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Green Haven Florists is a small independent flower shop located in Norwich in the United Kingdom. The business was founded in 2016 by Liam and Priya Patel and quickly developed a strong reputation for bespoke floral arrangements, eco-friendly packaging and high-quality customer service. The company serves a diverse range of customers including walk-in shoppers, corporate clients and wedding customers. Its commitment to sustainability and creativity has helped the shop build a loyal customer base within the local community.
However, during the last twelve months the business has experienced a significant decline in performance. In-store sales have decreased by approximately 30 percent. This decline is mainly due to changing consumer behaviour, where customers increasingly prefer the convenience of purchasing flowers online rather than visiting physical shops as digital retail channels continue to grow in popularity (Laudon and Traver, 2021; Chaffey and Ellis-Chadwick, 2019). Many large online flower retailers now offer same-day delivery, lower prices and convenient ordering systems, making it more difficult for small independent florists to compete. These pressures demonstrate the challenges faced by many small independent retailers competing in increasingly digital markets (Porter, 2008; Laudon and Traver, 2021).
Another issue affecting the business is its outdated website. Customer feedback suggests that the current website is difficult to navigate and does not effectively support online purchasing. As a result, potential customers may choose competitors with more user-friendly online platforms. Additionally, the company faces rising operational costs due to inflation and supply chain disruptions affecting imported flowers such as tulips and orchids. The shop’s commitment to sustainable packaging and locally sourced materials also increases operational expenses.
The root problem impacting Green Haven Florists is therefore its limited digital presence and inability to compete effectively in an increasingly online retail environment. To remain competitive and improve sales performance, the business must modernise its digital capabilities and expand its online sales channels.


[bookmark: _Toc224978444]2. Proposed Solutions	
[bookmark: _Toc224593880][bookmark: _Toc224594129][bookmark: _Toc224596979][bookmark: _Toc224978445]Solution A: Development of a Modern E-Commerce Website
The first proposed solution is the development of a modern e-commerce website that allows customers to browse products, customise floral arrangements and place orders online with flexible delivery options. Digital transformation has become essential for small businesses seeking to remain competitive in modern retail environments (Chaffey and Ellis-Chadwick, 2019; Laudon and Traver, 2021). According to Chaffey (2022), businesses that adopt effective digital platforms can reach wider markets, improve customer convenience and increase revenue.
A redesigned website for Green Haven Florists would include several important features. These include a mobile-friendly design, secure online payment systems, a clear product catalogue and user-friendly navigation. Customers would be able to browse available bouquets, customise arrangements and select convenient delivery options such as same-day or next-day delivery.
The new website could also integrate with social media platforms such as Instagram and Facebook, enabling the business to promote its floral designs and attract new customers. Search engine optimisation and digital marketing strategies can significantly increase customer reach and online engagement (Ryan, 2020) and help the business reach customers beyond its immediate local area.
By implementing an effective e-commerce platform, Green Haven Florists would reduce its dependence on high street foot traffic and create new revenue streams through online sales. This strategy would also allow the company to highlight its unique selling points such as sustainable packaging and locally sourced flowers, helping differentiate the brand from larger online competitors.
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The second proposed solution is the introduction of a flower subscription service. Subscription business models have become increasingly popular because they provide businesses with predictable revenue and long-term customer relationships. Subscription models help firms stabilise revenue streams and strengthen customer relationships (Kotler and Keller, 2021; Osterwalder and Pigneur, 2010). Kotler and Keller (2021) explain that subscription services improve customer loyalty and help organisations maintain consistent demand.
Under this model, customers could subscribe to receive fresh floral arrangements on a weekly or monthly basis. Subscription packages could vary depending on bouquet size, delivery frequency and price level. This service could appeal to households that enjoy fresh flowers regularly as well as businesses such as hotels, offices and restaurants that require floral decoration.
The subscription service would also align with the company’s sustainability values. Customers could receive seasonal locally sourced flowers delivered in biodegradable packaging, reinforcing the company’s environmentally responsible brand identity.
However, the success of a subscription model would depend on effective marketing and customer engagement. The business would need strong promotional strategies to attract subscribers and maintain customer satisfaction. While this solution could provide stable recurring income, it may take time to build a large subscriber base.
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To evaluate the two proposed solutions, a Grid Analysis technique was applied. Grid analysis is a structured decision-making technique used to compare alternatives using weighted criteria (Pugh, 1991; Saaty, 2008). This approach allows businesses to evaluate solutions objectively and identify the most suitable strategy.
Four key evaluation criteria were selected: implementation cost, potential revenue impact, ease of implementation and long-term sustainability. Revenue impact and sustainability were given higher weighting because these factors are essential for improving the long-term financial performance of the business. Implementation cost and ease of implementation were given moderate weightings because Green Haven Florists has limited financial resources and operational capacity.
The results of the grid analysis indicate that Solution A, the development of an e-commerce website, achieved the highest overall score. Although the website requires initial investment, it offers significant opportunities for revenue growth and market expansion. Solution B also provides benefits through recurring revenue, but it depends heavily on customer acquisition and marketing effectiveness.
Therefore, Solution A is considered the most appropriate solution for addressing the root problem and improving the company’s sales performance. 
See Appendix 1 – Grid Analysis Table for Grid Analysis details.
[bookmark: _Toc224978448]4. Risk Analysis Results and Justifications
Implementing a new e-commerce platform involves several potential risks that must be considered carefully. Risk analysis helps organisations identify possible challenges and develop strategies to minimise their impact (Hillson, 2017; Hopkin, 2018).
The first potential risk involves website development costs. Creating a professional online platform may require financial investment in design, hosting and technical support. This risk can be reduced by using affordable website platforms such as Shopify or Wix, which provide cost-effective e-commerce solutions.
The second risk relates to technical challenges during implementation. Problems such as website downtime, payment processing errors or system malfunctions could negatively affect customer experience. Hiring an experienced web developer and conducting thorough testing before launch can help minimise this risk.
The third risk involves the digital skills of employees. Staff members may initially lack the knowledge required to manage online orders and maintain the website. Providing training and developing clear operational guidelines can help address this challenge.
Overall, the risk analysis demonstrates that although the proposed solution presents certain risks, these risks are manageable and do not outweigh the potential benefits of improving online sales.
Appendix 2 – Risk Analysis Table

[bookmark: _Toc224978449]5. Implementation Plan Justifications
The implementation plan (see Appendix 3) outlines the key steps required to successfully launch the new e-commerce platform. The order of tasks has been carefully structured to ensure efficient execution and minimise disruption to daily operations. Structured implementation plans improve project success by defining tasks, responsibilities and timelines (Kerzner, 2017).
The first stage involves website design and development. This stage includes selecting an appropriate e-commerce platform, designing the website interface and integrating secure payment systems. Establishing the digital platform is the foundation of the entire project.
The second stage involves uploading product information and creating an online catalogue. High-quality images and clear descriptions will help customers make informed purchasing decisions. At this stage, delivery options and order management systems should also be integrated.
The third stage focuses on staff training and system testing. Employees must learn how to manage online orders, update product listings and respond to customer enquiries. Testing the system ensures that all technical functions operate correctly before launch.
The final stage involves launching a digital marketing campaign. Social media advertising, promotional offers and search engine optimisation can attract customers to the new website and increase brand visibility.
By following this structured implementation plan, Green Haven Florists can successfully transition toward a modern digital retail strategy.
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The key performance indicator selected for this strategy is the percentage increase in online sales revenue. This KPI directly measures whether the new website successfully improves business performance.
The associated SMART objective is to increase online sales by 25 percent within six months of launching the new e-commerce platform. This objective is specific because it focuses on online sales growth. It is measurable because the company can track sales data through the website analytics system. Key performance indicators help organisations measure strategic success and monitor operational performance (Parmenter, 2015).
The objective is attainable because many small businesses have achieved similar results through digital transformation strategies. It is relevant because increasing online revenue directly addresses the company’s declining in-store sales. Finally, the objective is time-bound because the target must be achieved within a six-month period.
Monitoring this KPI will enable Green Haven Florists to evaluate the effectiveness of the new strategy and make adjustments where necessary.
[bookmark: _Toc224978451]7. Key Findings
· Green Haven Florists has experienced a significant decline in in-store sales due to reduced high street foot traffic and increased online competition.
· The company’s outdated website limits its ability to compete effectively with modern online florists.
· Two potential solutions were proposed: developing a modern e-commerce website and introducing a flower subscription service.
· Grid analysis identified the e-commerce website as the most effective solution due to its strong revenue potential and long-term sustainability.
· Risk analysis confirmed that potential challenges can be effectively managed through training, affordable digital platforms and technical support.
· Implementing a modern digital platform is expected to significantly improve customer accessibility and increase overall sales performance.
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	Criteria
	Weight
	Solution A
	Score
	Solution B
	Score

	Cost
	2
	3
	6
	4
	8

	Revenue Potential
	5
	5
	25
	4
	20

	Ease of Implementation
	3
	4
	12
	3
	9

	Sustainability
	4
	5
	20
	3
	12

	Total
	
	
	63
	
	49
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	Risk
	Likelihood
	Impact
	Risk Score
	Mitigation

	Website development cost
	3
	4
	12
	Use affordable website platforms

	Technical challenges
	2
	4
	8
	Hire web developer and test system

	Staff digital skills gap
	3
	3
	9
	Provide staff training









Appendix 3 – Implementation Plan

	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Develop website (design, layout, payment system, delivery options)
	1 Month
	Web developer
	☐

	2
	Upload products (add images, prices, descriptions, categories)
	2 Weeks
	Store manager
	☐

	3
	Staff training (train staff on website use, order processing, customer service)
	2 Weeks
	Owners
	☐

	4
	Marketing launch (social media ads, promotions, email campaigns)
	3 Weeks
	Marketing assistant
	☐




[bookmark: _Toc224978457]Appendix 4 – KPI and SMART Objective Table
KPI: Increase online sales revenue
	SMART
	Description

	Specific
	Increase online sales

	Measurable
	25% increase

	Attainable
	Achievable through improved website

	Relevant
	Supports business growth

	Time-Bound
	Achieve within 6 months
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