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[bookmark: _Toc223795576]Task 1: Overview of Case Study
The company is a small independent flower shop, Green Haven Florists that was opened in 2016 in Norwich, the United Kingdom, by Liam and Priya Patel. The business has developed a brand image of customized floral designs, sustainable packaging, and involvement in community development. However, it is currently facing a massive drop: in-store sales have dropped by 30 percent in the past twelve months. The causal problem is complex, with it touching a multitude of problems, such as decreased footfall of high streets, growing competition of online stores and new local stores, and increased operational expenses. The reviews made by customers report shortcomings in digital aspects, such as an outdated website and minimal delivery services (Green Haven Florists, 2024). According to Kotler and Keller (2022), companies that do not match their digital presence according to consumer expectations are likely to lose competitive advantage in a short period.
[bookmark: _Toc223795577]Task 2: Two Proposed Solutions
Solution A: E-Commerce Website Redevelopment with Online Ordering
Solution A will support a total redesign of the Green Haven web site to incorporate a modern e-commerce application to support an online order placement, same-day delivery, and subscription flower shopping. The existing site has also been noted by the customers as old and hard to navigate. A study performed by Chaffey and Ellis-Chadwick (2022) shows that easy-to-navigate online storefronts significantly boost the conversion rate and retention levels. The subscription-based bouquet services offered by Green Haven would help alleviate the reliance on unpredictable foot traffic since the company would be making recurring income. Very specific to this solution is the disconnect between customer expectations and current digital offering of the firm, which aims at both reviving in-store and online sales.
Solution B: Social Media Marketing and Influencer Engagement Strategy
Solution B suggests a planned social media marketing plan, which includes regular content distribution on Instagram and Facebook, partnerships with local micro-influencers, and costly campaigns. Green Haven already has a strong Instagram presence that one of its new competitors is already using to find clients. Chaffey and Ellis-Chadwick (2022) argue that social media marketing is one of the most affordable avenues that small enterprises can use to create brand awareness and generate foot traffic. Green Haven can revive its local audience by investing in professional photography, themed content calendars, and local partnerships which would help them stand out among the larger and impersonal national chains.
[bookmark: _Toc223795578]Task 3(b): Evaluation Results and Justifications
Through the use of the PMI (Plus, Minus, Interesting) method (Debono, 2006) - as presented in the Appendix 1 - Solution A scored an overall of +3, and Solution B scored +1. Weighted factors in Solution A were to have a greater weight since they cover online and in-store recovery of revenue at the same time to provide scalable long-term business transformation. The requirements were customer accessibility, revenue diversification, and competitive position, all of which can be justified because the evidence presented in the case study indicates that the company had digital weaknesses. However, solution B, although good, has less of a wide reaching effect, focusing more on brand recognition than on direct, sales conversion. As a result, Solution 1 (e-commerce redevelopment) is chosen as the solution of choice since it addresses the root issue of Green Haven in the most holistic way.
[bookmark: _Toc223795579]Task 4(b): Risk Analysis Results and Justifications
Three major risks to Solution A were identified by the Risk Analysis (Appendix 2). The greatest risk score was budget overrun (Risk Factor: 12), which is an indicator of the financial insecurity of a small independent business. It was rated high on impact score since the resources are limited and hence cost escalation is harmful to Liam and Priya. Low customer adoption of the new platform (Risk Factor: 9) was the second risk that was alleviated with the help of a designed customer communication plan. The third risk, technical post-launch failure (Risk Factor: 6) has a lower probability given the correct IT support. Nonetheless, solution A could be considered as quite feasible: the preventative steps are well-defined, and the benefits of the solution in terms of revenues in the long term exceed the implementation difficulties in the short term (Cadle, Paul and Turner, 2014).
[bookmark: _Toc223795580]Task 5(b): Justifications for the Implementation Plan
The implementation plan (Appendix 3) is based on a rational four-step plan in twelve weeks. The plan begins by conducting a research and making a purchase (Weeks 1-2) since choosing a suitable web development vendor is the starting point as a wrong choice of a vendor may ruin all the other actions (Lock, 2020). The most time is allocated to the development and testing of a website since these stages are highly complex and central to the development (Weeks 3-8). Fully public launch (Weeks 11–15) follows a soft launch and staff training period (Weeks 910) to discover technical problems before reaching the highest number of customers. One is Liam, the owner of the main business in charge of procurement and control, and the other is Priya, the owner of the communication and launch campaign in the business, in charge of the customer relations. This division presents the strength of each partner and proper accountability is made accordingly.
[bookmark: _Toc223795581]Task 6(b): Justifications for the KPI and SMART Objectives
The chosen KPI is the Online Revenue (Percentage of Total Monthly Sales) (Appendix 4). The metric was selected as it directly relates to the success of the e-commerce solution to its main goal, which is to shift the revenue creation to the digital channel. Kaplan and Norton (1996) argue that KPIs should be closely related to the strategic goals, which this indicator fulfils. The SMART goals will have Green Haven achieving 20 percent of total monthly sales in the new online channel in 6 months after launching. This is a specific goal, which will be measured through the sales platform dashboard, achievable according to industry standards of small e-commerce enterprises (Chaffey and Ellis-Chadwick, 2022), which is relevant to the main issue and has a clear deadline of six months.
[bookmark: _Toc223795582]Task 7: Key Findings
· The issue of Green Haven Florists is a complex one: a 30% drop in in-store sales because of the decline in the number of people visiting its stores, the lack of digital capabilities, the increasing costs, and the growing competition.
· Two options were presented: redevelopment of the e-commerce websites (Solution A) and social media marketing plan (Solution B)
· PMI Analysis concluded that Solution A was the best choice, as it has the widest revenue implication and it tackles the underlying digital divide found in customer respondents.
· Solution A was found to be viable by the Risk Analysis and budget overrun was deemed the main risk, which can be addressed by incremental investment and vendor contracts.
· The implementation plan which is twelve weeks with specific roles assigned is a systematic way to proceed with the launching which will be followed by the KPI of online revenue percentage with a SMART goal of 20 per cent of the monthly sales after six months.
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[bookmark: _Toc223795585]Appendix 1 – Task 3a: PMI Analysis Table
Source: Based on de Bono (2006).

	Solution A – E-Commerce Website Redevelopment

	Plus (+)
	Minus (−)
	Interesting (?)

	Increases revenue streams via online orders and subscriptions
	High upfront development cost (£3,000–£8,000)
	Could attract new customer demographics not previously reached

	Resolves customer complaint about outdated, hard-to-navigate website
	Staff require training on new platform
	

	Facilitates the generation of 24/7 orders, which enhance the level of accessibility even after closing hours of the shop.
	
	

	Directly competitive with national online retailers offering delivery
	
	

	Total: +4
	Total: −2
	Total: +1


Overall Total for Solution A = +4 − 2 + 1 = +3

	Solution B – Social Media Marketing Strategy

	Plus (+)
	Minus (−)
	Interesting (?)

	Low-cost entry using existing platforms (Instagram, Facebook)
	Does not resolve website usability issues directly
	Could go viral, generating disproportionate brand exposure

	Establishes brand presence and interaction with the community.
	Results are slower and less predictable than direct sales
	

	Brand differentiation, sustainable and creative.
	
	

	
	
	

	Total: +4
	Total: −2
	Total: +1


Overall Total for Solution B = +3 − 2 + 1 = +2


[bookmark: _Toc223795586]Appendix 2 – Task 4a: Risk Analysis Table
Source: Adapted from Cadle, Paul and Turner (2014).

	Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L×I)
	Prevention
	Mitigation

	Budget Overrun
	3
	4
	12
	Obtain fixed-price quotes; set contingency budget of 15%
	Pause non-essential development phases; renegotiate with vendor

	Low Customer Adoption of Platform
	3
	3
	9
	Launch email/social media campaign; offer first-order discount
	Run targeted re-engagement promotions; gather feedback and iterate

	Technical Failure Post-Launch
	2
	3
	6
	Commission thorough pre-launch testing with IT vendor
	Maintain vendor support contract for 3 months post-launch




[bookmark: _Toc223795587]Appendix 3 – Task 5a: Implementation Plan
Problem: Decreasing in-store and online sales because of digital deficiencies.
Solution: E-Commerce Website Redevelopment with Online Ordering.
Source: Adapted from Lock (2020).
	#
	Task
	What
	When
	Who
	Done

	1
	Research & Procurement
	Find and choose a vendor of web development; discuss scope, schedule, and a fixed-price contract; do a benchmarking analysis of rival sites.
	Weeks 1–2
	Liam (lead)
	☐

	2
	Website Development & Testing
	Create the e-commerce tool including the online ordering system, subscription management and scheduling the delivery; conduct the internal user testing and the overall technical audit.
	Weeks 3–8
	Web Developer + Priya (UAT)
	☐

	3
	Soft Launch & Staff Training
	Introduce the site to the existing customers through email and social media; train Liam and Priya on the order management system; gather feedback and address the issues identified.
	Weeks 9–10
	Priya (lead) + Liam
	☐

	4
	Full Public Launch & Campaign
	Popularize the entire launch in all channels of communication; turn on paid social-media advertising; create a first-order discount; start with constant monitoring of the KPI.
	Weeks 11–12
	Priya (lead) + Web Developer
	☐




[bookmark: _Toc223795588]Appendix 4 – Task 6a: KPI and SMART Objectives
Key Performance Indicator: Online Revenue as a Percentage of Total Monthly Sales.
Source: Adapted from Kaplan and Norton (1996).

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Achieve 20% of total monthly sales generated through the new e-commerce platform
	Monthly online sales revenue tracked via the platform's built-in analytics dashboard and compared to total sales figures
	Attainable based on industry benchmarks for small e-commerce businesses achieving 15–25% online revenue within the first year (Chaffey and Ellis-Chadwick, 2022)
	Directly addresses the core problem of digital revenue gap and declining in-store footfall dependency
	To be achieved within 6 months of the full public platform launch (by Week 38 from project start)
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