Details

		Increase Online Sales Revenue
	
	



	Specific
	Launch a new e-commerce website with subscription options

	
	Measurable
	Achieve a 25% increase in online sales

	
	Achievable
	Based on market trends and existing demand

	
		



	Relevant



	Addresses decline in in-store sales and supports business growth

	
	Time-bound
	Within 6 months of website launch




Implementation Plan (Gantt Chart Table)

	Task

		



	Duration



	Start Week
	End Week
	Responsible

	Market research
	W2
	W1
	W2
	Liam & Priya

	Hire web developer
	W2
	W3
	W4
	Liam

	Website design & development
	W6
	W5
	W10
	Developer

	Website testing
	W2
	W11
	W12
	Developer & Owners

	Subscription model setup
	W3
	W9
	W11
	Priya

	Delivery system setup
	W3
	W9
	W11
	Liam

	Marketing campaign launch
	W2
	W12
	W13
	Both

	Website launch
	W1
	W14
	W14
	All

	Performance monitoring
	Ongoing
	W15
	Ongoing
		



	Both





 


Means of Measuring Effectiveness of Implementation of Selected Solution
 The selected Key Performance Indicator (KPI), increasing online sales revenue, is appropriate because it directly measures the e-commerce solution's financial impact. The primary issue facing Green Haven Florists is declining sales due to reduced footfall, so focusing on revenue growth ensures the business evaluates its success against its core objective (BigCommerce, 2026)
Unlike secondary metrics such as website visits or social media engagement, revenue reflects actual customer purchases, making it a more reliable and meaningful performance indicator. It also allows Liam and Priya to assess whether the investment in the e-commerce platform is delivering a return (WorldFirst, 2024).
The SMART objectives further strengthen this KPI by ensuring clarity and accountability. The objective is Specific: to launch an e-commerce website with subscription services. It is Measurable, with a target of a 25% increase in online sales. It is Achievable, given the growing trend towards online shopping and the business’s existing customer base. The objective is Relevant, as it addresses declining in-store sales and increased competition. Finally, it is Time-bound, with a six-month timeframe allowing progress to be tracked and evaluated within a realistic period. Together, these elements create a structured framework for measuring success effectively (Saras Analytics, 2025).


[bookmark: _Hlk208302504]Conclusion: Key Findings
The analysis of Green Haven Florists highlights several important findings. Firstly, the business is experiencing a significant decline in in-store sales because of reduced high street footfall and a shift in consumer behaviour toward online purchasing. This shows that relying solely on physical retail is no longer sustainable. Secondly, increased competition from online retailers and new local entrants has intensified pricing pressure and reduced customer loyalty, making differentiation more challenging.
Thirdly, the lack of a strong digital presence, especially an outdated website and limited online functionality, has restricted Green Haven’s ability to compete effectively in the current market. This reinforces the need for digital transformation. Fourthly, the proposed e-commerce platform with subscription services is the most effective solution because it directly addresses declining sales and creates opportunities for recurring revenue and business growth (Leat, 2025).
Finally, the implementation plan, supported by clear KPIs and SMART objectives, provides a structured and measurable approach to achieving success. Overall, adapting to digital trends while maintaining the brand’s unique eco-friendly identity is essential for long-term sustainability and competitiveness.
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