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1. Overview of the Case Study
Green Haven Florists is a small independent business based in norwich, recognised for its bespoke floral arrangements and environmentally sustainable practices. Despite its strong reputation and loyal customer base, the company has experienced a significant decline in performance, with a reported 30% drop in in-store sales over the past year. This downnturn can be attributed to reduced high street footfall, increased competition from online retailers, and rising operational costs, particularly for imported flowers and eco-friendly materials. Although online sales have shown minor growth, they remain insufficient to offset in-store losses. Additionally, the business suffers from an outdated website and limmited digital marketing activity. Consequently, the key issue facing Green Haven is the need to modernise its operations to remain competitive in an increasingly digital retail environment. (Reference: Case Study)
2. Proposed Solutions
Solution 1: Website Redesign and E-commerce Optimisation
One solution is to redesign Green Haven’s website to create a modern, user-friendly, and fully functional e-commerce platform. According to Chaffey (2022), a well-designed website is central to digital business success as it enhances customer experience and conversion rates. The updated website should include mobile responsiveness, intuitive navigation, secure payment systems, and high-quality visuals of products. Additionally, implementing features such as subscirption services (e.g., weekly or monthly flower deliveries) and flexible delivery options would meet evolving customer expectations.
This solution directly addresses customer feedback regarding usability issues and limited functionality. It would also enable Green Haven to expand its market reach beyond its physical location, thereby compensation for reduced foot traffic. Furthermore, the integration of search engine optimisation (SEO) techniques would increase online visibility, attracting new customers and improving competitiveness against large online retailers.
Solution 2: Digital Marketing and Social Media Strategy
A second solution involves developing a comprehensive digital marketing strategy, particularly through social media platforms such as Instagram and Facebook. Kotler et al. (2021) empahsise that digital marekting is essential for engaging modern consumers and building brand awareness. Green Haven could utilise visually appealing content to showcase its unique floral designs, sustainability practices, and customer experiences.
Additionally, targeted advertising and influencer partnerships could significantly expand the business’s reach. Regular engagement with customers through comments, promotions, and user-generated content would strengthen brand loyalty. This approach leverages Green Haven’s exisiting strengths- creativity and sustainability- to differentiate it from competitiors.
While this solution is cost-effective and capable of generating quick results, its success depends heavily on consistency and content quality. Nevertheless, it offers a practical way to increase brand visibilty and attract both new and returning customers.
3A. Evaluation of Solutions (PMI Technique)
A PMI (Plus, Minus, Interesting) analysis was conducted to evaluate both solutions (see Appendix 1).
Solution 1- Website Redesign
The primary advantage of this solution is its ability to significantly improve customer experience and increase online sales through enhanced usability and functionality. It aso supports long-term growth by enabling scalable services such as subscriptions. However, it requires a relatively high initial investment and technical expertise, which may be challanging for a small business. An interesting aspect is its potential to integrate data analystics, allowing the business to better understand customer behaviour.
Solution 2- Digital Marketing Strategy
This solution offers a cost-effective method of increasing brand awareness and engaging customers. It can produce relatively quick results and strengthens customer relationships. However, it requires continuous effort and may not directly translate into sales without an effective online platform. An interesting factor is its ability to create a strong brand community and emotional connection with customers.

3B. Preferred Solution
Based on the evaluation, the website redesign and e-commerce optimisation is the preferred solution. While digital marketing is valuable, it is unlikely to achieve sustainable results without a robust online platform to support it. A modern website serves as the foundation of digital business operations, enabling efficient transactions and improved customer experience. As noted by Chaffey (2022), conversion optimisation is crutical in tunring website visitors into paying customers. Without this infrastrcuture, increased traffic generated through marketing efforts may not result in higher sales. Although the initial investment is higher, the long-term benefits- including scalability, increased revenue, and improved competitiveness- outweigh the costs, making it the most strategic option.

4A. Risk Analysis
A detailed risk analysis is presented in Appendix 2. Key risks include financial constraints, technical challenges during implementation, staff resistance to change, and potential delays in project completion.
4B. Risk Analysis Explanation
The risk analysis indicated that the selected solution carries moderate risks, particularly in terms of cost and implementation compelxity. However, these risks can be effectively mitigated through careful planning and resource allocation. For instance, financial risks can be managed by setting a clear budget and seeking cost-effective development options. Technical risks can be reduced by employing experienced web developers and conducting  through testing prior to launch. Additionally, providing staff training will help minimise resistance and ensure smooth adoption of new systems. Overall, while the risks are present, they are manageable and do not outweigh the potential benefits. Therefore, the solution remains both feasible and strategically advantageous.

5A. Implementation Plan
This implementation plan (see Apendix 3) outlines the following key stages:
· Conducting a requirements analysisi
· Selecting and hiring a web developer
· Designing and developing the website
· Testing functionality and user experience
· Training staff on the new system
· Laughing the website with promotional support

5B. Justification
The implementation plan follows a logical and structured sequence to ensure efficency and minimise disruption to business operations. The initial requirements analysis is essential to clearly define objectives and avoid costly revisions later. Hiring a professional developer ensures technical quality and reliability. Testing is a critical stage that helps identify and resolve issues before launch, therby enhancing customer satisfaction. Staff training is necessary to ensure employees can effectively manage online orders and utilise the system. Finally, launching the website alongside promotional activities maximises visibility and encouages immediate customer engaement. The timeline balances speed and quality, ensuring the solution is implemented effectively while maintaining operational stability.

6A. KPI and SMART Objectives
The chosen Key Perfomance Indicator (KPI) is the increase in online sales revenue. A SMART framework has been developed (see Appendix 4):
· Specific: Improve website functionality and customer experience
· Measurable: Achieve a 25% increase in online sales
· Achievable: Supported by improved digital infrastructure
· Relevant: Address declinin in-stores sale
· Time-bound: Within six months of implementation
This KPI aligns with the business objective of increasing revenue and adapting to digital consumer behaviour.

6B. Monitoring and Evaluation
The effectiveness of the solution will be monitored using website analystics tools such as Google Analytics, which track metrics including traffic, conversion rates, and customer behaviour.  Monthly performance reviews will assess progress against the 25% sales increase target. If performance falls below expectations, corrective actions- such as website imrovements or targeted marketing campaigns- can be implemented. Additionally, customer feedback will provide qualitative insights into user experience. This combination of comprehensive evaulation of the solution’s effectiveness. Continuous monitoring enables Green Haven to reamin responsive and adapt its strategy as needed, ensnuring long-term success.

7. Key Findings
· Green Haven faces declining sales due to reduced foot traffic and increased online competition
· Digital transformation is essential for  long-term suurvival
· Website redesign provides the most effective and sustainable solution
· Digital marketing supports but cannot replace a strong online platform
· Risks associated with implementation are manageable
· A structured implementation plan ensures effective execution
· KPIs and SMART objectives enable performance measurement
· Continuous monitoring and adaptation are crucial for success
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Appendix 1: PMI Analysis (Webiste Redesign vs Digital Marketing Strategy)
	Solution
	Plus (Advantages)
	Minus (Disadvantages)
	Interesting (Implications/ Opportunties)

	Website Redesugn and E-commerce Optimisation
	Improves customer expereince and usability. Increases online conversion rates. Enables online sales growth beyond local area. Supports subscription services and delivery options.
	High initial development cost. Requires technical experitse or outsourcing. Time requried for development and testing.
	Can provide customer data analystics. Supports long-term digital transformation. Can integrate automation (order tracking, CRM systems).

	Digital Marketing and Social Media Strategy 
	Low cost compared to website ddevelopment. Quick to implement. Increases brand awareness and engagement. Builds customer loyalty and community presence.
	Requires consistent content creation and management. Results may be unpredictable without strong website. High competition on social platforms.
	Can strengthen brand identity. Opportunity for viral marketing. Allows influencer partnerships and user-generated content.














Appendix 2: Riks Analysis (Selected Solution: Webiste Redesign)
	Risk
	Likelihood
	Imact
	Mitigation Stratergy

	High development and implementation cost 
	Medium
	High
	Set clear budget limits, compare multiple developers, priortise essential features first.

	Website technical errors or downtime after launch
	Medium
	High
	Conduct through testing before launch, use professionla developers, maintain IT support.

	Staff resistance to new system
	Medium
	Medium
	Provide training sessions and user guides, involve staff early in planning.

	Delyas in project completion
	Medium
	Medium
	Use project timeline with milestones, monitor progress weekly, assign project manager.

	Low customer adoption of new website
	Medium
	Medium
	Promote website through social media and email marketing, offer incentives for online orders.

















Appendix 3: Implementation Plan (Gantt-Style Table)
	Stage
	Activity
	Duration
	Timeframe
	Responsibility

	1
	Requirements analysis and planning
	1 week
	Week 1
	Business owners (Liam and Priya)

	2
	Selecting and hiring web developer
	1 week
	Week 2
	Owners and external consultant

	3
	Website design phase
	2 weeks
	Weeks 3-4
	Web developer

	4
	Website development and integration
	3 weeks
	Weeks 5-7
	Web developer

	5
	Testing and quality assurance
	1 week
	Week 8
	Developer and owners

	6
	Staff training on system use
	1 week
	Week 9
	Owners and developer

	7
	Website launch and marketing push
	1 week
	Week 10
	Owners and marketing support


















Appendix 4: KPI and SMART Objectives Table
	Element
	Details

	Key Performance Indicator (KPI)
	Increase in online sales revenue

	Specific
	Improve website functionality and user experience to encourage more online purchases

	Measurable
	Achieve a 25% increase in online sales

	Achievable
	Supported by improved website design, UX, and e-commerce tools

	Relevant
	Directly addresses decline in physcial sales and shift to onlline shopping

	Time-bound
	Achieve target within 6 months of website launch

	Monitoring Method
	Google Analytics, sales reports, customer feedback surveys

	Evaluation Frequency
	Monthly performance reviews



image1.jpeg
Prifysgol Cymru

Y Drindod Dewi Sant
University of Wales
Trinity Saint David





