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1. Overview of the Case Study and Problem 
Green Haven Florists is an independently owned flower shop located in Norwich, UK. Founded by partners Liam and Priya Patel in 2016, the company developed a strong reputation for delivering bespoke floral arrangements and using sustainable packaging practices. However, the last year has seen a dramatic decline in the performance of Green Haven. The business has reported a 30% drop in in-store sales (Green Haven case study, 2026). Contributing factors to this decline included rising operational costs, loss of adjacent businesses leading to reduced foot traffic, and increased competition from national online retailers and a trendy boutique store with an active social media presence. Green Haven's disadvantageous position in the rapidly changing retail landscape has been exacerbated by the inadequacy of its outdated website and its inability to develop and implement a viable digital marketing strategy (Chaffey and Ellis-Chadwick, 2022).
2. Proposed Solutions 
2a. Solution 1: E-Commerce Website Redevelopment and Digital Marketing Strategy 
The primary proposed solution is to create a modern, mobile responsive, e-commerce platform, to replace Green Haven's existing outdated website. Additionally, an ongoing digital marketing strategy will be created to promote the new website. Feedback from existing customers has highlighted the need for a modern website (Green Haven case study, 2026). The new e-commerce platform will allow Green Haven to develop a seamless online ordering and payment process, and provide flexibility regarding the scheduling of deliveries. The platform will also provide the opportunity for Green Haven to offer subscription-based flower services. Through the use of a targeted social media marketing strategy on Instagram and Facebook, Green Haven will be able to develop a sense of brand awareness, and generate online traffic to the new website. As stated by Kotler and Keller (2021), digital channels are becoming increasingly important for small businesses to acquire and retain customers. Therefore, developing a comprehensive digital marketing strategy will support Green Haven in rebuilding its customer base and generating online and in-store revenue. 
2b. Solution 2: Enhance the In-Store Experience and Develop a Customer Loyalty Program 
The second proposed solution aims to differentiate Green Haven from competitors through enhancing the in-store experience and creating a customer loyalty program. Rather than focusing on price reductions, the business may capitalize on its established reputation for bespoke and eco-friendly floral arrangements by hosting workshops and seasonal events, and offering exclusive in-store promotions for repeat customers (Baines, Fill and Rosengren, 2021). A digital loyalty card system, such as Stamp Me or an equivalent app, will provide repeat customers with rewards for purchasing products from Green Haven. Collaborations with neighboring local businesses may also help restore foot traffic in the area. This solution is focused on restoring in-store sales by developing deeper connections with existing customers, and fostering a sense of community surrounding the Green Haven brand, rather than solely focusing on the price reductions of competitors.
3. Evaluating the Solutions 
3a. Grid Analysis 
To evaluate both proposed solutions, a Grid Analysis was performed based on the four weighted criteria: Cost-Effectiveness (weight 3), Ease of Implementation (weight 2), Impact on Revenue (weight 4), and Sustainability (weight 3). Each proposed solution was rated from 1 to 5 for each criterion, and then multiplied by the respective weight, to produce the weighted total. The complete Grid Analysis table is presented in Appendix 1. The Grid Analysis produced the following weighted totals: Solution 1 (E-Commerce and Digital Marketing Strategy) achieved a weighted total of 45, while Solution 2 (Enhancing In-Store Experience and Developing a Customer Loyalty Program) achieved a weighted total of 35. 
3b. Preferred Solution 
Based on the Grid Analysis results, Solution 1 – E-Commerce Website Redevelopment and Digital Marketing Strategy – is the recommended and preferred solution. This is because Solution 1 scored significantly better, especially on the highest-weighted criterion: Impact on Revenue (score: 5 x weight 4 = 20). As noted by Chaffey and Ellis-Chadwick (2022), businesses that invest in digital transformation generally perform better than businesses that rely on traditional channels. Given the increasing pressure from online competitors, addressing the digital gap represents the most impactful and strategically sound course of action for Green Haven. Although Solution 2 has some merits in terms of developing customer loyalty, the potential to expand beyond the existing customer base is limited, which makes Solution 2 an insufficient solution on its own in today’s highly competitive retail environment.
4. Risk Analysis 
4a. Risk Analysis Results 
A Risk Analysis was conducted on the preferred solution, Solution 1. The analysis involved identifying key risks, rating them in terms of likelihood and impact on a scale of 1–5, and calculating a risk score (Likelihood x Impact). Mitigation strategies were also identified for each risk. The complete Risk Analysis table is presented in Appendix 2. Identified key risks include: high initial development costs (Risk Score: 9); lack of internal digital expertise (Risk Score: 12); website downtime during transition (Risk Score: 6); ineffective social media strategy (Risk Score: 8); and customer data security concerns (Risk Score: 8). 
4b. Feasibility of the Selected Solution 
The Risk Analysis demonstrated that although there are certain risks associated with Solution 1, they are all manageable through the implementation of targeted mitigation strategies. The greatest risk – lack of internal digital expertise – can be managed by hiring a specialist agency to build the website, and employing a part-time digital marketing consultant. This is consistent with the majority of small business literature (Burns, 2022). Overall, the risk profile associated with Solution 1 is moderate, and none of the identified risks pose a critical threat. This supports the conclusion that Solution 1 is both feasible and proportionate for a small business like Green Haven. In addition to not requiring a large amount of capital expenditure, Green Haven would be able to utilize affordable platforms such as Shopify (Shopify, 2024) to establish itself in the digital space.
5. Implementation Plan 
5a. Implementation Plan 
The Implementation Plan for Solution 1, the e-commerce and digital marketing strategy, is outlined in Appendix 3. The implementation plan is divided into 12 weeks and consists of the following phases:
• Phase 1 – Research and Planning (Weeks 1–2): Identify and hire a web development agency and digital marketing consultant. Review competitor websites and schedule product photography. 
• Phase 2 – Website Development (Weeks 3–6): Hire a specialist agency to design and build a mobile responsive Shopify-based website that incorporates a product catalogue, online payment options, delivery scheduling, and subscription-based flower services. 
• Phase 3 – Content Creation and Testing (Weeks 7–8): Conduct professional product photography. Write and upload website content. Train staff in managing orders. Complete user testing. 
• Phase 4 – Soft Launch and Marketing (Weeks 9–10): Make the website available to existing customers. Send loyalty emails. Refresh social media accounts and start running a paid Instagram advertising campaign. 
• Phase 5 – Full Public Launch and Monitoring (Weeks 11–12): Promote the website across all available channels. Use Google Analytics and social media performance metrics to monitor website and social media activity. 
5b. Rationale for Activities, Timings, Order, and Responsibilities 
The phased approach is intentional: completing the research and supplier identification phase allows for the creation of a website that has been informed by competitor benchmarking, thereby minimizing the risk of creating an inferior product (Burns, 2022). The six-week timeframe allocated for the development of the website is reasonable for a basic Shopify website with e-commerce functionality. The two weeks dedicated to content creation and testing prior to launch is essential to ensure the quality of the user experience, as poor first impressions on e-commerce websites are difficult to rectify (Chaffey and Ellis-Chadwick, 2022). By limiting the risk of reputational damage, the soft launch (Weeks 9–10) provides the opportunity to resolve any issues prior to the full public launch. The primary responsibility for implementing the phased plan lies with Liam and Priya, with support provided by external agencies where necessary, thus maintaining accountability for the business owners at all times.
6. KPI and SMART Objectives 
6a. KPI and SMART Objectives 
The single Key Performance Indicator (KPI) to be used to measure the performance of Solution 1 is: Monthly Online Revenue – the total sales generated through the new e-commerce website on a monthly basis.
SMART objectives will be utilized to guide and assess performance, and include:
• Specific: Increase Green Haven Florist's monthly online revenue by 25% within six months of the launch of the new e-commerce website, through the effective operation of the Shopify e-commerce platform and the active use of Instagram and Facebook for digital marketing purposes. 
• Measurable: Monthly online revenue will be measured using the analytics capabilities of Shopify. Achieving a 25% increase in monthly online revenue compared to the baseline measurement taken prior to the launch of the new e-commerce website will represent the target. 
• Achievable: Based on benchmarked data, achieving a 20-30% revenue increase after investing in e-commerce is achievable for small independent florists (Mintel, 2023).
• Relevant: Increasing online revenue will directly address the main problem facing Green Haven: decreasing in-store revenue, and declining foot traffic. Therefore, this metric is central to the recovery of the business. 
• Time-bound: Achieving the 25% increase in revenue must occur within six months of the launch of the new e-commerce website (i.e. by Month 9 of the project timeline).
6b. Monitoring and Evaluation 
Monthly online revenue will be continuously monitored using Shopify's Analytics dashboard and Google Analytics. This will allow Liam and Priya to track the performance of the website in real time, including traffic, conversion rates, average order values, and total revenue. Progress will be evaluated monthly against the SMART objective. Should the revenue growth rate fall short of a 10% improvement within three months of the launch of the new e-commerce website, the digital marketing strategy will be reviewed and revised – for example, through an increase in paid advertising spend or through a trial of discounted promotional offers. As stated by Kotler and Keller (2021), ongoing evaluation of performance is essential for enabling businesses to react to feedback from the market. Quarterly reports will be prepared by Liam and Priya to document the progress made, and to inform future strategic decisions.
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Appendix 1 – Grid Analysis Table
Table 1: Grid Analysis – Evaluation of Proposed Solutions

	Criteria
	Weight
	Solution 1 Score (1–5)
	Solution 1 Weighted
	Solution 2 Score (1–5)
	Solution 2 Weighted

	Cost-Effectiveness
	3
	3
	9
	4
	12

	Ease of Implementation
	2
	3
	6
	4
	8

	Impact on Revenue
	4
	5
	20
	3
	12

	Long-term Sustainability
	3
	4
	12
	3
	9

	TOTAL
	
	
	47
	
	41



Note: Scores range from 1 (low) to 5 (high). Weighted score = Score × Weight. Higher total = preferred solution.


Appendix 2 – Risk Analysis Table
Table 2: Risk Analysis – E-Commerce Website Redevelopment and Digital Marketing Strategy

	Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Score
	Mitigation Strategy

	High initial development costs
	3
	3
	9
	Use a cost-effective platform (e.g. Shopify Basic) and obtain three agency quotes before committing.

	Lack of internal digital expertise
	4
	3
	12
	Outsource development and hire a part-time digital marketing consultant to upskill Liam and Priya.

	Website downtime during transition
	2
	3
	6
	Maintain the existing website until the new site is fully tested and approved before switching over.

	Ineffective social media strategy
	2
	4
	8
	Begin with a paid social media audit; use A/B testing on posts to identify the most effective content.

	Customer data security concerns
	2
	4
	8
	Select a PCI DSS-compliant payment provider (e.g. Shopify Payments or Stripe) and display a privacy policy.



Note: Risk Score = Likelihood × Impact. Scores of 1–5 = Low; 6–10 = Moderate; 11–15 = High; 16–25 = Critical.


Appendix 3 – Implementation Plan Table
Table 3: Implementation Plan – E-Commerce Website Redevelopment and Digital Marketing Strategy

	Phase
	Activity
	Timeframe
	Responsibility
	Expected Outcome

	Phase 1: Research & Planning
	Identify and appoint web development agency and digital marketing consultant. Review competitor websites.
	Weeks 1–2
	Liam and Priya Patel
	Suppliers selected; brief prepared

	Phase 2: Website Development
	Agency builds mobile-responsive Shopify site with catalogue, payment system, delivery options, and subscription service.
	Weeks 3–6
	Web Agency (led by Liam)
	Functional website ready for testing

	Phase 3: Content & Testing
	Professional photography conducted. Content written and uploaded. Staff trained. Full user testing completed.
	Weeks 7–8
	Priya (content lead); Web Agency (testing)
	Website approved and ready to launch

	Phase 4: Soft Launch & Marketing
	Website live for existing customers. Email campaign sent. Instagram and Facebook accounts refreshed; paid ad campaign launched.
	Weeks 9–10
	Marketing Consultant (led by Priya)
	Initial online orders received; social media engagement increases

	Phase 5: Full Launch & Review
	Public launch via all channels. Weekly analytics review via Shopify and Google Analytics. Adjustments made as needed.
	Weeks 11–12
	Liam and Priya Patel
	25% online revenue growth target initiated



Note: All phases are subject to review at the end of each fortnight to ensure milestones are met and the project remains on schedule.
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