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[bookmark: _Toc224842571]1. Overview of the Case Study
Green Haven Florists is an independent flower shop in Norwich that was established in 2016 by Liam and Priya Patel. In its first years, the business built a strong reputation through its bespoke floral arrangements, eco-friendly practices, and strong engagement with the community but it has experienced a significant decline in performance in the past 12 months with a 30% fall in the in-store sales. This issue was produced mainly by the reduced footfall on the high streets, an increased competition from the online and national retailers, and the rising operational costs. In addition, the internal limitations like the outdated website and the limited digital marketing further affected the ability of the business to align with the changing behaviour of the customers. 
[bookmark: _Toc224842572]2. Proposed Solutions
Solution 1: Develop an e-commerce platform and a strong digital marketing strategy
One efficient solution for Green Haven Florists is to invest in its online presence through a modern and user-friendly website in combination with a structured digital marketing strategy. This will allow the organisation to offer an easy navigation, online ordering options, and flexible deliveries. Moreover, the implementation of social media advertising and search engine optimisation can increase its visibility in the online environment and attract new customers. In the last years, it was observed that consumers have a higher preference for online shopping because it is more convenient and accessible which is why e-commerce continues to grow in the UK retail sector (Catana, et al., 2025). Thus, by strengthening its digital capabilities, Green Haven can capture a larger share of the online demand and compensate for its declining sales in-store.
Solution 2: Introduce a subscription-based floral service
A second solution for the company is to introduce of a subscription-based service in which to offer regular flower deliveries to customers. This model would help it to create a more stable and predictable revenue while also increasing the customer retention. The subscription services are becoming more popular in the retail sectors because they can improve customer loyalty and increase convenience (Iyengar, et al., 2022). For Green Haven, this would also differentiate the business from its competitors while also responding to the customers’ feedback who requested more flexibility and convenience. 
[bookmark: _Toc224842573]3.a Evaluation of the Proposed Solutions using the PMI Technique
The PMI technique is a decision-making tool used to evaluate different options by identifying their positive aspects, negative aspects, and future implications (Sharma & Saarsar, 2017). It is a valuable tool because it supports a structured and balanced thinking when comparing different alternatives. In the case of Green Haven Florists, the e-commerce solution comes with clear advantages like an increased reach on the market, an improved convenience for the customers, and an alignment with the current trends in online shopping. On the other hand, the subscription-based services offer a predictable revenue and an improved customer retention but it can also require significant adjustments in operation and a consistent demand. Overall, both solutions are viable but they are different in scalability and impact in the long term.
[bookmark: _Toc224842574]3.b Preferred Solution and Justification
Based on the PMI evaluation, the e-commerce platform and the digital marketing strategy is the preferred solution because it can directly address the primary causes that were identified in the analysis especially as the customers shifted towards online shopping. The subscription model provides stability but it also relies on a strong customer base that was already formed which Green Haven doesn’t currently have. In contrast, by improving the online platform, the business can attract new customers and compete more effectively with the other online retailers which will help it to have a more impactful solution. 
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The implementation of an e-commerce platform and a digital marketing strategy comes with many potential risks. Firstly, there is a financial risk because this strategy requires high upfront costs which may affect the budget of a small business. Secondly, there is an operational risk especially because Green Haven doesn’t have a strong digital expertise at the moment which can lead to an ineffective implementation. Thirdly, the technological risks such as website failure, poor user experience, or cybersecurity issues can have a negative impact on customers’ trust and experience (Jafri, et al., 2024). Finally, there is a market risk because the increased online competition may limit the expected return on investment for the flower shop.
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Despite all these risks, the proposed solution still remains feasible because many of these issues can be mitigated through strategic options like the use of an established e-commerce platforms, the adopting of scalable marketing tools, and the collaboration with a trustworthy IT provider. In addition, this digital transformation is starting to become an essential element for the small businesses that want to remain competitive in the modern retail environment (Gouveia & Mamede, 2022). In the long-term, there are more benefits than risks because the business can benefit from an increase in reach, an improved customer experience, and higher sales. Therefore, the implementation involves moderate risks but it is still justified and necessary for Green Haven to align with the changing behaviour of the consumers. 
[bookmark: _Toc224842577]5a. Implementation Plan
To implement the e-commerce platform and the digital marketing strategy, Green Haven Florists should follow a structured approach for a period of 3 to 4 months: 
· Phase 1: Planning and Research
The business should define the requirements of its website including the features like mobile optimisation, online orders, and delivery options alongside with a competitor analysis to identify the best practices.
· Phase 2: Website Development
Green Haven should outsource the development of the e-commerce website or use an established platform like Shopify or Wix if it wants a cheaper option. The website should prioritise an easy navigation, a secure payment system, and a streamlined user experience.
· Phase 3: Digital Marketing Setup
The social media accounts should also be optimised in combination with the targeted campaigns. At this stage, the search engine optimisation should also be implemented to improve the online visibility of the business. 
· Phase 4: Launch and Monitoring
The website should be launched with the promotional campaigns but the performance should also be monitored using analytics tools to track the traffic and the customer engagement.
[bookmark: _Toc224842578]5b. Justification of the Implementation Plan
This phased approach will help the business to ensure that the implementation is structured and manageable such that it involves reduced operational disruptions. The early planning will allow Green Haven to clearly define its needs and to avoid expensive mistakes. By outsourcing the development of the website, it can ensure a high technical quality despite the limited internal expertise. Moreover, the clear assign of the responsibilities will produce an efficient use of resources. Finally, the inclusion of a monitoring phase is essential because it enables a continuous evaluation and early adjustments of the strategy. 
[bookmark: _Toc224842579]6a. KPI and SMART Objectives
A key performance indicator for Green Haven Florists is its online sales revenue every month because this directly reflects the effectiveness of the new e-commerce platform and the digital marketing strategy.
A set of SMART objectives are:
· To increase the monthly online sales by 25% from the current baseline within 6 months from the launch of the website
· To increase the website traffic from 0 to at least 1,500 visitors within 4 months through SEO and social media campaigns
· To achieve a website conversion rate of 3% within 6 months by improving the usability of the website and the customer experience.
[bookmark: _Toc224842580]6b. Monitoring and Evaluation
These metrics will be monitored using a dedicate digital analytics tools like Google Analytics. The data about online sales will track the growth of the revenue while the traffic metrics will measure the effectiveness of the marketing campaigns. Moreover, the conversion rates will indicate if the website can turn visitors into paying customers. By making monthly reviews, Green Haven can assess if it make progress towards the objective and it can make the necessary adjustments when the targets are not met. This is an approach driven by data that enables a continuous evaluation and ensures that the solution can deliver measurable improvements to the business.

[bookmark: _Toc224842581]7. Key Findings Summary 
· Green Haven Florists has experienced a 30% decline in its in-store sales because of the reduced high-street footfall and the changing behaviour of the consumers.
· The external factors such as the increased online competition, the economic pressures, and the customer preferences had a significant impact on the performance of the business.
· Its competitiveness was also reduced by the internal weaknesses like the outdated website, the limited digital marketing, and the lack of flexible services.
· Two solutions were proposed but the new e-commerce platform and the digital marketing strategy appears to be the most effective.
· Despite some risks, the solution is feasible and necessary because it can improve the online presence of the company, attract new customers, and support the sustainability of the business in the long-term.
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PMI Analysis Table
	Solution A

	Plus
	Minus
	Interesting

	Expanded market reach
	High costs for the initial setup 
	Can scale business beyond Norwich

	Higher convenience for customers (24/7 order availability)
	Requires digital skills or outsourcing
	Build a strong online brand

	Aligns with growing trends for  online shopping
	Higher online competition
	Potential to introduce new services later

	Higher potential for sales

	Risk of technical issues or website failure
	Collect data about customer behaviour

	
TOTAL: +4 
	
TOTAL: -4
	
TOTAL: 0
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Therefore: Overall Total for Solution A = 0

	Solution B

	Plus
	Minus
	Interesting

	Obtain a predictable revenue every month
	Requires a consistent demand
	Can strengthen customer loyalty in the long term

	Improved customer retention

	Higher operational complexity
	Opportunity for personalised packages

	Differentiates from competitors

	Limited appeal to new customers
	Can be combined with seasonal offers

	Builds stronger relationships with the customers
	Risk of subscription cancellations
	Can support a better positioning of the brand

	
TOTAL: +4
	
TOTAL: -4
	
TOTAL: 0



Therefore: Overall Total for Solution B = 0



Risk Analysis Table
	
	What could cause a risk?
	Likelihood 
(1 – 5)
	 Impact 
(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
	High initial costs for website development and digital marketing
	3
	4
	12
	Set a clear budget;
Divide the investment in phases
	Reduce spending on non-essential features;
Prioritise core functions

	2
	Lack of digital skills which can lead to a poor implementation
	4
	4
	16
	Outsource the website development to professionals;
Provide basic training to the staff
	Look for external support;
Improve the digital strategy

	3
	Performance issues with the website like slow loading, technical errors, cyber risks
	3
	5
	15
	Use reliable IT providers;
Test the website before launch;
Implement security measures
	Fix the issues quicky;
Communicate with customers






Implementation Plan
Name the problem you are solving: Decline in sales because of the reduced footfall, increased competition, and weak digital presence
Name the solution you are implementing: Develop a new e-commerce platform in combination with a digital marketing strategy
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Planning and Research

	define website requirements
analyse competitors 
identify customer needs

	Weeks 1–2


	Liam and Priya


	✔



	2
	Website Development


	design, build, and test the website
implement a secure online ordering system

	Weeks 3–8


	External web developers


	✔

	3
	Digital Marketing Setup

	optimise social media
implement SEO 
launch advertising campaigns

	Weeks 6–10


	Marketing support team 


	✔

	4
	Launch and Monitoring


	track the website traffic, sales, and customer engagement using analytics tools


	Weeks 10–12

	Liam and Priya


	✔



KPI and SMART Table
The Key Performance Indicator is: the revenue from its monthly online sales

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase the online sales through a better website and digital marketing



	+25%




	Based on an improved online presence and a strong marketing strategy




	This will address the decline in sales by boosting the online performance




	In the first 6 months









