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 Overview of the Case Study and Problem 

Green Haven Florists, an independent flower shop in Norwich, has built a strong reputation since 2016 for bespoke arrangements, eco-friendly practices, and community engagement. However, over the past year, the business has experienced a 30% decline in in-store sales, driven by reduced high street footfall, increased competition from online retailers, and rising supply costs. Although online sales have grown slightly, they have not offset the losses. Additional challenges include an outdated website, limited digital marketing, and lack of flexible services such as subscriptions. These factors collectively threaten the firm’s profitability and long-term sustainability in an increasingly digital retail environment.

Proposed Solutions 

Solution 1: Development of an E-commerce Platform with Subscription Service

Green Haven should invest in a modern, user-friendly e-commerce website integrated with a subscription model (e.g., weekly or monthly flower deliveries). This platform would allow customers to browse products easily, customise arrangements, and select flexible delivery options.

This solution addresses key issues such as declining foot traffic and customer demand for convenience. Subscription services create recurring revenue, improve customer retention, and provide predictable income. Additionally, a well-designed website enhances brand perception and competes more effectively with online retailers. Integrating features such as same-day delivery and personalised recommendations would further strengthen competitiveness.

Solution 2: In-Store Experience Enhancement and Community Workshops

Green Haven could transform its physical store into an experiential space by offering floral workshops, events (e.g., wedding consultations), and seasonal promotions. These experiences would encourage customers to visit the store and engage more deeply with the brand.

This solution tackles declining footfall by creating a reason for customers to return to the high street. It leverages Green Haven’s existing strengthspersonalisation and community ties while differentiating it from online competitors. Workshops also generate additional revenue streams and enhance customer loyalty.

Evaluation Using PMI Technique 

Solution 1 (E-commerce & Subscription)
· Plus: Expands market reach, increases convenience, generates recurring revenue, improves competitiveness.
· Minus: High initial investment, requires technical expertise, ongoing maintenance costs.
· Interesting: Opportunity to collect customer data for personalised marketing.

Solution 2 (In-store Experience)
· Plus: Enhances customer engagement, strengthens brand identity, increases foot traffic.
· Minus: Limited scalability, dependent on local demand, staffing requirements.
· Interesting: Builds strong community loyalty and word-of-mouth promotion.

Preferred Solution and Justification 

Based on the PMI analysis, Solution 1 (E-commerce with subscription service) is the preferred option. While it requires a higher initial investment, it directly addresses the most critical issue: declining sales due to reduced foot traffic and growing online competition. Unlike the in-store experience solution, it offers scalability beyond the local market and aligns with changing consumer behaviour toward online purchasing. Additionally, the subscription model ensures recurring revenue, which improves financial stability. Although Solution 2 provides valuable brand engagement, it is insufficient on its own to reverse the broader market trends impacting Green Haven.

 Risk Analysis 

The implementation of an e-commerce platform presents several risks. Financial risk arises from the upfront investment in website development, digital marketing, and logistics. There is also a technological risk, including potential website malfunctions or cybersecurity issues. Operational risks include managing delivery logistics and maintaining product quality during transit. Additionally, there is a market risk if customers do not adopt the subscription model as expected. Finally, internal capability risk exists, as Liam and Priya currently lack advanced digital marketing and e-commerce experience.

Feasibility Assessment 

Despite these risks, the solution remains highly feasible. Financial risks can be mitigated by starting with a basic platform and scaling gradually. Technological risks can be reduced by outsourcing development to reputable providers. Operational challenges can be addressed through partnerships with local delivery services. Furthermore, digital skills gaps can be filled through training or hiring part-time specialists. Market demand for online convenience and subscriptions is well established, suggesting strong potential for adoption. Overall, the benefits outweigh the risks, making this a viable and strategically sound solution for long-term growth.

 Implementation Plan 

The implementation of the e-commerce platform should follow a structured, phased approach over approximately 4–6 months:

Phase 1: Planning (Weeks 1–3)
Define website requirements, including product catalogue, subscription options, and delivery features. Set budget and identify key objectives.

Phase 2: Development (Weeks 4–10)
Hire a web developer or agency to design and build the platform. Ensure mobile compatibility, secure payment systems, and user-friendly navigation.

Phase 3: Content Creation (Weeks 8–11)
Upload high-quality product images, descriptions, and pricing. Develop subscription packages and promotional offers.

Phase 4: Testing (Weeks 11–12)
Conduct usability testing to identify and fix technical issues. Test payment systems and delivery processes.

Phase 5: Launch (week 13)
Launch the website with a digital marketing campaign, including social media ads, email marketing, and local promotions.

Phase 6: Monitoring and Optimisation (Ongoing)
Track performance metrics, gather customer feedback, and continuously improve the platform.

Responsibilities should be divided between Liam (operations), Priya (customer experience), and external specialists (technical and marketing support).

 Justification of Implementation Plan 

The phased approach ensures manageable implementation and reduces risk. Starting with planning allows clear goal-setting and budget control. Development and content creation overlap to save time, ensuring efficiency. Testing is essential to avoid technical failures at launch, which could damage brand reputation. Assigning responsibilities based on strengths ensures effective management, while outsourcing technical tasks compensates for internal skill gaps. The inclusion of continuous monitoring ensures adaptability and long-term success. Overall, the structured timeline balances speed with quality, enabling Green Haven to transition smoothly into e-commerce.

 KPI and SMART Objectives 

Key Performance Indicator (KPI):
Monthly online sales revenue.

SMART Objectives:
· Specific: Increase online sales through the new website and subscription service.
· Measurable: Achieve a 25% increase in online sales within 6 months of launch.
· Achievable: Based on market trends and improved digital presence.
· Relevant: Directly addresses declining overall revenue.
· Time-bound: Within 6 months post-launch.

Additional objective: Acquire at least 100 subscription customers within the first 6 months.

Monitoring and Evaluation 

The KPI will be tracked using website analytics tools, allowing Liam and Priya to monitor sales trends in real time. Monthly reviews will assess progress against the 25% growth target. Subscription numbers will indicate customer retention and recurring revenue success. If targets are not met, adjustments can be made, such as improving marketing strategies, refining pricing, or enhancing user experience. Customer feedback and website behaviour data (e.g., bounce rates) will provide insights into performance. This data-driven approach ensures continuous improvement and allows Green Haven to respond quickly to market changes.

 Key Findings Summary
· Green Haven faces declining sales due to reduced foot traffic and increased online competition.
· Two solutions were identified: e-commerce development and in-store experience enhancement.
· E-commerce with subscription services was selected as the most effective and scalable solution.
· Risks include financial, technological, and operational challenges but can be mitigated.
· A phased implementation plan ensures structured and efficient execution.
· KPI and SMART objectives provide clear performance measurement.
· The proposed solution aligns with market trends and offers long-term growth potential.
· Overall, digital transformation is essential for Green Haven’s survival and competitiveness.
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