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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
Green Haven Florists, a small independent shop in Norwich, has seen a 30% drop in in-store sales over the past year as customer habits shift and costs rise. The main issue is that the business hasn’t kept up with how people now prefer to buy flowers—mainly online, with quick delivery and competitive prices. Several factors add to this, including an outdated website, limited online services, and weak digital marketing. At the same time, stronger competitors and higher supply costs are putting pressure on profits. While customers still value the quality, the business is struggling to stay visible, convenient, and competitive in a changing market
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal
Digital Transformation Strategy
This solution focuses on upgrading Green Haven’s online presence. It includes redesigning the website to make it modern, mobile-friendly, and easy to navigate, while adding features such as online ordering, flexible delivery options, and subscription services. It would also involve consistent social media marketing and basic SEO to increase visibility. This directly addresses the root problem of poor digital alignment by making the business more accessible and convenient for customers who prefer to shop online. As a result, Green Haven can attract new customers, improve online sales, and better compete with larger and more digitally advanced rivals.
Solution B Proposal
Differentiation through Sustainability and Experience
This solution builds on Green Haven’s existing strengths by emphasising its eco-friendly ethos and personalised service. It could include promoting locally sourced flowers, offering workshops, and creating unique in-store experiences such as custom bouquet consultations. Marketing would highlight sustainability and community values to appeal to environmentally conscious consumers. This helps resolve the root problem by clearly positioning the business as a premium, experience-led alternative rather than competing on price or convenience alone. By strengthening its unique identity, Green Haven can build customer loyalty, justify higher prices, and stand out from both chain retailers and trend-focused competitors.


Task 3b) Evaluation Results and Justifications

Based on the PMI analysis, Solution A: Digital Transformation Strategy is the most appropriate option, scoring slightly higher overall and directly addressing the root problem of poor digital alignment. The key criteria used were impact on sales, ability to address the root problem, and feasibility. Greater weighting was given to impact and problem resolution, as reversing declining sales is the business’s most urgent priority. While Solution B strengthens branding, it does not fully solve the convenience gap. Therefore, Solution A is justified as it improves accessibility, increases online sales potential, and aligns Green Haven with current consumer behaviour, making it the most effective and sustainable choice.
[bookmark: _Hlk205982530]Task 4b) Risk Analysis Results and Justifications

The main risks associated with Solution A include high setup costs, limited digital skills within the business, and uncertain customer uptake of the new online system. The criteria used to assess risk were likelihood and impact, as these best measure both how often an issue may occur and how severely it would affect the business. Greater weighting was given to impact, because even low-probability issues could significantly affect revenue or reputation. Despite these risks, the solution is still reliable as they can be reduced through phased implementation, staff training, and targeted marketing. Overall, the risks are manageable and do not outweigh the long-term benefits.
Task 5b) Justifications for the Implementation Plan
The implementation plan is structured in a logical sequence to ensure the solution is introduced smoothly and effectively. Task 1 is prioritised first as it identifies current weaknesses and informs all future improvements. Tasks 2 and 3 are scheduled next to build the new website and supporting services, as these form the core of the digital transformation. Task 4 follows and continues alongside development to generate awareness and drive traffic. Responsibilities are assigned based on expertise, with the web developer handling technical work and Liam, Priya, and a marketing freelancer managing operations and promotion. This sequencing reduces risk, ensures efficiency, and supports a controlled rollout of change.


Task 6b) Justifications for the KPI and SMART Objectives

The KPI of increasing online sales by 40% within 6 months is appropriate because it directly measures the success of the digital transformation strategy and reflects the business’s shift towards online purchasing. It is a strong indicator of whether the new website, delivery service, and marketing efforts are working effectively. The SMART objectives are justified as they are specific (focused on online sales), measurable (percentage increase), achievable (based on current growth trends), relevant (addresses declining in-store revenue), and time-bound (6-month period). This ensures clear tracking of progress and allows Green Haven to evaluate performance in a structured and realistic way.
Task 7) Key Findings
· [bookmark: _Hlk208302504]Green Haven’s main issue is a decline in in-store sales caused by a shift towards online shopping and reduced high street footfall. 
· The business has a weak digital presence, including an outdated website and limited online marketing, reducing competitiveness. 
· Strong competitors are outperforming Green Haven through better pricing, delivery options, and stronger online visibility. 
· Rising operational costs, especially for sustainable materials and imported flowers, are reducing profit margins. 
· Despite challenges, Green Haven still has strong potential due to its high product quality, loyal customer base, and strong brand reputation, meaning improvements could quickly boost performance. 
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Appendix 1 – Task 3a
PMI Analysis Table

	Solution A

	Plus
	Minus
	Interesting

	Increases online visibility and reach (5)
	High initial cost (3)
	Enables subscription services (4)

	Improves customer convenience (5)

	Requires digital skills (3)
		



	Attracts younger customers (4)




	
Competes with online retailers (4)
	Time to see results (3)
	Provides customer data insights (4)

	
Boosts potential sales growth (4)
	Ongoing maintenance needed (3)
	expansion beyond local area (4)


	
TOTAL: 18
	
TOTAL: 12
	
TOTAL: 16



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution A = 46

	Solution B

	Plus
	Minus
	Interesting

	Strong brand identity (4)
	Limited appeal to some customers (3)
	Premium positioning (4)

	
Builds customer loyalty (4)
		



	Doesn’t fix online gap (4)



	Workshops create income (4)

	
Aligns with eco trends (4)
	Higher costs (3)
	Community partnerships (4)

	Differentiates from competitors (4)

	Niche market reliance (3)
	Strong word-of-mouth (4)

	
TOTAL: 16
	
TOTAL: 13
	
TOTAL: 16



Therefore: Overall Total for Solution B = 45

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
	
High cost of website development
	3
	4
	12
	Set a clear budget and use phased implementation
	Prioritise essential features and delay extras

	2
	
Lack of digital skills
	4
	4
	16
	Provide training or hire external experts
	Outsource tasks temporarily

	3
	
Low online customer uptake
	3
	5
	15
	Invest in marketing and user-friendly design
	Offer promotions/discounts to attract users










Appendix 3 – Task 5a
Implementation Plan
Name the problem you are solving:
Declining in-store sales due to weak digital presence, low convenience, and increased online competition.
Name the solution you are implementing:
Digital Transformation Strategy (website upgrade, online ordering, delivery options, and digital marketing).
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Review current website
	Audit current website and customer needs to identify key improvements

	Week 1


	
Liam, Priya + web consultant
	
Website issues identified and plan approved


	2
		



	Build and launch 


A new website
	Design and launch new mobile-friendly website with online ordering system

	
Weeks 2–5

	
External web developer

	
New website fully launched and working


	3
	Introduce new features to attract more customers
	Introduce delivery upgrades and subscription flower service
	
Weeks 5–7

	Operations team + Liam & Priya


	
Delivery and subscription service active


	4
	
Promote the website
	Launch digital marketing campaign (social media, SEO, local ads)

	

Weeks 6–8 (ongoing)
	Marketing freelancer + Priya


	
Campaign launched and generating traffic





Appendix 4 – Task 6a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	

online sales growth




	
tracked through website analytics and sales data




	
based on current growth trends




	
directly addresses declining in-store sales and shifting customer behaviour




	


6-month period
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