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Brief Explanation of the Specific Business Problem
[bookmark: _Hlk210817679][bookmark: _Hlk205979492] 
Green Haven Florists is a small independent flower shop in Norwich that has recently experienced a serious decline in revenue. Over the past year, the business saw a 30% drop in in-store sales, and this fall has not been balanced by the small increase in online orders. Customer shopping behaviour has changed, and more people now prefer to buy flowers online rather than visit physical stores. Competitors in Norwich, including a trendy boutique florist and a national chain, have strong digital platforms and run social media campaigns that attract younger customers.

However, one of the main issues affecting Green Haven Florists is that the business has an outdated website and a weak online presence. Customer feedback shows that the current website is slow, difficult to use, and does not offer flexible delivery options, subscriptions, or modern features expected from online flower retailers. Many customers also said that the website does not look visually appealing compared to competitors’ websites and does not clearly show product ranges or seasonal offers. The shop also posts inconsistently on social media and does not run paid digital advertisements.

Because consumers increasingly prefer online shopping, especially for convenience and speed, Green Haven is losing customers not due to poor product quality, but due to poor digital accessibility. Therefore, the specific business problem addressed in this report is the outdated website and weak online presence, which directly contributes to sales decline, lower customer engagement, and reduced competitiveness.



[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A Proposal
This solution focuses on completely upgrading the existing website so that it becomes easier to use, visually appealing and modern. The redesign would include mobile-friendly pages, high-quality images, simple navigation, clear pricing, and an easy checkout process. It would also introduce features that customers expect today, such as same-day delivery options, delivery time-slot selection, subscription services, online customer chat support, and a simple gift-message tool.

A modern website would improve user experience, reduce customer frustration, and make it easier for people to place orders. This solution also supports the long-term strategy of building a strong online channel that can compete with major online floral retailers. An updated website would help Green Haven show off its eco-friendly values, unique bespoke designs and seasonal products more effectively. It also enables the store to use digital marketing more efficiently, because traffic from social media and Google Ads would lead customers to a website that feels professional and fully functional.

Updating the website directly responds to the main customer complaints and addresses the changing buying behaviour of consumers. More people expect online retail to be simple, fast and reliable, so this solution is closely linked to boosting sales and long-term sustainability.


Solution B Proposal
The second solution focuses on building stronger online visibility through active digital marketing campaigns. This would include consistent Instagram and Facebook posts, regular stories showcasing new floral arrangements, seasonal launches, behind-the-scenes videos and special discounts. Green Haven could also work with micro-influencers in Norwich who promote local businesses.

Paid advertising through Instagram, Facebook and Google Ads would help attract new customers searching for bouquets, event flowers, wedding floristry or eco-friendly arrangements. Competitors already use strong digital marketing to reach wider audiences, so this solution helps Green Haven compete more effectively. In addition, the business could run monthly email newsletters with promotions, reminders for birthdays or anniversaries, and updates on seasonal flowers. Digital marketing would help the shop connect with younger customers and build a recognisable brand.

Although this solution increases online visibility, its success still depends on the quality of the website. Digital marketing brings potential customers to the website, but if the website is outdated or difficult to use, customers will not complete their purchases. Therefore, while this solution is valuable, it does not fix the core issue of poor digital infrastructure.

Justification for Selected Solution

After evaluating both solutions using the PMI analysis, Solution A — redesigning and modernising the website — is selected as the most appropriate solution. This decision is based on several key criteria: customer experience, long-term benefit, cost-effectiveness over time, ability to solve the root problem and potential for business growth.

The PMI analysis showed that Solution A had stronger advantages, such as improved online sales, better alignment with customer expectations and support for future digital strategies. Although updating the website requires a higher initial investment compared to increasing social media posting, the long-term impact is far greater. A strong website becomes the foundation for all future marketing, delivery systems and customer engagement.

Meanwhile, Solution B focuses mainly on visibility, but visibility alone cannot convert customers into buyers. Marketing cannot overcome the barrier created by an outdated online platform. Therefore, improving the website first is essential to ensure that any future marketing efforts successfully lead to sales.

The chosen criteria were weighted based on importance: solving the root problem (high), long-term impact (high), cost-effectiveness (medium), customer demand (high). Website redesign scored highest in all critical areas. Digital marketing is still valuable but should be considered a second step after the website is modernised.
Another important reason for choosing Solution A is that it gives Green Haven more control over its future. A strong, modern website becomes a long-term asset for the business. Once the new website is built, the owners can update products, add new features and change information without needing major extra costs. This makes the solution more sustainable over time, because it does not require constant spending the way digital marketing campaigns do.

The justification is also supported by customer feedback. Many customers clearly said they found the old website frustrating or confusing. This shows a real need for improvement. When a large number of customers point to the same problem, it makes sense to fix that issue first. By responding directly to customer comments, the business shows that it listens to its audience, which can improve trust and loyalty.

Another point that supports choosing Solution A is that it improves the whole buying journey from start to finish. A better website helps customers at every step: finding products, reading descriptions, choosing delivery times, adding gift messages and paying securely. When each step becomes easier, customers are more likely to complete their purchase, which increases sales. This makes the solution highly effective because it removes the obstacles that stop people from buying.

It is also worth noting that many small businesses in the UK have grown quickly after investing in their online platforms. Research shows that companies with good websites often perform better because they can reach more people and operate more efficiently. This suggests that the website redesign is not only the best solution now but also the most strategic choice for long-term growth.

Finally, Solution A supports future digital marketing. Once the website is updated, any money spent on social media ads or online promotions will be more successful because customers will land on a page that works well and encourages them to buy. This makes marketing more cost-effective in the future. For this reason, updating the website is the strongest and most logical solution for the business.


[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Redesigning the website brings some risks that must be acknowledged and managed. The first potential risk is technical delays, which may happen if the developer needs extra time to fix bugs or complete complicated features. This could slow down the launch. The PMI tool rated this risk as moderate likelihood and moderate impact. To reduce this risk, the business should set clear deadlines with the developer and hold weekly progress meetings.

The second risk is cost overruns. Sometimes additional features or design changes increase project costs. This is a medium likelihood but high-impact risk. It can be managed by arranging a fixed-price contract before development begins and agreeing on what is included in the package. A 10–15% contingency budget is recommended.

A third risk is low customer adoption if customers do not immediately use the new website. This risk was rated as low likelihood and medium impact because customers have already complained about the current website, showing they want improvements. To minimise this risk, Green Haven should test the website with a small group of customers before launch and offer promotional discounts to encourage early use.

Overall, the risk analysis shows that although there are several possible challenges, they can all be reduced with good planning, communication and clear agreements with the developer. Because the solution brings strong long-term benefits, it remains a reliable and strategic option.

Plan to Implement the Selected Solution

The implementation plan will take around eight weeks and consists of five main steps.

Step 1: Define Requirements (Week 1)
Liam and Priya will meet to list all features needed on the new website. This includes mobile optimisation, product categories, subscription options, delivery slot selection, secure payment methods and an online chat function. Agreeing on requirements early helps avoid confusion later and reduces the chance of extra costs.

Step 2: Hire a Web Developer (Week 2)
They will research local and online developers, compare prices and look at examples of previous work. The chosen developer should have experience designing websites for small businesses and e-commerce platforms. A fixed-price contract should be signed to manage costs.

Step 3: Website Design and Build (Weeks 3–6)
During this stage, the developer will create the website structure, design the layout, upload images of products and add descriptions. Liam and Priya will provide all necessary content, photos and branding. Regular communication is essential to make sure the project stays on track.

Step 4: Testing and Feedback (Week 7)
The team will test the website on different devices, check how the pages load, ensure that the payment system works correctly and confirm that the ordering process is simple. They may also invite a few loyal customers to try the website and give feedback.

Step 5: Launch and Promotion (Week 8)
Once the website is working smoothly, it can be launched officially. Green Haven will then announce the new website on social media and offer a small discount to first-time online customers to encourage usage.

This implementation plan ensures that the process is structured, efficient and manageable for a small business with limited resources.

Means of Measuring Effectiveness of Implementation of Selected Solution
To measure whether the solution is effective, Green Haven must use clear metrics and objectives. The main Key Performance Indicator (KPI) chosen is the number of completed online orders each month, because this directly shows whether the new website is generating more sales.

Additional measurements include website traffic, the average time spent on each page, bounce rate (how quickly people leave the site), checkout abandonment rate and customer satisfaction ratings collected through online surveys. These indicators help the owners understand how customers are interacting with the website and whether they find it convenient.

The SMART objectives for this project include:
· Specific: Increase monthly online orders by 25% within three months of launching the new website.
· Measurable: Use website analytics to track order numbers, traffic and customer behaviour.
· Attainable: The target is realistic because customers prefer online shopping and competitors show strong online growth.
· Relevant: The objective supports the main business goal of increasing sales.
· Time-Bound: The goal should be achieved by the end of the third month after launch.

Measuring these outcomes helps Green Haven understand whether the investment was worthwhile and gives direction for future improvements, including digital marketing campaigns.

Key Findings
· The main business problem is Green Haven’s outdated website and weak online presence, which prevents customers from buying easily and reduces sales.
· Two solutions were explored: website redesign and improved digital marketing.
· Website redesign was selected because it directly fixes the core issue and creates a strong foundation for long-term digital success.
· The PMI and risk analyses show that while there are some risks, such as cost overruns, they can be managed through planning and fixed-price contracts.
· The implementation plan provides a step-by-step process from planning to launch.
· Effectiveness will be measured using clear KPIs and SMART goals, including increased online orders and improved customer satisfaction.

Another key finding is that the business already has strong products and a good reputation in the local community, but these strengths are not being shown properly online. This means that the problem is not the quality of the flowers, but the way the business presents itself to customers on the internet. By improving the website, Green Haven can show its unique designs, eco-friendly values and seasonal products in a more attractive way.

It was also found that customers want a faster and more convenient buying process. Many people now prefer to order online rather than visit a physical shop, especially when they are busy or need last-minute gifts. A modern website with clear prices, easy navigation and reliable delivery choices will meet these customer expectations and help the business increase online orders.

Another important finding is that the business owners, Liam and Priya, are already willing to make changes and learn new digital skills. This increases the chances that the new website will be looked after properly after it launches. When staff understand how to update products, check orders and respond to customers online, the new system will run smoothly and support long-term success.

The report also shows that improving the website will help all future marketing efforts. Once the website is updated, social media posts, paid ads and emails will lead customers to a professional and easy-to-use online shop. This makes future marketing more effective and helps the business grow its customer base over time.

Finally, it is clear that investing in the website is not just a short-term fix but an important step for the future of the business. Consumer shopping habits will continue to move online, so Green Haven must adapt now to stay competitive. Modernising the website gives the business a stronger position in the local market and helps protect it from further sales decline.
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Grid Analysis Table

	Criteria

	Weighting (1–5)

		
	
	Solution A: Website Redesign (Score 1–5)
	



	Weighted Score 

	Solution B: Digital Marketing (Score 1–5)

	Weighted Score B 


	Customer Impact
      
	   
    5
	
 5
	  
   25
	
   3
	
  15

	Long-Term Benefit


	

   5
	

 5
	

  25
	

 4
	
 20

	Cost


	   
    3
	 
 3
	
   9
	
  5
	
 15 

	Ease of Implementation


	

   3
	

 3
	
   9
	

   4
	
 12 

	Ability to Solve Main Problem


	

  5 
	

 5
	

  25
	
   3
	
 15 

	Total 
	   -
	  -
	  93
	  -
	77




Conclusion: Solution A scores higher and is therefore the most appropriate option.





Appendix 1

PMI Analysis Table

	Solution A

	Plus
	Minus
	Interesting

	Improves customer experience

	Higher upfront cost

	Allows new features like subscriptions


	
Makes ordering easier

	Takes time to develop

	Could increase online sales long-term


	Solves main problem directly


	Requires technical skills

	Modern design improves brand image


	Increases online sales potential


	Possible delays

	Supports future marketing campaigns


	
TOTAL:  +8 
	
TOTAL: -3
	
TOTAL: +4



[bookmark: _Hlk210816971]Therefore: Final Answer for Solution A = +9


	Solution B

	Plus
	Minus
	Interesting

	Low cost to start

	Less effective without a good website

	Helps reach younger customers


	
Boosts visibility quickly

	Does not fix website problems

	Could increase social media engagement


	
Easy to implement

	Needs ongoing effort

	Can support seasonal promotions


	
TOTAL: +6
	
TOTAL: -2
	
TOTAL: +3



Therefore: Final Answer for Solution B = +7



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 development delays


	

3
	

4
	

12
	Set clear deadlines; hold weekly meetings with developer


	Prioritise essential features so the website can still launch on time


	2
	
Unexpected cost increases

	

3
	

5
	

15
	Use a fixed-price contract; agree on all features at the start

	Remove non-essential features and use a 10–15% contingency budget


	3
	Website security issues (payment/ data problems)


	

2
	

5
	

10
		
	
	
	
	Use secure payment providers (SSL, Stripe, PayPal)



	Temporarily pause checkout and fix issues immediately to protect customers


	4
	Low customer adoption after launch

	

2
	

3
	6
	User testing before launch; offer promotional discounts

	Promote the new website heavily and collect customer feedback


	5
	Technical bugs (slow pages, broken links)

	

3
	
4
	
12
	Test website on all devices (mobile, tablet, PC)

	Ask developer to fix bugs fast; keep customers updated


	6
	Poor communication with developer

	
2
	
4
	
8
	Use written agreements and clear instructions

	Adjust the project timeline and expectations early











Appendix 3
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	


	
Define website needs, features and design style


	

Week 1

	

Liam & Priya

	



	2
	


	

Research and hire a web developer

	

Week 2


	

Liam

	



	3
	


	
Build and design the website (layout, checkout, delivery options, subscriptions)


	

Weeks 3–6

	
Web developer

	



	4
	


	
Provide photos, product descriptions, brand colours and text for the website


	

Weeks 3–6

	

Priya 
	



	5
	


	
Test website on mobile, tablet and laptop; check payment systems


	

Week 7

	
Liam, priya and staff team

	



	6
	
	Fix technical issues

	Week 7
	Developer 
	

	7
	
	Launch the website

	Week 8 
	Liam and priya
	

	8
	
	Promote launch
	Week 8
	Priya
	




· 

Appendix 4

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase the number of online orders by improving the website design and making the ordering process easier for customers.






	

Track the number of completed online orders each month using website analytics.




	

This goal can be reached because customers already prefer buying online, and the new website will make it easier for them.

	

  Increasing online sales directly helps fix the main problem of weak digital presence.

	

Achieve at least a 25% increase in online orders within 3 months after launching the new website.
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