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[bookmark: _Hlk210817679][bookmark: _Hlk205979492]
Task 1: Overview of Case-study
Green Haven Florists, a small independent shop in Norwich, has seen a 30% drop in in‑store sales due to falling high‑street foot traffic, rising supply costs, and stronger competition from online retailers and new local florists. Although customers value the shop’s quality and sustainability, weaknesses in digital marketing, website usability, and service options have made it difficult for businesses to compete.
The root problem is Green Haven’s failure to modernize its business model—particularly its digital presence—at a time when customer behavior and the retail environment have shifted heavily toward online convenience and competitive pricing.
Issues Contributing to the Root Problem (Critique)
• Declining footfall: The high street has become quieter, exposing the business’s over‑reliance on walk‑in customers.
• Weak digital presence: An outdated website, limited delivery options, and minimal social media activity make the shop uncompetitive online.
• Rising costs: Higher prices for flowers and sustainable materials reduce margins and make it harder to match competitors’ pricing.
• Customer experience gaps: Customers want easier online ordering and more flexible services, which the shop currently lacks.
• Increased competition: A boutique florist and a national chain are attracting both premium and budget customers.
• Internal skills gaps: Liam and Priya lack digital marketing expertise, slowing their ability to adapt.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal:
Proposed Solution: Digital Modernization and Website Redesign
[bookmark: _Int_vmaQprTt]This solution involves creating a modern, user‑friendly website with improved navigation, online ordering, flexible delivery options, and subscription services. It also includes strengthening Green Haven’s digital marketing through consistent social media activity and targeted online advertising. By upgrading their digital presence, Green Haven can better meet customer expectations for convenience and accessibility. This solution directly addresses the root problem their lack of digital adaptation by increasing online visibility, attracting new customers, and compensating for declining high‑street footfall. It positions the business to compete effectively with online retailers and tech‑savvy local competitors.
Solution B Proposal
Proposed Solution: Strategic Partnerships and Local Community Engagement
This solution focuses on building partnerships with local businesses such as cafés, event venues, hotels, and wedding planners to create steady, recurring demand for floral arrangements. Green Haven can also strengthen its presence through community workshops, seasonal events, and collaborations with local sustainability groups. These partnerships expand their customer base beyond walk‑ins and reduce reliance on declining high‑street footfall. By embedding the business more deeply within the local community, Green Haven differentiates itself from online competitors and reinforces its sustainability values, helping address the root problem of limited market reach and outdated business practices.
Task 3b) Evaluation Results and Justifications

Solution A is the most appropriate option because it scored higher across the weighted criteria in the PMI/Grid analysis. The criteria cost, feasibility, impact, and time were selected because they directly influence whether a solution can be implemented effectively in a real organisational setting. Higher weightings were given to feasibility and impact, as these determine whether the solution will work in practice and deliver meaningful improvement. Solution A performed strongly in both areas, showing lower risk, clearer implementation steps, and stronger alignment with organisational priorities. This makes it the most defensible and sustainable option to progress with.
[bookmark: _Hlk205982530]Task 4b) Risk Analysis Results and Justifications
The risk analysis highlights several potential challenges, including operational delays, and data‑quality issues. These risks were assessed using criteria such as likelihood, impact, and controllability because they directly influence project stability and decision‑making. Weightings were assigned to priorities high‑impact risks, ensuring that resources focus on threats most capable of disrupting delivery. This structured approach strengthens the reliability of the solution by providing a transparent, evidence‑based method for anticipating problems and planning mitigations. As a result, the proposed solution is robust, defensible, and capable of performing consistently under realistic organizational conditions.

Task 5b) Justifications for the Implementation Plan
[bookmark: _Int_EfmzY9YN][bookmark: _Int_nfI16K1i][bookmark: _Int_QlSbawEv]The implementation plan is structured to follow a logical sequence that reduces risk and ensures smooth adoption. Preparation occurs first to set clear goals, budgets and responsibilities, which prevents delays later. Website development is scheduled early because it is the most complex task and underpins all other digital activities. Digital marketing overlaps with development to build momentum before launch. Responsibilities are divided between external specialists for technical tasks and internal staff for daily operations, ensuring expertise is used efficiently while keeping ongoing processes manageable.


Task 6b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The selected KPI achieving a 20% increase in online sales within six months is justified because it directly measures the impact of Green Haven’s digital modernization strategy. Online sales are the most relevant indicator of improved digital performance, making this KPI closely aligned with the business’s core problem of limited digital presence. The SMART objectives strengthen this by ensuring the target is clearly defined, measurable through sales data, realistically achievable through the new website and marketing activities, relevant to reducing reliance on declining footfall, and time‑bound to maintain focus. This approach reflects established guidance on effective goal‑setting.

Task 7) Key Findings
• 	Green Haven’s limited digital presence is the primary barrier to growth, reducing visibility and weakening competitiveness against online and tech‑enabled local retailers.
• 	Declining high‑street footfall has made the current business model increasingly unsustainable, highlighting the need for stronger online revenue streams.
• 	Customer expectations have shifted toward convenience, including online ordering, flexible delivery, and clear product information, which the current website does not provide.
• 	Digital modernisation through a redesigned website and targeted online marketing would significantly improve accessibility, customer engagement, and sales performance.
[bookmark: _Hlk208302504]• 	Implementing these changes would strengthen long‑term resilience and support sustainable business growth.
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Appendix 1 – Task 3a
PMI Analysis Table
	Solution A

	Plus
	Minus
	Interesting

	Improves online visibility and customer reach


	Higher upfront cost


	Opens opportunities for subscription services

	 Directly addresses outdated website and digital weaknesses


	Requires digital skills or outsourcing

	Enables targeted online advertising

	 Enhances customer experience through better ordering and delivery option

	Time needed to implement changes
	Potential to expand into e‑commerce markets

	Supports long‑term competitiveness against online retailers


	
	

	
TOTAL: 4
	
TOTAL: 3
	
TOTAL: 3



Therefore: Overall Total for Solution A = 4

	Solution B

	Plus
	Minus
	Interesting

	Builds recurring demand through local partnerships
	Limited impact on online competitiveness
	Enhances sustainability reputation

	
Strengthens community presence and brand loyalty
	Slow to generate large‑scale results
	Opens opportunities for workshops and events

	Low‑cost approach compared to digital investment

	Dependent on partner reliability and external relationships
	Could attract niche eco‑conscious customers

	
TOTAL: 3
	
TOTAL: 3
	
TOTAL: 3



[bookmark: _Hlk219478739]Therefore: Overall Total for Solution B = 3


Appendix 2 – Task 4a

Risk Analysis Table

	
	What could cause a risk?
	What is the likelihood of the risk occurring? 
(1 – 5)
	What is the impact of this risk? 
(1 – 5)
	Risk Factor = Likelihood X Impact
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	1
	Lack of staff engagement
	3
	3
	9
	Provide clear communication and updates
	Introduce backup plans

	2
	Delays in receiving key information

	3
	2
	6
	Offer training or support

	Reassign tasks to available staff


	3
	Technical issues with new systems

	2
	3
	6
	Set realistic timelines
	Extend deadlines if needed

	4
	Budget constraints
	2
	4
	8
	Allocate resources early
	Increase communication to resolve issues quickly




Appendix 3 – Task 5a
Implementation Plan

Name the problem you are solving: Online presence,improvment and ordering
[bookmark: _Int_hOJZS54L]Name the solution you are implementing : Modernization and Website Redesign
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Project Preparation


	• Define clear project goals
• Set a budget for website development
• Assign internal responsibilities
• 	Agree on the scope: website redesign, online ordering, delivery options, subscription service, and digital marketing.



	





Weeks 1–2

	
Owner/Manager

	

A clear project direction with defined roles, budget, and expectations.





	2
	Website Redesign and Development


	• Online ordering and secure payment
• Delivery and click‑and‑collect options
•Subscription or repeat‑order service
• Mobile‑friendly design
• Fix any issues before launch.

	

Weeks 3–10

	
Web developer/agency

	A modern, user‑friendly website that supports online sales and meets customer expectations for convenience.



	3
	Digital Marketing Setup


	• Create a consistent social media schedule
• Develop content themes: plant care tips, seasonal promotion
• Set up targeted online advertising focused on local customers.
• Prepare launch‑week marketing materials.



	





Weeks 6–10
	
Marketing specialist

	
A stronger online presence that increases visibility and attracts new customers.


	4
	Website Launch and Promotion


	• Launch the redesigned website.
• Promote the launch across all social media channels.
• Send an email announcement to existing customers.
• Monitor customer feedback and fix any early issues.



	



Weeks 11–12
	All the above when they consider is ready to launch


	A successful launch that drives traffic, encourages online orders, and builds awareness.







· Appendix 4 – Task 6a

The Key Performance Indicator is: Increase online sales by 20% within the first six months of launching the redesigned website.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase online sales generated through the redesigned website.






	
Track monthly online revenue using website analytics and sales reports.




	
A 20% increase is realistic due to improved website usability, online ordering, and targeted digital marketing.




	
The KPI directly supports the core goal of improving Green Haven’s digital presence and reducing reliance on high‑street footfall.



	
Achieve the 20% increase within six months of the website launch.
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