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Overview of the Case Study
Green Haven Florists is a small independent flower shop located in Norwich, which has developed a strong reputation for its personalised service and environmentally friendly approach. Since opening in 2016, the business has attracted a fairly loyal customer base, particularly among people who value sustainability and more unique floral arrangements.
However, over the past year, the situation has clearly changed. The business has experienced around a 30% drop in-store sales, which is quite significant for a small company. This seems to be linked to a wider decline in high street activity, but also to changing customer habits. More people now prefer to shop online, mainly because it is quicker and often cheaper.
At the same time, competition has increased. Larger online retailers offer convenience and lower prices, while never local competitors appear to be more active on social media. It is also worth mentioning that Green Haven’s website feels outdated , which may make it less appealing to potential customers. Overall, the business does not to be keeping up with how the market is changing.
It is also useful to briefly consider why small businesses like Green Haven often fine it more difficult to respond to market change compared to larger companies. Unlike bigger organizations, they usually have fewer financial resources and less access to specialist knowledge, especially in areas such as digital marketing or website development. This can slow down decision-marketing and limit to range of possible solutions.
In addition, independent business often rely heavily  on their existing customer base and local reputation. While this can be a strength, it may also become a limitation if customers behaviour start to change. In this case, it seems that Green Haven has not fully adapted to the increasing importance of online channels, which make to current problem more challenging.


Proposed Solutions
Solution 1: Development of a Modern E-commerce Website
One possible solution would be to redesign the company’s website and turn it into a proper e-commerce platform. At the moment, the website does not seem particularly user- friendly, and this could be limiting online sales more than expected.
Research suggests that customers are more likely to complete purchases when websites are simple to use and visually clear(Laudon and Traver, 2021). Because of this, improvements such as mobile optimisation, clearer navigation, and secure payments options could have a noticeable impact. Adding features like delivery tracking or customer reviews might also make the experience feel more trustworthy.
That being said, it is probably unrealistic to expect immediate results. Even with a better website, customers still need to find it, which means the business would have to engage more with digital marketing. This could be a challenge especially since the owners currently rely more on word-of-mouth.
From a practical point of view, improving the website could also make the ordering process quicker and less frustrating for customers. If the process is too complicated, people are choose another provider instead. Therefore, even small noticeable impact on sales.
It is also worth mentioning that a stronger online presence could help the business reach different types of customers, not just those who already know the brand. For example, people searching for last-minute gifts may come across the website through search engines. However, this would require regular update and some level of ongoing attention.

Solution2: Introduction of a Subscription-Based Model
Another options would be to introduce a subscription service, where customers receive flowers on a regular basis. This could be weekly or monthly, depending on what customers prefer.
This kind of model has become more popular in recent years because it creates a more stable income and encourages repeat purchases (Chaffey,2022). For Green Haven, it could also strengthen relationships with customers and reinforce its brand identity.
However, this idea is not without limitations. Not all customers will want to commit to regular deliveries, especially if they usually buy flowers for specific occasions. There is also the practical side to consider-managing subscriptions and deliveries could be quite demanding for a small team. Because of this, the benefits of this solution might take time to appear.
Another aspect to consider is that subscription services often work best when there is a clear added value for the customer. In this case, Green Haven could offer more personalised arrangements or seasonal designs, which may make the service feel more unique.
There is also the possibility of targeting business customers, such as offices or local companies, which may require regular floral arrangements. However, setting up such a system  would require careful organisation, and for a small team this could be slightly difficult at the beginning.

Evaluation (PMI Analysis)
	Solution
	Plus
	Minus
	Implications

	Website development
	Can reach more customers, easier to orders, looks more professional
	Cost money, needs time build, may need outside help
	Could improve sales in the long term, but results might not be immediate

	Subscription service
	Regular income, builds customer loyalty, something a bit different
	Not everyone will want it, could be hard to manage deliveries
	Might work better as an extra idea rather than the main solution



Justification of Preferred Solution
When comparing the two options, the website redevelopment seems like the more immediate priority. The main issue is clearly the shift towards online shopping, so improving the digital side of the business feels necessary.
The subscription model is interesting and could work well in the future, but on its own it does not really solve the current problems. It might actually depend on having a good website in the first place. For that reason, focusing on e-commers first seems like a more realistic step.
It is also important to consider the long-term impact of the chosen solution. While the website improvement may not solve all problems immediately, it creates a foundation for further development. For example, once the online platform is working effectively, additional features such as subscriptions or promotional campaigns can be added more easier.
 Another reason for selecting this solution is flexibility. Unlike the subscriptions model, which focuses on a specific type of customer behaviour, an improved website can support a wide range of activities. This makes it a more adaptable options in a uncertain market environment.

Risk Analysis
	Risk
	Likelihood
	Impact
	Mitigation

	High costs
	Medium
	High
	Try to keep within budget and maybe do it step by step

	Technical problems
	Medium
	Medium
	Use a professional website developer

	Customers not using the website
	Low
	High
	Promote it through social media and offers

	Lack of digital skills
	Medium
	Medium
	Learn basic skills or get support if needed



Another potential risk is related to customer expectations. Once the business moved online, customers may expect faster delivery time and a smoother service overall. If these expectations are not met, it could lead to negative reviews, which may affect the company’s reputation.
There is also learning curve involved. The owners may need time to become familiar with managing online orders, updating the website, or analysing performance date. While this is not necessarily a major risk, it could slow down the initial progress of the project.
Despite these challenges, most of the risk can be reduced with proper planning and a realistic approach.

Risk Evaluation
There are definitely some risks involved, especially in terms of cost and the possibility that the new website might not attract as many customers as expected. For a small business, this kind of investment can feel quite uncertain.
On the other hand, not  making any changes could be even more risky. If competitors continue improving their online presence, Green Haven may find it harder to keep up. In that sense, the business is already in a situation where doing nothing is not really a safe option either.
In addition, it is important to recognise that some risks may not appear immediately. For example, even if the website is launched successfully, it may take time before customers begin to use it regularly. This delay could make it seem as though the solution is not working, even if it simply needs more time to develop.
Another point to consider is that customers expectations may increase once the business moves online. Customers might expect faster delivery or a smoother ordering process, which could create additional pressure on the business. If these expectations are not met, it could lead to negative feedback.
Despite this, the risk do not appear to outweigh the potential benefits. With careful planning and realistic approach, most of these challenges should be manageable.

Implementation Plan
 Stage                 Activity                                               Time
	1
	Look at what customers want
	Around 2 weeks

	2
	Find someone to build website
	Around 2 weeks

	3
	Design and create the website
	6-8 weeks

	4
	Test everything works properly
	Around 2 weeks

	5
	Launch the website 
	1 week

	6
	Start promoting it online
	Ongoing



It is also important to consider how responsibilities will be divided during the implementation process. As a small business, Green Haven may not have dedicated staff for each task, which means the owners will likely need to manage several aspects at once. This could include communicating with the developer, reviewing progress, product information for the website.
Because of this, time management will be an important factor. Setting clear deadlines for each stage can help keep the project on track, although some  flexibility should be allowed in case of delays. For example, technical issues or design issues changes could extend the development phase.
Another key point is the launch stage. Rather than simply making the website live, it may be more effective to treat it as a small event. This could include promoting the launch on social media, offering discounts, or encouraging existing customers to try the new platform. This approach could help generate interest and increase traffic in the early stages.
Justification
The plan follows a fairly logical order, starting with research and ending with ongoing monitoring. This maker sense because it reduces the chances of making decision without enough information.
In reality, the owners would probably need help with the technical side, which might increase costs slightly. However, trying to do everything themselves could lead to more problems later on. Overall, the plan seems achievable, although it would depend on how well each stage is managed.
KPI and SMART Objective
      Element                                                   Description
	KPI
	Increase in online sales

	Specific
	Improve online sales by marketing the website easier and more attractive to use

	Measurable
	The business aims to increase online sales by around 25%

	Achievable
	 Should be possible if the website is improves and more people start using it

	Relevant
	Important because fewer people are coming into the shop

	Time-bound
	 Within 6 months after the  new website goes live



In additional to basic sales date, it may also be useful to track how customers interact with the website. For example, looking at how long users stay on the site or which pages they visit most  often could provide useful insights. This information can help identify areas that need improvement.
 It is also worth considering that not all results will be immediately visible. Some changes, such as increased brand awareness, may take longer to develop. Because of this, the business should avoid making quick decisions based on short-term date.
Customer feedback should also play an important role. Reviews, comments, or direct messages can highlight both strengths and weaknesses of the new system. Combining this qualitative feedback with quantitative date provides a more balanced evaluation.
Overall, measuring effectiveness should be seen as an ongoing process rather than a one-time check.

This KPI was chosen because it is simple to track and shows clearly whether the changes are actually working.

Monitoring and Evaluation
To measure whether the solution is working, the business would need to look at things like website traffic, number of order, and overall sales. These indicator should give a fairly clear idea of whether the changes are effective.
It is also important to be realistic about the timeline. Results are unlikely to appear immediately, and there may be some trial and error involved. Regular monitoring should help identify what is working and what needs to be adjusted.

                                                                                                          
Key Findings
· The business is being affected by changes in customer behaviour.
· Fewer people are shopping on the high street.
· Online competition is becoming more important.
· The current website is limiting growth.
· Improving e-commerce is the most practical solution.
· Subscription services could be useful later on.
· There are risks, but they are manageable.
· Ongoing evaluation will be important.
Looking at the situation more broadly, it becomes clear that the challenges faced by Green Haven are not unusual. Many small businesses are experiencing similar difficulties as the market becomes more digital. The key difference is how quickly and effectively they respond.
In this case, adapting to online trends appears to be necessary rather than optional. While the process may involve some risks and uncertainty, it also creates opportunities for growth and improvement. If managed carefully, the proposed solution could help the business not only recover but also become more competitive in the future.
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