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Individual report: Green Haven Florists
1. Introduction and overview of the case study
In green haven florists is a small independent flower shop located in Norwich, UK. the business has been founded in 2016 by Liam and Priya Patel, the business developed a positive reputation for bespoke floral arrangements, eco-friendly packaging and strong links with their local community. its their customer that include walk in shoppers as well as clients that are purchasing flowers for weddings and corporate events. However, during the past year the business has experienced a significant decline in their revenue and footfall. their instore sales have fallen by approximately 30%, while also having a small increase in online order which have not been enough to replace th4e lost store revenue. The business is therefore under pressure to adapt while in need of changing customer behavior, rising costs and stronger competition.

2. Brief explanation of the specific business problem
The main problem that has been affecting Green Haven Florists is that their traditional retail model is no longer fully aligned with the way customers increasingly purchase flowers. The high street footfall has declined while many customers now prefer the convenience of pricing and delivery options that have been provided from larger online flower retailers. Green Haven Florists website has been outdated for some time and it has been difficult for customers to navigate while their digital marketing has been limited on mainly to word of mouth and occasionally social media posts. There has been two new competitors that have entered the local market, including a boutique florist with a strong Instagram presence and a national chain competition through an aggressive pricing and broad delivery coverage. However, at the same time they have been importing flowers and sustainable materials that have become more expensive, while placing additional pressure on profitability.
3. Two alternative solutions

Solution 1: e-commerce and digital marketing strategy
in the first solution they need to modernize Green Haven Florists online presence. This would involve the development of a mobile friendly e-commerce website that allow customers in which they will browse arrangements, place their orders securely, selecting flexible delivery options, and having an easy purchase of flower subscription.  The business should also be developing a consistent social media strategy using the visual focused platforms such as Instagram and Facebook. the regular product photography, and seasonal campaigns, customer testimonials, email marketing and having targeted advertising to increase the business awareness and encouraging repeated purchases. In this solution is to directly respond to customers requirements for the improvement of online services and could expand the business beyond customers who will visit the Norwich shop in the future.
solution 2: enhanced in store experience along with local engagement
The second solution is to differentiate the physical store through experiences and having a stronger local relationship. Green Haven Florists could introduce flower arrangement shops, loyalty rewards or cards, personalized consultations and hosting seasonal events. their partnerships with wedding venues, restaurants, offices and the other local organization's could generate the regular business to business orders. their shop could be strengthened by positioning around sustainable, locally sourced and bespoke products. this approach could increase customer loyalty and protect the premium character of the brand, increasing brand awareness. Although their growth should have a high potential to remain more dependent on local footfall.

4. Evalutation of the two solutions using PMI Analysis
	Solution 
	Plus (+)
	Minus (-)
	Interesting (I)

	e-commerce and digital marketing 
	· having a wider customer reach
· Greater convenience
· Stable sales
· Supporting delivery and subscriptions
· Improving brand visibility

	· Having an initial development cost
· Requiring digital skills
· Having strong online competition
· Advertising and maintaining costs
	· Customer data could support the personalised marketing
· Subscriptions could be able to create recurring revenue to maintain the business

	Enhanced in store experience 
	· Building brand loyalty
· Reinforcing local identity
· Differentiation's created for the business
· Supporting the premium costs and pricing of personal service.
	· Still depending on local footfall
· Having limited geographic reach
· Workshops required staff time and space needed
	· Business could have created a niche experiential brand and later have the combination with a digital strategy.



5. Justification for the selected solution
The preferred solution i would've chosen is the e-commerce and digital marketing strategy is because it has been addressed towards the strongest causes of the sales declining, for example the change in consumer behavior, online competition and the businesses weak digital presence. A modern website and improved delivery options would make purchasing so much easier for the consumers, while also regular digital marketing that could reach potential customers beyond the immediate high street where they have been located. However, the strategy will be in need to require investment, like providing greater potential for scalable growth for the business and also recurring revenue throughout their subscriptions. By improving the instore experiences, they shall remain useful, but on its own it would not adequately be able to overcome the declining local footfall or even the increasing preferences for online purchases.

6. Risk analysis of the selected solution
	Risk 
	Likelihood 
	Impact 
	Overall level 
	Mitigation 

	website and development costs exceeded for the budget
	Medium 
	High 
	High 
	Being used for a fixed budget and obtaining several quotes and implementing future phases.

	lack of digital skills 
	High 
	Medium 
	High 
	They need to provide staff with training and using specialist freelance support when and where needed.

	Strong online competition
	High 
	High 
	High 
	They will be in need to differentiate through the bespoke products, sustainability and the local identity and service quality.

	Website or payment problems 
	Medium 
	High 
	High 
	Using reputable providers, testing before launches and maintaining technical support.

	Marketing produces and weak results
	Medium 
	Medium 
	Medium 
	Tracking campaigns and redirecting spending towards the best performing channels.



7. Explanation of the risk analysis 
The analysis shall demonstrate that the selected solutions will contain several medium to high risks, however, none are or shall be unmanageable. The most important risk concern shall be the competition, costs and the businesses with limited digital experiences. These can be reduced throughout the phased spending, careful of the supplier selection and the staff training along with specialist support. Green Haven Florists should also be able to protect its unique position when emplacing bespoke arrangements, along with sustainability and the personal services rather than competing on the price. their technical risks can be reduced through testing and reliable website and payment providers. Overall the expected benefits of a stronger digital sale and having a wider customer reach shall justify proceeding with the strategy.
8. Plan to implement the selected solution 
	Timing 
	Activity 
	Responsability 
	Expected output 

	month 1 
	The reviews of customer needs 
Competitors and current website performance 
Having an agreement on the budget and objectives 

	Liam and Priya
	having a clear project and requirements on the budget provided.

	Month 1-2 
	Selecting a web developer and having a design for the new mobile friendly e-commerce website
	Owners + developer
	approved website and design along with online shopping structure



	Months 2-3 
	Adding products and securing payments throughout the journey and adding delivery options, analytics and subscription functionality
	Developer + owners 
	having a working e-commerce system run well.

	Month 3 
	testing the website on either a mobile or desktop and completing a trial order before the launch
	Owners + selected customers
	Having technical problem and making sure to identify them to be corrected

	Month 4 
	launching the website alongside the social media, emails and promotional campaign designed 
	Owners / marketing support 
	having a public launch and customer acquisition towards the campaign

	Months 5-6 
	Reviewing analytics and sales along with the customer feedback
Refining the adverts and website content
	owners
	Having a good performance improvements based on the evidence provided

	Ongoing 
	Updating the products regularly, maintaining the website and publishing content, and keeping active with reviewing KPIs monthly.
	Owners / staff
	Having a continuous improvement and sustained digital presence.



9. Justification of the implementation plan 
A phased implementation must be appropriate because Green Haven Florist is a small business and is limited with their resources. The market search and budgeting have been completed first so that the later on decisions shall be based on the customers needs rather than assumptions. the website development shall take place before marketing activity, this is to ensure the customers will be directed towards a reliable purchasing platform. The business shall be testing before launch and can reduce rhe risks of payments, navigation and delivery problems that could be damaging customer trust.

10. KPI and SMART objectives
The primary key performance indicator (KPI) shall be the online sales revenue because of the selected solution in which it is intended to strengthen digital sales and compensate for reductions in store revenue. while supporting these measures, it shall include the website conversation rate and repeat the online orders for customer engagement.

11. Measuring the effectiveness of implementation
The performance shall be reviewed monthly while using the website analytics. Online sales records and social media insights shall be tracked so ensure they proceed correctly. Conversion rate will show whether the website visitors are becoming customers, and the others repeating orders and subscription date will indicate if the strategy is having an improved retention rate. Comparing these measures with the baselines recorded before implementation will allow the owners to judge the progress objectively and adjust website content, promotions, delivery options or even marketing expenditure when targets have not been achieved.

12. Key findings
· Green Haven Florists has experienced an approximately 30% decline in store sales.
· Having reduced high street footfall and raising costs and stronger competition placed profitability under pressure.
· The outdated website and limited digital marketing reduced the businesses ability to respond to changing customer behavior.
· Two solutions were evaluated, digital expansion and enhancement of the physical store experience
· PMI analysis which indicates the digital expansion offering stronger long term growth and market reach.
· KPIs and SMART objectives will provide measurable evidence of whether implementation has been successful.

Conclusion:
In conclusion the Green Haven Florists needs to adapt towards their business model and remain competitive within the retail environment increasingly shaped by the online shopping, convenience and delivery. My recommended e-commerce and digital marketing strategy provides the strongest response to the businesses declining in store sales and because it shall improve accessibility while also expanding marketing reach and creating opportunities for recurring revenue. The physical store and local identity shall remain important parts of the brand; however, a stronger digital presence is necessary to support the company's future profitability.
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