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Overview of Case Study
Green Haven Florists operates as an independent flower shop in Norwich, recognised for bespoke floral arrangements and eco-friendly packaging. The business experienced a thirty per cent decline in store sales during the last year. The root problem involves reduced high street traffic combined with intense competition from large online flower retailers offering fast delivery and lower prices. Customers increasingly prefer convenient online purchasing rather than visiting physical stores. Additional issues include rising supply costs for imported flowers and an outdated website, which limits online orders. Weak digital marketing further reduces visibility. These factors reduce revenue and weaken the competitive position of Green Heaven in the local retail market. 
[bookmark: _Hlk205982497]Two Proposed Solutions
Solution A Proposal
Green Heaven should introduce an e-commerce website where customers order bouquets online and select delivery dates. The website would also include subscription packages where customers receive flowers weekly or monthly. This approach increases convenience for customers who prefer online shopping instead of visiting physical stores. Subscription services create predictable recurring income and improve customer loyalty because orders repeat automatically. The platform would also allow the business to promote seasonal bouquets and remarkable offers. This solution addresses the decline in high street traffic by creating a digital sales channel and allowing Green Heaven to reach customers who prefer online purchasing and delivery services.
Solution B Proposal
Green Heaven could build partnerships with local businesses, hotels, restaurants, and event organisers to supply regular floral arrangements. Many businesses require flowers for reception areas, offices, and dining spaces to improve the environment for customers and staff. The florist could offer weekly delivery contracts where arrangements are replaced regularly. This service would create stable and predictable income for the business. Green Heaven could also offer packages for weddings and corporate events which require large floral displays. This strategy strengthens relationships with local organisations and creates a reliable revenue stream that does not depend only on walk-on customers. 
 Evaluation Results and Justifications
The next step in the problem -solving and decision-making process is to choose the most appropriate solution. For this, a Grid analysis was conducted. A grid analysis is 
In line with the Grid analysis conducted (See Appendix 1), Solution A is the strongest option because it scored higher in the grid analysis with a total of 63 compared to 60. Revenue potential received the highest weighting of 5 because the business needs to recover lost income quickly. Long-term impact was also important, with a weighting of 4, since sustainability matters. Solution A scored high in both areas due to subscriptions and online reach. Implementation cost and ease had lower weightings because short-term effort is less important than long-term growth. This solution creates recurring income, improves customer convenience, and reduces reliance on foot traffic. It directly targets the main problem.  
[bookmark: _Hlk205982530]Risk Analysis Results and Justifications
The next step was to conduct a risk analysis. According to Sproull, B (2018), a risk analysis identifies risk events, evaluates them in relation to their likelihood and impact, and outlines strategies to prevent the risk from happening and measures to reduce its impact should they materialise. 
As shown in Appendix 2, the main risks include technical issues, low customer adoption, and delivery problems. The highest risk score is 12 for technical failures, which shows strong impact on operations. Likelihood and impact were used because they clearly measure how serious each risk is. Technical problems have higher impact, so they were prioritised. Lower risks such as delivery issues scored 6 due to lower likelihood. Preventive actions like testing and marketing reduce risk levels. The solution remains reliable because all risks have clear mitigation strategies. Backup options such as phone orders ensure continuity if issues occur
Implementation Plan for Solution A  E-commerce website with subscriptions
The next step was to develop an implementation plan. According to the Marks, E.A. and Bell, M., (2006), an implementation plan outlines the sequence of tasks, timeframes, and responsibilities required to deliver a solution effectively. 
The plan follows a logical order from research to launch. Research comes first to define requirements and avoid mistakes later. Development follows because the website must be built before use. Preparation is scheduled after development so staff can train using the real system. Launch is last to ensure everything works before customers access it. Timeframes are realistic, with development given the longest period due to complexity. Responsibilities are clearly assigned to Liam, P and Pryia, and the developer to ensure accountability. This structure reduces errors, improves coordination, and ensures a smooth rollout.

Justifications for the KPI and SMART Objectives
The next step was to define the KPI and SMART objectives. According to Dipura, S. and Soediantono, D. (2022), KPIs measure performance and support decision-making by tracking progress against business goals.
The KPI focuses on increasing sales revenue because this is the main problem. A 20 percent increase is measurable and shows clear progress. It is attainable due to the new online channel and promotions. The objective is relevant because it directly links to business recovery and growth. It is time-bound through monthly tracking, which allows regular monitoring. The KPI is effective because it provides a clear target and helps measure the success of the website. It also supports decision-making by showing if the strategy is working or needs adjustments.
Key Findings
· Sales declined due to reduced foot traffic and strong online competition.
· An e-commerce website with subscriptions offers the best solution.
· Revenue potential and long-term impact are the most important decision factors.
· Risks exist but are manageable with testing, marketing, and backup systems
· A structured implementation plan ensures smooth execution and accountability.
· KPI and SMART objectives provide clear targets to measure business recovery.
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Grid Analysis Table

	Factors to consider
	Implementation cost
	Revenue potential
	Ease of implementation
	Long-term impact
	Total

	Weighting
	3
	5
	3
	4
	

	Solution A: E-commerce website with subscriptions

	3 = 9
	5 = 25
	3 = 9
	5 = 20
	63

	Solution B: Corporate and event partnerships

	4 = 12
	4 = 20
	4 = 12
	4 = 16
	60



Aslam‐Zainudeen, N. and Labib, A., 2011. Practical application of the decision making grid (DMG). Journal of Quality in Maintenance Engineering, 17(2), pp.138-149.




 Task 4a
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 × Impact
	What can you do to reduce the risk of this happening?
	If it happens, what can you do to minimize the impact?

	1
	Technical problems with the new website, such as payment errors or system crashes.

	3
	4
	12
	Use a reliable website platform and test the website before launch.
	Fix issues quickly with technical support and temporarily take orders through phones or social media.

	2
	Customers may not use the online website for orders.

	3
	3
	9
	Promote the website throughout social media and offer launch discounts.
	Increase marketing to encourage repeat customers with promotions. 

	3
	Delivery dates or problems fulfilling online orders.

	2
	3
	6
	Create a clear delivery schedule and partner with local couriers if needed.
	Inform customers quickly and offer refunds or replacement deliveries.


Adapted from: Sproull, B (2018) The Problem-Solving, Problem-Prevention, and Decision-Making Guide. Routledge
Page 108



Appendix 3 – Task 5a
Implementation Plan

	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Research 


	Research website platforms and define requirements for online ordering and delivery.


	Week 1-2


	Liam and web developer 


	No 



	2
	Development 


	Build and design the website. Add product listings, prices, and an online ordering system.


	Week 3-6


	Web developer and Pryia 


	no



	3
	Preparation 


	Train staff to use the system. Prepare stock, packaging, and the delivery process.

	
Week 7 

	Liam, Pryia and staff 


	
no


	4
	Launch and promotion 


	Launch the website. Promote on social media and offer discounts to attract customers.

	
Week 8-12

	Marketing team and staff


	
no





Adapted from: Institute of Leadership & Management (2013) Super series Solving Problems and Making Decisions. 5th Ed. Page 102. Routledge.
· 

Appendix 4 – Task 6a

The key performance indicator is:

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase sales and online orders and promotions





	Achieve 20% increase in monthly sales revenue.




	Based on improved online presence and promotions.




	Helps business recover lost sales and grow profit.

	Within 3 months







Dipura, S. and Soediantono, D., 2022. Benefits of key performance indicators (KPI) and proposed applications in the defense industry: a literature review. International Journal of Social and Management Studies, 3(4), pp.23-33.
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