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Overview of Green Heaven Florists 
 
Green Haven Florists is an independent flower retailer based in Norwich, UK, established in 2016 and recognized for bespoke arrangements and sustainable packaging. Despite early success, the business has experienced a 30% decline in in-store sales over the past year. The downturn is attributed to reduced high-street footfall, increased competition from national online flower retailers, and rising operational costs. Although online orders have increased slightly, they remain insufficient to compensate for declining physical sales. 
 
The core problem affecting Green Haven is limited digital capability within an increasingly e-commerce-dominated retail environment. Consumer purchasing behaviour has shifted towards online convenience, price comparison, and same-day delivery services (Chaffey and Ellis-Chadwick, 2022). While the company retains product quality and brand reputation, failure to strengthen its online presence restricts revenue growth and competitive positioning. Therefore, improving online sales performance is critical to long-term sustainability. 
 
Two Proposed Solutions 
 
Solution A - Website upgrade 
 
Solution A proposes a structured website upgrade strategy focused on improving online sales performance. This includes redesigning the website for enhanced user experience (UX), integrating a secure e-commerce platform, introducing subscription-based floral services, and implementing data-driven digital marketing strategies such as SEO, Google Ads and targeted social media campaigns. 
 
Website upgrade improves small business competitiveness by expanding market reach and increasing customer accessibility (OECD, 2023). Furthermore, Chaffey and Ellis-Chadwick (2022) argue that integrated digital marketing enhances conversion rates and customer engagement. Subscription services would also generate recurring revenue streams, improving financial stability. This solution directly addresses the structural issue of insufficient online sales capacity. 
 
Solution B - Strengthen Local Market Presence through Community Engagement 
 
Solution B focuses on strengthening local competitive advantage by expanding flexible delivery services, introducing a loyalty programme, and hosting in-store floral workshops to increase footfall. Partnerships with local businesses may generate corporate sales and community engagement. 
While this approach reinforces brand differentiation, its impact remains geographically limited. Johnson, Scholes and Whittington (2023) emphasise that strategy must align with broader environmental shifts. Given the structural growth of online retail, a purely local strategy may not sufficiently address long-term revenue decline. Therefore, although beneficial, Solution B offers limited scalability compared to Solution A. 
 
Evaluation Results and Justifications 
 
A Grid Analysis technique was used to evaluate both solutions (Appendix 1). Grid Analysis is appropriate when multiple alternatives must be assessed against weighted criteria (Belton and Stewart, 2002; Proctor, 2019).

The evaluation criteria were: 
 
•	Cost (25%) 
•	Resources Required (20%) 
•	Impact on Sales (35%) 
•	Implementation Time (20%) 
  
“Impact on Sales” received the highest weight due to the significant revenue decline identified in the case study. For a small business under financial pressure, restoring sales performance is the primary strategic objective. 
The weighted scoring demonstrated that Solution A achieved a higher overall score (415) compared to Solution B (235). Although Solution A requires moderate financial investment and digital capability development, it offers greater scalability, broader market reach and alignment with contemporary consumer behaviors. In contrast, Solution B provides incremental improvement but lacks long-term growth potential. 
Therefore, based on objective evaluation and weighted decision criteria, Solution A – Website upgrade – is the most appropriate solution to implement. 

Risk Analysis Results and Justifications 
 
A Risk Analysis was conducted for Solution A using the Likelihood × Impact framework (Appendix 2), consistent with structured risk assessment approaches discussed in Week 8 .
Three key risks were identified: 
1.	High initial website development costs 
2.	Low online customer engagement 
3.	Internal digital skills gap 
 
The highest risk factor was low customer engagement (Risk Score 16). However, mitigation strategies include targeted marketing campaigns, analytics monitoring and conversion optimisation techniques. According to Sproull (2018), risk identification and proactive mitigation enhance decision reliability and implementation success. 
While Solution A involves moderate strategic risk, these risks are manageable through phased investment and outsourcing technical expertise. Adair (2022) argues that effective decision-making requires balancing opportunity with calculated risk. Therefore, the analysis supports the feasibility and reliability of the chosen solution. 
 
Justifications for the Implementation Plan 
 
An Implementation Plan was developed (Appendix 3) following structured planning principles recommended by the Institute of Leadership and Management (2013)   . 
The implementation sequence prioritizes infrastructure development before promotional activity: 
1.	Conduct website audit and appoint developer 
2.	Develop and launch upgraded e-commerce platform 
 
3.	Introduce subscription model and secure payment integration 
4.	Launch digital marketing campaigns 
5.	Monitor analytics and optimize performance 
This sequencing ensures that marketing efforts are not launched before the technical platform is fully operational, preventing inefficiencies and customer dissatisfaction. Responsibilities were allocated according to expertise: external developer (technical build), Liam (operations oversight), Priya (marketing coordination). 
Johnson, Scholes and Whittington (2023) emphasise that successful strategy execution requires clear accountability and structured timelines. A phased rollout over six months reduces financial strain and allows performance adjustments based on measurable data. The plan therefore demonstrates logical ordering, resource control and strategic alignment. 
 
Justifications for the KPI and SMART Objectives 

The selected Key Performance Indicator is: 
  Increase Online Sales Revenue. 
This KPI directly measures whether the implemented solution achieves its primary objective. According to monitoring principles discussed in Week 9   , performance indicators must align with the core problem identified. 
The SMART objectives are: 
•	Increase online sales revenue by 20% within six months 
Achieve 1,200 website visits per month within three months 
•	Reach a 5% website conversion rate within six months 
These objectives are Specific, Measurable, Achievable, Relevant and Time-bound, consistent with Doran’s (1981) SMART framework. 
Monthly performance monitoring will use financial reports and Google Analytics data. Evaluation will compare actual results against planned targets. If performance falls below expectations, marketing spend and website optimisation strategies will be adjusted. 
Therefore, the KPI and SMART framework ensures structured monitoring, accountability and continuous improvement. 

Key Findings 
The primary issue affecting Green Haven is inadequate digital capability. 
 
•	Grid Analysis identified Website upgrade as the most effective solution. 
•	Although moderate risks exist, they are manageable through phased implementation. 
•	A structured implementation plan ensures accountability and strategic alignment. 
•	KPI and SMART objectives provide measurable performance evaluation. 
•	Digital optimization offers scalable growth beyond geographical limitations. 
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Appendix 1 

Grid Analysis Table- Applied to Green Haven

	Factors to consider
	Cost
	Resources required 
	Impact on online sales
	Implementation time 
	Total

	Weighting      
	25
	20
	35
	20
	

	Digital marketing Investment 

	4=100
	3=60
	5=175
	4=80
	415

	 Delivery system upgrade

	2=50
	2=40
	3=105
	2=40
	235



Adapted from Proctor (2019) and Belton and Stewart (2002).










Appendix 2 

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 redesign exceeds budget

	3
	4
	12
	Obtain fixed-price quotes; phased development
	Delay non-essential features

	2
	Low website traffic after launch

	4
	4
	16
	Invest in SEO & targeted ads
	Increase promotional budget temporarily

	3
	Low conversion rate

	3
	3
	9
	Provide digital training
	Outsource marketing tasks


Source:
Adapted from Sproull (2018) and Institute of Leadership and Management (2013).









Appendix 3
Implementation Plan
Declining online sales performance:
Website upgrade:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Identify digital requirements

	Conduct website audit & select developer

	
01/03/2026
31/03/2026


	

Liam

	Website audit completed



	2
	Develop new e-commercial website

	Design and build new e-commerce website


	01/04/2026
31/05/2026


	

External Developer

	

Website updated

	3
	Integrate payment &subscription system 


	Integrate subscription and secure payment system

	
01/06/2026
31/06/2026


	

Developer + Priya

	

Payment system operational 

	4
	Lunch the upgraded website 

	Launch SEO & social media marketing campaigns

	
01/07/2026
31/08/2026


	

Priya and Lyam

	

Marketing campaigns active 


Source:
Institute of Leadership and Management (2013) Managing and Implementing Change. London: ILM.



Appendix 4

The Key Performance Indicator is: Increase Online Sales Revenue

	Specific
	Measurable
	Achievable
	Relevant
	Time-Bound

	
Improve online revenue through website optimisation and digital marketing





	


Increase online sales by 20%


	
Based on existing modest online growth




	

Directly addresses 30% revenue decline



	


Within 6 months of implementation




Source:
Doran (1981) and Week 9 Monitoring and Evaluation framework (LCLM4004).











	
	
	



