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Brief Explanation of the Specific Business Problem A tiny independent company in Norwich called Green Haven Florists experienced a sharp drop in sales because of dwindling foot traffic, higher operating expenses, more formidable online rivals, and an outdated website. Despite a slight increase in online sales, the 30% drop in in-store purchases has not been offset. This report's main issue is the poor digital presence, which limits brand visibility, competitiveness, and customer accessibility. Restoring commercial performance and guaranteeing long-term sustainability in a market that is becoming increasingly dominated by internet retailers must tackle this issue.


[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A Proposal
Solution A calls for a complete digital transformation to modernise the company. This involves developing a successful e-commerce website, putting delivery logistics in place, and starting concentrated digital marketing initiatives. The company's lack of online competitive advantage is directly addressed by these steps.

Solution B Proposal
Instead, Solution B highlights community involvement through building partnerships with nearby locations, conducting workshops, and growing into events. This increases brand awareness and makes use of neighbourhood support. While there are positive aspects to both solutions, Solution A has greater potential for long-term growth due to its closer connection with contemporary consumer behaviour and market demands.

Justification for Selected Solution
Based on the Grid Analysis in Appendix 1, which suggested that it scored noticeably higher in terms of scalability, revenue potential, and sustainability over time, Solution A—the digital transformation strategy—was selected. Because they have a direct impact on the organization's ability to bounce back and expand in a changing retail landscape, these factors were given a lot of weight. Although Solution B improves local visibility, it doesn't address the underlying digital limitations limiting consumer reach. As a result, Solution A offers a more successful, long-term plan that can boost competitiveness, restore sales, and satisfy evolving demands from customers.
[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
Key risks determined through the risk analysis in Appendix 2 include the need for a financial investment, technical website difficulties, staff skill gaps, and customer adoption uncertainties. Since both likelihood and impact can cause operational interruptions, they were given the same significance. Professional developer support, phased testing, digital skills training, and contingency budgeting can all help to reduce risks like budget strain and technical delays. Solution A is dependable and provides long-term growth opportunities that surpass the manageable risks connected to digital transformation when appropriate measures are taken.

Plan to Implement the Selected Solution
Appendix 3's strategy for execution describes a systematic six-month process. Choosing a web developer, confirming budgets, and establishing goals are all part of the initial planning process. To guarantee operational readiness, testing and training for employees are carried out after the complete website redesign in the following phase. Membership and delivery services begin once system stability is verified. To improve online visibility, the last stage involves carrying out focused digital marketing campaigns. In along with promoting long-term digital competitiveness, this structured order guarantees that risks are kept to a bare minimum, roles are well-defined, and the transition operates within business capabilities.


Means of Measuring Effectiveness of Implementation of Selected Solution
[bookmark: _Hlk205981688]The primary objective of Appendix 4's SMART objectives and Key Performance Indicator (KPI) is to raise online sales by 15% in six months. Online revenue growth is an accurate measure of the success of the digital transformation, which is why this KPI was chosen. By ensuring that targets are time-bound, relevant, easily measured, achievable, and specific, SMART objectives allow for regular evaluation of progress. Additional metrics that show customer response and the new digital platform's operational success consist of website traffic, conversion rates, and social media engagement.


Key Findings
[bookmark: _Hlk208302504]The biggest challenge facing Green Haven is its insufficient online presence, which limits its competitiveness and reach. 
In the context of Grid Analysis scoring, digital transformation performed better than involvement in the community.
With meticulous planning and guidance from experts, associated risks can be controlled.
A practical route for digital growth is offered by the phased implementation plan.
KPIs and SMART goals generate quantifiable indicators for assessing success.
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[bookmark: _Hlk205987492]Appendix 1

Grid Analysis Table

	Factors to Consider
	Weighting
	Solution A Score
	Weighted Total A
	Solution B Score
	Weighted Total B

	Revenue Potential
	5
	4
	20
	3
	15

	Cost Efficiency
	3
	3
	9
	4
	12

	Feasibility
	4
	4
	16
	3
	12

	Scalability
	5
	5
	25
	2
	10

	Long-Term Sustainability
	4
	4
	16
	3
	12

	TOTAL
	—
	—
	86
	—
	61






The Grid Analysis compares Solution A (Digital Transformation) and Solution B (Community Partnerships) against weighted criteria essential to Green Haven’s business recovery. Revenue potential and scalability were given the highest weightings because reversing the decline in sales and ensuring long-term growth are critical priorities. Solution A scored significantly higher in these areas, reflecting its capacity to expand market reach and generate sustained online income. Solution B performed better in cost efficiency but scored lower in scalability and long-term value. With a total score of 86 compared to Solution B’s 61, Solution A is clearly the most effective option.

Appendix 2

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
	Website development issues (delays, errors, technical faults)

	3
	4
	12
	Hire an experienced, reputable web developer; include staged quality checks
	Extend the timeline; bring in technical support; roll back to previous stable version

	2
	
Staff digital skills gaps preventing effective system use
	4
	3
	12
	Provide structured training and create simple system manuals
	Offer ongoing support; assign a digital lead to oversee tasks

	3
	
Budget overruns due to unexpected development costs
	3
	4
	12
	Set a clear budget, request fixed-price quotes, and monitor spending monthly
	Reduce non-essential features; phase development over longer period







The risk analysis identifies potential threats that could disrupt the implementation of the digital transformation strategy. The most significant risks relate to technical issues, skills gaps, and budget constraints, each given moderate to high likelihood and impact because they directly affect project success. Risks such as delivery complications and customer adoption were rated slightly lower but still relevant. Mitigation strategies include hiring professional developers, providing staff training, and establishing clear budgeting controls. Contingency plans focus on rapid issue resolution and phased rollout. Overall, with appropriate monitoring and preparation, these risks are manageable and do not outweigh the benefits of the solution.

Appendix 3
Implementation Plan

Name the problem you are solving: Weak digital presence leading to reduced competitiveness and declining sales.

Name the solution you are implementing: Digital Transformation (Website redevelopment, online services, and digital marketing).

	
	Task
	WHAT

	WHEN

	WHO

	Done

	
	1

	Set objectives, confirm budget, select web developer

	Month 1

	Owners


	☐



	
	2


	Full website redevelopment: e-commerce setup, product pages, payment integration


	Months 1–3


	Web Developer


	☐



	
	3


	Testing website functions, fixing issues, and delivering staff training for order handling


	Month 4

	Developer + Owners

	☐



	
	4


	Launch delivery service and subscription packages (monthly bouquets)


	Month 5


	Owners + Staff


	☐



	
	5


	Begin targeted digital marketing campaigns (Instagram, Facebook, Google Ads)


	Month 6


	Marketing Consultant


	☐






The implementation plan follows a structured, phased approach to ensure Green Haven Florists transitions smoothly into a digitally focused business model. The process begins in Month 1 with setting clear objectives, agreeing on a realistic budget, and selecting a qualified web developer. This foundation is essential for preventing delays and financial overruns. During Months 1 to 3, the web developer constructs a fully functional e-commerce website that includes online payment systems, updated product catalogues, delivery options, and mobile responsiveness. This period also includes regular check-ins to maintain quality control. In Month 4, the website undergoes testing to ensure reliability. Staff receive training to operate the digital backend, fulfil online orders, and manage customer enquiries efficiently. In Month 5, new services such as local delivery routes and subscription-based bouquets are launched, expanding revenue streams. Finally, in Month 6, targeted digital marketing campaigns are introduced, improving visibility and driving online traffic. This step ensures customers become aware of the new system and encourages online purchasing.
This phased schedule reduces risks, maintains manageable workloads, and enables Green Haven to adopt digital operations confidently and successfully.



Appendix 4

The Key Performance Indicator is: Increase online sales by 15% within six months of launching the new digital platform.


	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Enhance online sales with stronger digital advertising and a modernised e-commerce website.






	Utilise analytics tools for monitoring monthly website traffic, online revenue, and conversion rates.




	Achievable through innovative service offerings, streamlined ordering, and improved digital visibility.




	Encourages the organization's primary objective of recovering declining sales along with improving digital performance.


	Within six months after the website and delivery services are fully launched, the objective must be reached.








Given the chosen KPI focuses on increasing online sales by 15% within six months, as revenue growth directly reflects the impact of the digital transformation strategy. This KPI is supported by SMART objectives to ensure practicality and clear evaluation. The objective is specific because it targets online sales, measurable through analytics and revenue tracking, and attainable thanks to the new website and digital marketing improvements. It is relevant because strengthening digital channels addresses the root business problem, and time-bound with a six-month target that encourages consistent monitoring and timely adjustments. This ensures effective assessment of implementation success.
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