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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Green Haven Florists is a small, independent business that has seen a decline of 30% in its performance over the last one year. The main cause of this decline has been the reduction in customer traffic, as well as increased competition from online flower shops. At the same time, the business has seen an increase in operational costs, specifically with imported flowers. The other problem with the business lies in its lack of online presence, which includes a lack of an effective website. However, the issue is not only external but also a reflection of the company’s inability to quickly adapt to the changing demands of the market. Brooks et al. (2011, p. 15) state that the analysis of the external business environment reveals the impact of the PESTLE factors, such as technology, economic, and competitive factors. Therefore, the decline in sales is a result of the changes in the market and the company’s inability to keep up with the changes in technology, as is evident in the retail industry, where convenience is a factor in the decisions made by the consumer (Floral Industry Trends, 2025).
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal
One possible solution for Green Haven is to improve its online presence by modernising its website and adding a fully functional online ordering feature. This will involve ensuring that the website is user-friendly, mobile device accessible, and offers services such as same-day delivery and online payment. Proctor (2019) states that organisations that use innovative strategies have a higher likelihood of remaining competitive in a dynamic market. This is a suitable solution because it addresses the root problem more directly than relying on in-store recovery alone, as it allows Green Haven to respond to reduced foot traffic by giving customers a convenient alternative purchasing channel. This should improve customer experience, expand market reach and make the business more competitive against online rivals, although its success depends on effective website usability and reliable delivery performance, which will improve customer experience and make the service more accessible, especially for younger generations.
Solution B Proposal
Another solution for the business could be the provision of a flower subscription service and a stronger digital marketing campaign. This means that the customers would be provided with a flower arrangement on a weekly or monthly basis, which would be a stable revenue source for the business. Additionally, the business, would have to improve its social media presence for example on Instagram, to reach a wider market and increase its brand awareness. This is because, as Floral Consumer Trends (2025) indicates, consumers are becoming increasingly interested in personalised and convenient services. This solution would be a stable revenue source for the business, even though it would require a marketing investment and some time, which would be in line with consumer trends (Floral Consumer Trends, 2025).
Task 3b) Evaluation Results and Justifications
The weighted criteria (cost, feasibility, sales impact, speed) were selected to reflect Green Haven's urgent need for revenue recovery. Sales impact was weighted highest (5) as declining revenue is the core problem. Feasibility (4) was prioritised due to limited internal capacity. Solution A scored 42 vs 30 for Solution B, primarily due to superior sales impact and faster implementation. Therefore, digital transformation is the preferred solution (Boddy, 2017; Super Series, 2013).
[bookmark: _Hlk205982530]Task 4b) Risk Analysis Results and Justifications
The main risks associated with digital transformation are financial cost, technical issues, and staff digital literacy. Risk analysis helps organisations reduce uncertainty in decision-making (Hillson, 2003; Super Series, 2013). Financial cost scored highest (12) as budget pressure is the most immediate threat to a small business. Technical issues (8) and staff skills (9) are manageable through professional support and training. These risks can be mitigated through budgeting, phased implementation, testing, and staff development. Therefore, while not risk-free, the solution is reliable because the identified risks are controllable and do not outweigh the expected benefits.
Task 5b) Justifications for the Implementation Plan
The implementation plan is organised in phases so that each stage supports the next and reduces the chance of costly mistakes during implementation. Planning is arranged first in the implementation sequence because Green Haven has to understand customer requirements and the functionality of the website before development can start. Development of the website takes the longest time compared to other activities because of the need for specialised input in terms of payment systems and mobile phone access. Testing and staff training are positioned after development because a completed system must be checked before launch, and staff need confidence in processing orders, updating content and responding to customer issues. Launching and monitoring are placed last because implementation should not end at go-live; performance data and customer feedback must be reviewed by the manager to identify early weaknesses and support continuous improvement.
Task 6b) Justifications for the KPI and SMART Objectives
[bookmark: _Hlk205981688]The Key Performance Indicator selected is the increase in online sales. Key performance indicators are often used to measure performance and monitor progress towards achieving business objectives (Parmenter, 2015). The selected Key Performance Indicator is relevant since it is a key aspect of the selected solution, as it is specifically designed to increase online accessibility and convert online interest into sales. The SMART objective is to increase online sales by 20% within three months of implementation. This is a challenging but realistic objective for a small business, as it is a new online ordering system. The objective is specific, measurable, achievable, relevant, and time bound. By monitoring this KPI, Green Haven will be able to determine whether the new website and ordering system are working well. If the target is not met, Green Haven can use the results to identify whether the weakness lies in website traffic, conversion, delivery options or promotional activity, allowing more targeted corrective action. Monthly sales reports and website analytics should be reviewed by the manager to compare actual results with the 20% target. If performance remains below target, Green Haven can adjust its digital marketing activity, website content or delivery offers.
Task 7) Key Findings
· [bookmark: _Hlk208302504]Green Haven is experiencing declining sales due to reduced foot traffic and increased online competition.
· The business has not adapted effectively to changing consumer behaviour.
· Digital transformation offers a direct and practical solution to improve accessibility and sales.
· Compared to the subscription model, the website solution provides faster and more measurable results.
· Risks associated with implementation are manageable with proper planning and support.
· Clear KPIs and SMART objectives allow effective monitoring of performance.
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[bookmark: _Hlk205987492]Appendix 1 – Task 3a

Grid Analysis Table
	Factors
	Weight
	Solution A (Website)
	Score
	Solution B (Subscription)
	Score

	Cost
	3
	Medium
	2
	Low
	3

	Feasibility
	4
	High
	3
	Medium
	2

	Impact on Sales
	5
	High
	3
	Medium
	2

	Speed of Results
	3
	High
	3
	Low
	1


Total Score
· Solution A = (3*2) + (4*3) + (5*3) + (3*3) = 6 + 12 + 15 + 9 = 42
· Solution B = (3*3) + (4*2) + (5*2) + (3*1) = 9 + 8 + 10 + 3 = 30
 Conclusion: Solution A is the preferred option.
Source: Boddy (2017).
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 may affect the company budget and delay implementation

	3
	4
	12
	Plan a clear budget, compare developers, and focus only on essential features
	Reduce non-essential costs and spread payments over time

	2
	Technical issues during or after development may affect website performance and customer experience

	2
	4
	8
	Use experienced developers and test the systems before launch
	Fix issues quickly and provide temporary manual ordering options

	3
	Lack of staff digital skills may reduce efficiency in managing online orders and customer requests

	3
	3
	9
	Provide simple training and clear instructions for staff
	Assign one responsible person and seek external support if needed




The highest risk identified is the financial cost (score 12), however this can be controlled through budgeting and phased implementation. 
Source: Hillson (2003).
Appendix 3 – Task 5a
Implementation Plan


	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Planning & Requirement Analysis

	Identify business requirements, analyse customer requirements, and determine what features will be included on the website, such as ordering and delivery. This step ensures that the final solution will meet customer requirements and prevent additional, unwanted expenses and errors.
	Week 1

	Owner (Liam & Priya)

	



	2
	Website Development

	Create a user-friendly website that has clear navigation, is accessible on mobile devices, and provides secure online payment facilities. This phase mainly deals with enhancing customer experience and making online services more accessible to customers.
	Weeks 2–4
	External web developer
	



	3
	Testing & Staff Training

	Test the system to make sure that all functions are working properly, and train the staff on how to manage orders, update content, and deal with customers in an efficient manner. This will minimize the chances of system failure once the system is implemented.
	Week 5
	Staff + Developer

	



	4
	Launch & Monitoring


	Launch the website and constantly monitor its performance in terms of online sales, customers’ responses, and website functionalities. If needed, adjustments can be made to further enhance performance and achieve business goals.

	Week 6


	Manager


	





Source: Boddy (2017)

Appendix 4 – Task 6a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online sales through the new website and ordering system by attracting more customers and improving accessibility.





	Achieve a 20% increase in online sales revenue, measured through monthly sales reports and website analytics.




	This target is achievable based on improved customer experience and increased digital presence.




	This objective is directly linked to the main problem of declining sales and reduced foot traffic.





	The target will be achieved within 3 months after the implementation of the new system.








KPIs and SMART objectives are widely used to measure performance and support effective business decision-making (Parmenter, 2015).
Source: Parmenter, D. (2015) Key performance indicators. 3rd edn. Hoboken: John Wiley & Sons.
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