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[bookmark: _3pyuw2jqw7a4]Task 1: Overview of Case Study
Green Haven Florists is a small, independent floral outlet located in Norwich, which has, within recent years, started to suffer a massive loss of the general business results. During the last year, the sales at stores have decreased by 30%, whereas operational expenses such as the importation of flowers and eco-friendly packaging keep increasing. Concurrently, online flower retailers have increased their competition, which has provided lower prices, product-line variety and convenient delivery within the day. The main issue is diminished competitiveness due to low digital ability, as well as slow reactionary adaptation to changes in customer tastes and inclinations in making purchases over the web. Small companies are under pressure related to intense retail competition and price promotions (Chen et al., 2020). Moreover, insufficient digital transformation constrains the opportunities to position itself in the market, long-term sustainability, and prospects of growth (Kraus et al., 2021).

[bookmark: _eu8ys7mytbav]Task 2: Two Proposed Solutions
Solution A: Digital Transformation & E-commerce Optimisation Strategy
The solution includes an improved online order system, moving towards a redesign of the website, the use of search engine optimisation, a flower subscription service, and focused social media marketing. The development of digital infrastructure will enhance convenience to the customer, enlarge the market base, and increase competitiveness with the online retailers. Digital transformation is also helping the small firms to generate value by creating better customer interactions and operational efficiencies (Kraus et al., 2021). Through online modernisation, Green Haven will be in a position to boost its online sales and accommodate the changing consumer buying behaviour.

Solution B: Community-Centred Differentiation Strategy
This is a strategy that focuses on conducting floral workshops, creating corporate partnerships, introducing loyalty programmes and improving customer experiences in stores. Understanding the emotional bond and customised services would boost the number of people who come in and create long-term loyalty. Experiential value creates a reduction in price sensitivity against competitive positioning within the local retail market (Rather and Hollebeek, 2021). Green Haven will be able cto stand out amongst the national chains and online competitors due to their focus on relationships and community involvement.

[bookmark: _ddhbr7q4gynq]Task 3: Evaluation of Solutions
[bookmark: _ghz4ybhs0rhb]Task 3a) Grid Analysis Evaluation 
The Solution A and Solution B were compared with each other using a Grid Analysis based on four factors, which include: cost, potential revenue growth, complexities of implementation, and long term competitiveness (see Appendix 1). Solution A had a high rating in increased revenues and long-term strategic positioning owing to its capacity to increase online presence. It, however, necessitates a greater initial investment and computer skills. Solution B had high ratings on customer loyalty and reduced risk of finances, but had a lower level of scalability. The issue of digital competence is becoming a major concern about SME competitiveness (OECD, 2023).

[bookmark: _yijx6kmm3wah]Task 3b) Selection of Preferred Solution
In accordance with the findings of the Grid Analysis, Solution A scored the most. Even though it is likely to be associated with moderate financial and operational risks, it directly responds to the essence of the issue of low digital capabilities and waning online competitiveness. The strategy conforms to the rising consumer behaviour as an increasing number of consumers are willing to buy items online with ease and availability. The enhancement of the digital infrastructure would allow Green Haven to increase its market penetration and generate growth opportunities with scaling potentials. Although community engagement is still good, it is more imperative to focus on digital transformation to restore the lost revenue and ensure that it does not lose out to other more digitally transformed retailing conditions.

[bookmark: _jncosypfspx3]Task 4: Risk Analysis of Selected Solution (Solution A)
[bookmark: _b1c19rj3ypph]Task 4a) Risk Identification 
The essential financial risks are costs of an upfront rebuild of the website, platform costs and paid-ad costs that can be costly to the cash flow. The operational risk factors involve skill deficiency among staff, time constraints, and inconvenience during the time new online ordering/delivery processes are implemented. Other market risks are poor subscription acquisition, rival discounting, and poor social traffic to sales conversion. The risk of using technology is failure of payments, failure of data/security and lost trust as a result of the site being offline. These threats are in line with the widespread e-commerce adoption obstacles among SMEs, particularly the resource constraints and cyber issues (Loo et al., 2025).

[bookmark: _5x2u1gtzpevo]Task 4b) Feasibility Explanation
General viability is medium-to-large in the case of staged implementation and mitigation of risk. Operation and technological issues are most likely at the beginning, but they can be mitigated by employee training, a source of web, safe payment systems and enhancing full launch by piloting. The small ad budgets that are started with allow management to deal with financial risk and only increase when there is a better conversion. Trial subscriptions to current loyal customers and clear delivery will help eliminate market risk. Cyber threats are common to SMEs, and therefore, simple controls and awareness are necessary to ensure the solution is realistic (Benjamin, 2024).


[bookmark: _6sc4hn4wxek4]Task 5 Implementation Plan
[bookmark: _hi9drorjfjk7]Task 5a) Implementation Steps
	Week
	Key Activities
	Responsible Person(s)
	Expected Output

	Week 1
	State targets (number of online conversions, number of subscriptions). Set budget and timeline. Choose the platform and model of delivery and website.
	Liam & Priya
	Clear project scope, approved budget, selected platform and delivery structure.

	Week 2
	Hire a freelance web developer/SEO. Assign the staff division of product content and image.
	Priya (lead), Staff
	Contracted external support, content responsibilities assigned

	Weeks 3–4
	Web redesign and development. Simplify checkout. Add delivery options. Develop a subscription service and help desk. Testing of the conduct systems (payment, mobile view, order confirmation).
	External developer, Staff
	Functional, tested e-commerce website ready for launch

	Week 5
	Launch website. Google business profile update. Implement SEO basics. Start paid ads through social media and weekly organic posts.
	Liam & Priya
	Website live, marketing campaign initiated

	Weeks 6–8
	Monitor performance weekly. Reports on traffic and conversion. Modify advertisements and discounts. Make pages quicker, provide product description, and delivery.
	Liam, Priya & Staff
	Optimised website performance and improved conversion rate


[bookmark: _dwvc6etk41h8]
Task 5b) Justification of Plan
This process starts with the definition of scope and budget, since well-established grounds minimise uncertainty and direct the choice of suppliers. Building and testing efficiency and its accomplishment come after the objectives and responsibilities are established. Launch will be done once the full system is checked to ensure minimal operational disturbance, as well as last to ensure optimisation to fine-tune performance by use of actual data. The capacity of the small business and resource constraints are reflected in a 6-8 week-long schedule, phased. Priya is the digital head, Liam is the head of operations and stock levels, staff handle the contents and fulfilment, and external specialists provide technical consulting services.

[bookmark: _m61mzbiqyupf]Task 6: KPI and SMART Objectives
[bookmark: _xlbugq9f16wh]Task 6a) KPI and SMART Objectives
Key Performance Indicator (KPI): Monthly Online Sales Growth Rate (%)
	SMART Element
	Objective Description

	Specific
	Increase monthly online sales through website optimisation and subscription service launch.

	Measurable
	Achieve a 20% increase in online sales revenue compared to the previous three-month average.

	Achievable
	Based on improved website usability, targeted social media ads, and subscription offers.

	Relevant
	Directly addresses declining in-store sales and strengthens digital competitiveness.

	Time-bound
	Achieve the target within 6 months of the website launch.


[bookmark: _gehlkhnwzwst]
Task 6b) Monitoring and Evaluation 
[bookmark: _j0sfv3tbpkfx]Website analytics tools like traffic analysis, conversion rates, and bounces and monthly financial statements will be used to measure the performance of online sales. The structured performance review will be implemented by Liam and Priya at the end of every month so that they can review performance in regards to meeting the target of 20 percent online sales growth. The indicators will be the revenue trends, customer acquisition costs, and average value of orders. In case there is low performance it will be known and corrective measures taken immediately. These could be modification of digital advertising budgets, optimization of SEO strategies or descriptions of products, website usability as well as short-term promotion. Uninterrupted monitoring will help to make decisions that are informed by the data and make the necessary improvements in time, which will help to achieve a sustainable in the long-term growth of the digital sales.

Task 7: Key Findings
· Green Haven Florists is losing in-store transactions by 30% according to increased online competition, increased operational costs, and low digital capacity.
· Two solutions were offered, namely: Digital Transformation & E-commerce Optimisation Strategy and Community-Centred Differentiation Strategy.
· The Digital Transformation strategy is more appealing concerning long-term competitiveness and growth in revenues (Grid Analysis showed that it has a higher competitiveness and revenue growth potential (Alok Kumar Bharati and Venkataramana Ajjarapu, 2021).
· The choice of solution is of moderate financial and operational risk and has to be handled by a gradual implementation process and tracking.
· The impact that is expected to be seen is that online sales will increase, market penetration will be boosted, and customer interaction will be improved.
· The success will be established by increasing the monthly online sales by 20 per cent in six months.


[bookmark: _ayrgvauok8y]References
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[bookmark: _f0djt3slfyns]Appendix 1: Task 3a) Grid Analysis Table
	Evaluation Criteria
	Weight (1–5)
	Solution A: Digital Transformation
	Score (1–5)
	Weighted Score
	Solution B: Community Differentiation
	Score (1–5)
	Weighted Score

	Revenue Growth Potential
	5
	Expands online reach and subscription sales
	5
	25
	Increases local loyalty and foot traffic
	3
	15

	Implementation Cost
	4
	Moderate–high upfront digital investment
	3
	12
	Lower financial investment required
	4
	16

	Long-Term Competitiveness
	5
	Improves digital positioning and scalability
	5
	25
	Strengthens local brand image
	3
	15

	Risk Level
	3
	Moderate operational and technical risk
	3
	9
	Lower operational risk
	4
	12

	Speed of Impact
	3
	Medium-term impact (3–6 months)
	3
	9
	Faster short-term local impact
	4
	12

	Total Score
	
	
	
	80
	
	
	





[bookmark: _tefy96kdrlaq]Appendix 2: Task 4a) Risk Analysis Table
	Risk Type
	Key Risk
	Likelihood
	Impact
	Mitigation
	Responsible

	Financial
	High website and marketing costs
	Medium
	High
	Set a fixed budget and phased spending
	Liam & Priya

	Operational
	Limited digital skills
	Medium
	Medium
	Provide staff training and clear roles
	Priya

	Market
	Low subscription demand
	Medium
	Medium
	Pilot offers and promotional discounts
	Liam

	Technology
	Website or payment failure
	Low–Medium
	High
	Use secure hosting and test system before launch
	Developer


[bookmark: _t6kix7vwyhfp]Appendix 3: Task 5a) Implementation Plan
	Week
	Key Activities
	Responsible Person(s)
	Expected Output

	Week 1
	State targets (number of online conversions, number of subscriptions). Set budget and timeline. Choose the platform and model of delivery and website.
	Liam & Priya
	Clear project scope, approved budget, selected platform and delivery structure.

	Week 2
	Hire a freelance web developer/SEO. Assign the staff division of product content and image.
	Priya (lead), Staff
	Contracted external support, content responsibilities assigned

	Weeks 3–4
	Web redesign and development. Simplify checkout. Add delivery options. Develop a subscription service and help desk. Testing of the conduct systems (payment, mobile view, order confirmation).
	External developer, Staff
	Functional, tested e-commerce website ready for launch

	Week 5
	Launch website. Google business profile update. Implement SEO basics. Start paid ads through social media and weekly organic posts.
	Liam & Priya
	Website live, marketing campaign initiated

	Weeks 6–8
	Monitor performance weekly. Reports on traffic and conversion. Modify advertisements and discounts. Make pages quicker, provide product description, and delivery.
	Liam, Priya & Staff
	Optimised website performance and improved conversion rate



[bookmark: _kun71w9kypln]Appendix 4: Task 6a) KPI and SMART Table
	SMART Element
	Objective Description

	Specific
	Increase monthly online sales through website optimisation and subscription service launch.

	Measurable
	Achieve a 20% increase in online sales revenue compared to the previous three-month average.

	Achievable
	Based on improved website usability, targeted social media ads, and subscription offers.

	Relevant
	Directly addresses declining in-store sales and strengthens digital competitiveness.

	Time-bound
	Achieve the target within 6 months of the website launch.



