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[bookmark: _Hlk205982484] 1.Overview of Case-study
[bookmark: _Hlk205979492]​
Green Haven Florists is a small independent flower shop based in Norwich, specialising in bespoke and sustainable floral arrangements. Over the past 12 months, the business has experienced a 30% decline in in-store sales. ​
The main problem is declining in-store sales caused by structural changes in the market.  External factors such as declining high street footfall (British Retail Consortium, 2023), rising inflation (Office for National Statistics, 2023) and strong online competition (PwC, 2023) have intensified pressure on traditional retailers. ​
Industry reports indicate that the UK florist market remains highly competitive and price-sensitive (IBISWorld, 2024). ​Internally, limited digital marketing and weak use of customer data further reduce competitiveness.​

These combined issues suggest that the decline reflects broader technological and economic shifts requiring strategic adaptation (Mintel, 2023).

[bookmark: _Hlk205982497]2. Two Proposed Solutions
Solution A Proposal
Website Enhancement​

This solution focuses on improving Green Haven’s website. The business should update its website to make online ordering easier. A modern, user-friendly website can help customers browse products and complete purchases more efficiently.
As more customers prefer to shop online (PwC, 2023), having a stronger digital presence would help the company reach a wider audience (Mintel, 2023). ​
This solution is realistic for a small business because it can be introduced gradually and does not require major structural changes. By improving its website, Green Haven can reduce its reliance on declining in-store footfall (British Retail Consortium, 2023) and increase overall sales.


Solution B Proposal
Launching a Subscription and Loyalty Programme​

Solution B proposes introducing a flower subscription service together with a simple customer loyalty programme. Customers could sign up to receive regular flower deliveries, for example on a weekly or monthly basis, at a discounted price. Loyalty rewards such as discounts or special offers could also encourage repeat purchases. This approach may help Green Haven develop stronger long-term relationships with customers and create a more predictable income stream. Research suggests that subscription services can improve customer retention and brand loyalty (Kotler and Keller, 2022). However, this solution may require additional organisation, marketing effort and delivery coordination.

3. Evaluation Results and Justifications
The two proposed solutions were evaluated using a Grid Analysis technique (Tague, 2005). The risk analysis is provide in Appendix 1.The criteria included impact on sales, cost, feasibility and long-term sustainability. Impact was given the highest weighting because declining sales is the main issue affecting the business (IBISWorld, 2024). Cost and feasibility were also important, as small businesses usually operate with limited resources (Slack, Brandon-Jones and Burgess, 2022). Based on the results, Solution A achieved the highest score. This is because it responds directly to current market trends and increasing online shopping (PwC, 2023; Mintel, 2023). Therefore, Solution A is the most appropriate option.

[bookmark: _Hlk205982530] 4. Risk Analysis Results and Justifications

Implementing a website enhancement strategy for Green Haven Florists involves several risks, as shown in Appendix 2. The main risks include low customer engagement with the new website, potential technical issues during development, and delays in completing the website project. These challenges are common in small businesses adopting digital solutions due to limited resources and experience (Slack, Brandon-Jones and Burgess, 2022).
The risks were assessed using likelihood and impact, allowing evaluation based on both probability and severity (Tague, 2005). However, these risks can be reduced through practical measures such as working with an experienced web developer, setting clear project deadlines, and ensuring the website is user-friendly and well tested before launch.
Overall, the risks are manageable, and the proposed website enhancement solution remains realistic and suitable for the business (Johnson, Whittington and Scholes, 2023).

 5. Justifications for the Implementation Plan
The implementation plan is organised in a logical sequence to ensure efficient use of resources and effective execution of the strategy. Website redesign and development are completed  as it forms the foundation for improving the company’s online presence and enabling online sales. A functional and user-friendly website allows customers to easily browse products and place orders, which directly supports revenue growth. Responsibilities are shared between the business owners and an external website developer to ensure professional results while maintaining control over key decisions. The six-month timeframe provides sufficient time to design, develop, test, and refine the website without disrupting daily operations.
A structured implementation plan supports effective change management by clearly defining tasks, responsibilities, and timelines, which improves coordination and reduces operational risk (Johnson, Whittington and Scholes, 2023).

[bookmark: _Hlk205981688]6b.Justifications for the KPI and SMART Objectives
A suitable Key Performance Indicator (KPI) for evaluating the success of the strategy is the growth in online sales revenue. The objective should follow SMART principles. For example, Green Haven aims to increase online sales by 20% within 12 months following the launch of the improved website and digital marketing campaign. This objective is specific because it focuses on online sales, measurable through financial reports and website analytics, achievable based on current industry trends, relevant to the company’s declining sales problem, and time-bound within a one-year period. Using SMART objectives helps the business set clear targets and monitor progress effectively over time (Kotler and Keller, 2022).
[bookmark: _Hlk208302504]7.Key Findings
· Green Haven Florists has experienced declining in-store sales due to reduced high street footfall and increased competition from online retailers.
· Internal weaknesses, such as an outdated website, have reduced the company’s competitiveness.
· Solution A (website enhancement) was selected as the most suitable option based on Grid Analysis results.
· This solution is considered practical, cost-effective, and aligned with current consumer behaviour and market trends. (PwC, 2023; Mintel, 2023).
· The proposed risks are manageable and can be reduced through external support, clear planning, and careful implementation.
· A structured implementation plan and KPI will help monitor progress and evaluate the success of the strategy.
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[bookmark: _Hlk205987492]Appendix 1 – Task 3a

Grid Analysis Table

	Factors to consider
	Impact on sales
	Implementation cost
	Feasibility
	Long-term sustainability
	Total

	Weighting
	5
	4
	4
	3
	

	Solution A
	5 = 25
	4=16
	5=20
	5=15
	76

	Solution B
	4 = 20
	3=12
	3=12
	5=15
	59








Appendix 2 – 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 X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	Low customer engagement with the new website (customers may not use online ordering)
	3
	4
	12
	Ensure the website is user-friendly, clearly structured, and easy to navigate
	Improve website design and layout based on user feedback and analytics

	2
	Technical issues or delays during website development
	3
	3
	9
	Use external support 
	Resolve issues quickly and use temporary ordering methods (e.g. phone orders)

	3
	Higher than expected development costs
	2
	4
	8
	Agree budget in advance and compare developer options
	Fix issues quickly and provide alternative ordering (phone/social media)




Appendix 3 – Task 5a
Implementation Plan
Problem: Declining in-store sales and low online presence
Solution:  Website Enhancement​
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Website redesign

	First, analyse current website issues. Second, define requirements. Third, plan structure of the new website with online ordering.
	01/03/2026 – 30/04/2026

	External web developer + Business owners

	Website requirements documented and structure agreed


	2
	
Website development
	Develop the website, including layout, product pages, and online ordering functionality.
	01/03/2026-30/06/2026


	External web developer
	Fully developed website ready for testing


	3
	Website testing
	Test functionality, usability, and online ordering system. Fix any errors identified.

	01/03/2026-30/07/2026
	External web developer + business owners
	Website fully tested with no major errors


	4
	Website launch and monitoring
	Launch the website and monitor performance, including user experience and sales data. Make small improvements if needed.

	01/03/2026-30/08/2026

	Business owners


	Website live with performance data being tracked








The use of a structured implementation plan helps organisations manage change effectively by clearly defining tasks, responsibilities and timelines (Johnson, Whittington and Scholes, 2023).

Appendix 4 – Task 6a

The Key Performance Indicator is: the percentage increase in online sales revenue over a 12-month period.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase online sales revenue by 20%


	
20% growth in online sales

	
Based on market trends and digital strategy

	
Addresses declining sales problem



	

Within 12 months
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