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Introduction

Green Haven Florists was established in 2016, by husband-and-wife team, Liam and Priya Patel. Located in Norwich, UK, the business has cultivated a cherished reputation within the local community. This is mainly down to its focus on high quality, bespoke and elegant floral arrangements and its commitment to sustainability. The shop has a varied customer base, serving general consumers, as well as the corporate sector. Recently however, the business has experienced a decline in foot traffic on its once busy Highstreet location, which in turn has resulted in a decrease of in-store sales of 30% versus the previous 12 months of trading. On a positive note, online sales have increased slightly over the same period (Green Haven Florists, Case Study)


Specific Business Problem

The core issue facing Green Haven Florists is the decrease to in-store revenue and foot traffic to the shop. A 30% fall in revenue has a significant impact on an independent business such as Green Haven and endangers profitability. Online sales have increased marginally, but in no way compensate for the loss of in-store sales. Many businesses in the area have closed, and this has contributed to the fall of foot traffic and the Highstreet is now considered to be in decline. Other factors compound the core problem, such as, aggressive competition from larger online retailers, increased operational costs due to inflation and supply chain issues in the procurement of eco-friendly and sustainable packaging supplied to the business. Finally, Green Haven Florists digital presence has been severely neglected, and is now outdated when compared to its competitors.

Alternative Solutions Proposal:

1) Website Redesign (Frontend/UX Focus)

This solution involves the undertaking of a complete update of the visual aesthetic, an updated, bespoke layout of the website, and finally, a major overhaul and improvement of the customer/user experience, as this is essential for driving high customer engagement and online sales (Morville, 2004). This will include, but not be limited to, high resolution images for all products, an efficient delivery day selection option, an integrated loyalty/reward program and unique customer data capture functions, as well as SEO friendly descriptions for all products. Once launched successfully, online repeat orders would significantly increase, consumer reach would be enhanced, and Green Haven Florists will be able to compete for a greater share of the online floral market, as website design quality directly impacts a consumer’s intention to trade and revisit (Chiu and Yang, 2016)


2) Customer Loyalty/Reward Program

This solution involves the implementation of a Customer Loyalty Program, purposely built to encourage the local community to continue to view Green Haven Florists as the go to supplier of all their floristry needs. This loyalty system would be app-based and incorporate the ability for data capture, allowing the business to use targeted offers as incentives to purchase, ultimately driving both online and instore sales, while also maximising customer retention, as described by Rivo (2026).The costs of maintaining the functionality of this solution would be moderately small, and enable the business to focus on offering rewards, as opposed to price discounts on products. Significant dates such as birthdays, anniversaries and memorials could be used to remind customers of upcoming dates via the app, encouraging repeat orders. 





Chosen Solution

Due to the severity of the problem faced by Green Haven Florists, it is imperative that the business embraces the use of digital optimisation in the form of a redesign of the website that leaves space to be updated as technology moves forward, as an outdated website can undermine a brands reputation, as argued by Kilgallon (2023). Although instore sales have decreased dramatically, there has been an upturn in online sales. Accordingly, the most advantageous choice of solution would be a complete redesign of the website. It is the costliest option, but also the most likely option to ensure sustained growth and drive increased sales over both short and long-term. This is because it will allow for multiple functions to be added as needed, including the incorporation of digital loyalty program. Choosing the option to solely implement a digital loyalty program is limited in its functionality and would become detrimental if customers began to experience points fatigue, as identified by Chung (2016)

Risk Analysis 

On completion of the risk analysis, a website redesign is a significant undertaking, with a range of risks. This serves to underline that the process of developing and testing the functionality of the website must be extremely rigorous, and the outside providers of services that enable the website to operate must be reputable with extensive history of providing this service to other businesses. Because of the costs involved in moving forward with this option it is imperative that the website is redesigned and then fully operational at the time of launch, as any faults and flaws after launch may prove detrimental to the sales and growth of Green Haven and could also impact consumer confidence in the business. To help mitigate this occurring, the website must be launched in the off-peak season.



Justification of Implementation Plan

The overall justification of this plan is the detailed focus on operational consistency and reliability, in tandem with sales conversion. Current website audit (Stage 1) ensures a flawless user experience, highlighting technological faults that contribute to the loss of customers. High quality photographic images (Stage 2) are essential to Green Haven, as it can grow instant trust and authenticity in the eyes of the customer and maximises the potential conversion of an order, and increased order value. SEO specific product descriptions (Stage 2) significantly increase the rate of search result inclusion when certain keywords are entered. Same-day delivery system integration (Stage 4) morphs the website from a digital catalogue into an optimum performance sales tool, fulfilling time sensitive market demands, and removing staff admin workload. The implementation of this plan ensures that rather than just an aesthetic upgrade of the website, the result is a purpose-built platform (Stage 3) designed to attract increased search traffic and lock in repeat orders. Rigorous testing of the website (Stage 5) mitigates any risks to achieving the objectives of this undertaking and ensure that the website is fully functional at launch. (Stage 6)

Application Of Metrics

The goal of the applied metrics is to successfully achieve a 30% increase in online order revenue within 3 months of launch of Green Haven Florists redesigned website. The Specific objective is concentrated on sales from the new website directly counteracting a Relevant 30% decrease in instore sales revenue faced by the business. Week on week tracking of the sales revenue data vs the same period of the previous year’s trading ensures that the data is Measurable. A 30% online order revenue growth target is Achievable based on projected growth comparisons of other online florist’s sales figures after a website redesign and launch. A 3-month Time-bound bound evaluation period mirrors each financial quarter and would be the standard time frame for monitoring website sales performance moving forward beyond this initial KPI.
Key Findings

· Revenue Pivot: Green Haven Florists website must evolve from an online visual catalogue to the primary revenue driver of the business. 

· Visual Originality: By ensuring that all images are taken professionally, using original in-store images, Green Haven can cultivate a premium product reputation online, without compromising on their independent business status within the local community.

· Search Engine Optimisation Focus: Maximising the use of SEO search terms and keywords in product descriptions enables the business to expand its customer base beyond the scope of the local community.

· Data Capture: Data based registered information such as email addresses and dates of birth allow for the creation of targeted email campaigns, potentially driving future sales.

Conclusion

Green Haven Florists 30% decrease in in-store sales does not signify a reduction of demand for its products but supports both the recognised issue of a declining Highstreet location, as well as a cultural shift in consumer shopping habits. The Turnaround strategy detailed in this written report highlights that the online section of business must pivot from an online catalogue of Green Havens products with moderate sales, to the core driver of the florist’s future revenue. This will be implemented through the construction of a high performance, SEO and user-friendly focused overhaul and redesign of the current website. Both the checkout process and the delivery day selection option will be streamlined and upgraded, and the visual images of all products will be of high quality. On completion of this redesign, Green Havens sales will increase, offsetting the loss of foot traffic and the associated sales revenue.
(Appendix 3A) PMI Analysis

Solution 1: Complete Website Redesign
Aim:  A significant increase of online sales, reach new customers/demographics, improve online customer experience.

	Plus (+) 1-5 
	Minus (-) 1-5 
	Interesting (i) -1/+1

	Aesthetic Display: 5
Allows the business to highlight the most appealing images of bouquets, while at the same time demonstrating visual artistry.
	Increased Maintenance: -3
More resources (Time/Cost) needed to keep the images relevant and updated. May require all images to be taken by professional photographers.

	Brand Expansion: + 1
Enables the business to pivot its brand position if needed. For example, it could rebrand to become more luxury/premium focused, or more corporate in the event of significant growth.

	Increased Credibility: 4
A professional looking website is much more likely to encourage a first-time buyer to place an order when shopping online.
	Technical Errors: - 3
Ever present risk of website failure from both micro and macro factors. Including, website hosting faults, human error, internet outages, and cyber-attacks.
	Monitoring of consumer trends/habits: + 1
Enables crucial insights such as, most/least viewed products.

	Improved Delivery System: 5
Enables the ability to provide next day delivery, and even same day delivery within a localised radius.


	Competitive Online Market: - 2
The online market space is competitive, and the large retail chains have the buying power as well as the resources to invest heavily in websites, and delivery systems.
	AI Capabilities: + 1
Enables the business to stay up to date and integrate the most recent advancements in AI technology. Can streamline departments such as Customer Service, stock replenishment.

	Increased Scope: 5
A professional and user-friendly website would contribute to the attraction of new customers, both local and geographically distanced.
	Significant Initial Cost:  -3
High quality website development is expensive. The costs can increase the more functions and capabilities are added to the rebuild.
	Greater scope for data collection: +1
All customer email addresses can be captured. This means that targeted email campaigns can be created.


	Total: 19
	Total: - 11
	Total: 4



                                  Final Score = 12
(Appendix 3A) PMI Analysis

Solution 2: Customer Loyalty/Reward Program
Aim: Significant increase in repeat orders, data collection and increased customer retention.


	Plus (+)
	Minus (-)
	Interesting (i)

	Increased Customer spends: + 4
Loyalty programs generally encourage customers to spend more.
	Upfront Costs: - 4
Implementation of a digital system will incur upfront costs.
	Tier System: + 1
Allows for different classes of customer programs dependent on points accrued, order value, total orders. Top bracket would be VIP.

	Repeat Orders: + 4
Customers would be more likely to reorder, instead of going to a competitor. Points incentives, free gifts, and exclusive discounts will appeal to customers.
	Consumer Fatigue: - 5
Nearly every business offers a form of loyalty/reward program. Customers may be tired of constantly signing up to new schemes.
	Social Media Engagement: + 1
Allows for better engagement as points/rewards can be offered for social media tags, reviews as well as polls and surveys.

	Customer Retention: + 5
Significantly improves the ability of the business to turn first time buyers into repeat customers and add extra incentives to avoid customers switching to competitors.

	Added Workload: - 5
Purchases must be logged when instore sales are made, even if it’s just Liam or Priya remembering to ask the customer if they have a loyalty card/app at the point of sale.


	Emotional Customer Relationship: +1
It enables the business to cultivate an emotional connection, as the program can be used to remind customers of special dates, birthdays, anniversaries. Sales can be driven via this method also.

	Total: 13
	Total: - 14
	Total: 3



                                  Final Score = 2


(Appendix 4A) Risk Analysis

	Area Of Risk
	Description Of Risk 
	Probability
	Impact
	Resolution

	Time Frame
	Website launched during peak season
	Low
	Medium
	Launch website during the least busy period

	Content
	Grammatical errors, incorrect information, poor quality images
	Medium
	Medium
	Ensure all images are taken professionally. Implement a content audit process

	User Experience
	Customers are confused at the point of check out 
	Low
	Medium 
	Website to be tested on both desktop and mobile pre-launch

	Search Engine Optimisation
	Decrease in rankings list for “Florists”
	Medium
	High
	Ensure all URLs are mapped by developer pre-launch. Continued monitoring of SEO rankings

	Complex
	Website hosting failures, internet outages, cyber attacks
	High
	High
	Ensure that all providers of services, i.e. website developers, website hosts, internet providers and antivirus providers are reputable companies

	Cost
	Costs exceed budget limit, unexpected provider price increases.
	Low
	High
	Ensure that prices are locked in the contract with website developers. 








(Appendix 5A)  Implementation

	Stage
	Timeframe
	Action
	Objective
	Completed by

	Strategic planning and product sales audit
	2 weeks
	Audit to be taken of the present website, traffic, and searches. Breakdowns in useability to be identified. Most viewed and highest selling items identified.
	To set objectives and gather critical data. 
	Liam & Priya Patel

	Aesthetic & Content
	2 Weeks
	New high-quality photos to be taken of products where needed. Product descriptions to be written in a SEO prioritised format.
	To ensure that the website primarily is mobile friendly. 
	Liam & Priya Patel
&
Website Developers

	Develop Website
	3-4 Weeks
	Website to be fully built, images and product descriptions integrated. Payment system integration
	Website to be functional and ready for testing.
	Website Developers

	 Integrate Delivery Day/Time Selection Function
	1 Week
	Same-Day delivery system to be confirmed and integrated.
	To ensure that the fastest and most convenient delivery options are offered to customers.
	Liam & Priya Patel
& Website Developer 

	 Website testing and bug/trouble shooting
	2 Weeks 
	Website to be rigorously tested.
	To ensure that the website is fully operational and ready for launch. 
	Website Developers

	 Website Launch
	1 Week
	Marketing and Promotional materials to be released. Website launched and performance and feedback monitored.
	Drive Sales and Growth 
	Liam & Priya Patel




(Appendix 6A)  KPI & SMART Analysis

	KPI
	A 30% increase in revenue of online orders within 3 months of new website launch 

	Specific
	Significant increase in online orders placed through redesigned website

	Measurable
	Week on week online order sales data to be monitored and compared to data from the same period of previous years trading 

	Achievable
	A 30% increase in revenue is at the high end of achievable sales growth 

	Relevant
	The specific business problem of a 30% decrease in instore revenue encountered by Green Haven Florists will have been resolved on achievement of this target

	Time-bound
	The target is to be met within 3 months of redesigned website launch
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