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Introduction:
[bookmark: _Hlk205982484]This report investigates the strategic and operational challenges currently facing Green Haven Florists, an independent business in Norwich. It evaluates the significant downturn in physical foot traffic and identifies critical areas for business model adaptation to ensure survival. The primary aim is to offer actionable, data-driven solutions that align with the shop's established core values of sustainability and community engagement. For the purposes of this report, "Bespoke Floristry" refers to custom-designed arrangements, while a "Sustainable Ethos" defines the commitment to eco-friendly materials and local sourcing protocols.

Brief Explanation of the Specific Business Problem:
Several internal and external causes contribute to this decline. 
· Externally, supply chain disruptions and inflation have caused the cost of imported varieties, such as tulips and orchids, to surge, making the shop’s premium pricing harder for customers to justify. 
· [bookmark: _Hlk205982497]Internally, the business has failed to keep pace with digital trends. Customer feedback indicates the current website is outdated and difficult to navigate, creating a "friction" point that drives buyers toward competitors. Additionally, two new local competitors- a trendy boutique with high Instagram engagement and a national chain-have effectively squeezed Green Haven’s market share. Liam and Priya’s reliance on word-of-mouth marketing is no longer sufficient to compete in a modernized, digitally-saturated retail environment.
Suggested Two Alternative Solutions:

Solution A : Digital Infrastructure Overhaul & Subscription Model:
This solution involves a total redesign of the website to include a seamless e-commerce interface and a recurring "Eco-Bloom" subscription service.  
· Plus: Generates predictable monthly revenue and captures the "convenience" market.  
· Minus: High initial financial outlay for professional web development.  
· Interesting: Subscription data provides insights into seasonal stock demands.  
· Justification: This resolves the specific problem of "outdated navigation" cited by customers and creates a sales channel that does not rely on high street foot traffic.

Solution B : Experiential In-Store Workshop Series:
​This solution focuses on transforming the physical shop into a "destination" by hosting weekly floral arrangement classes and sustainable lifestyle workshops.  
· ​Plus: Increases foot traffic and leverages the shop’s strong community reputation.  
· ​Minus: Limited by physical space and Liam and Priya’s available time.  
· ​Interesting: Workshop attendees often purchase additional retail items during their visit.  
· ​Justification: This addresses the "personal touch" USP, offering an experience that national online chains cannot replicate, thus rebuilding local loyalty.

Justification for Selected Solution:
[bookmark: _Hlk205982530]Solution A is the most appropriate strategy to progress with. While Solution B builds brand depth, Solution A directly addresses the 30% sales drop by removing the digital barriers preventing transactions. The weighting for this decision was placed heavily on "Revenue Scalability" and "Consumer Convenience". In a retail environment shifting toward online dominance, fixing the website is a foundational necessity before any other marketing efforts can succeed. It defends the shop's future by meeting customers where they spend their time: on mobile devices.







Risk Analysis of the Selected Solution:
The risks include high initial costs and potential technical errors during the website transition. The criteria used to assess these risks were Financial Impact and Operational Continuity. To defend these criteria, the business must ensure that the transition doesn't disrupt existing online orders. Mitigation involves a phased rollout where the subscription model is tested with a small group of loyal customers before a full public launch. This ensures that any "bugs" are resolved without damaging the brand's creative reputation or its sustainable community image.

Plan to Implement the Selected Solution:
The implementation of the digital overhaul and subscription service will be executed over a 12-week schedule to ensure operational stability.  
· ​Weeks 1-4: Hire a specialized developer to build a mobile-responsive site. Responsibility: Liam.  
· ​Weeks 5-8: Professional photography of all arrangements and the design of subscription "tiers" based on seasonal, locally sourced blooms to keep costs low. Responsibility: Priya.  
· ​Weeks 9-11: Digital marketing campaign launch focusing on Instagram and Facebook to target the "environmentally conscious" demographic in Norwich. Responsibility: Liam.  
· Week 12: Official "Go-Live" date for the subscription service with an introductory discount for the first 50 sign-ups.  
​This order is prioritized because a functional website must exist before marketing can drive traffic to it. Scheduling photography in the middle allows the site to be populated with current, high-quality visuals that reflect the "bespoke" nature of the shop. Priya is responsible for the creative direction and sourcing to ensure the "sustainable ethos" is maintained, while Liam handles the technical and commercial operations. This division of labor ensures that neither the quality of the flowers nor the efficiency of the business is compromised during the transition period.
Means of Measuring Effectiveness of Implementation of Selected Solution:
The effectiveness of this plan will be measured using Key Performance Indicators (KPIs) and SMART objectives. The primary KPI is Monthly Online Sales Volume, as this directly offsets the loss of in-store foot traffic. We will also track the Conversion Rate, which measures how many website visitors actually complete a purchase, defending the decision to invest in better UX.  
The SMART Objective is: "To acquire 60 recurring monthly floral subscribers within the first six months of the website launch". This is Specific (60 subscribers), Measurable (via the new backend portal), Attainable (based on previous wedding and corporate client leads), Relevant (directly addresses the revenue gap), and Time-bound (six-month window). Progress will be monitored via monthly reviews of digital analytics and a feedback questionnaire sent to the first 50 subscribers. By observing the "Bounce Rate" on the new site compared to the old one, Liam and Priya can objectively prove that the digital redesign has reduced customer friction.
Conclusion:
​The report identifies that Green Haven Florists is a victim of a changing retail landscape rather than a decline in product quality. Key findings include:  
· ​The 30% sales decline is tied directly to high street business closures and digital friction.  
· ​A modernized website is no longer optional but a prerequisite for competing with national chains.  
· ​A subscription model offers the financial stability needed to combat rising inflation and supply chain costs.  
· ​Leveraging social media is essential to bridge the gap between their traditional "personal touch" and the "trendy" appeal of new boutique competitors.
· ​Maintaining a sustainable ethos remains their greatest competitive advantage if marketed correctly.  
· ​By implementing Solution A, Liam and Priya can successfully pivot their business model from a passive storefront to an active, digitally-enabled service provider.
Key Findings:
1. [bookmark: _Hlk208302504]Digital Transformation: Use these to justify why the website overhaul is essential for independent retailers to survive against larger online competitors.
2. Decision Making Models: These support the problem-solving frameworks (like PMI or weighted scoring) used in your report.
3. Sustainability as Advantage: Use these to defend the shop’s "Eco-friendly" ethos as a tool for higher EBIT margins and customer loyalty.
4. Floral Industry Trends: This specific report supports the data on rising costs of blooms like tulips and orchids due to inflation and energy pressure.
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The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Questionnaire Customer satisfaction survey regarding the new website user experience.

Observation: Monitoring of daily website traffic and conversion rates.

Reviews: Analysis of subscription sign-up rates and social media growth.


	

How many Qs? 
5 targeted questions focusing on ease of checkout and subscription clarity.

Which days? 
Daily monitoring for the first month. 

How long?
1 hour per day. 

	

Who is going to do it?
Priya will email the digital link to the first 100 customers.

Is it attainable?
Yes, using standard Google Analytics dashboards.





	

What type of data? 
Qualitative feedback to ensure the “friction point” is resolved.

What’s the point?
To see if the 30% sales decline is being offset by online growth.


	

How long will it take to collect the data?
Data collection will take 14 days post-launch.
Tracking will occur over the initial 12-week implementation phase.
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