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[bookmark: _Toc225006305]Task 1: Overview of Case-study
The Green Haven Florists is a local independent floral retailer in Norwich consisting of a tiny independent, established in 2016 and offers an eco-friendly product line. Like the beginning business, it was starting on a high note, however, lately, it has been recording tremendous decline in its sales performance. The reduction of footfall is not only a key issue but also reflect the incapabality by the firm to transform with the trends of consumers and shift to the digital markets. This has been aggravated by dropping business on the high street as well as the heightening competition with the web and local outlets (Wei et al., 2022). Moreover, the presence of outdated website and poor digital marketing limits the communication with customers and the rising supply costs reduce profitability. This means that it should be tactical in its transformation into the digital platform to enhance performance in a sustainable manner.
[bookmark: _Toc225006306]Task 2: Two Proposed Solutions
Solution A: Digital Transformation and E-commerce Optimisation
The solution, to this problem, is to convert the current Green Haven page to a full-fledged user-friendly e-commerce page, using the help of intensive digital marketing (e.g., SEO and social media advertisement). The relaxed order through the revamped site would be easy, mobile-friendly and the easy delivery possibilities. This is a direct solution to the situation because it puts the business on the same level with the shifting consumer behaviour whereby consumers prefer convenience and online purchases. Increased exposure and access to digital would improve coverage of the markets to more than local footfall, increase customer acquisition and conversion rates. This solution, in its turn, will probably raise the intensity of online sales and reduce the reliance on the progressively decreasing street-level traffic.
Solution B: Subscription-Based Flower Service and Loyalty Programme
The solution implies that a regular flower delivery subscription (weekly, monthly), and customer loyalty programme with a discount and reward should be introduced. The advantage of this course of action is that it aims to create long term relationships with its customers and ability to generate some predictable and repeatable streams of its revenues. It will address the root problems namely increased retention of customers rather than relying on new consumer’s acquisition. It is also an alternative approach of attracting difference between Green Haven and the competitor by offering personal and convenient services. It is not fully overcoming the digital limitations, but it is improving the customer engagement and stabilisation of the revenues that boosts the entire sales level and sustainability of the business.
[bookmark: _Toc225006307]Task 3b) Evaluation Results and Justifications
The PMI evaluation shows that Solution A (Digital Transformation) is the most appropriate option, as it corresponds to greater overall strategic value than Solution B. The key parameters which were applied to evaluate the effectiveness of the strategies were; impact on sales growth, cost effectiveness, feasibility and long-term sustainability, and the importance of growth of sales and scalability was more pronounced, in consideration of the urgency in the declining revenue. Solution A was rated higher as it addresses the underlying issue of the lack of digital capability- and on top of it, it will permit reaching a wider range of market and customer recruitment. Solution B, its part, is more concerned with the retention enhancement and does not have the demand growth. In this way, Solution A can be articulated to be the most effective and scalable solution.
[bookmark: _Toc225006308]Task 4b) Risk Analysis Results and Justifications
Some of the biggest risks identified with Solution A which are high initial investment costs, trouble in technical implementation and the lack of digital capability in the business have been identified as a risk according to the risk analysis. The financial strain risk is also moderate, and its works are extremely high due to such pressures of costs since they shape into a high risk score. Similarly, the chances of implementation risks are moderate with medium to high impact in case of poor implementation is moderate. However, these threats are comparatively controlled through; the step-by-step investment, outsourcing Web development, and employee training. Despite the short-term uncertainty of the solution, there are long-term advantages of the solution that will outweigh risks in the sense that it would be feasible and strategically.
[bookmark: _Toc225006309]Task 5b) Justifications for the Implementation Plan
In the digital transformation strategy, there will be four systematic processes that will be adopted and they include planning, development, implementation and monitoring.
Project goals, budgeting, and needs of the site functionality and digital marketing will be established, the owners will set the project goals and project budget allocation during the planning stage (Weeks 1-2). To ensure technical knowhow, the outsourced web developers and marketing experts will be selected.
The information regarding the development level (Weeks 3-6) will consist of reworking the site to accommodate the easy to use navigation, mobile friendly and added e-commerce functionality such as the secure payment system and delivery time scheduling. Meanwhile, online elements of promotions like social media and search engine optimisation will be prepared.
The new site release and opening the marketing campaigns to drive traffic and bring transformations will be the implementation phase (Weeks 7-8). The workers will be trained on how to deal with online orders and customer transactions.
Finally, the monitoring phase (Weeks 9-12) will involve active evaluation of the performance based on the primary performance metrics such as the web traffic and sales conversion. The marketing strategies and functionality of the websites will be modified to achieve maximum performance and ensure long-term success where the need be.
The implementation plan will be sequenced in a manner that would be cost effective, efficient and effective sequencing. Planning phase is assigned more weight to establish clear briefs, financial constraints and specifications such that unwarranted adjustments in the cost would be minimised in future. 
This is then followed by the development stage because the setup of the internet and the site should not be introduced in the market incomplete. This would backfire since it would be wise to commence execution without a viable platform that is founded upon customer experience and brand credibility. Planned distribution of roles and technical development assigned to outside specialists is suggested in case of quality development, however, operations are adopted by staff, which can be also trained within the company and makes it cost-effective. 
The monitoring stage is the final stage in which the performance will be appraised and enhancement carried out. Such a gradual process will ensure the maximum utilisation of the resources and will create more opportunities of successful implementation at the same time.
[bookmark: _Toc225006310]Task 6b) Justifications for the KPI and SMART Objectives
The KPI selected is the rise in the monthly online sales revenue since it is measurable in absolute terms as well as highly correlated to the given problem of low sales and poor performance online such that there is direct correlation. The SMART objective would be to achieve an increase in online sales by 25% in 3 months since the launch of the webpage page in order to ensure that the objective is specific, measurable, achievable with the opportunity of superior digital resources, related to business of reawakening, and time. The reason why this KPI is appropriate is that it depicts a brilliant illustration of the triumph in the strategy of digital transformation to earn revenue. The SMART goal helps to ease the decision-making process being well-organised, giving an opportunity to monitor the progress and understand when it is necessary to make certain corrections to make the strategic undertaking oriented to the improvement of the overall business, its performance and competitiveness.
[bookmark: _Toc225006311]Task 7) Key Findings
· Reduced footfall is not the only significant issue, but the inability to adapt to the digital consumer behaviour is the factor that decreases market penetration and selling.
· The digital transformation has been determined to be the most successful solution since it targets the core of the problem and enables the scaling of customer acquisition.
· The Risk analysis demonstrates that there is mean implementation and financial risk but it can be managed with in the stages of investment and outside knowledge.
· A properly designed implementation plan will ensure that the resources and the tasks, and operational feasibility are distributed in an effective manner.
· KPI and SMART objectives adopted are a measurable model of performance monitoring, and they can be deployed to promote incessant enhancement and sustainability of the business in the long run.
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[bookmark: _Toc225006314]Appendix 1 –PMI Analysis Table
Solution A: Digital Transformation & E-commerce Optimisation
	Plus
	Minus
	Interesting

	Expands market reach beyond local customers.
	High initial investment cost.
	Potential to scale business nationally.

	Improves customer convenience through online ordering.
	Requires technical expertise and external support.
	Enables use of data analytics for marketing.

	Increases sales through improved conversion rates.
	Staff training required (King et al., 2025).
	Strengthens competitive positioning.

	Aligns with changing digital consumer behavior.
	Implementation time may delay benefits.
	Can integrate flexible delivery options.

	Total = 4
	Total = 4
	Total = 4


Overall Total for Solution A = 4 – 4 + 4 = 4
Solution B: Subscription-Based Service & Loyalty Programme
	Plus
	Minus
	Interesting

	Generates predictable recurring revenue.
	Limited ability to attract new customers.
	Builds long-term customer relationships

	Improves customer retention and loyalty (Noor et al., 2024).
	Depends heavily on existing customer base.
	Opportunity for personalised services.

	Enhances customer engagement.
	May require system and process changes
	Can complement digital strategy in future.

	Differentiates from local competitors.
	Less scalable than digital expansion.
	Risk of low subscription adoption.

	Total = 4
	Total = 4
	Total = 4


Overall Total for Solution B = 4 – 4 + 4 = 4
[bookmark: _Toc225006315]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 (L × I)
	What can you do to reduce this risk from happening?
	If it happens – what can you do to minimise the impact?

	High initial investment cost leading to financial strain (Rahul Vadisetty, 2024).
	3
	5
	15
	Implement phased investment; set a clear budget; prioritise essential features first.
	Reduce non-essential expenses; seek short-term financing or adjust spending.

	Lack of digital expertise within the business.
	4
	4
	16
	Outsource to experienced web developers; provide staff training
	Hire temporary specialists; provide additional training support.

	Technical issues during website development or launch.
	3
	4
	12
	Conduct thorough testing before launch; use reliable developers.
	Fix issues promptly; communicate with customers and offer support or compensation.
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Name the problem you are solving: Declining sales due to weak digital presence and reduced footfall.
Name the solution you are implementing: Digital Transformation and E-commerce Optimisation.
	Task
	WHAT (Activity)
	WHEN (Timeline)
	WHO (Responsibility)
	Done

	1
	Define project objectives, budget, and website requirements; select external developers and marketing specialists.
	Weeks 1–2
	Owners (Liam & Priya) + External Consultants
	☐

	2
	Develop and redesign website with e-commerce functionality (payment system, mobile optimisation, delivery options).
	Weeks 3–6
	Web Developers + IT Specialists
	☐

	3
	Launch website and implement digital marketing campaigns (SEO, social media, and online ads); train staff for operations (Singh and Kaunert, 2024).
	Weeks 7–8
	Marketing Team + Staff + Owners
	☐

	4
	Monitor website performance, analyse sales data, and optimise marketing strategies based on results.
	Weeks 9–12
	Owners + Marketing Analyst
	☐
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The Key Performance Indicator (KPI) is: Monthly Online Sales Revenue Growth (%).
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online sales through the newly developed e-commerce platform (Li, 2023).
	Achieve a 25% increase in online sales revenue (Liu, Xie and Wang, 2025).
	Target is realistic based on improved website functionality and marketing efforts.
	Directly addresses declining sales and digital weakness.
	Achieve within 3 months of website launch.
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