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Introduction 
In this report it will expose a brief analysis of the challenges faced by Green Haven florist (led by Priya and Liam), with a decline of about a 30% in revenue due less walk-in affluence, rising costs and competition, but the focus of the assessment will be focused on the potential solutions, where it will be chosen the most appropriate one after a PMI analysis. Then it will follow a risk analysis to measure the probability, the impact and the strategy taken for the chosen solution.
Just to follow, will go through an action plan complete from the beginning to the end with the actions taken, a brief description of the action, a timeframe and the staff needed on those actions.
To finalise, an analysis of how effective the solution is and how can be tracked will be presented.
Some of the issues for the business presented in the previous assessment are that there is a huge lack of e-commerce and digital marketing, so the business is left behind and missing a large part of the potential customer outside their local area, as mentioned there’s a rise of competition from big companies that can offer more competitive prices and have bigger visibility.
Also, the high street where they are located has decline so much with several other commerce closing down and less people going to the physical stores.
Although the competition is high, they are very well known in the area and have amazing reviews. Locals appreciate their service, their eco-friendly packaging, materials and methods.
After introducing the business and its current state, including challenges, strengths, and weaknesses, this assessment will present two potential solutions for Green Haven.
[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A – Digital transformation and E-Commerce improvements
· This solution because addresses directly the main issue that florist is experiencing, going directly to the root cause in a long term.

Solution B – Enhance the local community and fidelity plans. 
· This solution focuses on improving the existing strengths, working more in a local level, and taking advantage of their already good relationship with the community and has a low initial investment.
PMI Decision tool
	Factor
	+
	-
	?

	Solution A – 
Digital transformation and E-Commerce improvement
	· Directly addresses the sales decline.
· Updated business model
· More reach
· More efficiency
· Data driven
	· High investment
· High competition
· New skills required
	· Data becomes an asset.
· High rating 

	Solution B – 
Enhance local community and fidelity plans
	· Takes advantage of existing bran strength
· Stable revenue
· Low investment
· Build customer loyalty
	· Limited growth
· High competition
· Rely on community.
· Limited reach
	· Could become a local icon in the community



De Bono, E. (1999) Six thinking hats. 2nd edition. London: Penguin books
Justification for Selected Solution

The solution A is the most appropriate and the one that it’s chosen for this case, because addresses directly the problem, has a long term impact, will allow customers from other parts of the city or even the country to reach them so that allows for a bigger visibility of the company.
It’s true that the initial cost is higher, and Priya and Liam will need to learn new skills but this will allow them to take actions based on the data collected on their IT systems, allowing them to have a much bigger efficiency on any process.
[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution

Here is the potential risk, the probability of these to happen and how big the impact would be on the company, along with the strategy to minimise them. 
	RISK
	PROBABILITY
	IMPACT
	STRATEGY

	Financial overrun
	MEDIUM
	HIGH
	· Compare system prices.
· Prioritize phases of the digital transformation
· Set up a budget

	Technical challenges
	MEDIUM
	HIGH
	· Hire good support.
· Constantly test the system

	Skills
	HIGH
	MEDIUM
	· Invest in training.
· User-friendly platform

	Negative local acceptance
	LOW
	MEDIUM
	· Use data for marketing purposes.
· Good communication between the business and the customers



International Organization for Standardization (ISO) (2018) ISO 31000:2018 Risk Management – Guidelines. Geneva:ISO
Plan to Implement the Selected Solution

In order to set up an action plan we need to consider the following criteria:
1. Define your goal (must be measurable, specific and realistic)
2. Create and prioritize tasks.
3. Allocate resources.
4. Add deadlines and milestones.
5. Monitor progress.
Considering those points, find below a table with a complete plan to follow.
	PHASE
	ACTION
	DESCRIPTION
	TIME-FRAME
	STAFF

	STRATEGY
	Close budget and start the project
	Define project KPI’s and budget.
	Week 1
	Liam and Priya

	
	Market analysis
	Analyse websites, social networks, online competition, trends…
	Week 1 to week 2
	Priya

	
	Define requirements for web development and Social Networks
	Creation of detailed requirements specific for the business after the analysis.
	Week 2 to week 3
	Liam and Priya

	
	Find an IT partner
	Research companies to tender for the project.
	Week 4
	Liam and Priya

	DEVELOPMENT
	Website development
	The developer builds the web following the requirements and reporting.
	Week 5 to week 8
	Developer

	
	Create digital marketing plan
	Create strategy for online ads, email marketing, social network presence…
	Week 8 to week 9
	Digital marketer and Priya

	
	Staff training
	Training on new CRM, web management, digital marketing tools…
	Week 9 to week 11
	Trainer, Priya and Liam

	GO-LIVE
	Quality assurance and tastings
	Test the web and the full customer experience trying to find bugs and glitches.
	Week 12 to week 15
	Tester Priya and Liam

	
	GO-LIVE
	Launch the web and the services to the public. 
Start launching ads.
	Week 15
	Priya

	CONSOLIDATION AND OPTIMISATION
	Monitor KPI’s and analytics
	Periodical review of data (sales, views, visits, interactions…)
	From week 15 (once a week)
	Liam and Priya

	
	Customer feedback
	Post-purchase survey, online reviews, website feedback…
	From week 15 (once a week)
	Liam

	
	Maintenance and support
	Maintain and support any technical issues that might arise on the systems
	From week 15 (24/7)
	Support developer (offshore)

	
	Plan enhancement
	Analyse feedback and plan optimizations
	Week 19
	Liam and Priya



Project Management Institute (PMI) (2021) A guide to the Project Management Body of Knowledge (PMBOK Guide). 7th Edn. Newton Square, PA: Project Management Institute
Means of Measuring Effectiveness of Implementation of Selected Solution

Based on the plan of action table we can use the data collected of the sales, views, visits, interactions, the general activity from user also as the feedback provided from customers on different platforms such as Google reviews, post-purchase surveys and website feedback, we can deeply analyze this data and how it affects directly to the sales numbers and the revenue.
All this data can help to make accurate decisions in every aspect of the business, from knowing when the most purchases are made, from what locations and what are the most popular products sold. 
This information can be used to promote promotions, send reminders to the registered clients in specific dates such as birthdays, Saint Valentines Day, or Christmas. Also, there can be specific campaigns that reward loyal customers and promote the release of specific items.
The Key Performance Indicator is: 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

Questionnaire

Surveys

Reviews


Sales
	

Aim for at least 4.5/5 rating.

Get at least 85% satisfaction from customers.

At least 90% of good reviews

Increase of the 30% of revenue lost on the last year.
	

Liam and Priya would be responsible for following up the feedback and the data.

 It can be easily achievable with the already existing local high appreciation.

Sales can increase with the bigger reach.



	

The data we will use will be brought from analytics, customer engagement and traffic to the website and e-commerce tools.


	


The data would be checked every day, with weekly and monthly report to follow up and see if the KPI’s are met.




Conclusion:

As a conclusion, the best solution to the decline on revenue, the lesser affluence of walk-in customers and the arising competition, is just to avoid those limitations and taking a long-term solution such as the innovation and looking forward the digitalization of the business.
Widening the reach of the business to anyone with internet access would solve the dependence on walk-in customer and can make much easier the access to many other companies across the country that want to hire their services for any corporative event.
Also, the digital marketing would be the best way to compete with the bigger companies that are arising in the area, giving marketing content and advertisements more personalized to the user and their searches through Google algorithms, social media and public ratings on internet that would consolidate the existing good quality of their product and services.
Of course, as any major changes, this solution would require some adaptation and the learning of new skills from Priya and Liam, and an important initial investment, but as it’s said, more than worthy considering of the importance of the internet presence now a days and that this is a long-term solution.
Key Findings
· Core problem identification: The fundamental issue is not a temporary problem; it is rather an outdated business model. Green Haven florists rely overly on traditional business model, based in word of mouth, high street type of business in a world where everything is shifting to an online business model. This leaves Green Haven in a vulnerable position towards the arising competition growing in the area. Failing to adapt to this digital world that is dominating businesses around the world, not only locally, where most of consumers just make purchases online.
· Decline on sales: The 30% of revenue drop is connected to at least four major factors interconnected between them: firstly, a major and evident digital gap with an outdated website and a poor online presence. Secondly, the significant decay of footfall on the local area and in the high street where the shop is located, most precisely. Thirdly, the growing competition from big retail companies that can offer lower prices and a most convenient reach for the average customer and other boutiques that already took the digitalization step. And fourthly, their margin its being cut due to much higher import costs, from sustainable materials and imported flowers, alongside inflation and taxations.
· Solution outcome: A comparative analysis using a PMI framework, and two strategic alternatives (Digital Transformation and Improvement of the Local Community Model) proved that both have their own benefits and risk, but the Digital Transformation proved to be a better decision for its long-term viability and the less dependence on local customers. The digitalization attacks directly to the root of the cause of the declining sales. The local community strategy seemed to be a more defensive option, limiting the business and not addressing directly the main cause of the problem, although it had a lower cost.
· Implementation and risks consideration: A successful implementation requires a good planning with a well-studied budget. The plan with over 19 weeks its phased and well structured, working with specialist and Priya and Liam taking their roles on it having a deep implication. Over those 19 weeks we see how the project goes from the planning and budgeting to the website development, e-commerce applications, digital marketing and test and training. Not being enough, after the implementation and go-live the plan counts 24/7 support from a off-shore specialist team and the revision from improvements based on the data and statistics acquired from the analytics. These analytics will measure the success through KPI’s, tracking the sales, the traffic to the website and the online trends, helping to cut cost where necessary and making visible the most sold products to keep promoting them, addressing like that the revenue decline and increasing the sales.
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