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1. Overview of the Case Study 
Green Haven Florists is a small independent flower shop in Norwich that has traditionally thrived on bespoke arrangements, sustainable practices, and strong community relationships. Over the past year, however, the business has experienced a 30% decline in in-store sales, rising operational costs, and intensified competition from both boutique and national online retailers (Fresh Produce, 2025a). Customer feedback highlights issues with the outdated website and limited delivery flexibility, while the high street location has suffered reduced footfall. These combined pressures have weakened profitability and exposed the need for strategic modernisation to restore competitiveness and improve both in-store and online performance. 
[bookmark: _Hlk205982497] Two Proposed Solutions
Solution 1: Website Redesign and Digital Marketing Upgrade 
Green Haven’s outdated website and limited online presence are major barriers to growth. Customers have reported difficulties navigating the current site, and industry data shows that online floral purchasing continues to rise, driven by convenience and digital engagement (Fresh Produce, 2025b). A full website redesign—featuring mobile optimisation, improved navigation, online ordering, subscription options, and integrated delivery scheduling—would modernise the customer experience. Complementing this with targeted digital marketing (SEO, Instagram campaigns, Google Ads, and regular content) would increase visibility and attract younger demographics. This solution directly addresses customer complaints and aligns with broader consumer trends. 

Solution 2: In-Store Experience Enhancement and Local Partnerships 
To counter declining foot traffic, Green Haven could revitalise its in-store experience through workshops, seasonal events, loyalty schemes, and curated displays of eco-friendly products. Collaborating with local cafés, wedding venues, and community groups would strengthen brand presence and generate cross-promotion opportunities. This solution builds on the shop’s existing strengths—creativity, sustainability, and community ties—while differentiating the store from competitors who rely heavily on online sales. However, with high‑street footfall declining nationally, the long-term impact may be limited (Grand View Research, 2025). 

3. Evaluation of Solutions 
3a. PMI Analysis
A PMI analysis was conducted to compare the two proposed solutions (Proctor, 2018). The website redesign and digital marketing upgrade showed strong advantages in scalability, competitiveness, and alignment with customer expectations. However, it requires higher upfront investment and digital skills. The in-store experience enhancement offers strong community value and leverages existing strengths, but its impact is limited by declining footfall and external market conditions. The PMI results indicate that Solution 1 provides broader long-term benefits and addresses the business’s decline more effectively.

3b. Preferred Solution 
Based on the PMI analysis, Solution 1: Website Redesign and Digital Marketing Upgrade is the preferred option. It directly addresses the outdated digital presence, which customers have highlighted as a barrier to purchasing. It also positions Green Haven to compete with online retailers, attract new demographics, and increase convenience for existing customers. While the initial investment is higher, the long-term return is more substantial due to increased online visibility, improved user experience, and the potential for subscription-based recurring revenue. This solution offers the greatest potential to stabilise and grow both online and in-store sales. 
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4a. Risk Analysis 
A risk analysis was conducted to assess potential challenges associated with implementing the website redesign and digital marketing upgrade (Routledge, 2013). Key risks include budget overruns, delays in website development, limited digital expertise, and low initial customer engagement. External risks include changes in online consumer behaviour and increased competition. Each risk was evaluated for likelihood and impact, and mitigation strategies included phased budgeting, outsourcing to reputable developers, staff training, and targeted launch campaigns. Overall, the risks are manageable with appropriate planning and monitoring.

4b. Feasibility of the Selected Solution 
The risk analysis indicates that the selected solution is highly feasible. Although the project requires financial investment and digital capability, these risks can be mitigated through careful supplier selection, clear project timelines, and ongoing performance tracking. The benefits—improved customer experience, increased online sales, and enhanced competitiveness—significantly outweigh the risks. The solution aligns with market trends and customer expectations (Fresh Produce, 2025.), making it a strategic and sustainable choice. With structured implementation and effective marketing, Green Haven can achieve measurable improvements in revenue, customer engagement, and brand visibility. 



5a. Implementation Plan 
The implementation of the website redesign and digital marketing upgrade will follow a structured, phased approach. Phase 1 (Weeks 1–2) involves selecting a professional web developer, defining project requirements, and agreeing on timelines and costs. Phase 2 (Weeks 3–6) focuses on website development, including mobile optimisation, improved navigation, online ordering, subscription options, and integrated delivery scheduling. Regular progress reviews will ensure alignment with expectations. Phase 3 (Weeks 7–8) includes evaluating the website for usability, accessibility, and functionality, followed by staff training on managing online orders and updating content. Phase 4 (Weeks 9–10) launches the website alongside a targeted digital marketing campaign using SEO, social media advertising, and email marketing. Phase 5 (Weeks 11–12) involves monitoring website analytics, customer feedback, and sales data to identify areas for improvement. Responsibilities will be shared among Liam, the web developer, Priya, and a contracted digital marketing specialist. This structured plan ensures a smooth transition to a modernised digital platform.

5b. Justification of the Implementation Plan 
The phased approach ensures that the project is manageable, cost-effective, and aligned with Green Haven’s operational capacity. Early planning reduces the risk of delays or budget issues, while staged development allows for continuous feedback and quality control. (Routledge,2013.) Staff training is essential to ensure the team can confidently manage the new system. Launching the website alongside a digital marketing campaign maximises visibility and drives early engagement. The final monitoring phase ensures that performance data informs ongoing improvements. This structured sequence supports a smooth implementation and increases the likelihood of long-term success. 


6a. KPI and SMART Objectives 
To measure the effectiveness of the website redesign and digital marketing upgrade, the primary Key Performance Indicator (KPI) will be monthly online sales revenue. This KPI directly reflects the success of the improved digital platform and marketing efforts. The following SMART objectives support this KPI: 


. 
6b. Monitoring and Evaluation
The KPI and SMART objectives will be monitored using website analytics, sales reports, and digital marketing performance metrics. Tools such as Google Analytics will track website traffic, conversion rates, and customer behaviour, while sales data will measure revenue growth. Weekly reviews during the first month will identify early trends and allow for rapid adjustments to marketing campaigns or website features. Monthly evaluations will assess progress against the 25% sales growth target. Customer feedback collected through online surveys and reviews will provide qualitative insights. This structured monitoring approach ensures that the solution’s effectiveness is continuously evaluated and optimised. 

7. Key Findings Summary 
· Green Haven Florists faces declining footfall, rising costs, and increased competition from online retailers. 
· Two solutions were proposed: a website redesign with digital marketing and an enhanced in-store experience with local partnerships.                                                                 
· PMI analysis showed that the digital solution offers greater long-term impact and competitiveness. 
· Risk analysis confirmed that challenges are manageable with proper planning. 
· A phased implementation plan supports smooth delivery and staff readiness. 
· KPI and SMART objectives provide clear performance measures. 
Overall, the recommended solution strengthens online presence, improves customer experience, and supports sustainable business growth. (Parmenter,5015) 
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PMI Analysis Tab
	Solution 1

	Plus
	Minus
	Interesting

	Website Redesign & Digital Marketing; Modernises customer experience, increases online visibility    +5               
	Higher upfront cost; requires digital skills               -2
	Subscription services could generate recurring revenue +4

	In–Store Experience &Local Partnership:                  +5
	Limited impact due to reduced footfall        -3
	Differentiates from online competitors     +3

	
Strengthens community ties.
                                     +5
	Potential learning curve for the owners -3
	May support future partnership or e-commerce expansion +3

	
Enhances brand identity +5
	Dependence on external expertise -4
	Enables personalised marketing using customer data +3

	
TOTAL: 20
	
TOTAL: -12
	
TOTAL: +13



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution 1 = (20+13)-12 
                                                                     33-12=11

	Solution 2

	Plus
	Minus
	Interesting

	Strengthens community engagement and reinforces local identity                   +4
	Limited impact due to declining high- street footfall (Grandview Research,2025.)
                                     _-4
	Workshops could become a new revenue stream.
                                 4

	Low–cost workshops and loyalty schemes can increase retention. 
                                 +4
	Requires staff time and planning                       -3
	Seasonal events may attract attention on social media.  
                                 5               

	
Partners create cross-promotion opportunities +3
	Partnerships may be inconsistent                -3
	Could position Green Haven as a community hub. 3

	
Enhances experiential value, differentiating from online competitors                        +4
	Benefits may take longer to materialise.     -4
	

	
TOTAL: 15
	
TOTAL: -14
	
TOTAL: 12


Therefore: Overall Total for Solution 2 = (15+12) =27-12=15
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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 the risk of this happening?
	If it happens, what can you do to minimise the impact?

	1
	Budget overruns

	3
	5
	15
High
	Fixed – price contracts
	Phased payments

	2
	
Limited digital expertise 
	4
	3
	12
medium
	Staffing training 
	Outsource marketing 

	3
	
Low customer engagement 
	3
	3
	9
Medium
	Targeted ads
	Launch promotions 
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Implementation Plan

The implementation of the website redesign and digital marketing upgrade

	
	Task
	WHAT?

	WHEN?

	WHO?

	Done

	1
	
Phase 1

	
Select the development requirements.

	Weeks 1-2


	Liam & Priya


	Developer contracted, clear project brief agreed.



	2
	
Phase 2

	
Website build; content creation

	
Weeks 3-6

	web
Developer 

	Functional prototype completed; features aligned with the brief.



	3
	Phase 3


	Testing; staff training 


	
Weeks 7-8

	
Developer &Staff

	Website passes testing. Staff are confident using the system.



	4


	Phase 4 


	Website launch; marketing campaign 

	
Weeks 9-10

	
Marketing Specialist 

	Increase website traffic and customer engagement metrics.



	5
	Phase 5 
	Monitor analytics; adjust strategy 
	Weeks 11-12
	Liam & Priya 
	25% increase in online sales targeted
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The Key Performance Indicator is: monthly online sales revenue. The following SMART objectives support this KPI: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Increase online sales revenue by improving website functionality and targeting digital marketing. 




	


Achieve a 25% increase in online sales within three months of launch.


	


Based on current demand and digital improvements 


	


Aligns with the business‘s needs to strengthen online performance. 


	




To be achieved within 12 weeks post – launch 





2

