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[bookmark: _Toc238862399]1. Overview of Case Study and Nature of Problem
Green Haven Florists is a small independent Norwich florist, established by Liam and Priya Patel in 2016. It offers custom-made solutions, environmentally friendly packaging, local sourcing, and personal service. But the case study shows in-store sales dropped by 30% over the past year and the slight rise in online orders hasn't made up for lost in-store traffic, resulting in an under pressure profitability. Customers are increasingly looking for online retailers that provide convenience, discounts and same day delivery and Green Haven are also struggling with increased costs, an outdated website, limited delivery flexibility and the increased competition from local businesses (University of Wales Trinity Saint David, 2026). This is reflected in the broader retail landscape, as online spending accounted for 28.3% of retail spending in Great Britain in December 2025 (Office for National Statistics, 2026).
[bookmark: _Toc238862400]2. Proposed Solutions
Solution 1: Modernise Green Haven's website and online ordering system. The new location would be mobile-friendly, easier to navigate and allow for secure online payment and scheduled delivery as well as click-and-collect and flower subscriptions. This solution is directly reacting to the feedback from the customers in the case study and providing customers with choice in their purchasing. Omni-Channel retailing studies demonstrate that online, mobile and physical channels are increasingly affecting the same customer journey and that it is beneficial for an independent retail business to connect these channels instead of seeing the shop and website as separate entities (Verhoef, 2015). Customer-experience studies also reveal that customers touch with companies in many ways, and that it is important to be consistent throughout the customer journey (Lemon, 2016).
Solution 2 is a structured digital marketing and customer-retention campaign. Regular Instagram content, local paid social advertising, seasonal email promotions and offers to encourage repeat purchases or click and collect visits could be helpful for Green Haven. This would be less expensive and quicker than a complete website redesign and would continue to support the florist's sustainable and community-based brand. Digital marketing provides techniques including social media, content marketing and conversion optimisation, which can help organisations reach out to customers and gauge their responses (Chaffey, 2022). But promotion is not the only solution to the issues customers discover with the website navigation and delivery. Employer NI will rise from 13.8% to 15% from April 2025 (HM Treasury, 2024), meaning cost control is an issue when Green Haven compares implementation options at a national level.
[bookmark: _Toc238862401]3. Evaluation of Proposed Solutions and Preferred Solution
A weighted Grid Analysis is used in Appendix 1 for both options. A decision matrix is appropriate when multiple alternatives are to be evaluated based on multiple criteria that are given different weights, and then a decision is to be made (American Society for Quality, n.d.). The score for Solution 1 is 124 while the score for Solution 2 is 103. This is more costly and slower, but more of the problem is solved at once: online usability, delivery flexibility, subscriptions and the link between online and physical sales. Solution 2 is still valuable as an ancillary activity, but it can lure customers into a substandard purchasing process if it is used alone. For this reason, Solution 1 is chosen, and digital promotion is not the main solution but rather is included during the launch stage.
[bookmark: _Toc238862402]4. Risk Analysis of Selected Solution
The principle risks of the chosen solution are listed in Appendix 2. According to ISO 31000, risk management is about identifying and mitigating risks to help achieve the organisation's goals and preserve value (International Organization for Standardization, 2018). Cost overrun, technical delay, low customer adoption and data-security problems are the top risks to Green Haven. However, these risks can be controlled if the owners have a clear budget, a staged development process and testing and a good supplier. Security is not something that can be added on to the website, it's a requirement for implementation because the website will hold customer information and customer payments. ICO guidance provides clear guidance on the need for appropriate technical and organisational measures to protect personal data, which includes risk analysis, secure systems and regular review (Information Commissioner’s Office, 2023). With these controls the overall risk level is acceptable for a small business.
[bookmark: _Toc238862403]5. Implementation Plan and Justification
A plan for implementing over 12 weeks, with six months monitoring, is included in Appendix 3. The order aims to minimise rework and disruption. Liam and Priya need to first agree requirements, budget and baseline level of online sales. Once this is done, a supplier may be chosen prior to design work beginning. Because they impact the entire customer experience, product information, payment, delivery schedules, pick-up and grab and subscription features should be developed first before testing. Security and privacy checks are planned prior to soft launch. Staff training is next, to ensure that orders are processed correctly from the first day. A soft launch in week 10 provides time for faults and confusing steps to be corrected prior to the full public launch. The division of responsibility should be the product content to Priya, staff communication and customer launch messages to Liam, and budget and supplier communication to Liam. Developer to be responsible for technical build, testing support and agreed security requirements.
[bookmark: _Toc238862404]6. KPI, SMART Objectives and Monitoring
One main KPI is identified in Appendix 4: Percentage change in monthly online sales revenue compared to the average monthly online sales revenue in the preceding 3 months to launch. A KPI should link to performance measurement and not be a multitude of measures that have no relationship to each other (Parmenter, 2019). The SMART objectives are formulated in such a way that progress can be monitored, based on a clear result and timeline. The original SMART approach to setting objectives focuses on the need for goals to be specific, measurable, assignable, realistic and time-related (Doran, 1981).
The KPI should be reviewed by Green Haven on a monthly basis for six months following the complete launch. The owners should take the actual online sales and compare them to the pre-launch baseline and note whether the proposed growth of 20% is met by month six. Also, the orders made on the website should be verified in terms of implementation objectives, such as delivery scheduling and subscription. Liam and Priya should take action if sales are below target for two consecutive months, by analysing customer feedback, website analytics and promotional activity, and then agreeing a corrective action. This establishes a straightforward monitoring loop whereby the evidence of performance is used to determine whether or not the solution needs to be modified.
[bookmark: _Toc238862405]7. Key Findings
The primary issue at Green Haven is a drop in in-store sales of 30% and evolving customer purchasing trends and poor digital skills.
Two solutions were explored: An enhanced ecommerce site and a planned online marketing and retention campaign.
The higher score is given to the website and online-service upgrade due to the greater number of root causes and customer needs being addressed in Grid Analysis.
The primary implementation risks are cost, technical delay, data security, preparedness of staff and customers, which can be mitigated by planned controls.
The owners will be able to check progress and correct it during 12-week implementation, which will be staged and monitored monthly, online.
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[bookmark: _Toc238862408]Appendix 1 – Grid Analysis
	Criterion
	Weight
	Solution 1: Rating (weighted score)
	Solution 2: Rating (weighted score)

	Expected effect on sales
	5
	5 (25)
	3 (15)

	Customer convenience
	5
	5 (25)
	2 (10)

	Response to root causes
	5
	5 (25)
	3 (15)

	Affordability
	4
	3 (12)
	5 (20)

	Implementation speed
	3
	3 (9)
	5 (15)

	Competitive value
	4
	4 (16)
	3 (12)

	Operational feasibility
	4
	3 (12)
	4 (16)

	Total weighted score
	
	124
	103


Scoring scale: 1 = very weak and 5 = very strong; weighted score = rating × weight.


[bookmark: _Toc238862409]Appendix 2 – Risk Analysis
	Risk
	Likelihood
	Impact
	Level
	Main control

	Cost overrun
	Medium
	High
	High
	Fixed-price quote and contingency

	Technical delay
	Medium
	High
	High
	Milestones and testing

	Data/payment security
	Medium
	High
	High
	Secure provider, access controls and privacy checks

	Low customer adoption
	Medium
	High
	High
	Soft launch, feedback and promotion

	Staff readiness
	Medium
	Medium
	Medium
	Training and written process

	Delivery pressure
	Medium
	Medium
	Medium
	Delivery zones and bookable slots




[bookmark: _Toc238862410]Appendix 3 – Implementation Plan
	Timing
	Activity
	Responsibility

	Week 1
	Agree requirements, budget and baseline
	Liam and Priya

	Weeks 2–3
	Select supplier and platform
	Liam

	Weeks 4–7
	Build website and ordering functions
	Developer with Priya

	Week 8
	Security, privacy and end-to-end testing
	Developer and owners

	Week 9
	Staff training and process rehearsal
	Priya

	Week 10
	Soft launch and customer feedback
	Liam and Priya

	Weeks 11–12
	Full launch and digital promotion
	Liam and Priya

	Months 1–6
	Monthly KPI review
	Liam and Priya




[bookmark: _Toc238862411]Appendix 4 – KPI and SMART Objectives
	Type
	Measure / objective
	Timing
	Responsibility

	KPI
	% change in monthly online sales revenue against the three-month pre-launch average
	Monthly
	Liam and Priya

	SMART 1
	Launch mobile-friendly website with payment, delivery, click-and-collect and subscription functions
	Within 12 weeks
	Owners and developer

	SMART 2
	Increase average monthly online sales revenue by 20% compared with the pre-launch baseline
	By end of month 6
	Liam and Priya

	SMART 3
	Review KPI monthly and agree corrective action after two consecutive months below planned trajectory
	Months 1–6
	Liam and Priya


Note: the 20% figure is a proposed performance target for this plan. It is not presented as historical Green Haven data.
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