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Business Consultancy Report: Improving Sales at Green Haven Florists

1. Overview of the Case Study and Nature of the Problem
Green Haven Florists is an independent flower shop in Norwich, established in 2016 by Liam and Priya Patel. The company has built a good reputation for custom bouquets, eco-friendly packaging and community engagement. However, it has been a year since its performance has declined drastically. In-store sales have dropped by 30% due to lowered high street traffic, consumer buying habits, online competition and higher operating expenses. Online orders are up slightly but haven't offset the drop in physical orders. The company's website is still very much out of date, and delivery options are not as extensive as they could be, while digital marketing efforts are not as robust as they should be. This is especially significant as online retail remains a significant share of retail sales in the UK (Sagala and Ori, 2024).

2. Proposed Solutions
There are two possible solutions that could help Green Haven Florists overcome their current problems.
The first solution is to create an integrated e-commerce and flower subscription platform, as done by López et al. (2023). The current website can be redesigned to be mobile friendly, aesthetically pleasing and user friendly. Customers could view floral arrangements, choose delivery dates, make online payments and choose flexible delivery options. Green Haven may also offer weekly, fortnightly or monthly flower subscriptions for homes, offices and hospitality venues. This would make the customer's life easier and generate a potential source of revenue. The adoption of digital is becoming more and more relevant for SMEs as technology can enhance business processes, customer engagement and competitiveness. 
The second one is to implement a structured approach to social media marketing and local partnerships.  Zamri, Abdul Rahim and Norizan (2024) suggest that Instagram, Facebook and short-form videos can be used to promote floral arrangements, wedding work, seasonal products and its sustainability. Wedding planners, hotels, cafes, event venues and local businesses could provide referrals and corporate orders. Social media could also help to differentiate Green Haven from the national chain by highlighting its local identity and personal service. This would, however, require regular content production and enhanced digital marketing skills.

3A. Evaluation of the Proposed Solutions
Grid Analysis was used to test the two solutions against criteria that were pertinent to Green Haven's situation. These were the possibilities of generating more sales, convenience, affordability, sustainability, competitive differentiation and the ability to measure results. The criteria were weighed based upon their relevance to the business.
Overall, Solution 1 (the integrated e-commerce and subscription platform) scored the highest with a weighted score of 4.60 out of 5 on the Grid Analysis. Solution 2 (social-media marketing and local partnerships) scored 3.90 out of 5. The first solution was especially effective in terms of growing sales, enhancing customer convenience, long-term sustainability and performance measurement. The second solution was successful in the area of competitive differentiation and affordability, but not so directly linked to immediate sales (Mongwe, 2024). 
*A detailed evaluation is available in Appendix 1.

3B. Justification of choosing Preferred Solution
The recommended solution from the Grid Analysis is to create a combined e-commerce and flower subscription platform. This is a solution that directly solves several issues that Green Haven is facing. A better website would make the business easier to buy and would cut down on the need for a falling number of people to come to the business via the high street. Flexible delivery options would be able to meet the needs of customers and subscriptions could provide a steady income stream. The solution also offers measurable performance information such as website traffic, conversion rates, online revenue and subscription numbers. This helps Liam and Priya to see if the investment is working. Digital adoption is especially pertinent given that UK SMEs are being urged to leverage technology to enhance productivity and competitiveness (Sagala and Ori, 2024).

4A.  Risk Analysis of the Solution
The e-commerce solution is proposed to bring many benefits, however there are some risks to be taken into account. The key threats are that the website development budget will be exceeded, there will be less than desired customer uptake, there will be payment and data-security issues, there will be delays in delivery, there will be less than desired subscription uptake and there will be a lack of digital skills. The likelihood and severity of these risks were evaluated to decide on the mitigation measures to be taken.
The risk analysis indicates the most important risks are related to cost, customer uptake and delivery performance. These risks can be minimised with proper planning. Green Haven should get a few estimates for website development, set a budget and use a secure payment processor. A pilot subscription service could be implemented prior to a full-scale launch to gauge customer demand. Limited digital expertise is also a risk factor that can be mitigated through staff training and external technical support (Glowka, Hule and Zehrer, 2024).
* A detailed risk assessment is included in Appendix 2.

4B. Result of the Risk Analysis
The overall risk analysis suggests that the proposed solution has a moderate but manageable risk. The identified risks are outweighed by the potential benefits of a stronger online sales channel, if implemented with care. The greatest concern is the possibility that Green Haven could invest in a new website without generating sufficient additional sales. This can be mitigated by rolling out the project in phases and seeing how customers respond to it before investing further resources. Delivery risks can also be controlled by the definition of delivery areas, delivery time and reliable delivery arrangements. A risk management approach that is structured assists organisations in identifying threats and facilitates the attainment of business goals. 

5A. Implementation Plan
The chosen solution should be phased in. Firstly, Liam and Priya need to analyse the current website and customer feedback and online sales performance. The next step should be to research appropriate e-commerce platforms and request a quotation from web developers. After choosing the platform, the website needs to be redesigned with easy product categoristion, professional photos, product description, and secure payment options. Then flexible delivery options should be added, and a small subscription pilot should be implemented. The website needs to be tested with a small group of customers before it goes live to the public, to find technical, usability or payment issues. Once the platform is successfully tested, it can be rolled out via social media, email communication and existing customer networks. Online sales, website performance and customer feedback should then be monitored monthly (Gonzalez-Varona et al., 2024). 
*The detailed implementation plan is presented in Appendix 3.

5B. Justification of the Implementation Plan
The proposed activities have been sequenced in a logical order to ensure that there are minimal disruption and financial risk. By looking at customer needs prior to website development, the new website will be built to meet actual consumer needs. Choosing the technology provider in the pre-development stage ensures that Green Haven will not be implementing inappropriate technology. Product photography and product descriptions are essential to successful website launch. Testing is intentionally done before the general release to fix technical issues. A pilot should be implemented first as a way for Green Haven to gauge interest without committing to a large financial investment. Duties are allocated based on the skills of the individual, between Liam, existing staff, and external technical specialists (Sotamaa et al., 2025).

6A. KPI and SMART Objectives
The key performance indicator for the chosen solution should be online sales revenue per month, as the project's main goal is to boost Green Haven's online sales and decrease reliance on the slowdown in in-store traffic. This KPI should be backed up by SMART goals on website traffic, conversion rates, subscription customers and customer satisfaction. The goals should set targets and timelines to see if the implementation is successful or not, between Liam and Priya. The full KPI and SMART objectives framework are included in Appendix 4.
The primary objective should be to boost the monthly online sales revenue by 30% within six months of implementation. Other goals should be to get at least 50 active subscription customers, 40% more qualified website traffic, and a website conversion rate of at least 3%.

6B. Monitoring and Evaluation
The KPI and SMART goals will give Green Haven a way to measure the success of the new e-commerce strategy. The main objective of the project will be reflected in monthly online sales revenue, which will be the main financial indicator. The new platform will be evaluated by website traffic to determine if it's drawing in potential customers, and the conversion rate will determine if visitors are successfully converting to buyers.
Subscription numbers will be used to gauge the success of the recurring-revenue model, and customer satisfaction will be used to give insight into the quality of the purchasing and delivery experience. Liam and Priya should check on these measures every month in relation to the baseline and 6-month targets. Corrective action may involve making improvements to the website content, altering promotional efforts, modifying the product line, and/or adjusting delivery methods if performance is not meeting expectations. This enables a continuous approach to digital adoption (Hokmabadi et al., 2024).

7. Key Findings
· In the past year, Green Haven Florists has seen a 30% drop in sales in the store.
· The traditional sales model has been undermined by the lower volume of customers in high streets.
· Large online players offer customers competitive prices and convenience.
· The Green Haven website is outdated and is a hindrance to competition digitally.
· Customers have indicated a desire for flexible delivery and subscription options.
· Two options were explored: e-commerce modernisation and social media/local partnership development.
· According to Grid Analysis, e-commerce and subscriptions were the better option.
· The ideal solution scored 4.60/5, which is the highest possible.
· The major risks include costs, customer adoption and delivery performance.
· A phased implementation and measurable SMART objectives can minimise risk and facilitate effective evaluation.

Conclusion
The company is under a lot of pressure due to changing consumer habits, low foot traffic, competition from online stores and higher operating expenses. The decline in in-store sales by 30% shows that the focus on traditional retail is no longer enough. Meanwhile, the ongoing significance of online retail offers an opportunity for Green Haven to create a further sales channel. Two viable options were explored. The first was the creation of an integrated e-commerce and subscription platform, and the second was social media marketing and local partnerships. The e-commerce solution was identified as the better choice through Grid Analysis, as it has more potential to grow sales, enhance customer convenience and provide recurring income. The proposed solution is thus to modernise the Green Haven website, add flexible delivery and create a subscription service. The risk analysis shows that the risks associated with the implementation are manageable with a phased approach, budgeting, testing and training staff. The implementation plan is a step-by-step process from research to launch and evaluation. Lastly, the KPI and SMART goals will help Liam and Priya assess financial and customer results. In conclusion, the proposed solution has the potential to modernise Green Haven's business model while maintaining its personal touch and sustainability.
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Appendices

Appendix 1 – Grid Analysis of Proposed Solutions
Scoring system: 1 = Very weak, 2 = Weak, 3 = Moderate, 4 = Strong, 5 = Very strong.
	Evaluation criterion
	Weight
	Solution 1: E-commerce & subscriptions
	Weighted score
	Solution 2: Social media & partnerships
	Weighted score

	Potential to increase sales
	30%
	5
	1.50
	4
	1.20

	Customer convenience
	20%
	5
	1.00
	3
	0.60

	Cost affordability
	15%
	3
	0.45
	4
	0.60

	Long-term sustainability
	15%
	5
	0.75
	4
	0.60

	Competitive differentiation
	10%
	4
	0.40
	5
	0.50

	Ease of measuring results
	10%
	5
	0.50
	4
	0.40

	Total
	100%
	
	4.60/5
	
	3.90/5


Interpretation: Solution 1 achieves the highest score and is therefore selected as the preferred solution.







Appendix 2 – Risk Analysis

	Identified risk
	Probability
	Impact
	Overall risk
	Mitigation strategy

	Website development costs exceed budget
	Medium
	High
	High
	Obtain multiple quotations and establish a fixed budget

	Insufficient customer adoption
	Medium
	High
	High
	Conduct customer research and use targeted digital marketing

	Payment/data-security problems
	Low
	High
	Medium
	Use secure payment providers and maintain website security

	Delivery delays or damaged flowers
	Medium
	High
	High
	Establish clear delivery procedures and reliable delivery arrangements

	Limited digital skills among owners/staff
	High
	Medium
	High
	Provide training and obtain external technical support

	Low subscription demand
	Medium
	Medium
	Medium
	Introduce subscriptions initially as a small pilot

	Existing customers find website difficult to use
	Low
	Medium
	Low
	Conduct user testing before full launch










Appendix 3 – Implementation Plan

	Stage
	Activity
	Timing
	Responsibility
	Expected outcome

	1
	Review existing websites, customer feedback and online sales
	Week 1
	Liam and Priya
	Identify weaknesses and customer requirements

	2
	Research e-commerce providers and obtain quotations
	Weeks 1–2
	Priya
	Select appropriate platform and supplier

	3
	Design website structure and delivery options
	Weeks 2–3
	Priya + web developer
	User-friendly website design

	4
	Photograph products and prepare descriptions
	Weeks 3–4
	Liam + staff
	Professional online catalogue

	5
	Build website and integrate secure payments
	Weeks 4–6
	Web developer
	Functional e-commerce platform

	6
	Introducing delivery and subscription options
	Weeks 6–7
	Liam + delivery partner
	Flexible customer fulfilment

	7
	Test website with selected customers
	Week 8
	Liam and Priya
	Identify and correct problems

	8
	Official website launch
	Week 9
	Liam and Priya
	Begin full online sales

	9
	Promote website through digital channels
	Weeks 9–12
	Priya
	Increase website traffic

	10
	Monitor KPI and customer feedback
	Monthly
	Liam and Priya
	Evaluate performance and improve service



Appendix 4 – KPI and SMART Objectives

	Measure
	SMART objective
	Target
	Measurement
	Timescale

	Primary KPI: Online sales revenue
	Increase monthly online sales revenue
	30% increase from baseline
	Monthly sales records
	Within 6 months

	Website conversion rate
	Increase the proportion of visitors who purchase
	Minimum 3% conversion rate
	Website analytics
	Within 6 months

	Subscription customers
	Establish a recurring customer base
	At least 50 active subscribers
	Subscription records
	Within 6 months

	Website traffic
	Increase qualified website visitors
	40% increase from baseline
	Website analytics
	Within 6 months

	Customer satisfaction
	Improve satisfaction with online purchasing and delivery
	At least 90% positive feedback
	Customer surveys/reviews
	Within 6 months



2

