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[bookmark: _Toc224896994][bookmark: _Hlk205982484][bookmark: _Toc224979788]
Overview of Green Haven Florists
[bookmark: _Hlk210817679][bookmark: _Hlk205979492][bookmark: _Toc224896995][bookmark: _Hlk205982497]Green Haven Florists is a small shop based in Norwich with a reputation for bespoke sustainable floral arrangements; however, its performance is dropping drastically. The in-store sales have declined by 30% over the past year because of the decreased number of people visiting the street, the increases in prices of products and the growing competition of the online stores and local stores. Overall, the problem is mainly caused by Green Haven’s inability to adapt its business model due to changing costumer behavior convenience and price competitiveness. The factors they contribute to are an old-fashioned site, few delivery services, poor digital marketing, increases sustainability expenses, and more competitive factors, such as boutique and national florists’ competitors.
[bookmark: _Toc224979789]Two proposed solutions
[bookmark: _Toc224896996][bookmark: _Toc224979790]Solution 1: Redesign of Web site and upgrade of E-Commerce 
The importance of having a good e-commerce or information website has become of paramount importance in the present era of huge data release, the influx of technological devices and the ever-growing number of online businesses. Providing a good user experience is important to stand out in the competition (Khalil, 2022). This underpins the first solution, i.e., redesigning the website. This is a solution that will entail modernising the Green Haven website. Having a mobile-friendly site, a clear navigation online order, flexible delivery services, and subscription services would satisfy the expectations of the costumers regarding convenience and speed. Online accessibility and visibility would be enhanced by a secure and easy-to-use payment system (Islam, 2024).  Such solution addresses declining foot traffic by transforming online browsing into sales and allow Green Haven To compete better with national online florists, which will contribute to the increase in revenues in long term.
[bookmark: _Toc224896997][bookmark: _Toc224979791]Solution 2: Set out a Digital Marketing Strategy

Digital Marketing strategies are sets of controllable e-marketing variables that organizations combine to achieve marketing goals and to meet customers’ needs (Nuseir et al., 2023)
An online marketing plan would enhance the online presence of business. Thus, for GH an online marketing plan will eliminate the poor visibility. Instagram, Facebook, and Google Business would help the shop to reach younger and digitally oriented customer and engage them. Social Media advertising paid would cover a broader area and enable the business to establish itself better than the boutique and national florists. 

Today more than ever, individuals turn to digital solutions to communicate, to buy, to sell, and so on. This paper aims to provide a comprehensive literature review and analysis of the main digital marketing strategies (Mocanu and Szakal, 2024). This is a direct solution to the dropping visibility, increasing competition and altering customer behaviour because it will generate more online traffic and turn interest into sales. The correct application of digital marketing strategies has a direct impact on favourable results within a business. (Pricopoaia, Micu & Susanu, 2022)
 

[bookmark: _Toc224896998][bookmark: _Toc224979792]Evaluation Results and Justifications for Grid Analysis
A decision matrix evaluates and prioritizes a list of options and is a decision-making tool. First establishes a list of weighted criteria and then evaluates each option against those criteria (American Society for Quality (ASQ), 2024). The method was applied in the Grid Analysis to make an objective comparison of two solutions of Green Haven and determine which of options provide the most powerful overall effect Through a clear evaluation based on Grid Analysis (see Appendix 1) Solution A is the most suitable option. It scored the most in the criteria that were weighted most, specifically the Impact on Sales Recovery and Long-Term Competitiveness, which were given the top priority issue of Green Haven, which is dwindling sales (sales are decreasing) and being under-digitised (the business it’s not modern online). The Customer Behaviour Compatibility also received a high weight as customers are becoming increasingly inclined to buy freely online. Even though Cost & Feasibility was significant, it received a low weight since long-term strategic value is more important than short-term challenge. Solution A presents the best long-term improvement of the business (Velimirović, Janjić and Velimirović, 2017).
[bookmark: _Hlk205982530][bookmark: _Toc224896999][bookmark: _Toc224979793] Risk Analysis Results and Justifications
 When a solution is identified the next step is risk analysis. According to ISO 31000 (2018), risk analysis outlines a comprehensive approach to identifying, analysing, evaluating, treating, monitoring, and communicating risks across an organisation. The technical breakdown, employee skill shortage, and issue of capacity to deliver were the primary dangers that have been determined regarding the redesign of the website. The reason why these were selected is that they have direct impact on customer experience and success of online model. Probability and consequence were rated on a scale of 1-5 to indicate the level of realism of each risk to a small florist and the extent to which they may interfere with operations. Weightings were done high in areas where risks would hurt the sales or reputation like delivery delays. Although these threats exist, the solution is still trustworthy since every problem can be minimized by testing, training of staff members and better scheduling of deliveries, so that the upgrade will facilitate the long-term growth. Using a system analysis to identify priority directions for risk reduction under limited financial resources based on the relationship between the measures and their risk reduction efficiency. (Saik et al., 2025).
[bookmark: _Toc224897000][bookmark: _Toc224979794] Justifications for the Implementation Plan
An implementation plan is a document that describes the necessary steps for the execution of a project An implementation is a roadmap for the project team, showing the necessary steps to reach the goals and deliverables within a specified timeframe and budget.. (ProjectManager.com, 2024) The tasks are arranged to directly minimise the risks identified in the website redesign. Website testing is completed first, as fixing technical errors before launch prevents customer‑facing failures. Web testing is the name given to software testing that focuses on web applications (Kundu, 2012). Staff training follows once the system is stable, enabling employees to manage orders and enquiries confidently. Delivery scheduling is improved immediately after launch, when operational pressure is highest and delays are most likely. Continuous monitoring is carried out for 30 days to ensure rapid detection of issues and protect customer experience. Distribution of responsibilities is done to individuals who have the necessary expertise thus accountability and efficient performance of each activity.
[bookmark: _Toc224897001][bookmark: _Toc224979795] Justifications for the KPI and SMART OBJECTIVE
KPIs can change behaviour in an organization and provide results in broad contexts such as improving business results or driving improved operational performance (Al‑Matari, Al‑Swidi and Fadzil, 2014). The KPI of online sales conversation rate is rational as it directly measures the online sales conversion rate as determining whether the redesigned website is effectively converting the visitors into customers, the issue in Green Haven. The SMART objectives are suitable because they provide clear, measurable and achievable goals One of the most effective ways to set a goal is through the S.M.A.R.T method (Yanamadala & Weiss, 2022) on hoe to enhance usability, checkout reliability and customer experience within a given time of three months. Whilst the world is rapidly evolving, the SMART objectives (Specific, Measurable, Achievable, Relevant, Time) become essential for the management of research projects, human resources and personal development (Duca, 2021).
[bookmark: _Toc224897002][bookmark: _Toc224979796]Key Findings
· [bookmark: _Hlk208302504]The fundamental problems of Green Haven Florists were thoroughly scrutinized such as decreased sales, footfall and poor online presence.
· The strategic alternatives included improved visibility and involvement by upgrading the website and e-commerce system, as well as a digital marketing strategy.
· The website redesign was the best alternative identified by the grid analysis as the most viable one to resume the sales and enhance the long-term competitive strength.
·  Important operation threats were identified using a structured risk analysis and pared with realistic risk-reduction measures.
· These risks were reduced by the implementation plan through step-by-step testing, staff training, delivery enhancement and constant monitoring.
· To assess the progress, SMART objectives, KPI were created, and the most suitable digital improvement indicator chosen as online conversion rate.
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[bookmark: _Hlk205987492][bookmark: _Toc224979798]Appendix 1 – Grid Analysis

Grid Analysis Table

	Factors to consider
	Impact on Sales Recovery
	Costumer Behaviour Compatibility
	Cost and of Feasibility Implementation
	Long-Term Competitiveness
	Total

	Weighting      
	
5
	
4
	
3
	
4
	

	
Redesign Website& Upgrade E-Commerce
	
5             25
	
5             20
	
3              9
	
5                20
	
74

	
Digital Marketing Strategy
	
4             20
	
4             16
	
5              15
	
4              16
	
64





[bookmark: _Toc224979799]   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 becomes unavailable. Technical problems
	
3
	
5
	
15
	Check the site before launching it and make sure the hosting is reliable.
	Offer the ordering (phone/in-store) and resolve the problem fast.

	2
	 Employees don’t know how to use the new online system.

	
4
	
4
	
16
	Provide employee training and easy-to-use brochure.
	Provide assistance, re-allocate duties, and improve operations in the short term.

	3
	Demand during delivery is immoderate following online expansion.

	
4
	
5
	
20
	Expand the delivery capacity and establish achievable delivery time.
	Be punctual with priority order and inform about delays in time.










[bookmark: _Toc224979800]Appendix 3 – Implementation Planning
Implementation Plan for Website Redesign

Name the problem you are solving: Dropping sales
Name the solution you are implementing Redesign of Web site and upgrade of E-Commerce
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Website Testing

	Complete testing of the entire website (functionality, payments, mobile interface) to minimize the risk of technical problems.  



	2 weeks before launching the website.


	Web Developer / IT support


	Test results, screen shots of successful test results, test log with errors.



	2
	Staff Training

	Train the stuff on the new system of the website (orders, updates, customer enquiries) to resolve skill gaps.
	1 week before launching the website.
	Manager / Training Provider


	Attendance list, training material, staff competency checklist, feedback forms.



	3
	Additions Of Delivery Scheduling


	Ensure that delivery scheduling and capacity planning are improved to avoid delays after launch.

	Immediately after launch.


	Operations manager.

	Revised delivery schedule, delivery records with fewer delays, employee schedule.



	4
	Monitoring of the Website


	Daily monitoring of the performance of the website during the first month to defend the customer experience and the reputation.

	First 30 days after launch.

	Manager / IT support


	Website performance logs, up time records, customer feedback logs. 






[bookmark: _Toc224979801]Appendix 4 – Evaluation of the Solution

The Key Performance Indicator is: Online sales conversion rate.

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Grow the rate of online by enhancing the usability of the sites, mobile responsiveness and reliability of checkout.






	Monitor conversion rate using analytic on the site performance measured both in monthly rates prior to and following the redesign.




	The redesign can be achieved in the case of a small florist since the redesign eliminates obstacles that earlier restricted customer to making online purchases.





	Closely associated with the business issue at hand, which is diminished sales due to bad online performance and archaic online shopping platforms.





	Payoff A significant increase in conversion rate after three months of opening the redesigned site.
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