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Brief Explanation of the Specific Business Problem
[bookmark: _Hlk210817679][bookmark: _Hlk205979492]Green Haven Florists is an independent flower shop in Norwich, founded in 2016. The business originally thrived due to its bespoke designs, sustainability focus, and community relationships. However, over the past year it has experienced and 30% decline in in-store sales. Foot traffic has dropped as the high street is quieter, and customers are shifting to online flower retailers that offer competitive pricing and faster delivery. Green Haven’s operating costs have risen due to inflation, supply challenges, and the higher price of eco-friendly materials. Customer feedback shows that although the quality is still valued, Green Haven’s website is outdated, and digital marketing is weak. While several factors contribute to the decline, this report will focus on the problem of their poor online presence, which limits growth and reduces competitiveness. 

[bookmark: _Hlk205982497][bookmark: _Toc214265220]Suggested Two Alternative Solutions
[bookmark: _Toc214265221]Solution A Proposal: Website modernisation and digital Marketing upgrade
Green Haven should invest in redesigning its website to be modern, mobile-friendly and fully e-commerce enabled, including online ordering, subscriptions, custom bouquet builders, and flexible delivery slots. This should be paired with a consistent digital marketing strategy inclusive of regular social media content and SEO improvements Odden (2012). This solution directly tackles the weak online presence by making Green Haven easier to purchase from and more visible to digital customers. A strong online storefront and targeted marketing will help attract new, younger audiences, convert existing customers back to the brand, and increase online revenue to offset declining footfall. 
[bookmark: _Toc214265222]Solution B Proposal: Introduce subscription and membership services
Green Haven could create a subscription-based model offering weekly or monthly floral deliveries for homes and businesses in the area. Customers would choose size and style and receive regular arrangements at a set price. A loyalty-based membership tier could include perks such as free delivery, seasonal discounts, and priority booking for events Walsman and Dixon (2020). This solution strengthens recurring online revenue and delivers convenience which matches current consumer expectations shaped by online competitors. It also encourages long-term customer relationships instead of one-off purchases. By integrating subscription payments and perks into the online platform, this model supports digital engagement and adds predictable income. 

[bookmark: _Toc214265223]Justification for Selected Solution
Based on the PMI analysis, Solution A is the most appropriate solution to progress with, the criteria used to determine this included the impact on sales recovery, speed of implementation, alignment with current consumer behaviour and financial feasibility. The highest weighting was given to impact on sales recovery, because increasing revenue is the most immediate need. The second highest weighting was alignment with consumer behaviour, as customers increasingly prefer online interaction. 
Solution A scores the highest overall because it directly addresses the core problem, weak online presence. Without modernising the digital platform, subscription models as explained in Solution B, would not be able to scale effectively. Improving the website and digital marketing will increase visibility Chen (2021). This approach will make ordering easier and allow Green Haven to compete against online competitors more effectively. This makes Solution A the most strategically beneficial and urgent intervention. 

[bookmark: _Hlk205982530][bookmark: _Toc214265224]Risk Analysis of the Selected Solution
Based on the risk analysis, Solution A may face risks such as hight upfront investment, limited digital skills, and delays in implementation. The criteria used to assess this were: Financial cost, operational disruption, likelihood, and potential impact. Highest weighting was given to financial costs and impact on operations, as Green Haven currently has reduced revenue and cannot absorb major financial losses or interruptions. Despite these risks, this solution is reliable because these risks can be controlled and mitigated such as a phased development. The long terms benefits outweigh the risks, making Solution A an justified and dependable option. 
[bookmark: _Toc214265225]Plan to Implement the Selected Solution
The implementation plan has been structured to ensure a logical, efficient progression of tasks that align with Green Haven’s project objectives. Selecting the website platform in Week 1 provides a technological foundation before design work commences. The redesign phase follows, allowing sufficient time for content creation and functional development. Security and payment setup are scheduled prior to testing to ensure compliance with GDPR and secure transactions. Testing troubleshooting in Week 5 ensures operational readiness before launch. Post-launch activities, including marketing and analytics, are sequenced to maximise visibility and performance.

[bookmark: _Toc214265226]Means of Measuring Effectiveness of Implementation of Selected Solution
It has been distinguished that proposed Key Performance Indicators (KPIs) are designed to measure both the operational and strategic success of Green Haven’s online expansion Ishaq et al., (2014). The website launch completion KPI ensures the project meets the timeline and functionality requirements, critical for minimising revenue delays. Online sales revenue and website conversion rate directly measure business growth and user engagement, reflecting the effectiveness of the e-commerce platform Bag et al., (2022). Website traffic volume gauges marketing reach, while customer satisfaction assesses the quality of the user experience, providing actionable insights for improvement.

The SMART objectives are crafted to be specific, measurable, attainable, relevant, and time bound Bjerke and Renger (2017). Launching a modern, full functional e-commerce website addresses Green Haven’s weak online presence while setting concrete revenue and operational targets ensures accountability. Implementing a consistent digital marketing strategy aligns with the goal of increasing online visibility, engagement and sales within a six-month timeframe, making progress measurable and achievable. Together, these KPIs and objectives provide a clear framework for evaluating success. 

[bookmark: _Toc214265227]Key Findings

· Green Haven’s decline in in-store sales (30%) is largely due to reduced foot traffic, stronger competition, and weak online presence, limiting growth opportunities.

· Customers value quality and sustainability, however, are increasingly shifting to competitors with faster delivery, lower prices, and stronger digital engagement.


· Solution A, website modernisation and digital marketing upgrade, directly addresses the core problem by improving visibility, usability, and online sales potential, making it more urgent and strategically beneficial than subscription services.

· Risks of Solution A, such as high upfront costs and limited digital skills are manageable with phased implementation and planning.


· KPIs including online revenue, conversion rates, website traffic and customer satisfaction will effectively measure success and guide ongoing improvements.






[bookmark: _Toc214265228]Appendices
Appendix 1
[bookmark: _Toc214265229][image: ]PMI Analysis Table


Based on the PMI analysis, Solution A – Developing a modern e-commerce website with digital marketing is a strong and viable option. The positives, including improved online visibility, easier e-commerce ordering, and appeal to younger customers, outweigh the negatives noted Goldman et al, (2021). While upfront costs, training needs, and ongoing content maintenance are considerations, the potential for future add-ons, B2B opportunities, and data-driven marketing presents significant growth potential. Overall, the total scores suggest that implementing Solution A offers strategic benefits that justify the investment.
[image: ]

Based on the PMI analysis, implementing a subscription model at Green Haven could create predictable recurring income and strengthen long-term customer loyalty Verma et al., (2025). While it requires a new delivery and billing system and consistent flower supply, there operation challenges can be managed. Opportunities include expanding into local B2B partnerships, offering seasonal subscription tiers, and bundling eco-friendly gifts. Personalising subscriptions using customer data further differentiates Green Haven from low-price competitors, making this approach a strategic way to build revenue and deepen customer engagement. 

Appendix 2

[bookmark: _Toc214265230]Risk Analysis Table
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Appendix 3
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Appendix 4
[bookmark: _Toc214265232]The Key Performance Indicator
	KPI
	Description/ Measurement
	Target
	Tracking Method

	Website launch completion
	Measures whether the website is launched on time and fully functional
	100% Launch by the fourth month
	Project milestone checklist

	Online sales revenue
	Tracks revenue generated from online sales
	25% increase in online sales within six months
	E-commerce sales reports

	Website conversion rate
	Percentage of website visitors who make a purchase
	Achieve 3-5% conversion rate
	Analytics/ E-commerce dashboard

	Website Traffic volume
	Number of unique visitors per month
	30% increase in traffic within six months
	Webiste analytics

	Customer satisfaction
	Post-purchase survey rating of the new online experience
	Average rating of 4.5 or higher
	Customer feedback surveys



	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Redesign and launch a modern, mobile friendly and fully e-commerce enabled website for Green Haven that allows online ordering, subscriptions, and flexible delivery slots.
	Website launched successfully with all key features functional and at least 25% increase in online sales within six months of launch.





	Work with a skilled web developer and marketing team within a set budget and timeframe.





	Directly address Green Havens weak online presence and declining in-store sales.





	Website fully operational and marketing campaign active within four months of project start.






	Develop and implement a consistent digital marketing strategy including SEO, emails, flyers and social media content to increase Green Havens online visibility and engagement.
	Achieve a 30% increase in website traffic, a 20% increase in social media followers, and a 15% rise in online orders within six months.
	Use existing staff and digital marketing tools to run low-cost effective campaigns.
	Builds brand awareness and drives more customers to the new e-commerce platform, addressing low online visibility.
	Reach the set engagement and sales targets within six months of the website launch.
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 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  Underestimating  development costs  3  4  12  (Medium )  C reate a detail ed project  plan , obtain multiple  quotes  and inc lude a budget .  R eview spen ding  regularly ,  scale b ack  non - essential  features , or  extend timeline to manage  the costs .  

2  Website do wntime or  technical  issues   at  launch     3  5  1 5 (High )  Conduct comp rehensi ve  testing . Use reliable hosting  and ensure  d eveloper  support at  launch .  Communicate  transpar e ntly with  custome rs, provide  alternat ive or dering  options .  

3  Cy be rsecurity breach or  dat a loss  2  5  10 (Medium )  Imp lement strong  cybersecurity   measures and   ensure sta ff  training   on data  protection .  Notify the a ffected users ,  follow dat a breach  protocols ,  and strengthen  future security .  
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