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3.Introduction


This report evaluates the operational and strategic evaluation of Green Havens, offering an actionable framework to reverse recent sales declines and secure long-term sustainability. Facing evolving consumer purchasing patterns and an increasingly digital retail environment, Green Havens must adopt strategic modifications to align internal capabilities with external market shifts.
Green Haven Florists, established in 2016 in Norwich, UK, by Liam and Priya Patel, built a strong brand around eco-friendly packaging, locally sourced blooms, and bespoke floral designs. Recently, the business experienced a 30% decline in-store sales due to reduced high street footfall following nearby store closures. Compounding this challenge are rising operational costs specifically for imported flowers and sustainable materials alongside an outdated, unintuitive website. Furthermore, aggressive competition from a new local Instagram-focused boutique and a low-cost national chain has eroded market share. Green Haven requires a strategic pivot to regain profitability and adapt to changing retail trends.

















4.Proposed Solutions

4.1. Solution A: Model strategy and digital transformation 
Modernize the e-commerce website with an intuitive user interface, mobile optimization, and seamless online checkout. Introduce a recurring floral subscription service delivery window. To support this digital pivot, launch targeted local digital marketing campaigns on Instagram and Facebook, highlighting eco-friendly arrangements, behind-the-scenes content, and subscription offers to attract digitally savvy consumers and establish predictable recurring revenue.
4.2. Solution B: In-store experience and community shop strategy
Transform the brick-and-mortar storefront into an experiential destination by hosting paid weekly floral design workshops, eco-friendly crafting classes, and seasonal event sessions. Reorganize the retail floor space to showcase impulse-buy eco-friendly products, artisanal gifts, and DIY bouquet bars. This approach leverages Green Haven’s physical location to drive foot traffic, foster local community ties, and diversify revenue streams away from traditional retail sales alone.



















5.Evaluation of Solutions

Macro-environmental factors heavily influence Green Havens' strategic trajectory (Aguilar, 1967)
5.1. PMI Evaluation
Solution A: Model Strategy and digital tranformation
Plus (P): Unlocks scalable revenue beyond high street footfall; creates predictable recurring cash flow via subscriptions; improves conversion rates for online visitors; directly combats national online delivery competitors.
Minus (M): Requires upfront financial outlay for website development and digital advertising; requires ongoing management and digital skills that Liam and Priya currently lack.
Interesting (I): Opens opportunities to partner with local corporate offices for corporate subscription packages; provides valuable customer data to personalize future marketing.

Solution B: In-store experience and community shop
Plus (P): Directly utilizes existing store space; creates immediate foot traffic and secondary retail purchasing opportunities; reinforces community ties and brand loyalty.
Minus (M): Revenue is capped by store capacity and physical space; high reliance on local footfall which is generally declining; requires ongoing time commitment to host classes.
Interesting (I): Could lead to corporate team-building event bookings; creates highly shareable visual content for organic social media coverage.
5.2. Evaluation of selected solution
The analysis indicates that while Solution A In-Store Workshops strengthens community engagement and utilizes existing retail space, it remains constrained by physical capacity and local footfall trends. Solution A, addresses the core structural shift toward online shopping and establishes recurring revenue streams that decouple profitability from high street foot traffic.
By upgrading the website and introducing subscription services alongside modern digital marketing, Green Haven directly resolves customer complaints regarding site usability, builds predictable monthly cash flows, and neutralizes threats posed by both online chains and local digital-first competitors. Therefore, Solution A is selected as the preferred strategic path forward.





6.Implementation Plan

Evaluating Green Havens’ situational position highlights strategic operational gaps (Weihrich, 1982)
The plan follows a logical phase-gate structure to minimize financial risk and operational disruption. Phase 1 focuses on setting clear requirements before committing capital. Phase 2 runs website development and product package design concurrently to optimize time. Phase 3 prioritizes thorough testing and staff training prior to public launch, ensuring seamless delivery fulfillment and positive initial customer reviews. Phase 4 concentrates marketing efforts immediately after the site goes live to maximize launch momentum.
Clear division of responsibility plays to founder strengths: Priya oversees digital user experience and developer relations, while Liam focuses on supplier management and packaging logistics.






















7. Key performance indicator (KPI) and SMART objectives


Systematic analysis indicates that external market changes and internal operational gaps directly contribute to financial underperformance (Ishikawa, 1985):
Primary Key Performance Indicator (KPI)
Monthly Recurring Revenue (MRR) from floral subscription services.


SMART Objectives:
1. SMART Objective 1 (E-Commerce Sales Growth): Achieve a 25% increase in total online sales revenue within 6 months of launching the redesigned website.
2. SMART Objective 2 (Subscription Acquisition): Secure 75 active monthly floral subscribers (50 retail, 25 corporate) within 4 months post-launch.
3. SMART Objective 3 (Digital Engagement & Conversion): Increase website conversion rate from an estimated 1% to 3.5% and gain 1,000 local social media 
4. followers across platforms within 6 months through targeted digital ad campaigns.
















8.Conclusion


Green Haven Florists possesses a strong, value-driven foundation with its eco-friendly ethos and loyal client base in Norwich. However, sustaining the business through evolving retail conditions requires a strategic transition beyond traditional high street foot traffic.
By implementing a modernized e-commerce platform and introducing a recurring floral subscription service, Green Haven can effectively diversify its revenue, mitigate the impact of rising operational costs, and counter local and online competition. Supported by a structured 12-week rollout, clear operational roles, and continuous evaluation through defined KPIs, this strategic shift positions Green Haven Florists for sustainable growth and long-term profitability.
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