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Overview of Case Study
Green Haven Florists is an independent flower shop in Norwich founded in 2016. It is best known for its bespoke arrangements and eco friendly packaging. However, the business has recently experienced a 30% decline in in store sales and reduced foot traffic. The root problem affecting the business is the shift in consumer behaviour toward online flower retailers that offer convenience, lower prices and fast delivery. 
This has been worsened by several issues, including rising costs of imported flowers and sustainable materials, an outdated and difficult to use website and limited digital marketing activity. In addition, increased competition from a trendy local florist and a national chain has intensified pressure on the business, making it harder for Green Haven Florists to maintain sales and profitability.




Two Proposed Solutions
Solution A Proposal 
This solution involves upgrading Green Haven Florists existing website into a modern, user-friendly e commerce platform that supports online ordering, mobile compatibility and a flower subscription service. Customers would be able to schedule regular deliveries (e.g. weekly or monthly) improving convenience and encouraging repeat purchases. This addresses the root problem of declining in store sales by shifting focus toward growing online demand and competing with online competitors. This helps Green Haven compete with online companies. A subscription service also provides regular income and helps manage changes in customer visits. Improving the website also responds to customer feedback, making it easier to use, improving the customer experience and encouraging more people to place orders. 
Solution B Proposal
This solution involves strengthening Green Haven Florists digital presence through consistent social media marketing (e.g. Instagram and Facebook) while enhancing the in-store experience with workshops, events and personalised services. Regular posts showcasing floral designs, promotions and customer stories would increase brand visibility and engagement. In store workshops (e.g. bouquet making) would attract foot traffic and create a unique customer experience. This addresses the decline in sales by both promoting online engagement and uplifting physical store visits. It also helps differentiate Green Haven Florists from competitors by emphasising its personal touch, creativity and strong community connections which are key to its brand identity. 
Evaluation Results and Justifications
Based on the Grid Analysis, Solution A is the most appropriate option, achieving a higher weighted score of 80 compared to 63 for Solution B. this indicates stronger overall performance against the selected criteria. The criteria cost, ease of implementation, impact on sales, long term sustainability and competitiveness were selected as they directly address Green Haven Florists key challenges of declining sales, rising costs and increased competition. Greater weightings were assigned to impact on sales (5) and long-term sustainability (4) as these are critical for both short term recovery and long-term success. 
This structured approach aligns with the principles of weighted decision making in the Pugh Matrix (Pugh, 1991). Therefore, Solution A is justified as it performs best in the most strategically important areas.





Risk Analysis Results and Justifications
The risk analysis highlights three key risks: strong competition (16), low customer engagement (15) and potential budget overruns (12). The criteria of likelihood and impact were selected as they provide a clear and structured method for assessing both the probability of risks occurring and their potential consequences. Higher scores were assigned to risks that could significantly affect sales and long tern profitability, reflecting their importance to business success and sustainability. 
Although, competition presents the highest risk, it can be managed through differentiation and targeted marketing strategies. Overall, the risks are manageable, supporting the reliability and feasibility of the proposed solution in a competitive and changing business environment (Hopkin, 2018).







Justifications for the Implementation Plan
The implementation plan follows a logical and structured sequence, beginning with market research to ensure customer needs are clearly understood and reduce the risk of developing ineffective services. Website development is scheduled next, as it forms the foundation for delivering improved online services and enhancing the overall customer experience. The launch and promotion stage follows to maximise customer awareness and drive initial sales through targeted marketing strategies. Finally, ongoing monitoring is included to allow continuous improvement based on feedback and performance data.
Responsibilities are divided between Liam & Priya and an external developer to ensure accountability and efficiency. This structured approach supports effective execution and aligns with project management best practice (Kerzner, 2017).






Justifications for the KPI and SMART Objectives
The chosen Key Performances Indicator (KPI) is the increase in online sales revenue, as it directly measures the success of the proposed solution in addressing declining sales. This KPI is appropriate because it reflects both customer demand and the effectiveness of the new website and services. The SMART objectives ensure the target is clear and achievable by specifying a 25% increase, making it measurable and timebound within six months.
This time frame allows sufficient opportunity for implementation and customer adoption. The objective is attainable through improved functionality and marketing, while remaining relevant to the businesses strategic goal of increasing online sales and competitiveness (Doran, 1981) 








Key Findings
· Green Haven Florists is facing a significant decline in in store sales due to increased online competition, changing consumer behaviour and rising operational costs.
· Solution A, which focuses on improving the website and introducing subscription services, was identified as the most effective option through the Grid Analysis.
· This solution addresses customer demand for convenience while also creating a steady stream of repeat income through subscriptions.
· This risk analysis identified key risks such as strong competition, low customer engagement and budget constraints, but these were considered manageable with appropriate strategies.
· The implementation plan provides a clear, structured approach with defined roles and timelines to ensure successful execution.
· The KPI and SMART objectives allow the business to measure progress and aim for a 25% increase in online sales within six months.
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APPENDICES

Appendix 1 – Task 3a
Grid Analysis Table

	Factors to Consider
	Weighting
	Solution A
	Solution B
	Total

	Cost
	3
	9
	12
	21

	Ease of Implementation
	2
	6
	8
	14

	Impact on Sales
	5
	25
	15
	40

	Long term sustainability
	4
	20
	12
	32

	Competitiveness
	4
	20
	16
	16

	Total
	18
	80
	63
	143


Pugh, S. 1991, Total Design: Integrated methods for successful product engineering. Wokingham: Addison-Wesley. 




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
	Website upgrade exceeds budget or timeline.
	3
	4
	12
	Set a clear budget, hire an experienced developer and plan milestones.
	Reduce non-essential features and focus on core website functions.

	2
	Low customer engagement with online services.
	3
	5
	15
	Promote through social media, offer discounts and research customer preferences
	Adjust services based on feedback and improve marketing efforts.

	3
	Strong competition from online florists. 
	4
	4
	16
	Differentiate through eco-friendly products and personalised services.
	Introduce loyalty schemes and target local niche markets.


Hopkin, P. 2018, Fundamentals of risk management: understanding, evaluating and implementing effective risk management. 5th ed. London: Kogan Page.


Appendix 3 – Task 5a
Implementation Plan
Name the problem you are solving:
Declining sales and weak online presence.
Name the solution you are implementing:
Developing a modern e commerce website with online ordering and subscription services.
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Conduct market research to understand customer needs and preferences for online services.
	Week 1 - 2
	Liam & Priya
	¨

	2
	Hire a professional web developer and design a user friendly, mobile compatible website
	Week 3 - 6
	Priya & External Developer
	¨

	3
	Launch the website with online ordering, delivery options and subscriptions services, supported by social media promotion.
	Week 7 - 9
	Liam (Marketing)
	¨

	4
	Monitor website performances, gather customer feedback and make improvements.
	Week 10 onwards
	Liam & Priya
	¨


Kerzner, H. 2017. Project management: a system approach to planning, scheduling and controlling. 12th ed. Hoboken: Wiley.


Appendix 4 – Task 6a
KPI and SMART Objectives Table
The Key Performance Indicator is:
Increase in online sales revenue.
	Specific
	Measurable 
	Attainable
	Relevant
	Time-Bound

	Increase online sales by improving the website and introducing subscription services.
	Achieve a 25% increase in online sales revenue and track number of online orders monthly.
	This is achievable through improved website functionally, marketing and subscription services.
	This is relevant as it directly addresses declining in store sales and shifts focus to online demand.
	Achieve this within 6 months of launching the new website services.


Doran, G.T. 1981. There’s a S.M.A.R.T. way to write management’s goals and objectives. Management Review. 70(11), pp.35-36.
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