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[bookmark: _Toc229761890]1. Introduction and Case Overview
Green Haven Florists, situated on the main street of Norwich, was established with a mission to provide fresh, seasonal flowers to everyone. Started in 2016 by Liam and Priya Patel, Green Haven Florists is a small independent flower shop in Norwich. Special customised floral arrangements, sustainable packaging and being very close to the community are a big part of what the business is known for. But the store has been hit, and sales in the stores have dropped 30% over the past 12 months. There's been a slight rise on the online side, but not enough to make up for the lost footfall. The issue is that the traditional high-street approach is no longer proving as effective as customers increasingly buy things online, where they can access them with ease and at lower prices. The case also points to two other problems — increasing costs and a dated website — as well as weaker digital marketing and competition (Kingsnorth, 2025).
[bookmark: _Toc229761891]2. Two Proposed Solutions
The first thing that can be done is to redesign the website of Green Haven and include a flower and delivery subscription service. It would be a better website, online ordering, same-day or next-day local delivery and weekly/monthly subscription bouquets. A direct answer to customer feedback, this solution is what some customers requested: more flexible delivery and subscription options, which makes the site more difficult to use. It also helps the business to stand out from online flower shops, maintaining local and environmental consciousness. E-commerce technologies have been shown to enhance online operations for SMEs and digital customer engagement to contribute to customer satisfaction and loyalty (Almtiri, Miah, and Noman, 2021). 
Another way would be to expand on events and local partnership marketing in-store. This might involve flower arranging courses, wedding consultation days, loyalty cards, and deals with cafés, offices, hotels and event venues. This would leverage Green Haven's strengths of personal service, creativity and community relationships. It may help to entice shoppers to re-enter the business and boost brand recognition in the area. But it could not necessarily be the answer to the customer migration to the Internet, and its effect on selling could take longer and be less quantifiable than a digital approach (Matlin et al., 2025).
[bookmark: _Toc229761892]3. Evaluation and Preferred Solution
Both options were analysed using a Grid Analysis based on the following criteria: sales impact, customer need, cost, speed, brand fit, risk level and measurability. The full analysis is shown in Appendix 1. Solution A had a higher score than the other solutions because it targeted the primary drivers of the problem – the lack of online presence, consumer demand for delivery and competition from online retailers. Decision tools like grid analysis can be helpful, as they allow decisions to be made in a more structured way and minimise the likelihood of relying solely on opinion (Johnson and Swedlow, 2021).
The best solution is thus to redesign the website and provide local delivery and subscription services. This is the most appropriate choice as this is linked to the evidence in the case study and has measurable benefits. It can drive online sales and increase customer convenience, and generate recurring revenue via subscription. It also enables Green Haven to compete based on service and sustainability, not price. This is important as there may be discounts available from larger players on the internet, but Green Haven can deliver quality and ethical packaging and arrangements locally (Wright, 2021).
[bookmark: _Toc229761893]4. Risk Analysis Result
There are several important risks that the selected solution poses that Green Haven Florists need to be mindful of. The risk analysis in Appendix 2 indicates that these risks exist. The primary concerns are the expense of redesigning the site, possible delivery issues, low interest in subscribing to a site, and low levels of digital literacy in the business. These risks are relevant because Green Haven is reporting a drop in in-store traffic and operating expenses are on the rise, and a mismanaged project could put additional strain on cash flow. Also, if the flowers don't get delivered on time, they may compromise customer satisfaction as flowers can be easily damaged, and customers tend to expect fresh and on-time delivery. (Cebulski, 2025)
But the risk analysis also indicates that these risks are controllable if the solution is implemented in stages. The benefit of project risk management is that it enables the business to identify potential risks at an early stage, understand the consequences of these risks and take control action before they become a major issue (Goswami, 2024). So Green Haven should not embark on a massive and costly Digital project right away. Rather, it needs to start with an easy-to-enhance website, a restricted shipment territory and a short-term test of the subscription for devoted customers. This will minimise the financial risk, give staff time to develop confidence and give time for Liam and Priya to gather feedback before increasing the service.
[bookmark: _Toc229761894]5. Implementation Plan Justification
The implementation plan is shown in Appendix 3. The activities are sequenced logically for the Green Haven Florists to take them from the problem all the way to the solution, so that they can launch and review. The first thing to do is to go through customer feedback and validate website requirements. This is crucial because, according to the case study, there has been concern from some of the customers regarding the website and delivery options (Saad, 2021). Before making changes in design, marketing or delivery, Green Haven must be aware of these needs. The next step is to select an appropriate website designer and install an easy-to-use and effective online ordering system. This should occur prior to developing the final subscription offer, as the site should be ready to clearly show products, accept orders, and process customer payments. Then, Liam will design flower subscription packages according to the popular flowers and their seasonal availability and sustainable materials (Boogaard, 2023). Next, delivery planning should follow: Orders by subscription and online are only successful if the customer gets the flowers fresh and on time. The 12-week timescale is pretty realistic, given that it provides an adequate timeframe to plan, create, test and launch without over-extending the window of opportunity. It is particularly important to test in week 7, as this gives loyal consumers the chance to show that any issues are present before the full launch. As the business requires more promotion and marketing, Priya should lead the website and marketing activities. Liam should provide the leadership for product and delivery planning as he has the knowledge of stock, the quality of the flowers and fulfilment. This separation of responsibility helps to build accountability, reduce confusion and better keep the project organised (Helle and Roberts, 2024).
[bookmark: _Toc229761895]6. KPI, SMART Objectives and Monitoring
The primary KPI is the growth in online sales revenue in six months. The selected solution is primarily aimed at enhancing Green Haven Florists' online sales by optimising the website and delivery and subscription services, making it an appropriate KPI. It also connects to the business issue, and the in-store sales have decreased, and orders online have yet to offset the lost revenue. The tracking of KPIs is helpful because it relates business activities with measurable performance, and it makes it easier for managers to evaluate if a strategy is successful (van de Ven, 2023).
The SMART objectives in Appendix 4 help to support this KPI as they provide clear objectives for Liam and Priya. These are a 20% rise in online sales revenue within 6 months, 50 new subscription customers and 90% positive delivery satisfaction and a 3% conversion rate of visitors to the site. They are specific, since they are related to online sales, subscriptions, delivery quality and website performance. They're measurable since each goal could be monitored via sales reports, subscription records, customer feedback, and website analytics. Also, they are important since they directly contribute to the selected solution. SMART objectives are useful since they help to place goals into perspective. SMART objectives are helpful as they help to make the goals specific, measurable, achievable, relevant and time-bound (Atlassian, 2023).
Liam and Priya should check these measures monthly. This will be determined by online sales data to see if sales are improving or not. Subscription numbers will indicate whether consumers prefer consistent deliveries of flowers. The delivery satisfaction scores will indicate how satisfied customers are with the quality and reliability of the delivery service. The conversion rates of your website will indicate if your visitors are turning into paying customers. If targets are not being achieved, Green Haven needs to change their price, website layout, delivery times, product offering or marketing messages (Maurya, 2022).
[bookmark: _Toc229761896]7. Key Findings
The overarching issue for Green Haven isn't declining sales alone; it's that the established retail format doesn't match the evolving habits of shoppers. The 30% drop in in-store sales highlights the need to take action, particularly with customers wanting to be able to order online with ease, have delivery options they are comfortable with and receive better digital communication. The best solution is to overhaul the website and launch local delivery and a flower subscription. This directly addresses customer feedback and assists the business in competing with online flower retailers. This solution has an advantage over in-store events, as it's more easily measured and tied to customer needs, as shown in the Grid Analysis. The primary factors of risk are: cost, delivery quality and staff digital skills, which can be mitigated by a phased 12-week implementation plan.
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[bookmark: _Toc229761899]Appendix 1: Grid Analysis
Scoring: 1 = weak, 5 = strong.
	Criteria
	Weight
	Solution A: Website, Delivery and Subscription
	Weighted Score
	Solution B: Events and Partnerships
	Weighted Score

	Impact on sales
	5
	5
	25
	3
	15

	Fit with customer needs
	5
	5
	25
	3
	15

	Cost affordability
	4
	3
	12
	4
	16

	Speed of implementation
	3
	3
	9
	4
	12

	Fit with sustainable brand
	4
	4
	16
	5
	20

	Risk level
	3
	3
	9
	4
	12

	Ease of measuring success
	4
	5
	20
	3
	12

	Total
	
	
	116
	
	102


Result: Solution A is selected because it scores highest overall and directly addresses the online sales and customer convenience issues.
[bookmark: _Toc229761900]Appendix 2: Risk Analysis
	Risk
	Likelihood
	Impact
	Overall Risk
	Control Action

	Website redesign costs more than expected
	Medium
	High
	High
	Set a fixed budget and compare three quotes

	Customers do not subscribe
	Medium
	Medium
	Medium
	Trial subscriptions with loyal customers first

	Delivery delays or damaged flowers
	Medium
	High
	High
	Start with a limited delivery area and clear delivery process

	Staff lack digital skills
	High
	Medium
	High
	Provide basic website, order and social media training

	Competitors continue to offer lower prices
	High
	Medium
	High
	Focus on quality, local service and sustainability

	Website launch is delayed
	Medium
	Medium
	Medium
	Agree deadlines with supplier and review progress weekly



[bookmark: _Toc229761901]Appendix 3: Implementation Plan
	Week
	Activity
	Responsibility
	Reason

	1
	Review customer feedback and website problems
	Liam and Priya
	Confirms customer needs before spending money

	2
	Get three website quotes and choose supplier
	Priya
	Controls cost and quality

	3–4
	Redesign website and online ordering system
	Web designer and Priya
	Improves customer journey

	5
	Create three subscription packages
	Liam
	Provides clear product choices

	6
	Set up delivery process and local delivery area
	Liam
	Reduces fulfilment risk

	7
	Test website and delivery with loyal customers
	Liam and Priya
	Finds problems before launch

	8
	Launch website, delivery and subscription service
	Priya
	Starts the solution officially

	9–12
	Monitor sales, subscriptions and feedback
	Liam and Priya
	Reviews performance and supports improvement
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	KPI / Objective
	Target
	Measurement
	Deadline

	KPI: Online sales revenue growth
	Increase by 20%
	Monthly online sales reports
	Six months

	SMART Objective 1
	Gain 50 subscription customers
	Subscription records
	Six months

	SMART Objective 2
	Achieve 90% positive delivery satisfaction
	Customer feedback forms
	Three months

	SMART Objective 3
	Reach 3% website conversion rate
	Website analytics
	Six months

	SMART Objective 4
	Post three social media promotions per week
	Social media schedule
	First three months
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