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1. Overview of Case study:
Green Haven Florists is a small independent flower shop based in Norwich that has recently been facing a drop in performance. Over the last year, the business has experienced a 30% fall in in-store sales, showing that there are clear issues affecting its success. The main problem is that the business has not adapted to changes in customer behaviour, especially the increasing demand for online shopping and delivery services. Competitors are using websites and social media more effectively, while Green Haven still relies on traditional methods. Along with rising costs and stronger competition, this has made it harder for the business to attract customers and stay competitive.

2. Proposed Solutions 
This section outlines two possible solutions that could help Green Haven Florists improve its performance and address the current problems it is facing.
2.1 Solution A – Digital Transformation Strategy
One possible solution is for Green Haven Florists to improve its online presence by developing a modern and easy-to-use website. This would include features such as online ordering, delivery options, and subscription services for regular customers. The business could also use social media platforms like Instagram to promote its products and attract new customers. This solution would help the business reach a wider audience and meet the growing demand for convenience. By improving its digital services, Green Haven would be able to compete more effectively with online retailers and increase both its online and overall sales.
 2.2 Solution B – In-Store Experience Enhancement
Another possible solution is to improve the in-store experience to attract more local customers. This could include offering flower arranging workshops, introducing a loyalty scheme, and working with nearby businesses for events such as weddings or special occasions. These ideas would help create a more personal and engaging experience for customers, encouraging them to visit more often. It would also help build stronger relationships and increase customer loyalty. However, while this solution may improve foot traffic, it does not fully deal with the growing importance of online shopping and digital marketing.




3. Evaluation and Justification of Preferred Solution
Based on the evaluation of both solutions, Solution A (Digital Transformation Strategy) is the most suitable option for Green Haven Florists. The criteria used to assess the solutions included cost, impact on sales, time to implement, and ability to compete in the market. Although Solution A may require a higher initial investment, it has a much greater potential to increase both online and overall sales. The weighting focused more on impact and competitiveness, as these are key to the business’s survival. Compared to Solution B, which mainly improves in-store experience, Solution A directly addresses the main problem and offers stronger long-term benefits.

4. Risk Analysis and Justification
The chosen solution, digital transformation, involves several possible risks. One major risk is the high initial cost of developing a new website and introducing delivery services. There is also a risk that staff may lack the skills needed to manage digital systems effectively. In addition, technical issues such as website errors could affect customer experience. The criteria used focused on the likelihood of each risk and its potential impact on the business. These were prioritised to understand which risks are most serious. However, these risks can be reduced through staff training, hiring professionals, and careful planning. Overall, the solution is still reliable because the long-term benefits outweigh the risks.

5. Implementation Plan and Justification
The implementation plan for the digital transformation strategy follows a clear and logical order. The first step is to carry out market research to understand customer needs and competitor activity. This is followed by developing a new website with online ordering and delivery features. Once the website is ready, the business can introduce subscription services and test the system to ensure it works properly. Finally, a digital marketing campaign using social media will be launched to promote the new services. Responsibilities are divided based on skills, with external professionals handling technical tasks and staff managing daily operations. This structured approach ensures the plan is realistic and effective.






6. KPI and SMART Objectives
The main Key Performance Indicator (KPI) for this solution is an increase in online sales. This is important because it directly shows whether the digital strategy is successful. The SMART objectives include increasing online sales by 20% within six months, gaining 500 new online customers within three months, and improving website traffic by 30%. These objectives are specific, measurable, achievable, relevant, and time-bound. Progress can be tracked using website analytics and sales data. This allows the business to monitor performance and make improvements if needed, ensuring the solution stays effective over time.

7. Key Findings
· The main issue facing Green Haven is its lack of digital adaptation
· Online competition has reduced both sales and customer traffic
· The digital transformation strategy is the most effective solution
· Risks can be managed with proper planning
· The implementation plan is realistic and achievable
· KPIs and SMART objectives will help measure success


Appendix 1 – PMI Analysis
Solution A: Digital Transformation Strategy

	Plus
	Minus
	Interesting

	Increases online sales and reach
	High initial cost
	Opportunity to expand beyond local area

	Improves competitiveness
	Requires staff training
	Long-term business growth

	Meets customer demand for convenience
	Time to implement
	Can attract younger customers

	Strengthens digital marketing
	Risk of technical issues
	Builds stronger brand presence





Appendix 2 – Risk Analysis Table
	Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Score
	Mitigation
	Contingency

	High setup cost
	4
	4
	16
	Set a clear budget, phased rollout
	Reduce features if needed

	Lack of staff digital skills
	3
	4
	12
	Provide staff training
	Hire external support

	Website/technical issues
	3
	5
	15
	Use professional developers
	Fix issues quickly, backup systems




Appendix 3 – Implementation Plan
Problem: Decline in sales due to weak digital presence
Solution: Digital Transformation Strategy

	Task (What)
	When
	Who
	Done

	Conduct market research
	Week 1–2
	Management
	☐

	Develop new website
	Week 3–6
	Web developer
	☐

	Introduce delivery and subscription services .       
	Week 7–8
	Management & staff
	☐

	Launch digital marketing campaign
	Week 9–10
	Marketing team
	☐








Appendix 4 – KPI and SMART Objectives
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online sales
	20% increase in revenue
	Based on improved website
	Addresses main problem
	Within 6 months

	Gain new customers
	500 new customers
	Achievable with marketing
	Supports business growth
	Within 3 months

	Improve website traffic
	30% increase
	Using social media
	Improves visibility
	Within 4 months
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