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[bookmark: _Toc224930374]Overview of Case-study
Green Haven Florists, a small independent shop in Norwich established in 2016, is currently experiencing a critical business downturn, with a 30% decline in in-store sales. The root problem identified is the business's failure to adapt its traditional retail model to meet the digital expectations of modern consumers, who increasingly prefer the convenience and competitive pricing of large online retailers (Chaffey and Ellis-Chadwick, 2022). Contributing issues include an outdated and difficult-to-navigate website, a lack of consistent digital marketing, and rising operational costs due to supply chain disruptions (Christopher, 2016). To survive, the Patels must modernise their approach to capture both foot traffic and the growing online floral market, which increasingly values "digital-first" interactions (Solomon et al., 2019).

Two Proposed Solutions
Solution A: E-commerce Website Overhaul and Subscription Model
This involves a comprehensive redesign of the digital platform to support a full e-commerce experience and recurring subscription services. By modernising the interface, the shop can address negative customer feedback regarding navigation. The subscription model is particularly effective as it creates a predictable, recurring revenue stream, a concept known as the "Subscription Economy", which offsets unpredictable foot traffic (Tzuo, 2018). This stability allows the business to maintain its commitment to sustainable materials through better inventory forecasting (Bocken et al., 2014).
Solution B: Integrated Social Media and Local SEO Campaign
Solution B focuses on increasing brand visibility through targeted digital marketing. This includes optimising for local search terms (Local SEO) and creating a structured content strategy for Instagram to compete with boutique rivals (Miles, 2019). This strategy aims to bridge the gap between Green Haven’s community reputation and the younger demographic in Norwich, using visual storytelling to highlight eco-friendly arrangements (Kotler and Armstrong, 2020).

Evaluation Results and Justifications
Based on the PMI Analysis (Appendix 1), Solution A is the most appropriate strategy. The PMI evaluation criteria focused on revenue stability and long-term growth. Solution A was prioritised because it scored higher in the Grid analysis, meaning that fixes the underlying structural issue of a failing digital infrastructure rather than just providing a temporary promotional boost (De Bono, 1992).
While it requires a higher initial investment, the long-term customer lifetime value (CLV) generated by subscriptions justifies the financial weighting (Fader and Toms, 2018). Small firms often struggle with digital transitions, but those that invest in robust e-commerce frameworks see higher resilience against market fluctuations (Storey and Greene, 2010).

[bookmark: _Toc224930375]Risk Analysis Results and Justifications
The risk analysis (Appendix 2) highlights financial overrun and technical reliability as primary concerns. High weighting was given to technical stability because a secondary website failure would cause permanent reputational damage in the digital marketplace (Turban et al., 2018).
The solution remains reliable because mitigation strategies, such as using managed hosting and fixed-price development contracts, ensure that the Patels can manage the transition within their budget (Atrill, 2020). Effective risk management in SMEs requires prioritising high-impact threats that could halt operations (Project Management Institute, 2021).

[bookmark: _Toc224930376]Justifications for the Implementation Plan
The plan (Appendix 3) follows a logical four-month sequence. Prioritising vendor selection in Month 1 is justified as it establishes financial boundaries early, addressing the risk of "scope creep" common in IT projects (Kerzner, 2017).
The division of labour leverages Liam’s logistics skills and Priya’s creative oversight. This phased approach ensures the system is fully tested (UAT - User Acceptance Testing) before the launch, guaranteeing a seamless customer experience (Pinto, 2019). Integrating operational changes gradually reduces "change fatigue" within small teams (Slack et al., 2016).
[bookmark: _Toc224930377]Justifications for the KPI and SMART Objectives
The primary KPI is Monthly Online Revenue Growth. This metric is essential for monitoring the recovery of the 30% sales loss. The SMART objectives (Appendix 4) provide specific, time-bound targets to measure the success of the £3,600+ investment (Drucker, 1954).
Utilising data-driven metrics allows the Patels to transition from reactive management to proactive strategic planning (Brynjolfsson and McElheran, 2016). Without these metrics, the business would lack the "web analytics" necessary to understand customer conversion paths (Chaffey and Patron, 2012).
[bookmark: _Toc224930378]Key Findings
Reviewing the comprehensive analysis of Green Haven Florists, the following findings are critical for future success:
· Digital Necessity: Green Haven cannot recover its 30% loss without a modern e-commerce platform.
· Recurring Revenue: Subscriptions offer the most reliable path to financial stability in a fluctuating market.
· Risk Mitigation: Financial control and technical hosting are the two most important factors for project success.
· Content is Key: Success depends on translating the shop’s "bespoke" quality into a digital format through high-quality visual content (Miles, 2019).
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[bookmark: _Toc224930381]Appendix 1: PMI Analysis Table 
	Solution A: E-commerce
	Plus (+)
	Minus (-)
	Interesting (?)

	User Experience
	Solves navigation issues.
	Initial learning curve.
	Customer data collection.

	Financials
	Recurring revenue stream.
	High setup costs.
	Potential for corporate B2B.

	Competition
	Matches online rivals.
	Maintenance time.
	Eco-friendly niche growth.



Justification for PMI: The PMI technique was used to weigh the long-term benefits against the immediate costs. Solution A scored significantly higher in the "Plus" category due to its structural impact on the business model (De Bono, 1992).

Appendix 1 Contextual Note:
The PMI analysis was conducted by comparing the unique sustainable ethos of Green Haven against the technical demands of 2026. The 'Interesting' column highlights that a subscription model could potentially attract corporate clients in Norwich, which would be a new and highly profitable segment for the business.


[bookmark: _Toc224930382]
Appendix 2: Risk Analysis Table 
	Risk description
	Likelihood (1–5)
	Impact (1–5)
	Factor (L x I)

	Budget Overrun
	3
	4
	12

	Technical Crash
	2
	5
	10

	Low Adoption
	2
	3
	6



Justification for Risk Analysis: Three primary factors were analysed based on their potential to disrupt the recovery plan. The criteria prioritise financial safety, which is vital given Green Haven’s current revenue struggle (Project Management Institute, 2021).

Appendix 2 Contextual Note:
The Risk Factor of 12 for Financial Overrun was calculated because the business is already struggling with rising costs for sustainable materials and inflation. This makes budget control the most important operational priority for Liam and Priya during the implementation phase.









[bookmark: _Toc224930383]Appendix 3: Implementation Plan 
Problem: Decline in sales. Solution: E-commerce Subscriptions.
	Task
	What
	When
	Who

	1. Planning
	Vendor selection and audit.
	Month 1
	Liam Patel

	2. Build
	Website development and UX.
	Month 2-3
	Web Developer

	3. Content
	Photography and copywriting.
	Month 3
	Priya Patel

	4. Launch
	Marketing and go-live.
	Month 4
	Liam & Priya



Justification for Plan: This plan addresses the need for professionalisation while respecting the partners' roles. The four-stage process allows for adequate testing before committing to the final launch (Pinto, 2019).

Appendix 3 Contextual Note:
The scheduling of this four-month implementation plan is designed to balance the digital transition with the daily operational demands of running a physical shop. By allocating the first month solely to vendor selection and auditing, Liam can ensure that the business does not commit to a platform that exceeds its technical or financial capacity. The decision to split responsibilities reflects a strategic division of labour: Liam’s focus on technical logistics ensures system stability, while Priya’s focus on professional photography ensures the "bespoke" quality of the brand is accurately translated into a digital format. This phased approach allows for a "soft launch" and testing period, which is critical for identifying technical glitches before the full promotional campaign begins.




[bookmark: _Toc224930384]Appendix 4: KPI and SMART Table 
KPI: Monthly Online Revenue Growth.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online sales via the new subscription service.
	Target: 15% growth in revenue.
	Based on 30% loss and market trends.
	Replaces lost foot traffic.
	Reviewed 6 months after launch.



Justification for SMART: These objectives ensure that the business stays focused on recovery targets rather than just "vanity metrics" like social media likes (Drucker, 1954).

Appendix 4 Contextual Note:
The selection of Monthly Online Revenue Growth as the primary KPI is justified by the urgent need to address the 30% decline in sales mentioned in the case study. While traditional marketing might focus on social media engagement, this objective prioritises actual financial recovery to ensure long-term sustainability. The SMART framework is applied here to transition Green Haven from a reactive management style to a proactive, data-driven approach. A target of 15% growth within the first six months is considered attainable as it seeks to reclaim half of the lost market share by providing the digital convenience that modern Norwich consumers now expect from boutique florists.
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