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1. [bookmark: _Toc227940508]Introduction 
Green Haven Florists is an independent flower shop in Norwich that has experienced a 30% decline in in‑store sales over the past year. This downturn is linked to reduced high‑street footfall, rising operational costs, and strong competition from online retailers offering lower prices and faster delivery. Although online orders have increased slightly, they do not offset the loss of walk‑in customers. Additionally, the shop’s outdated website and limited digital marketing weaken its competitive position. According to Kotler et al. (2019), retail businesses must adapt to technological change to remain relevant.
This report examines two possible solutions to help Green Haven Florists improve its online performance and customer experience. The business has been facing challenges related to outdated digital tools and limited online visibility, which affects sales and customer engagement. By analysing the situation and comparing alternatives, the aim is to recommend a practical and realistic option that the owners can implement without disrupting daily operations. Decision‑making tools and project management methods are used to support the evaluation, ensuring the final recommendation is based on evidence rather than assumptions (Slack et al., 2020).
2. [bookmark: _Toc227940509]Problem Analysis
Green Haven Florists currently struggles with an outdated website, limited online ordering options, and inconsistent customer engagement. These issues reduce competitiveness, especially against larger online retailers. Customers have reported difficulties navigating the website and finding products, which aligns with research showing that poor usability directly affects online sales (Nielsen, 2012). Additionally, the business lacks digital marketing strategies, limiting its ability to attract new customers. Improving digital presence is essential for small businesses, as online visibility strongly influences purchasing decisions (Kotler & Keller, 2016). Therefore, addressing these weaknesses is necessary to support long‑term growth.

3. [bookmark: _Toc227940510]Solutions proposes 
Given the significant decline in sales and the increasing competitive pressure faced by Green Haven Florists, it is essential to identify practical and evidence‑based strategies that can support the business’s recovery. The challenges highlighted in the case study—rising costs, reduced footfall, and limited digital presence—indicate the need for solutions that strengthen both customer engagement and operational sustainability. The following two proposed solutions have been selected because they directly address the core issues affecting performance and offer realistic opportunities for improving sales in the short and medium term.
3.1. [bookmark: _Toc227940511]Solution A
The first solution is to redesign and modernise the shop’s website, incorporating an improved online ordering system, updated product catalogue, and user‑friendly navigation. Customer feedback indicates that the current website is outdated and difficult to use, which discourages online purchases. A modern digital platform would enhance customer experience, increase conversion rates, and allow the business to compete more effectively with online retailers. Research shows that small businesses with optimised websites experience higher customer engagement and improved sales performance (Chaffey & Ellis‑Chadwick, 2019).
3.2. [bookmark: _Toc227940512]Solution B
The second solution is to introduce a floral subscription service offering weekly or monthly deliveries. This model would provide predictable recurring revenue, strengthen customer loyalty, and differentiate Green Haven from competitors. Subscription services have grown significantly in the retail sector, as consumers increasingly value convenience and personalised experiences (Smith, 2021).
Both solutions directly address the core issues identified in the case study and offer realistic opportunities to increase sales and improve business sustainability.
3.3. [bookmark: _Toc227940513]Solution analysis 
Before selecting the most suitable option, it is important to compare both solutions in a simple and structured way. A PMI analysis helps highlight the positive, negative, and interesting aspects of each alternative, making the decision clearer and more objective. The full PMI tables for both solutions are included in Appendix 1.
3.4. [bookmark: _Toc227940514]Solution A + B Analysis (GRID/PMI)
Based on the PMI evaluation (See appendix2), the website redesign is the most effective and immediate solution for Green Haven Florists. While the subscription service offers long‑term potential, improving the website directly addresses the key issues identified in customer feedback, such as poor navigation and limited online functionality. A modern, user‑friendly platform is likely to increase online conversions, attract new customers, and strengthen the shop’s competitive position against large online retailers. Research shows that enhanced digital presence significantly improves customer engagement and sales performance in small businesses (Chaffey & Ellis‑Chadwick, 2019). Therefore, the website redesign is the preferred solution.
3.5. [bookmark: _Toc227940515]Risk analysis 
	The risk analysis shows that the website redesign carries several manageable risks, mainly related to cost, technical implementation, and staff adaptation. The most significant risks involve potential budget increases and project delays, which could affect the shop’s short‑term operations. However, these risks can be reduced through careful planning, clear communication with developers, and structured training for employees (See appendix 5). Research suggests that digital transformation projects are more successful when organisations prepare staff and allocate resources effectively (Laudon & Laudon, 2020). Overall, the risks identified are reasonable and can be controlled, making the solution both feasible and strategically beneficial
	Risk
	Likelihood
	Impact
	Mitigation Strategy

	Higher‑than‑expected development costs
	Medium
	High
	Request multiple quotes, set a fixed budget, and monitor expenses weekly.

	Technical issues during implementation
	Medium
	Medium
	Hire experienced developers and include testing phases before launch.

	Staff difficulty adapting to the new system
	High
	Medium
	Provide training sessions, user guides, and ongoing support.

	Low initial customer adoption
	Medium
	Medium
	Promote the new website through social media, discounts, and email campaigns.

	Delays in project timeline
	Medium
	High
	Create a detailed project schedule with milestones and weekly progress reviews.



4. [bookmark: _Toc227940516]Implementation Plan 
To ensure the selected solution can be implemented effectively(See appendix 3), it is important to outline a clear and structured action plan. A well‑designed implementation plan helps organise tasks, allocate responsibilities, and set realistic timelines, reducing the risk of delays or unexpected issues. The following plan provides a step‑by‑step guide for launching the redesigned website, ensuring that each stage is completed efficiently and supports the overall goal of improving online sales.
The implementation plan follows a clear and logical sequence designed to minimise disruption and ensure a smooth transition to the new website. The process begins with defining requirements and selecting a developer, which is essential for avoiding delays and unexpected costs. Design and system development are scheduled before staff training so employees can learn using the final version of the platform, increasing confidence and reducing errors. Launching the website alongside a promotional campaign helps maximise visibility and encourages early customer engagement.
(See appendix 3)The estimated timelines used in the plan are based on standard project management practices for small digital development projects. Research indicates that website redesigns for small businesses typically require between six and ten weeks, depending on complexity, testing, and staff training needs (Kerzner, 2017). These timeframes align with industry norms and ensure that each stage—from planning to launch—can be completed realistically without disrupting daily operations. As Kotler et al. (2019) highlight, structured planning and phased implementation significantly improve the success rate of digital transformation initiatives.



5. [bookmark: _Toc227940517]Monitoring and Evaluation
KPI and SMART Objectives
To ensure the redesigned website achieves the expected improvements, it is necessary to monitor progress using clear and measurable indicators. Tracking performance helps identify what is working well and where adjustments may be needed. The KPIs and SMART objectives included in Appendix 4 provide specific targets related to website traffic, online sales, customer satisfaction, and engagement. These indicators allow the owners to evaluate the impact of the new website over time. As noted by Chaffey and Ellis‑Chadwick (2019), continuous monitoring is essential for optimising digital strategies and supporting long‑term business growth.
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[bookmark: _Toc227940519]APPENDIX
[bookmark: _Toc227940520]Appendix 1
Table 1 PMI Solution A
	PLUS
	MINUS
	INTERESTING

	Enhances customer experience (+5)
	Requires initial investment   (-2)
	Potential to integrate analytics (+4)

	Increases online sales (+5 )
	Staff training needed  (-2)
	Opportunity for digital marketing (+5)

	Improves competitiveness (+4)
	Implementation time ( -1)
	Can expand product range online (+4)



[bookmark: _Toc227940521]Appendix 2

Table 2 PMI Solution 2
	PLUS
	MINUS
	INTERESTING

	Generates recurring revenue (+4)
	Requires logistics planning (+2)
	Appeals to eco‑conscious customers (+4)

	Builds customer loyalty (+3)
	Risk of low early adoption (-1)
	Can partner with local businesses (+4)

	Differentiates from competitors (+4)
	Marketing effort required (-4)
	Potential for tiered pricing (+4)











[bookmark: _Toc227940522]Appendix 3

Table 3 Implematation plan
	Implementation Plan (Website Redesign)

	Activity
	Timeline
	Responsible
	Resources Needed

	Define website requirements and key features
	Week 1
	Owners (Liam & Priya)
	Meeting time, customer feedback

	Select web developer and agree contract
	Week 2
	Owners (Liam & Priya)
	Budget, quotations

	Website design and structure development
	Weeks 3–4
	Web Developer
	Branding materials, product photos

	Build online ordering system and product catalogue
	Weeks 5–6
	Web Developer
	Inventory list, pricing data

	Internal testing and staff training
	Week 7
	Staff + Developer
	Training materials, test accounts

	Website launch and promotional campaign
	Week 8
	Owners + Marketing Support
	Social media posts, email list

	Monitor performance and fix issues
	Weeks 9–10
	Owners + Developer
	Analytics tools, customer feedback










[bookmark: _Toc227940523]Appendix 4

Table 4 SMART ANALYSIS
	SMART
	Explanation 

	Specific
	The main goal is to redesign the website so customers can use it more easily. This means fixing the navigation, updating product pages, and adding a simple online ordering system. Basically, making the website clearer and less confusing.

	Measurable
	I will check if the redesign works by looking at things like more website visits, more online orders, and better conversion rates. Also, customer comments and ratings will help show if people actually like the new website.

	Attainable
	This goal is realistic because the business already has a website, so it’s more about improving it, not starting from zero. A developer can do the updates, and staff can learn the new system with some training. The 8–10 week timeline seems doable for a small shop.

	Relevant
	This goal makes sense because the biggest problems were the website being hard to use and low online sales. Fixing the website directly helps the business get more customers and compete better with other shops online.

	Time‑Bound
	The redesign should be finished in about 10 weeks. The plan is to launch the new website in Week 8 and then spend two more weeks checking for issues and making small changes. KPIs will be reviewed every month to see how things are going.










[bookmark: _Toc227940524]Appendix 5

Table 5 RISK ANALYSIS
	RISK ANALYSIS

	#
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L × I)
	What can you do to reduce this risk?
	If it happens – what can you do to minimise the impact?

	1
	The website development costs become higher than expected
	3
	4
	12
	Get clear quotes from the developer and agree on a fixed budget before starting
	Review the budget, remove non‑essential features, and negotiate payment stages

	2
	Technical problems during the redesign or after launch
	3
	3
	9
	Test the website in small stages and check everything before going live
	Contact the developer quickly, fix errors fast, and inform customers if needed

	3
	Staff struggle to learn the new system
	4
	3
	12
	Provide simple training sessions and short guides so staff can practise
	Give extra support, allow more time for training, and simplify tasks temporarily

	4
	Customers do not use the new website at first
	3
	3
	9
	Promote the new website on social media and offer small discounts to encourage use
	Collect customer feedback and make small improvements to the website

	5
	The project takes longer than planned
	3
	4
	12
	Create a clear timeline with weekly goals and check progress regularly
	Adjust the schedule, focus on the most important features first, and extend the launch date if needed
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