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Case study overview
Green Heaven Florist is a small independent flower shop located in Norwich, uk. Founded in 2016 by partners Liam and Priya Patel, the shop quickly gained a reputation for its bespoke floral arrangements, eco-friendly packaging, and strong community ties. 
Over the past year, Green Haven Florists has experienced a significant downturn in revenue. With rising operational costs and increased competition from online flower delivery services, the business is struggling to maintain profitability. In the last 12 months, Green Haven Florists has seen a 30% decline in in-store sales. While online orders have increased slightly, however they are struggling to compete with convenience and lower prices of large online flower retailers, which offer same-day delivery and frequent discounts. Rising costs due to inflation have further strained the business e.g. fresh flowers, imported varieties and biodegradable wrapping. 
Green florist have mixed customer feedback. Positive comments on the quality and creativity of the arrangements and negative comments on the website is out dated and difficult to navigate. Customers have also expressed a desire for more flexible delivery options and subscription services. Liam and Priya struggle to keep up with digital marketing trends, they rely on word of mouth and occasional social media posts.
They have two new local competitors. One is a trendy boutique florist with a strong Instagram presence, and the other is a national chain offering aggressive pricing and wide delivery coverage.

Main Problems
· Downfall in instore sales 
· Increasing prices/ inflation
· Online competitors and 2 new local competitors
· Lack of digital marketing
· Outdated and difficult to use website
· Not enough options for flexible delivery service or subscriptions



Proposed Solutions
Solution A
Spend some time on Digital marketing to increase sales on a wider scale.
Provide more online content, to expand online presence and attract more customers. Make the company more accessible and appealing to a wider audience, using social media and online advertisement adds.
Advertise on online and sell on shopping websites e.g. Amazon, etsy ect. 
Update current shop website, so its easier for customers to navigate through and order items from more easily.
This solution will give Green Heaven Florist a wider audience and more outreach customers. This will improve sales within the company as it will be more noticeable, accessible and advertised on a larger scale. It will also make it more convenient for people to make purchases from the shop without having to travel there.
Solution B
Do more advertising for local sales.
Use leaflets, sign board and local add papers to attract customers that are able to travel to the store and make purchases instore. 
Put offers on for in store purchases as its more convenient and less time consuming for the business (easier and quicker way to make the transaction without having to post etc)
Make loyalty cards for customers that come to the store, so the more purchases they make in the store the greater discount they get or gain points towards a reward/ beneficial discount. 
Provide a local delivery service for customers that live local but are unable to get to the store.
This solution will help Green Heaven Florist get more local sales and compete better with the 2 new local stores. Becoming more seen, appealing and convenient to purchase from. Providing good services and rewards for using the shop.
Evaluation and Justifications
Based on the results in the Grid analysis (provided in appendix 1). Solution A is the best solution to progress with.
I used the grid analysis method to help find the best solution to increase the sales within Green Heaven Florist. I have compared two solutions; online marketing and instore sales to see what option would have the most benefits and improve the businesses sales.  

According to the Grid online marketing (Solution A) is an appropriate and more effective way to increase sales due to several factors. 
Cost- (Weight 5). The cost of Digital marketing is significantly cheaper as you don’t have to cover the expenses of shop rent, electricity etc and can take in sales 24/7. You can also advertise and update shop information and prices without having to print copies or used billboards and posters. 
Time- (Weight 3). Digital marketing is less time consuming as everything is done digitally e.g. placing orders, taking payments, customer details and receipts etc. You don’t have to be in the shop to get sales or process orders. It is a 24/7 service so orders can be placed at any time, rather than only when the store is open. 
Convenience- (Weight 4). Online is more convenient as it is all digitally conducted, so you don’t have to be in the store to get orders or make sales. Customers from anywhere in the country can place orders and use the delivery services. You can work less hours but still achieve a high number of sales. 
Customer preference- (Weight 4). Digital marketing is available to customers on a wider scale. It can be easier, quicker and more convenient for people to shop and order online. Customers have the option to order digitally or to physically visit the store depending on distance and travel situations. However online is more accessible for majority of people. 


Risk Analysis Results and Justifications
Based on the results in the Risk analysis (provided in appendix 2). The greatest risk comes from Competitors having better prices and offers.
In the risk analysis I have listed 3 main risk events/ actions that could occur from the solution plan (A & B). The risks I have analysed are: competitors having better prices and offers, Website or internet crashing/ malfunctioning and problems with delivery services.
Competitors with better prices and offers- (Weight 5). Has a very high likelihood of happening. Online sales is the modern-day way of shopping around to find the best prices, products and services so the competition is extremely high, however the audience, accessibility, convenience and outcome (the number of orders you could process) also holds a extremely high advantage. 
Website or internet crashing/ malfunctioning- (Weight 2). Holds a low level risk. There could be a risk of a server problem, however these problems can be fixed quickly (playbills and check connection etc). The impact of this on the company is also low, as you can get everything back up and running smoothly in no time or could even use a different device/ server. If there was a cyber disruption/ attack. This would have greater risk on the company as sales would more than likely come to a stand still or could cause other issues within the company. The likelihood of this is extremely low due to modern technology and cyber security. 
Problems with delivery service- (Weight 3). This risk is a medium risk. All companies/ services hold there own risks and problems. If there is a problem/ issue within the delivery company OR the driver doing the deliveries, the order may not get to the destination required, however this can be easily solved by using multiple delivery companies or have alternative companies you can use if any issues arise. 





Justification for the Implementation Plan
I have provided an Implementation Plan for marketing on social media (referred to in appendix 3). The plan explains what actions need to be taken to build up an online presence and start the process of digital marketing via Instagram. 
Each step (1-5) is placed in the significant order to building up a platform. 
Step one- (creating an Instagram account) should be carried out as soon as possible, so content (pictures and reels) can start to be added. Orders and purchases after the profile is made, will be a great contribution to the platform.
Step 2- (add link to website) is an important step to follow as this will give the audience a link to click on or a location where purchases can be made and relevant information can be found. It would be beneficial to do this when the page is made.
Step 3- (building content) is crucial to building a platform, this gives audience, customers and potential buyers a visual insight on what there ordering. It is also a effective opportunity to entice, advertise and promote the bouquets and services that are offered. The outcome of this step will increase the Florists audience and sales. This will take some time to build (depending on the number of orders and purchases made and the amount of pictures/ reels taken and posted). The more content the more interest.
Step 4- (active Instagram page: comments, likes and follows) will help with visibility of the company. It will be promoted more, seen by more people and achieve more interest. Getting positive reviews from customers will give people confidence in the quality and services provided. This will also take time to build but will have a significantly positive effect.
Step 5- (expanding to other social media platforms) is optional. It’s a great way to keep the business growing and constantly attracting new customers. 




Justifications for the KPI and SMART objectives
(Refer to appendix 4).
KPI and smart goals for Green Heaven Florist are important. This will help keep track of the progress being made and measure the performance. The aim is to improve digital marketing within the company. We have started with building a Instagram profile for Green Heaven Florist. The end goal is to build engagement rate on social media and increase sales by up to 30% within 12 months. 
To monitor the progress, we need to measure the level of interaction and audience with the content on social media. This includes comments, likes, shares and other forms of online interaction. To make sure it is having a positive effect on achieving the end goal (30% increase in revenue over 12 months) we can monitor the conversion rate (the percentage of visitors that take action to purchase from the company). 
The goals should be achieved over a 12 month period. However, the progress can continue and expand more after this time frame, by expanding onto more social media sites and using other ways to advertise e.g. Google ads, LinkedIn, Amazon ect.  












Key findings
Green Heaven Florist have a number of issues impacting the business causing a decline in revenue. From the report we have documented a few of these issues and analysed the best solutions plan and goals to improve the company and assist with the challenges faced whilst selling amongst other competitors.    

· Green Heaven Florist struggle to compete with other competitors (locally and digitally). They don’t have much online presence and there are local florists near by.
· From the grading process the digital marketing had the highest impact on improving the business. 
· The risks that come with improving the business attributes (especially digitally) are low compared to the positive impact it could have on the business.
· Digital marketing is convenient for both the company and the customers.
· Overall, the process of starting with social media isn’t too complex or time consuming and could increase visibility along with revenue significantly. Also taking the pressure off having to compete too much with local competitors. 
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Appendix 1: Grid Analysis Table

On a scale of 1-5 (5 being extremely important; 1 being unimportant)

	Factors to consider
	Cost
	Time
	Convenience
	 Customer preference
	Total

	Weighting
	5
	3
	4
	4
	

	Solution A:
Digital marketing
	4
                 20
	3
                     9
	4
                      16
	4
                 16
	61

	Solution B:
Instore sales
	3
                 15
	3
                     9
	3                         
                      12                                  
	3
                 12
	48
















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
	Competitors with better prices and offers
	
5
	
4
	
20
	Compete with online and local retailer prices.
Put offers/ promotions on purchases. 
	Put offers on alternative flowers/ products that other competitors haven’t, to gain sales in different areas.

	2
	Website or internet crashing/ malfunctioning
	
2
	
3
	
6
	Keep everything updated.
Make sure there’s good connection and services.
	Computer or device issue, use alternative device.
To reduce server issues pay bills and check connection.
To protect against cyber attacks use anti-virus or anti-malware software.

	3
	Problems with delivery services
	
3
	
3
	
9
	Use multiple delivery services.
Track deliveries.
Use your own service for local deliveries.
	Use alternative delivery service.
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Appendix 3: Implementation Plan
Sales have fallen. There are two new companies/ competitors in the area (one with good online presence and one with good pricing and wide delivery coverage).
Action plan for increasing online presence using social media (starting with Instagram)
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Create a Instagram account for the Green Heaven Florist. 
	Add a eye catching / enticing profile picture and title to Instagram page (preferably photos taken by the company).
	As soon as possible to get the process stared and to start applying content. 
	Company founders (Liam & Priya) or a third party who is experienced in social media.
	An Instagram profile/ page is formed for Green Heaven Florist.

	2
	Add link to website, contact details and order pages. 
	Add a link to Green Heaven florist website (updated). So information and ordering process is accessible. 
	When the account is made so the relevant information is available (where the shop is / delivery services, how to order, prices etc). 
	Company founders (Liam & Priya) or a third party who is experienced in social media.
	Links are added to page. When clicked on they successfully take you directly you the Green Heaven florist Website, where relevant information can be found.

	3
	Build up content  
	Add quality photos/ reels of the bouquets. Also add descriptions using # for discoverability. You can also use music or voice over. 
	Over the next few weeks/ months. Update regularly with recent pictures and orders to achieve more visibility.
	Liam and Priya, Other staff and Customers.
	A reasonable amount of content (pictures/ reels) are on the page and its attracting attention.  

	4
	Build up audience, positive comments/ reactions (followers, feedback, reviews).
	Ask customers to comment/ add reviews on the Instagram page and website. Tag people in posts so others share the page/ content. 
	Over the next few weeks/ months.
	Liam and Priya. Customers and People seeing the content.
	The page is active with new followers, likes and comments. 

	5
	As the audience and content grows on the Instagram page, use other social media platforms to expand.
	Make other profiles on different social media platforms (e.g. Facebook, TikTok) and merge them together. This will consolidate people and content to both platforms.
	When competent with the use of Instagram and comfortable with expanding to more online platforms.
	Liam and Priya or a third party experienced in social media.
	Happy with the outcome of Instagram and ready to expand / use more social media platforms. 





	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Become more visible online.










Work on digital advertisement.







Increase online sales. 



	
Grow social media reach by 30% over 12 months.
Improve conversation rates by 5% in the next year.
Gain social media shares with 5% increase each month.



5%-10% increase in followers each month.
Monitor engagement rates and influencer support through analytics.
30% more visits to website in 12 months.



Increase revenue by 20% within the next 12 months. 
	
Have 2 goals a day to keep the page active (post a picture, a reel, share a story). Spend at least 1 hour mid-day and 1 hour on an evening (updating, replying, accepting followers and monitoring).


Spend time on social media (at least 2 hours a day). Use pictures, caption that encourage people to share your posts. 



Advertise shop offers and promotions. Put at least one enticing offer or promotion every 2 months.

	
Will increase the florists visibility and sales to a wider range of people. 




 



Will increase visibility and expand sales (across the UK).






Will increase overall revenue within the company.
	
12 months.










12 months.








12 months.
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