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1) Green Haven Florists is a small, well- known among Local community independent shop in Norwich known for bespoke arrangements and eco-friendly values. Nowadays, the business has struggled, facing a 30% drop in foot traffic and rising operational costs. The shop faces stiff competition from a trendy modern boutique with a strong Instagram presence and  with lower prices.  While online sales exist, they aren't enough Overview of the Case Study 
to cover the losses.  Currently, Green Haven’s website is out of days, and their digital marketing is weak. To survive, owners Liam and Priya must modernise their digital strategy and improve customer convenience.
2) Proposed Solutions 
• Solution A: Full Digital Transformation and E-commerce Upgrade.
This includes renovating the website to be mobile-friendly, attaching a "Floral Subscription" service, and providing flexible delivery slots. A professional website would address customer complaints about difficult navigation and let Green Haven to participate with national chains by suggesting a seamless online shopping experience.
• Solution B: Strategic Social Media and Influencer Marketing Campaign.
This solution focuses on building an emphasize popularity  on Instagram and TikTok. By collaboration with local Norwich influencers and using targeted ads, Green Haven can get to younger customers. This would help the shop compete with the new  "boutique florist". It would encourage people to order online and bring customers back into the physical shop for special in-store events. 
3A  Grid Analysis
I have compared two solutions:
1. Modernising the website and starting a subscription service.
2. Launching a social media campaign and partnering with local brands.
	Criteria(weight 1-5)
	Solution 1  (Website,      Subscription)
	Solution 2 (Partnership and Marketing)

	Cost to set up (5)
	3
	4

	Speed of return (4)
	5
	3

	        Brand fit (4)
	5
	5

	        Competition (3)
	4
	5

	        Total score
	57
	53



CONCLUSION: Solution 1 is the most effective way to modernise the Green  Heaven Florist and ensure  long-term profit,
because this solution fixes the customers` complaints about the current website being hard to use. Subscription Model creates a steady income to help the business compete with larger national chains.


3B) Justification for Preferred Solution 
The preferred choice is Solution A (Digital Transformation). While social media is important, the current website is a major obstacle to sales. Customers are already trying to buy online but find the site "difficult to navigate." By repairing the website first and attaching subscription models, the business generates a reliable, recurring revenue stream. This gives a solid foundation. After the website is fixed and easy to use, any new marketing , like social media, will work much better. This is because the site will actually turn visitors into paying customers rather than putting them off.



                                       Q 4A Risk Analysis 

	   Risk
	    Likelihood
        (L)
        
	     Impact
        ( I )
	Risk Rating (L*I)
	Mitigation Strategy

	Technical bugs on launch
	Medium
	High
	High
	Test the site fully before going live

	Low interest in subscriptions
	Medium
	Medium
	Medium
	Offer a discount for the first 3 months.

	Costs go over budget
	Low
	Medium
	Low
	Agree a fixed price with the web designer.



This table is a Risk Analysis for a new project to Green Heaven Florist , like launching a website, It supports a business prepare for potential issues by looking at three main things:
1. Likelihood: How  probably is it that the problem will happen?
2. Impact: How much damage will it cause if it does happen?
3. Risk Rating: A combination of the two to display which risks are the most serious.
Key Risks Identified:
· Technical Bugs: This is the biggest danger ( High Rating). If the site crashes.it is a disaster. So the plan is to test everything first.
· Low Interest: There is Medium chance people will not subscribe. To fix  this, they will offer a discount for the first three months.
Going Over Budget: This is Low risk. To keep costs down, they have  agreed on a fixed price with the design beforehand.
This is the way to “stay ahead of the game” by spotting trouble before it starts!


4B) Risk Analysis Result 
The main risk for the digital upgrade is the high initial cost and the potential for technical failure during the launch. There is also a risk that staff may find the new system difficult to manage. However, the analysis shows these risks are "Medium" and can be managed. By using a user-friendly platform (like Shopify) and conducting a phased rollout, Green Haven can reduce the danger. The risk of doing nothing is much higher, as the business is currently losing money every month due to an obsolete system.


                                       Q 5A Implementation Plan

	       Stage
	          Action
	        Timing
	 Responsibility

	Planning
	Write the brief for the website and subscription tiers.
	Weeks 1-2
	Liam and IT Consultant

	Build
	Create the site and set up secure payments
	Weeks 3-6
	Web Developer

	Promotion
	Post teasers on social media about the new service.
	Week 7
	Priya

	Go Live
	Launch the new website and send out first orders.
	Week 8
	Liam and Priya



This is  step-by-step guide for launching Green Heaven Florist`s new website and  subscription service. It explains what needs to happen, when it should happen, and who is it charge. There are four stages:
· Planning ( Weeks 1-2):
Liam and an IT Consultant work together to write a brief. This is the document that explains exactly how the website and subscription will work.
· Build ( Week 3-6):
The Web Developer builds the website. Their main job is to make sure the site works and that secure payments are set up so customers can pay safety.
· Promotion (Week 7):
Priya handles the marketing. She will post short adverts on social media to get customers excited about  the new service before it opens.
· Go Live (Week 8):
This is the “Grand Opening”. Liam and Priya launch the  site to the public and start sending out first orders to customers.
Why it is planned this way?
1. To avoid stress: It gives Liam and Priya plenty of time so they do not feel “overwhelmed”.
2. To save the business: The business is currently losing money because their old system is out of date. This new plan is made to fix that issue quickly and effectively.

It is a sensible, 8-week schedule to get the business back on track and making money again.

5B) Implementation Plan Justification 
The plan is spread over 12 weeks to ensure Liam and Priya aren't overwhelmed. It begins with website audit to find and fix current problems. During the middle weeks , we focus on building and testing the new subscription service to make sure it works smoothly. The final stage  involves launching  the site and training the owners so they can handle  orders themselves.  This order makes sense  because  you shouldn`t advertise a service until it is ready. We also prioritised professional photos early on, as looking good is vital for attracting high-paying flower customers.

6A & 6B) KPI and SMART Objective
Key Performance Indicator (KPI): Online Conversion Rate.
SMART Objective:  "Increase online sales revenue by 20% within the first six months following the website relaunch."
Insight:
We will use website analytics to track our progress. By comparing the number of visitors to the number of actual sales , we can tell if the new website is working. If sale stay low, we will know that we need to change  our prices or make the checkout easier. This is  the clearest way to see if our plan is actually making the business more profitable. 

Q 6B  Insight into Monitoring and Evaluation.
Increasing Online sales by 20% within 6  months will help Liam and Priya track their success. By checking these numbers every month, they can  see if their new website is actually working. If the figures are low , they can change the adverts or fix  technical issues quickly.  This stops them from wasting money and ensure the business stays profitable against bigger competitors.


Q7 Summary of Key Findings.
Green Heaven Florist lost 30% of their shop sales because of high costs, new competitors and bad website.

The Problem 
                                  


Build a new modern  website with a flower description service, which makes shopping easier.

The Solution



The main problem is technical trouble during the launch, but can be managed by testing the site early.


The Risk


By implementing 8 weeks plan, the shop can use its eco- friendly brand to compete with national chains and to win customers back. 


The Goal
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