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 Overview of Case Study
Green Haven Florists is facing declining sales due to reduced customer visits and strong online competition. The root problem is the lack of an online presence, which limits customer access and reduces revenue. Customers now prefer convenience, and competitors offer online ordering and delivery. This has made Green Heaven less competitive. Other issues include limited marketing, poor visibility, and reliance on physical store sales. These factors reduce customer engagement and growth opportunities. Without adapting to digital-to-digital trends, the business risks further decline. Addressing the lack of online access is critical to improving performance and attracting more customers.
[bookmark: _Hlk205982497]Two Proposed Solutions
Solution A: Online Sales Website 
This solution involves creating an online website where customers can browse and order flowers. The website will include product images, prices, and delivery options. This allows customers to order anytime without visiting the shop. It improves convenience and expands the customer base beyond the local area. This solution directly solves the root problem by increasing accessibility and competing with online florists. It also supports marketing through social media links. As more customers shop online, this solution increases sales and improves business visibility. 
Solution B: In-Store Promotions and Discounts
This solution focuses on attracting customers into the store by offering discounts, loyalty cards, and seasonal promotions. It aims to increase footfall and encourage repeat purchases. While this may increase short-term sales, it does not address the shift towards online shopping. Customers still need to visit the store, which limits reach. This solution helps improve engagement but does not fully solve the root problem. It relies on traditional methods and may not be effective against strong online competition.
Evaluation Results and Justifications
The next step in the problem-solving and decision-making process is to select the most appropriate solution. A grid analysis was used to compare both options. In line with the results in Appendix 1 
· Solution A is the strongest option because it achieved the highest score of 58 compared to 40. Impact and long-term benefits received the highest weighting because increasing sales and ensuring business growth are the main priorities. Solution A scored highly in both areas as it expands customer reach through online access. Cost received lower weighting, as a short-term expense is less important than a long-term gain. This solution directly addresses the root problem and supports sustainable growth. 
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The next step was to carry out a risk analysis. According to Suh, B. and Han, I. (2003), risk analysis identifies potential risks and evaluates their likelihood and impact. As shown in Appendix 2.
· The main risks include technical issues, low customer usage, and delivery problems. The highest risk score is 12 for technical issues due to their strong impact on operations. Likelihood and impact were used as criteria because they clearly show how serious each risk is. Higher impact risks were prioritised. Preventive actions such as testing and marketing reduce these risks. The solution remains reliable because each risk has a clear response strategy, ensuring business continuity. 

 Justifications for the Implementation Plan for Solution A Online Sales Website
The next step was to develop an implementation plan. According 
To (Strategy, O.E., 2011.,)
· The plan follows a clear order from development to promotion. Website development comes first because it is the foundation of the solution. Testing follows to ensure the system works correctly before launching. The launch stage is placed after testing to avoid errors. Promotion is scheduled last to attract customers once the website is ready. Responsibilities are assigned based on roles, ensuring accountability. The timeline is realistic and allows enough time for each stag. This structured approach improves efficiency and supports a smooth rollout. 


Task 6 b) Justifications for the KPI and SMART Objectives
The next step was to define the KPI and SMART objectives. According to Personal, E., Guerrero, J.I., Garcia, A., Pena, M. and Leon, C., 2014. SMART objectives help measure progress and improve performance. The KPI focuses on increasing sales revenue because this is the main issue.
· A 20 per cent increase over months, allowing regular tracking. This KPI supports decision-making by showing whether the solution is effective and if improvements are needed.
 Key Findings
· The main issue is declining sales due to lack of online presence.
· An online website is the most effective solution for increasing reach.
· Grid analysis supports choosing the best option based on clear criteria.
· Risks are manageable with testing, marketing, and planning.
· An implementation plan ensures structured and efficient execution.
· KPI and SMART objectives provide clear performance tracking.
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Grid Analysis Table

	Factors to consider
	Cost 
	Impact 
	Feasibility 
	Long-term Benefit
	Total

	Weighting      
	2
	4
	3
	4
	13

	Solution A

	3
	5
	4
	5
	58

	Solution B

	4
	3
	4
	2
	40








Appendix 2 – Task 4a

Risk Analysis Table

	
	What could cause a risk?
	What is the likelihood of the risk occurring? 
(1 – 5)
	What is the impact of this risk? 
(1 – 5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	Technical issues with website 

	3
	4
	12
	Test website before launch; use a skilled developer. 
	Fix errors quickly and provide customer support.

	2
	Low customer usage 

	3
	3
	9
	Promote the website on social media and offer online discounts.
	Increase marketing and improve user experience.

	3
	Delivery problems

	2
	4
	8
	Use reliable delivery services and track orders.
	Offer refunds or replacements and communicate with customers.






Appendix 3 – Task 5a
Implementation Plan

The problem I am solving: Declining sales due to lack of online presence. 
The solution you are implementing: Online sales website
	
	WHAT

	WHEN

	WHO

	Done

	1
	Design and develop a website. 


	Weeks 1-2


	Web developer


	no



	2
	Test website functionality.


	Week 3


	Staff team


	no



	3
	Launch website


	Week 4


	Store manager


	no



	4
	Promote website online


	Week 5


	Marketing team


	no






· 

Appendix 4 – Task 6a

The key performance indicator is the following:
Increase sales revenue by 20 per cent within 3 months.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase total sales by introducing an online website and improving customer access.






	Track monthly sales revenue and compare before and after website launch.





	Achievable through online orders, wider reach, and digital marketing.





	Directly addresses the main problem of declining sales and limited visibility





	Target to be achieved within 3 months of website launch
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