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Green Haven Florists, a small, independent flower shop in Norwich, UK, was founded in 2016 by partners Liam and Priya Patel. Known for its bespoke floral arrangements, eco-friendly packaging, and community focus, the shop built a loyal customer base. However, over the past year, the business has faced a significant decline in revenue and foot traffic, struggling to adapt to a rapidly evolving retail landscape. Rising operational costs, increased competition from online florists, and shifting consumer preferences have put the business under pressure. This case study explores the challenges Green Haven faces and how Liam and Priya can reposition the shop for future success.
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[bookmark: _Toc213176485][bookmark: _Toc213176526]Solution A – Digital 
 I propose the development of an updated, mobile-friendly website with integrated e-commerce and subscription services. The website should offer easy navigation, flexible delivery options, and streamlined online ordering to enhance customer experience. Additionally, a robust digital marketing strategy—focused on social media ads, influencer partnerships, and targeted promotions—will increase visibility and attract new customers. By modernizing its online presence, Green Haven can better compete with larger flower retailers, meet consumer demand for convenience, and drive online sales, ultimately reversing the decline in revenue and ensuring long-term sustainability.
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 Solution B involves expanding Green Haven Florists' services to include a local delivery subscription model, offering customers regular flower deliveries on a weekly or monthly basis. This service can be tailored to different customer needs, such as personal bouquets, corporate arrangements, or event decorations. By focusing on convenience and recurring business, this model will help stabilize revenue, reduce dependency on sporadic foot traffic, and foster customer loyalty. Paired with targeted email marketing to promote the subscription service, this solution will provide a steady cash flow, build a stronger customer base, and differentiate Green Haven from competitors in the local market.
[bookmark: _Toc213176487][bookmark: _Toc213176528]Justification for Selected Solution (via Grid Analysis)

	Criteria
	Solution A: Website Overhaul
	Solution B: Delivery Subscription

	Feasibility
	Medium: Requires significant investment in web design and digital marketing expertise.
	High: Utilises existing resources (local delivery and floral arrangements).

	Cost of Implementation
	High: Website development, marketing campaigns, and tech integration.
	Moderate: Additional logistics for delivery and minimal tech investment for subscription management.

	Revenue Impact
	Medium: May increase online sales but may take time to see ROI.
	High: Provides recurring revenue through subscriptions, stabilizing cash flow.

	Customer Demand
	High: Customers seek convenience and a modern online shopping experience.
	High: Customers desire flexibility and regular deliveries, which could encourage loyalty.

	Competitive Advantage
	Medium: Enhances digital presence but may not differentiate enough from competitors.
	High: Subscription service creates a unique offering and customer loyalty in a competitive market.

	Long-Term Sustainability
	Medium: Digital marketing and online presence need constant updates to stay relevant.
	High: Subscription model ensures steady income and enhances brand loyalty, adaptable for growth.

	Impact on Brand Image
	High: Improves modern appeal and customer convenience.
	High: Strengthens brand loyalty by offering personalized, flexible services.

	Market Differentiation
	Medium: Common in the industry, not highly differentiated.
	High: Subscription service is unique locally, differentiating Green Haven from larger online competitors.
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Solution B: Local Delivery Subscription Model is the preferred option for Green Haven Florists. It provides a stable, recurring revenue stream and strengthens customer loyalty, addressing the core issue of declining foot traffic. Unlike the website overhaul, which requires substantial investment and may take time to generate ROI, the subscription model leverages existing resources and offers a quick, cost-effective solution. This model differentiates Green Haven from both boutique florists and larger online retailers by offering personalized, flexible services. It ensures long-term sustainability by stabilizing cash flow and meeting customer demand for convenience and regular delivery (Payne & Frow, 2017).
The grid analysis in Appendix 1 indicates that Solution B, the Local Delivery Subscription Model, is the best choice for Green Haven Florists. Evaluation criteria included feasibility, cost, revenue impact, customer demand, competitive advantage, and long-term sustainability. By assigning the greatest weight to revenue impact (25%) and customer demand (20%), the analysis emphasizes Green Haven’s priority of stable, ongoing income and fostering customer loyalty. Solution B performed strongly across all areas, delivering immediate subscription revenue, catering to customer demand for convenience, and establishing a scalable, sustainable business model that sets Green Haven apart from competitors.
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The responsibilities for implementing Solution B: Local Delivery Subscription Model are organized to prioritize core aspects first, according to the Implementation Plan in Appendix 3. Task 1: To make sure the system is functional and easy to use, it is crucial to set up the subscription platform (Weeks 1-2). Task 2: Since effective delivery is essential to client happiness, setting up delivery logistics (Weeks 2-4) comes next. Task 3: Using the existing platform and logistics, a marketing effort is launched in Weeks 4-6 to draw in the first subscribers. Task 4: To improve the service, monitoring and feedback gathering are ongoing starting in Week 6. Liam and Priya share responsibilities to guarantee a smooth procedure. This sequence guarantees a logical, effective rollout with little chance of interruption.
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Based on the KPI and SMART Objective table in Appendix 4, the proposed Key Performance Indicator (KPI) is customer subscription growth. This metric directly measures the effectiveness of the local delivery subscription model by tracking new sign-ups and retention rates (Kotler et al., 2019). The SMART objectives set are:
1. Specific: Achieve a 20% increase in subscriptions within the first 3 months.
2. Measurable: Track new subscribers and renewal rates using subscription software (Chaffey, 2020).
3. Achievable: Set a realistic target considering current market conditions.
4. Relevant: Directly correlates to increasing revenue and customer loyalty (Kumar & Shah, 2015).
5. Time-bound: Complete the first evaluation after 3 months.
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· Revenue Decline: Green Haven Florists has experienced a 30% decline in in-store sales over the past year, primarily due to reduced foot traffic and competition from online retailers.
· Customer Preferences: Customers are increasingly seeking convenience through online ordering and delivery options, highlighting a gap in Green Haven's current service offerings.
· Logistical Challenges: A shift to a subscription-based delivery model will require careful management of logistics and delivery partnerships.
· Market Differentiation: The subscription service offers a way for Green Haven to stand out from competitors by offering personalized, sustainable floral arrangements with local delivery.
· Customer Feedback: Many customers desire a more modern, user-friendly website and more flexible delivery options.
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	Criteria
	Weighting (1–5)
	Solution A: Digital Transformation
	Weighted Score A
	Solution B: Customer Retention
	Weighted Score B

	Cost Effectiveness
	3
	4
	12
	3
	9

	Implementation Ease
	2
	3
	6
	4
	8

	Customer Reach
	4
	5
	20
	3
	12

	Innovation Potential
	3
	5
	15
	3
	9

	Long-Term Sustainability
	4
	5
	20
	4
	16

	Total Weighted Score
	
	
	73
	
	54
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	What Could Cause a Risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L × I)
	Preventive / Mitigation Actions
	Contingency / Corrective Actions

	1. Website development issues (technical errors or downtime).
	4
	4
	16
	Conduct phased testing and engage experienced web developers.
	Maintain hybrid operations until full system stability achieved.

	2. Budget overruns due to unexpected technology costs.
	5
	4
	20
	Secure fixed-price contracts and phased payment milestones.
	Reallocate short-term reserves; defer secondary features.

	3. Staff resistance or skill gaps in using digital tools.
	3
	3
	9
	Provide comprehensive staff training and incentives.
	Recruit temporary support staff for transition period.

	4. Cybersecurity threats or data breaches.
	3
	5
	15
	Install secure SSL encryption, antivirus, and regular audits.
	Implement data recovery plan and notify customers promptly.

	5. Customer dissatisfaction during transition period.
	2
	4
	8
	Communicate transparently about service upgrades.
	Offer goodwill discounts or loyalty rewards to affected customers.
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	Initiative (What)
	Timeframe (When)
	Lead Role (Who)
	Status

	1. Run a digital capability audit and choose a website build partner.
	Month 1
	Owners (Liam & Priya)
	Not yet begun

	2. Architect, implement, and QA a responsive design online store. and a secure checkout flow.
	Months 2–4
	External Web Developer
	Queued

	3. Upskill staff on digital customer care, order-tracking workflows, and core data-security practices.
	Months 3–5
	Owners & IT Trainer
	In progress

	4. Launch the site and activate co-ordinated social campaigns. (Instagram, Facebook) and Google. Ads.
	Month 5
	Marketing Consultant
	Scheduled

	5. Gather user feedback analyze performance continuously. Measures, and improve procedures. iteratively.
	Ongoing (Month 6 onward)
	Owners & Staff
	In progress
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Purpose:
To define the main performance measure and demonstrate how it meets the SMART (Specific, Measurable, Attainable, Relevant, Time-Bound) criteria.
The Key Performance Indicator is:
“Increase online sales revenue by 30% within twelve months of implementing the new e-commerce platform.”
	Criterion
	Explanation

	Specific
	Focuses on online sales through the newly launched e-commerce website.

	Measurable
	Through monthly sales and increased shop earnings 

	Attainable
	Focus on marketing and improvement to shop

	Relevant
	Declines of sales with shop 

	Time-Bound
	With in a year to fix the problem 
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