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[bookmark: _Toc225245079]1. Overview of the Case Study and Nature of the Problem
Green Haven Florists has been an independent flower store operating in Norwich since 2016, with a reputation for custom-designed local florals, environmentally friendly packaging, and good relationships with the community (Byrne, 2025). Nevertheless, in the last year, the business has suffered a 30% fall in in-store sales because of the decrease in the foot traffic of the high street, the escalating price of imported flowers and increased rivalry provided by online flower delivery services and domestic rivals (Case Study). Online orders have grown by a modest margin; however, the old-fashioned site of the shop, poor delivery service and poor digital marketing have rendered the business unable to reap the complete advantages of the growth in online sales. The issue at hand is its reducing revenues due to the altered consumer shopping behaviour and higher competition.
[bookmark: _Toc225245080]2. Proposed Solutions
Solution 1: Develop an Improved E-Commerce Website with Subscription and Delivery Services
Green Haven Florists ought to invest in an innovative e-commerce service which is mobile-friendly and where customers can easily browse, personalise and place orders through the online floral service. The features to be incorporated in the website include same-day delivery, scheduled delivery and flower subscription service (e.g. weekly or monthly flower delivery) (Allen, Piecyk and Piotrowska, 2018). The subscription services would generate a predictable and consistent flow of income and enhance customer retention. Enhancing user experience on the site would also reduce complaints by customers and enable the business to compete with online flower retailers (Chen and Huang, 2020). This solution would boost online sales and create a greater customer base than walk-in customers.
Solution 2: Strengthen Digital Marketing and Social Media Presence
As part of the digital marketing strategy, Green Haven needs to adopt the application of the powerful tools of social media to present floral design, seasonal deals, and communication with buyers, such as Instagram and Facebook. Targeted local advertising, email marketing and partnership with local wedding planners and events organisers could also be used in the business (Yendra, Zakaria and Noy, 2024). A good online presence would enhance brand awareness and attract new customers, as well as lead to online orders and in-store visits. This option is quite affordable and would assist the company to compete with the fashionable boutique florist that already has a strong presence on social media (Baek et al., 2020).
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PMI Analysis
As it is reflected in the PMI analysis, both solutions have their benefits and have the potential to provide the business with an opportunity to improve its performance. Nevertheless, the e-commerce site will be less costly in the long run as the business will be able to make online sales, delivery services and even open subscription packages to retain customers. In the long term, however, the cost of digital marketing is lower and digital marketing is pretty straightforward to execute in the short term; however, it helps promote the business as compared to the website, where the website directly produces sales and revenue on behalf of the business (Bala and Verma, 2018). [Refer to Appendix 1]
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According to the PMI analysis, the most appropriate solution would involve coming up with a better e-commerce site with subscription and delivery packages. The proposed solution is a direct solution to the central issue of declining sales as online orders are more numerous, and the customers are offered convenient shopping opportunities (Tienken, Classen and Friedli, 2022). The initial cost might be high, but the long-term benefit is sustainability as it has the advantage of recurring subscription income, expanded market share, and better customer experience. The website can still be supported through a digital marketing campaign, but the most valuable solution is the site improvement, as the site offers the platform that the online growth requires (Tomič and Šupín, 2019).
[bookmark: _Toc225245083]4a. Risk Analysis of Selected Solution
The primary risks of this solution are the fact that it is expensive to develop, clients may lack digital capabilities, customers may not readily use it, and it could encounter technical problems. Nevertheless, these can be minimised by having proper planning, developing a proper budget and getting a professional to develop the website. The digital skills will be enhanced by staff training, and marketing and promotion will motivate the customers to adopt the new site and online services (Ritz, Wolf and McQuitty, 2019). [Refer to Appendix 2]
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The chosen solution can be achieved since it involves the initial investment; however, the long-term financial gain will be achieved due to the encouraged online sales and subscription services. The risks that are detected are solvable with adequate planning, budgeting, and training staff (Isibor et al., 2022). Moreover, customer response already revealed that the existing site is very much outdated and, therefore, needs some enhancement. As online buying is still increasing, investing in an e-commerce platform would be a feasible and required measure, ensuring that the business does not lose relevance and will survive in the upcoming years (Wang and Ben, 2021).
[bookmark: _Toc225245085]5a. Implementation Plan
The implementation plan will require about six months to be realised. The initial phase is the research of the developers and the planning of the features of the site. With that achieved, the e-commerce functionality and features such as online payment, booking of delivery and subscription services shall be integrated into the site (Almeida Lucas, Lunardi and Bittencourt Dolci, 2023). The training of the staff will be done to make sure that the owners are able to handle the orders and update the site. Social media and email marketing will be used after the launch of the site to attract customers and encourage online sales. [Refer to Appendix 3]
[bookmark: _Toc225245086]5b. Reasons for Activities, Timings, Order, Responsibilities
The tasks are planned logically, where development follows research and planning. The most time of the time required is for the development of the websites, hence the duration of development is more than two months. Before the launch, the staff will be trained to make sure that employees will be able to utilise the system (Kaasinen et al., 2020). Liam will make financial decisions and recruit developers, whereas Priya will carry out training and update the products due to her customer and product experience. Promotion begins when the site is launched, so that the customers are guided towards a complete functioning site.
[bookmark: _Toc225245087]6a. KPI and SMART Objectives
[Refer to Appendix 4]
[bookmark: _Toc225245088]6b. Monitoring and Evaluation
The company will keep track of the analytics of the sites to determine the flow of traffic, sales and customer behaviour. The monthly growth in the number of subscriptions will be tracked to determine the growth in recurring revenue (Uwah, 2023). Online reviews and feedback forms will be used to measure customer satisfaction. In case the targets are not achieved in six months, the business could have to do better in marketing, change the pricing, or enhance the usability of the website (Sharma, 2023). These metrics will be used to assist Liam and Priya in determining the level of achievement of the new site in boosting sales and enhancing the business performance.
[bookmark: _Toc225245089]7. Summary of Key Findings
· The decrease in sales of Green Haven Florists is associated with the low turnaround and high competition on the internet.
· The primary issue is the change in customer behaviour towards online shopping.
· Two options have been offered, including the creation of an e-commerce site and better digital marketing.
· The ideal option is to create a new online store that has subscription and delivery options.
· By doing risk analysis, it is revealed that the solution is possible but needs to be planned and trained.
· There has been the development of an implementation plan to specify the process.
· The measures of success will be KPIs and SMART objectives.
· The solution must boost online sales, customer experience and make the business stay afloat.
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	Solution
	Plus
	Minus
	Interesting

	New E-commerce Website
	Increases online sales, subscription revenue, and modernises business
	High setup cost, requires training
	Long-term growth opportunity

	Digital Marketing
	Low cost, increases brand awareness, attracts new customers
	Requires time and consistent content
	Can build strong customer relationships
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	Risk
	Likelihood
	Impact
	Mitigation

	High development cost
	Medium
	High
	Set a clear budget and use a freelance developer

	Staff lack digital skills
	Medium
	Medium
	Provide training

	Low customer adoption
	Low
	High
	Promote the website through marketing

	Technical issues
	Low
	Medium
	Use professional hosting and support
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	Step
	Action
	Time
	Responsibility

	1
	Research website developers and costs
	Month 1
	Liam

	2
	Design a new website layout and features
	Month 2
	Developer

	3
	Develop an e-commerce website
	Month 3–4
	Developer

	4
	Add subscription and delivery system
	Month 4
	Developer

	5
	Staff training on the website system
	Month 5
	Priya

	6
	Launch website
	Month 6
	Liam & Priya

	7
	Promote the website through social media
	Month 6 onwards
	Both
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Key Performance Indicator (KPI):
· Increase online sales revenue.
SMART Objectives:
	SMART Criteria
	Objective 1
	Objective 2
	Objective 3

	Specific
	Increase online sales
	Gain subscription customers
	Improve customer satisfaction

	Measurable
	By 25%
	50 new subscribers
	90% satisfaction rating

	Achievable
	Through the new website & delivery
	Through a subscription service
	Through better service & website

	Relevant
	Increases revenue
	Creates regular income
	Improves customer retention

	Time-bound
	Within 6 months
	Within 6 months
	Within 6 months
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