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1. Introduction (Overview of Case and Problem)

Green Haven Florists, an independent flower shop in Norwich, has    experienced a significant 30% decline in in-store sales over the past year.
While online orders have marginally increased, they have not offset reduced footfall caused by changing consumer behaviour and high street decline.
Rising supply costs and increased competition from online retailers and digitally savvy local florists have further impacted profitability. Additionally, the business lacks a strong digital presence, with an outdated website and limited marketing activity. These combined internal and external pressures highlight an urgent need for strategic adaptation to remain competitive and sustainable.



Proposed Solutions
Green Haven should invest in a modern, user-friendly e-commerce website integrated with Solution 1: Develop an E-commerce Platform with Subscription Services
flexible delivery options and subscription-based services (e.g., weekly or monthly flower deliveries). 
This would cater to changing consumer preferences for convenience and recurring purchases. Features such as same-day delivery, mobile optimisation, and seamless checkout could improve conversion rates.
 Subscription services would create predictable revenue streams and increase customer retention. Additionally, showcasing eco-friendly sourcing on the website would reinforce the brand’s unique value proposition.


Solution 2: Strengthen Digital Marketing and Social Media Presence
The business should adopt a comprehensive digital marketing strategy focusing on platforms such as Instagram and Facebook.
 Regular content showcasing floral designs, behind-the-scenes processes, and sustainability practices could attract new audiences.
 Paid advertising and search engine optimisation (SEO) would improve visibility. Collaborations with local influencers and businesses could enhance brand awareness. This solution directly addresses declining footfall by redirecting customer engagement to online channels and driving traffic to both the physical shop and website.



Evaluation of Solutions (PMI Analysis)
Solution 1-commerce Platform
	plus
	minus
	Implications

	Expands market reach beyond local customers
	High initial development cost
	Long-term scalability and competitiveness

	Generates recurring income through subscriptions
	Requires technical maintenance
	Potential to compete with national online retailers

	Improves customer convenience and satisfaction
	Staff training needed
	



Solution 2 – Digital Marketing Strategy
	plus
	minus
	Implications

	Relatively low cost compared to website development
	Requires consistent content creation
	Enhances brand identity

	Immediate impact on brand visibility
	Results may take time to materialise
	Supports both online and offline sales

	Builds strong customer relationships
	Dependent on algorithm changes
	





Preferred Solution (Justification)
The preferred solution is the development of an e-commerce platform with subscription services. While digital marketing is important, it is more effective when supported by a strong online infrastructure.
Without a functional and appealing website, marketing efforts may fail to convert interest into sales. The e-commerce solution directly addresses both declining in-store sales and limited online revenue by creating a scalable, customer-focused sales channel. Additionally, subscription services provide financial stability through predictable income, making this a more sustainable long-term solution.




Risk Analysis
Key risks include:

	Financial Risk:
	High upfront costs for website development

	Operational Risk:
	Lack of technical expertise to manage the platform

	Market Risk:
	Customers may not adopt subscription services

	Reputational Risk:
	Poor website performance could damage brand image

	
	


Risk Analysis Outcome
The risk analysis indicates that while the e-commerce solution involves moderate financial and operational risks, these can be effectively mitigated through careful planning and external support. The potential benefits—such as increased revenue, market expansion, and improved customer retention—outweigh the risks. Therefore, the solution is considered viable and strategically sound, provided that implementation is managed carefully.

AdditionalAnalysis:Competitive Positioning and Differentiation
essential for survival. While large online flower delivery companies compete primarily on price and convenience, Green Haven has the opportunity to compete on value, quality, and brand identity. Its commitment to sustainability and bespoke floral arrangements represents a clear unique selling proposition (USP). However, this advantage has not been fully leveraged in its current business model.
By implementing an e-commerce platform, Green Haven can more effectively communicate its brand story to a wider audience. Features such as detailed product descriptions, origin of flowers, and information about eco- Green Haven Florists operates in an increasingly competitive market where differentiation is friendly packaging can enhance perceived value and justify premium pricing. Consumers are increasingly motivated by ethical considerations, and research suggests that environmentally conscious customers are willing to pay more for sustainable products.
 Therefore, highlighting these attributes online could strengthen customer loyalty and attract a niche but profitable market segment.
In addition, integrating customer reviews and testimonials into the website can build trust and credibility, particularly for new customers who may be unfamiliar with the brand. Visual content, such as high-quality images and videos of arrangements, can further differentiate the business from competitors that rely on standardised designs. This approach aligns with current digital retail trends, where storytelling and authenticity play a significant role in influencing purchasing decisions.


Additional Analysis: Customer Experience and Retention Strategy
Improving customer experience is critical to reversing the decline in sales and ensuring long-term business sustainability. The introduction of an e-commerce platform is not only a sales tool but also a means of enhancing the overall customer journey. A well-designed website with intuitive navigation, personalised recommendations, and seamless checkout processes can significantly improve customer satisfaction.
Subscription services, in particular, offer a strategic advantage in building long-term relationships with customers. Rather than relying on one-time purchases, Green Haven can create ongoing engagement through regular deliveries tailored to customer preferences. This model encourages repeat business and increases customer lifetime value. Additionally, offering flexible subscription options—such as pausing or customising deliveries—can further enhance convenience and appeal.
Customer retention can also be strengthened through the use of email marketing and loyalty programmes. For example, offering discounts to repeat customers or providing early access to seasonal collections can incentivise continued engagement. Collecting customer data through the website enables the business to personalise marketing efforts, making them more relevant and effective.
Furthermore, integrating feedback mechanisms, such as post-purchase surveys, allows Green Haven to continuously improve its offerings. By actively responding to customer feedback, the business can demonstrate responsiveness and commitment to quality, which are key drivers of customer satisfaction.
Overall, focusing on customer experience and retention complements the e-commerce solution by ensuring that increased traffic translates into sustained revenue growth. This holistic approach not only addresses immediate sales challenges but also builds a strong foundation for long-term success.

Bottom of Form



 Implementation Plan
Key Steps:

	
	Key Steps
	Weeks 1–2
	Weeks 3–4
	Weeks 5–10
	Weeks 11–12)
	Week 13
	Ongoing

	Conduct market research
	
	
	
	
	
	

	Hire web developer
	
	
	
	
	
	

	Design and develop website
	
	
	
	
	
	

	Test website functionality
	
	
	
	
	
	

	Launch website and subscription service
	
	
	
	
	
	


Responsibilities should be shared between Liam (operations), Priya (customer experience), and external specialists.


Justification of Implementation Plan
The phased approach ensures manageable workload and reduces risk. Initial research informs decision-making, while outsourcing development ensures professional quality. Testing before launch minimises technical issues and protects brand reputation. Assigning responsibilities based on expertise ensures efficiency. The timeline allows sufficient time for development without delaying market entry, balancing speed with quality.


KPI and SMART Objectives
SMART Objectives:
· Increase online sales by 25% within 6 months
This objective focuses on revenue growth through improved marketing, promotions, and customer experience. 
· Achieve 100 subscription customers within 3 months
This aims to build a loyal customer base and generate consistent recurring income. 
· Reduce cart abandonment rate by 15% within 4 months
These objective targets improving the checkout experience and conversion rate. 
· Increase website traffic by 40% within 6 months
This focuses on attracting more potential customers through SEO, social media, and digital advertising.




	Objective
	Specific
	Measurable
	Achievable
	Relevant
	Time-Boun

	Increase online sales by 25%
	Grow total online revenue
	25% increase in sales
	Based on marketing strategy and demand
	Drives business growth
	Within 6 months

	Achieve 100 subscription customers
	Gain new subscribers
	100 customers
	Realistic with targeted campaigns
	Builds recurring revenue
	Within 3 months

	Reduce cart abandonment by 15%
	Improve checkout completion
	15% reduction
	Through UX improvements and incentives
	Increases conversions
	Within 4 months

	Increase website traffic by 40%
	Attract more visitors
	40% increase in traffic
	Via SEO and promotions
	Expands customer reach
	Within 6 months



Use of Metrics
These metrics will enable Green Haven to track the effectiveness of the new e-commerce platform. Sales revenue and subscription numbers indicate financial performance, while website traffic and cart abandonment provide insight into user behaviour. Regular monitoring allows the business to identify issues, optimise strategies, and make data-driven decisions. This ensures continuous improvement and maximises return on investment.


Key Findings (Summary)
· Green Haven faces declining in-store sales due to changing consumer behaviour and competition
· Limited digital presence is a major weakness
· Two solutions were identified: e-commerce development and digital marketing
· E-commerce was selected as the most impactful and sustainable solution
· Risks are present but manageable with proper planning
· A structured implementation plan ensures smooth execution
· KPIs and SMART objectives provide measurable success indicators
· Long-term success depends on adaptability and digital transformation
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