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1. Overview of the Case Study
 Green Haven Florists is a small independent flower shop based in Norwich, UK, known for its bespoke arrangements, eco-friendly packaging, and strong community presence. Despite early success, the business has experienced a significant decline in performance over the past year, with in-store sales dropping by 30%. This downturn is largely due to rising operational costs, increased competition from online retailers, and a shift in consumer preference toward digital purchasing. Additionally, the company’s outdated website and limited digital marketing efforts have restricted its ability to compete effectively, leaving the business struggling to maintain profitability in a rapidly evolving retail environment.

2. Proposed Solutions
Solution 1: Digital Transformation through E-commerce Development
One key solution is to develop a modern, user-friendly e-commerce website. This platform would enable customers to browse products, place orders, and arrange delivery online. Features such as mobile optimisation, same-day delivery options, and subscription services (e.g., weekly flower deliveries) would enhance convenience and customer experience. This approach directly addresses the decline in foot traffic and allows Green Haven Florists to compete with larger online retailers.

Solution 2: Enhanced Digital Marketing and Customer Engagement Strategy
A second solution involves strengthening digital marketing efforts. This includes using social media platforms such as Instagram and Facebook to showcase products, running targeted advertisements, and implementing email marketing campaigns. Introducing a customer loyalty programme and forming partnerships with local event planners could further increase engagement and repeat business. This solution aims to improve brand visibility and build stronger relationships with customers, encouraging both online and in-store purchases.

3A. Evaluation of Solutions Using PMI Analysis
Solution 1: Digital Transformation
Plus (+):
· Expands customer reach beyond local area 
· Increases convenience for customers 
· Potential for higher sales revenue 
Minus (–):
· High initial setup costs 
· Requires technical expertise and maintenance 
Interesting (I):
· Offers long-term growth potential 
· Enables data collection on customer behaviour

Solution 2: Digital Marketing Strategy
Plus (+):
· Cost-effective compared to full digital transformation 
· Builds brand awareness and customer loyalty 
Minus (–):
· Results may take time to materialise 
· Requires consistent content creation 
Interesting (I):
· Opportunity to create a strong online brand identity 
· Can complement other business strategies

3B. Preferred Solution
Based on the evaluation, the digital transformation strategy is the most effective solution. While it requires a higher initial investment, it directly addresses the primary issue of declining sales by enabling online transactions and expanding market reach. As consumer behaviour continues to shift toward online shopping, having a functional and appealing e-commerce platform is essential for competitiveness. Although digital marketing is valuable, it is less effective without a strong online sales platform to support it. Therefore, implementing an e-commerce system provides both immediate and long-term benefits, making it the most suitable choice for Green Haven Florists.

4A. Risk Analysis of Selected Solution
Key risks associated with implementing an e-commerce platform include:
· Financial Risk: High upfront costs for website development and maintenance 
· Technical Risk: Potential website failures or cybersecurity issues 
· Operational Risk: Staff may lack the skills needed to manage the platform 
· Market Risk: Strong competition from established online florists 
· Adoption Risk: Existing customers may be slow to transition to online purchasing

4B. Risk Analysis Explanation
The most significant risks relate to financial investment and technical capability. Developing and maintaining an e-commerce platform requires considerable resources, which may strain the business if returns are not immediate. Additionally, technical issues such as website downtime or poor user experience could damage the company’s reputation. However, these risks can be mitigated through careful planning, staff training, and outsourcing technical development to professionals. While competition remains a challenge, failing to adopt digital solutions presents a greater risk. Overall, the potential benefits outweigh the risks if the implementation is managed effectively.

5A. Implementation Plan
· Conduct market research to identify customer needs and competitor offerings 
· Define website requirements and features 
· Hire a professional web developer or agency 
· Develop and test the e-commerce platform 
· Train staff to manage online orders and customer queries 
· Launch the website with a promotional campaign 
· Monitor performance and make ongoing improvements

5B. Justification of Implementation Plan
The implementation plan follows a logical sequence to minimise risk and ensure efficiency. Beginning with market research ensures that the solution aligns with customer expectations and industry standards. Hiring professionals reduces technical errors and improves the quality of the final product. Staff training is essential to ensure smooth day-to-day operations once the system is launched. The inclusion of a promotional campaign helps generate awareness and attract initial users. Finally, continuous monitoring allows the business to adapt and improve the platform over time. This structured approach increases the likelihood of successful implementation and long-term sustainability.

6A. KPI and SMART Objectives
Key Performance Indicator (KPI):
· Monthly online sales revenue 
SMART Objectives:
· Increase online sales by 25% within 6 months of website launch 
· Achieve 1,000 monthly website visitors within 3 months 
· Convert at least 5% of website visitors into customers within 6 months

6B. Monitoring and Evaluation
The effectiveness of the solution will be monitored using tools such as website analytics and sales tracking systems. Metrics including website traffic, conversion rates, and online revenue will provide insight into performance. Regular analysis of these metrics allows the business to identify trends and make data-driven decisions. For example, if website traffic is high but sales are low, improvements can be made to the user experience or pricing strategy. Continuous monitoring ensures that the business remains responsive to customer needs and market changes, ultimately supporting sustained growth and improved profitability.

7. Key Findings
· Green Haven Florists is experiencing declining sales due to limited digital presence 
· Consumer behaviour has shifted towards online purchasing 
· Strong competition has intensified pressure on the business 
· Digital transformation is the most effective solution to address core issues 
· Risks exist but can be managed through planning and investment 
· A structured implementation plan supports successful execution 
· KPIs and SMART objectives enable performance tracking 
· Long-term success depends on adapting to market trends and leveraging technology

