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[bookmark: _Toc214130132]Brief Explanation of the Business Problem
Green Heaven Florists is an independent business operating in Norwich, UK. In recent years, this business has faced a severe problem associated with declining profits and the competitiveness of the business. The issues creating the broad business problem include the business’s inadequate technical infrastructure, declining footfall in the shop, and growing costs of operations. Competitors deploying e-commerce strategies can be seen as a key threat to the future of the business. As A result of the overall situation, the business has witnessed a fall in sales numbers, accounting for around a 30% decrease in counter sales. 
[bookmark: _Toc214130133]Suggested Two Alternative Solutions 
Solution A Proposal 
The first considerable solution is about implementing digital transformation for Green Heaven Florists. Generally, smaller flower shop businesses struggle to approach digital transformation mainly due to several reasons, including a lack of in-house expertise and the requirement for investments (Enterprise World, 2025). However, at the same time, the online flower sales market is booming. By the end of 2025, the market is expected to reach $7.5 to $7.7 billion internationally yearly, and nationally, the market has a potential of doubling its valuation by 2035 (Enterprise World, 2025). This indicates that expanding into online flower sales can be beneficial for the business, although it needs to account for the barriers associated with required expertise and investments. This solution can simultaneously offer a competitive edge to the business against rivals while generally expanding its overall sales volume. 
Solution B Proposal 
Another alternative solution that can be proposed in this context includes retail expansion based on product diversification. This suggests expanding the product categories based on offering more higher-margin (eco-friendly gifts like candles and soaps; home décor items like wreaths, table pieces; and plant offerings including house plants, succulents and planters), non-perishable (everlasting arrangements, preserved and dried flowers) and/or complementary products (add-ons and gifts) that can help with increasing the sales volume. Launching new products under the existing brand name can help with lowering both costs and risks for the brand, associated with extensions (Lehmann-Zschunke and Siegmund-Schultze, 2025). Thus, this solution focuses on meaningful product and brand extensions, supporting the agenda of retail expansion.
[bookmark: _Toc214130134]Justification for Selected Solution 
As per the evaluation conducted in Appendix 1, the first solution of digital transformation was selected to address the business issues facing Green Heaven Florists. Based on the PMI Analysis, the first solution has scored +24, whereas the second one has scored only +5. The first option can be defended as it offers an opportunity for both efficiency and scalability in the business operation of the florists, also expanding their overall reach beyond the local customers. However, the other option is associated with slower growth, while it would also have involved greater efforts to build supplier networks for line and product extensions, address inventory needs, marketing, branding, and visual merchandising efforts. Thus, this selection is justified. 
[bookmark: _Toc214130135]Risk Analysis of the Selected Solution 
The risks identified in connection with the solution of digital transformation for Green Heaven Florists include high costs and low Return-on-investment (ROI)-related risks are the most severe risk facing the business; additionally, website-related technical issues, and customer data breach. These risks correspond to different business areas, including finance, human resources, technical factors, and data security. The first and the second risks are likely probable and also have a strong likelihood compared to the other two. Small businesses already face financial constraints and without regulatory support it can be difficult to maintain steady investments (Bradač Hojnik and Huđek, 2023). Interestingly, finding skilled employees to address the second risk optimally also depends on business growth in the small business context (Rupeika-Apoga and Petrovska, 2022). Thus, these two risks need to be prevented based on the suggestions made in Appendix 2. 
[bookmark: _Toc214130136]Plan to Implement the Selected Solution 
As shown in Appendix 3, the implementation plan has followed a logical order in placing the chronology of the tasks. The first task is about preparation and resource allocation, followed by launching the website and ecommerce, optimising social media channels and running small paid ad campaigns, and finally staff training and monitoring. . A large majority of the responsibilities is allocated to the owners Priya and Liam. It is likely that the small business would not have many employees, with the owners proactively running the business. Similarly, collaborating with reputed freelancers for digital transformation-related activities can be cost-effective for the business. Notably, most activities in the implementation plan will be addressed between December 2025 and March 2026, ensuring rapid adaptation.  
[bookmark: _Toc214130137]Means of Measuring Effectiveness of Implementation of Selected Solution
Selected KPI
The Key Performance Indicator (KPI) to evaluate the overall performance of the digital transformation is conversion rate. In this context, the KPI is about how many visitors completed online purchases divided by the total numbers of visitors over a fixed period (Chaffey, 2025).
SMART Objective
To grow the conversion rate by 8% within the first six months after the launch of the ecommerce services based on social media promotions, consistent paid ad campaigns, and e-word-of-mouth to grow the sales volume of Green Heaven Florists. 
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Solution 1
	Plus 
	Minus 
	Interesting

	Increasing customer convenience 
+7
	Demanding significant investments
-8
	Can lead to omni-channel marketing opportunities 
+5

	Extending market reach online, alongside offline 
+8
	Requiring expertise and relevant digital competency 
-5
	Long-term sustainability reliant on rapid adaptation 
+3

	Increasing competitiveness 
+6
	Increasing overall operational complexity
 -3
	

	Enhancing customer targeting capabilities
 +6
	Placing the brand into direct competition with large national florist chains (like one of its existing competitors)
-2
	

	Enhancing operational efficiency and scalability
+7
	
	

	Total: +34
	Total: -18

	Total: +8

	Overall total: +24








Solution B
	Plus 
	Minus 
	Interesting

	Increasing product offerings
+7
	Demanding investments to the inventory 
-5
	Generally, reduces dependence on perishable flower stocks 
+5

	Growing profit margins 
+6
	Requiring new supplier relationships 
-7
	Can create future opportunities for gift bundles 
+3

	Increasing customer base by attracting plant lovers, gift-buyers, and home decorators 
+6
	Demanding branding and merchandising efforts 
 -5
	Can boost in-store experience, although that depends on the approach towards visual merchandising 
+4

	Generating year-round revenues and not just during flower-buying seasons and occasions like weddings and events 
 +5
	Witnessing slow growth potential for newly launched products
-8
	

	
	Attracting new competition from local stationary shops, shops specialising is houseplants, and gift shops 
-6
	

	Total: +24
	Total: -31
	Total: +12

	Overall total: +5
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[bookmark: _Toc214130140]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. Arranging the initial investment and poor Return-on-Investment
	3
	5
	15
	Hiring affordable website builders and running small-scale advertising campaigns demanding less investment 
	Pausing avoidable or non-essential digital expenses; relocating budget to only highest performing digital media channels for marketing; requesting suppliers for temporary flexibility regarding payments 


	2. Digital skill gaps leading to errors and poor performance 

	5
	2
	10
	Arranging for pilot projects related to digital tools and interfaces and including the provision of staff training during pilot runs 


	 Hiring freelancers temporarily; switching to automated tools like Shopify templates that come with guidance 

	3. Website-related technical issues 
	2
	4
	8
	Using reliable e-commerce platforms like Squarespace or Shopify; performing regular tests 
	Switching website to its ‘maintenance mode’ with a clear message regarding alternative options for contact

	4. Customer date breach
	1
	5
	5
	Using secure e-commerce and payment platforms; following the guidelines of General Data Protection Regulation in terms of handling customer data
	Notifying affected customers immediately; disabling the vulnerable system; seeking help from cybersecurity experts  





[bookmark: _Toc214130141]Appendix 3: Implementation Plan 
Problem: Fall in sales numbers
Solution: Digital Transformation
Implementation Plan
	No.
	Task
	WHAT

	WHEN

	WHO

	Done

	1.
	Preparation and resource allocation 
	Identify the limits of the digital transformation budget; distribute roles (for example, Liam handing marketing and Priya overseeing operations); identify the existing skill levels of staff responsible for handing operations online

	21st December 2025-6th  January 2026
	Owners Liam and Priya
	Consider funding options; identify the required digital skill level


	
	
	
	
	
	

	2. 
	Website development followed by e-commerce setup 
	Collaborate with professional freelancers; develop a mobile-optimised clean website layout; introduce e-commerce functions; add clear product photos with pricing

	10th January 2026-15th March 2026
Website launching by 31st March 2026 after beta tests
	Freelancers in collaboration with owners
	Hire, communicate requirements effectively, and follow up with freelancers; ensure beta tests

	3.
	Social media optimisation and digital campaign 
	Make regular updates across existing social media websites; start running small paid campaigns with Facebook and Instagram using simple graphics to promote doorstep deliveries (involves preparing audio-visual materials for ad campaigns)
	Ongoing approach

Delivery Services start by 1st January 2026 

Paid ad campaigns launching by 31st March 2026

	Freelancers (to develop ad campaign) and store staff/ owners handing social media 
	Offer delivery at a small radius first so that employees can make delivery easily; be consistent on social media 

	4. 
	Staff upskilling and monitoring 
	Start the upskilling program with the help on online resources and dedicated training sessions; monitor conversion rate and additionally other metrices like online sales, website traffic, and so on

	Ongoing (first 2 months after the beta tests)
	Owners and staff
	Track learning progress of the staff, keep records of the digital performance data monitored regularly
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KPI: Conversion Rate
SMART Objective
	Specific
	Measurable
	Attenable
	Relevant
	Time-bound

	Growing the conversion rate 
	By 8%
	Through social media promotions, paid ad campaigns, and e-word-of-mouth

	To grow sales and profit 
	Within first six months followed by the launch of the e-commerce services 



