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[bookmark: _Toc213457985]Brief Explanation of the Specific Business Problem
The independent Norwich-based small business, Green Heaven Florists, was founded in 2016 by partners Priya and Liam Patel. In the recent years Green Heaven is witnessing a sharp reduction of 30% in on-counter sales. To be more specific, factors like consumer preference shifting towards online florists, outdated website and limited online presence, rising business expenses pertaining to imported flowers and sustainable materials, and the competition faced from the national chain and the local boutique are culminating into decreased sales. Thus, the overarching problem is about dropping sales that has been addressed in the following sections. 
[bookmark: _Toc213457986]Suggested Two Alternative Solutions 
[bookmark: _Toc213457987]Solution 2 Proposal 
The first alternative is about Green Heaven’s digital transformation and online expansion. The report on cut flower market insights by Grand View Research (2025) reveals that factors like convenience of shopping and delivery are like to increase online sales of cut flower at the estimated rate of CAGR 6.7% between 2025 and 2030 (Grand View Research, 2025). Besides, opting for digital transformation and online expansion for small and medium-sized enterprises (SMEs) also includes various advantages in terms of adding value and generating return-on-investments (ROIs) including enhanced efficiency and productivity, improved employee and customer satisfaction, and increasing revenues (Ziółkowska, 2021; Pfister and Lehmann, 2023). Thus, this alternative cannot only broaden the customer reach of Green Heaven, but it can also effectively enhance the business’ competitiveness in an increasingly digitalising marketplace. 
[bookmark: _Toc213457988]Solution 2 Proposal
The second solution simply refers to creating memorable experiences for existing customers. Academic research generally supports the idea in retailing, community building and engagement can lead to various positive outcomes such as enhanced word-of-mouth as well as the overall share of customers based on trust and commitment (Lund et al., 2021). In turn, word-of-mouth can also lead to generating brand loyalty of the customers for Green Heaven (Ngoma and Ntale, 2019). Some of the practical ways in which retail experiences can be made more memorable for Green Heaven customers include hosting gardening and floral arrangement workshops, arranging regular community events and so on. 

[bookmark: _Toc213457989]Justification for Selected Solution
Based on the PMI evaluation (Appendix 1), the first alternative pertaining to digital transformation and online expansion can be chosen. It has been already shown that online sales are on the rise for the global cut flower market (Grand View Research, 2025) and this can be leveraged based on Green Heaven’s online expansion. Given in the post-COVID-19 Era retail digitisation has significantly altered customers’ expectations regarding convenience, availability, and accessibility of services (Dvorak et al., 2021; Tran et al., 2023), this solution can potentially blend its local authenticity with digital convenience to offer a unique value proposition. 
[bookmark: _Toc213457990]Risk Analysis of Selected Solution 
Based on the risk analysis (Appendix 2), total four types of risks have been identified including financial risk (likelihood:16), technical and system failure-related risk (likelihood: 10), organisational and cultural risk (likelihood: 9) as well as market and competition risk (likelihood: 4). Financial risks caused by lumpsum upfront invest for digital transform can significantly impact business liquidity, resulting in the highest likelihood of the risk. Even though technical and system failure-related risk are less likely to occur, they can have significant impact on the business, leading to customer grievances pertaining to payment failure, slow order processing, and delivery. Organisational and cultural risks relate to resistance to change among the staff, even though the likelihood of the risk occurring and its impact can be moderate. Finally, market and competitive risks have the lowest likelihood. These risks can be majorly addressed by taking small-scale loans, hiring/ contracting expert professionals (for example, a reputed web developer), training the staff, and effective differentiation online. Thus, as the identified risks can be managed, the solution is still viable for Green Heaven. 
[bookmark: _Toc213457991]Plan to Implement the Selected Solution 
As shown in the implementation plan (Appendix 3), the five scheduled tasks include evaluating Green Heaven’s digital readiness, redesigning and upgrading the website, developing social media engagement, providing digital skills and online customer service training, and launching online store and running paid ads. The effectiveness of the implementation plan for digital transformation depends on productive collaboration among the owners, the Information Technology (IT) consultant, the web developer and the graphic designer, the local business trainer and the staff. The chronological order of the tasks has been scheduled systematically, with most of them being confined within a timeframe or bound to a deadline, even two tasks including developing social media engagement, and running paid ads require consistent consideration for prolonged engagement. 
[bookmark: _Toc213457992]Means of Measuring Effectiveness of Implementation of Selected Solution 
As shown in Appendix 4, the prescribed Key Performance Indicator (KPI) to indicate the success of the implementation plan for Green Heaven’s digital transformation and online expansion is monthly recurring online revenue growth rate, representing a critical indicator for sustainable growth (HubSpot, 2025). Accordingly, the following SMART objective has been formed. 
To increase sales by 20% within six months after the launch of the new website and paid ads based on the implementation plan, ultimately addressing the currently dropping sales revenue
[bookmark: _Toc213457993]Key Findings 
· The dropping sales rate of Green Heaven can be addressed by its digital transformation and online expansion. 
· This requires addressing financial, technical, organisational and cultural as well as market and competition risks.
· The implementation plan prescribe in this report can help solving the problem of dropping sales rate. 
· The effectiveness of the implementation plan can be measured through monitoring the monthly recurring online revenue growth rate, with the broad aims of growing online sales-generated revenues by 20%. 
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[bookmark: _Toc213457996]Appendix 1: PMI Analysis 
Evaluating Alternative 1- Digital Transformation and Online expansion 
	Plus 
	Minus 
	Interesting

	Expands market reach within and beyond the local community: +7

	High initial up-front investment: -8

	Potential to introduce a phygital sales model: +4

	Increases the convenience of customers: +6

	Demands training and advancing digital skills: -5
	Requires rapid adaptation but can offer long-term sustainability: +5

	Scope of marketing message personalisation: +5

	Risks of losing personal touch in the online environment: -3
	

	Enhances competitiveness: +9

	
	

	Improves long-term scalability: +7

	
	

	Improves short-term operational efficiency: +8

	
	

	Total: 42
	Total: -16

	Total: +9

	Overall total: +35



Evaluating Alternative 2- Experience-based Local Community Engagement 
	Plus
	Minus
	Interesting

	Strengthens local reach and customer loyalty: +6

	Only localised benefits with limited scalability: -6
	Builds on memorability and emotional connection: +5

	Emphasises on core business values of authenticity and sustainability: +7

	Requires event organisation resources, time, and staff: -8
	Can extend offering based on ideas like ‘flower experience subscription boxes’: +4


	Builds better customer relationships: +9

	Involves making substantial upfront investment before events: -7

	Potential for future pop-up collaborations: +5

	Can differentiate itself from online shops and competitors: +8

	Slower and less predictable growth: -9
	Potential to expand business by offering services at eco-conscious weddings and events: +5


	Total: +30
	Total: -30
	Total: +19


	Overall Total: +19





[bookmark: _Toc213457997]Appendix 2: Risk Analysis  
	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. Financial risk 
	4
	4
	16
	-Adopting a phased approach
-Seeking small business grants or low-interest loans 

	-Liquidity issues leading to cutting operational costs, payment delays, reduced staff hours


	2. Technical complexity and system failure risks 

	2
	5
	10
	-Contracting an Information Technology (IT) consultant 
-Partnering with a reputable digital agency and web developer

	-Poor online experience, failed transactions, and delayed orders 

	3. Organisational cultural risks 
	3
	3
	9
	-Offering training and incentives for staff
-Phased adoption 

	-Wasted investments and an unfulfilling online experience for customers


	4. Market and competition risks 

	2
	2
	4
	-Strengthening differentiation based on local sourcing, sustainability. authenticity, and competitive pricing 

	-Failures in proving sales based on limited online visibility 
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Problem: Dropping sales at Green Heaven 
Solution: Digital transformation and online expansion 
Implementation Plan
	Task
	WHAT

	WHEN

	WHO

	Done

	1. Evaluating digital readiness
	-Gauge the current marketing, website, and system gaps 

	November 15th, 2025-November 30th, 2025
(15 days)
	IT consultant and the owners
	-Document current performance 
-Define key areas for improvement 

	2. Redesigning and upgrading the website 

	-Hire a digital developer and create an e-commerce site (linked to the website) with online product catalogue, secure payment options, and user-friendly navigation

	December 1st, 2025- January 15th, 2025 
(45 days)
	Digital developer and graphic designer 
	-Launch the new website prototype for internal review

	3. Developing social media engagement  
	-Start with posting regularly and responding to all comments by followers to grow network 

	Strating date: November 15th, 2025 (consistent approach)


	Owners, designated staff with experience in digital marketing  
	-Crete and schedule regular posts 
-Reply to new comments daily 


	4. Provide digital skills and online customer service training 

	-Train staff on handling online orders, maintaining social media engagement, and addressing online customer queries 

	-January 16th, 2026- January 31st, 2026
(15 days)
	Local business trainer 
	-Offer incentives for training 
-Ensure all staff complete training and demonstrate compliance 

	5. Launching online store and running paid ads 
	-Promote the launch of the online store on social media 
-Run ads on Google, and social media platforms like Instagram and Facebook

	-Online store launch date: February 1st, 2026
-Specific ads running for 4 weeks consistently

	Owners, designated staff with experience in digital marketing  
	-Monitor post-launch website traffic and customer feedback 
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KPI is: Monthly recurring online revenue growth rate
	Specific
	Measurable
	Attainable
	Relevant
	Time bound

	Growing online sales 
	By 20%
	Based on adhering to the implementation plan 

	Addresses the problem to dropping sales 
	Within 6 months after the launch of the new website and paid ads (February 1st, 2026- June 1st, 2026)
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