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[bookmark: overview-of-case-study-expanded]1. Overview of Case Study 
Green Haven Florists, established in 2016, is a small independent flower shop located in Norwich, UK. The business built a strong reputation through its bespoke floral arrangements, environmentally friendly packaging, and strong community engagement. Its customer base includes individual walk-in clients, corporate clients, and event-based customers such as weddings. However, over the past 12 months, the business has experienced a significant downturn, with a 30% decline in in-store sales. This has been driven by reduced footfall on the high street, the closure of nearby businesses, and a broader shift in consumer behaviour towards online purchasing.
At the same time, competition has intensified. Online flower delivery services offer convenience, competitive pricing, and same-day delivery, making them more attractive to time-sensitive customers. Additionally, two new local competitors—one boutique florist with a strong social media presence and a national chain offering lower prices—have further impacted Green Haven’s market share.
Operational challenges have also increased. Rising costs of imported flowers and sustainable materials have placed pressure on profit margins. Customer feedback highlights issues with the company’s outdated website, limited delivery flexibility, and lack of digital engagement. Overall, the problem is multi-dimensional, involving declining physical sales, insufficient online growth, and weak digital capabilities. Addressing these challenges requires a strategic shift towards digital transformation and customer-focused innovation.
[bookmark: proposed-solutions-expanded]2. Proposed Solutions 
[bookmark: X828bca8e05ce52d3ded42bdc8a92ea468832484]Solution 1: Website Redesign and E-commerce Enhancement
One key solution is to redesign Green Haven Florists’ website to create a modern, user-friendly, and fully functional e-commerce platform. Currently, the website acts as a barrier rather than a sales tool due to poor navigation and outdated design. A redesigned website should include mobile optimisation, as a significant proportion of users now browse and shop via smartphones. Features such as intuitive product categorisation, high-quality images, and easy checkout processes will improve user experience and increase conversion rates.
Additionally, introducing new services such as same-day delivery, scheduled delivery, and flower subscription packages can generate recurring revenue streams. Personalisation options, such as customised bouquets or occasion-based recommendations, can enhance customer satisfaction and differentiate the brand. Search engine optimisation (SEO) should also be integrated to improve visibility in online searches, attracting new customers beyond the local area.
This solution directly addresses customer complaints, improves accessibility, and aligns the business with modern retail trends. It transforms the website from a static information page into a revenue-generating platform.
[bookmark: X6a35f9b16e524d2ef341a05ffdf77408ad7a299]Solution 2: Digital Marketing and Social Media Strategy
The second solution involves implementing a comprehensive digital marketing strategy. Green Haven currently relies heavily on word-of-mouth marketing, which limits its reach. A structured digital strategy would include consistent social media activity, particularly on visually driven platforms such as Instagram and Facebook. Posting high-quality images of floral arrangements, behind-the-scenes content, and customer testimonials can enhance brand engagement.
Paid advertising campaigns can be used to target specific demographics, such as local customers, event planners, or corporate clients. Collaborations with local influencers or businesses can also increase brand awareness. Additionally, email marketing campaigns can be introduced to promote seasonal offers, special events, and subscription services.
Customer loyalty programmes and promotions can further encourage repeat purchases. This solution focuses on increasing visibility, attracting new customers, and building stronger relationships with existing ones. While it is cost-effective and relatively quick to implement, its effectiveness depends on having a strong online platform to convert traffic into sales.

[bookmark: X4f0b6b33d0021cc4f146123cb76766e06f28349]3A. Evaluation of Solutions 
A PMI (Plus, Minus, Interesting) analysis was conducted to evaluate both solutions.
The website redesign offers several advantages. It significantly improves customer experience, supports online sales growth, and enables new services such as subscriptions. It also provides long-term scalability and strengthens the business’s competitive position. However, it requires a higher initial investment and may involve technical challenges during development.
Digital marketing, on the other hand, is more cost-effective and can be implemented quickly. It enhances brand awareness and customer engagement, which can drive traffic to the business. However, its effectiveness is limited if the website does not effectively convert visitors into customers. Additionally, it requires ongoing effort and expertise to maintain consistent results.

[bookmark: b.-preferred-solution-expanded]3B. Preferred Solution 
The preferred solution is the website redesign and e-commerce enhancement. While digital marketing is essential, it is more effective when supported by a strong online platform. Without a functional and appealing website, increased traffic from marketing efforts may not translate into sales. The website redesign addresses multiple core issues, including customer experience, accessibility, and service offerings. It also enables the introduction of new revenue streams such as subscriptions and delivery services. Therefore, this solution provides a more comprehensive and sustainable approach to improving both online and overall business performance.

[bookmark: a.-risk-analysis-expanded]4A. Risk Analysis 
A detailed risk analysis has been conducted. Key risks include:
· Financial risk due to high initial development costs
· Technical issues during website development or launch
· Resistance or lack of digital skills among staff
· Delays in project implementation
· Low customer adoption of new online features
Each risk has been assessed in terms of likelihood and impact, with mitigation strategies proposed.
[bookmark: b.-risk-analysis-outcome-expanded]4B. Risk Analysis Outcome 
The risk analysis indicates that while the chosen solution involves moderate to high initial risk, these risks are manageable. Financial risks can be reduced through careful budgeting and possibly phased implementation. Technical risks can be mitigated by hiring experienced developers and conducting thorough testing before launch. Staff-related risks can be addressed through training and support. Additionally, combining the website launch with basic promotional activities can encourage customer adoption. Overall, the potential long-term benefits outweigh the risks, making the solution viable and strategically sound.

[bookmark: a.-implementation-plan-expanded]5A. Implementation Plan 
A structured implementation plan is essential for successful execution.
Phase 1: Research and Planning (Weeks 1–2)
· Analyse customer needs and competitor websites
· Define website requirements and features
Phase 2: Resource Allocation (Week 3)
· Hire a professional web developer or agency
· Allocate budget and responsibilities
Phase 3: Design and Development (Weeks 4–8)
· Create website layout and design
· Develop e-commerce functionality
· Integrate payment and delivery systems
Phase 4: Testing (Week 9)
· Test usability, functionality, and performance
· Fix errors and optimise user experience
Phase 5: Launch (Week 10)
· Launch the website
· Announce through social media and email
Phase 6: Monitoring and Improvement (Ongoing)
· Track performance metrics
· Make continuous improvements based on feedback
[bookmark: b.-justification-expanded]5B. Justification
The implementation plan follows a logical and structured approach. Beginning with research ensures that the website meets customer expectations and market standards. Hiring professionals ensures high-quality outcomes and reduces technical risks. The phased development approach allows for testing and refinement, minimising errors at launch. Assigning clear responsibilities to Liam and Priya ensures accountability and effective management. The 10-week timeline balances urgency with feasibility, allowing sufficient time for each stage without unnecessary delays. Ongoing monitoring ensures the business can adapt and continuously improve its digital presence.

[bookmark: a.-kpi-and-smart-objectives-expanded]6A. KPI and SMART Objectives 
KPI: Online sales revenue growth
SMART Objective:
· Specific: Improve online sales through website redesign and enhanced services
· Measurable: Increase online sales revenue by 25%
· Achievable: Based on improved user experience and added features
· Relevant: Aligns with business goal of increasing revenue
· Time-bound: Within 6 months of website launch
[bookmark: b.-monitoring-and-evaluation-expanded]6B. Monitoring and Evaluation 
The KPI will be monitored using website analytics tools such as Google Analytics and sales reports. Key metrics include website traffic, conversion rate, average order value, and customer retention rate. Monthly performance reviews will be conducted to compare actual results against targets. If performance falls below expectations, corrective actions such as improving website features, adjusting pricing strategies, or increasing promotional activities can be implemented. This data-driven approach ensures that the business can continuously evaluate and refine its strategy, leading to sustained improvement in performance.

[bookmark: key-findings-expanded]7. Key Findings 
· Green Haven Florists is experiencing declining sales due to reduced footfall and increased competition

· The shift towards online shopping has significantly impacted traditional retail businesses

· Weak digital presence and an outdated website are major contributing factors

· Two solutions were proposed: website redesign and digital marketing strategy

· Website redesign was identified as the most effective solution due to its long-term impact

· Risks associated with the solution are manageable with proper planning and execution

· A structured implementation plan enables efficient execution within 10 weeks

· KPIs and SMART objectives provide measurable performance tracking

· Digital transformation is essential for long-term sustainability and competitiveness
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