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[bookmark: _Toc258245744]Brief Explanation of the Specific Business Problem
Green Haven Florists is a small, family-run business in Norwich, established in 2016 and known for its eco-friendly floral arrangements and community focus. However, over the past year, the business has suffered a 30% drop in sales and a decline in customer visits. This decline is primarily due to rising operational costs, decreased footfall on the high street, and increasing competition from online flower retailers offering cheaper prices and delivery flexibility.
The core issue identified is the lack of a strong digital marketing and e-commerce strategy, which limits Green Haven’s visibility and competitiveness. The current website is outdated and lacks online purchasing features, while the shop’s social media activity is minimal. As consumer habits shift toward online shopping, Green Haven must adapt by establishing a stronger digital presence to sustain long-term growth and profitability.
[bookmark: _Toc1385867329]Suggested Two Alternative Solutions
[bookmark: _Toc1766653304]Solution A: Develop a Strong Online Presence (Digital Marketing and E-Commerce)
Green Haven Florists should invest in creating a modern, user-friendly e-commerce website that enables customers to browse, customise, and purchase arrangements online. The website should include secure payment options, delivery scheduling, and eco-friendly packaging information. In addition, the business should adopt digital marketing strategies such as social media advertising, influencer collaborations, and search engine optimisation (SEO) to attract a broader audience.
This solution directly addresses the business’s limited digital visibility, allowing it to reach customers beyond its local area. It would strengthen the brand identity, support sustainable growth, and enable Green Haven to compete effectively with national online florists.

[bookmark: _Toc527552694]Solution B: Form Local Partnerships and Corporate Contracts
Another potential solution is to create strategic partnerships with local businesses, hotels, and event planners to provide bespoke floral services. Green Haven could offer tailored packages for weddings, offices, and community events. Collaborative promotions and loyalty schemes would help build stronger community ties and ensure regular, large-scale orders. High quality photos of arrangements
This approach would create steady revenue streams and diversify income sources, reducing dependence on individual walk-in customers. It aligns with the business’s community-driven ethos while improving resilience against market competition and high operational costs. Easy online check out (Apple Pay, Google pay, Paypal,) Delivery date picker and service area pay.

[bookmark: _Toc884571093]Justification for Selected Solution
Based on the PMI analysis (Appendix 1), Solution A – developing a strong online presence – is the most appropriate.
The criteria used for evaluation included cost-effectiveness, long-term sustainability, growth potential, and competitive advantage. Solution A scored higher because it offers scalability, access to new markets, and improved brand visibility with moderate financial investment compared to physical expansion or partnerships. While Solution B provides stability, it limits growth to local areas and may not significantly increase brand awareness.
By enhancing digital capability, Green Haven can reach a wider audience, attract new customers, and improve profitability without relying solely on foot traffic. The weightings emphasised future sustainability (40%), cost efficiency (30%), and growth potential (30%).




[bookmark: _Toc1458939965]Risk Analysis of the Selected Solution
Based on Appendix 2, the primary risks identified include technical issues during website development, financial strain from marketing investments, and the challenge of managing digital campaigns effectively. Each risk was rated on likelihood and impact using a 1–5 scale.
· Technical Risks (3x4=12): The website may face glitches or poor design. Mitigation includes hiring a professional web developer and conducting user testing before launch.
· Financial Risks (3x3=9): The initial setup may strain resources. Mitigation involves phased investment and using low-cost social media marketing first.
· Skill Gaps (4x3=12): Liam and Priya may lack digital marketing expertise. Mitigation includes training or outsourcing campaign management.
Despite these risks, the overall reliability of the solution is high due to its scalability and potential for sustained long-term benefit. The strategy is realistic within Green Haven’s resources and aligns with changing consumer trends.

[bookmark: _Toc1621245187]Plan to Implement the Selected Solution
Refer to Appendix 3 for the full plan.
The implementation will occur in three key stages over six months.
1. Preparation (Month 1–2): Conduct market research and select a reliable web developer. Assign Priya to oversee design and user testing.
2. Execution (Month 3–4): Launch the new e-commerce website, create social media accounts, and begin regular online promotions. Liam will manage supplier coordination to ensure stock availability.
3. Evaluation (Month 5–6): Monitor customer feedback, analyse online traffic data, and adjust marketing campaigns accordingly.
The sequence prioritises research and testing before full implementation to reduce risks. Responsibilities are shared to ensure accountability and timely delivery.

[bookmark: _Toc781780756]Means of Measuring Effectiveness of Implementation of Selected Solution
The effectiveness of the chosen solution will be assessed through specific Key Performance Indicators (KPIs) and SMART objectives to ensure that the digital transformation delivers tangible results. Key metrics will include a targeted 30% increase in website traffic within three months, with the aim of driving more visitors to the site through improved digital marketing strategies. Additionally, the objective is for online sales to contribute to 40% of the total revenue by the end of year one, reflecting the success of the online sales channels in driving growth. Another KPI will be a 15% improvement in social media engagement, measured by likes, shares, and comments, highlighting increased interaction and brand visibility.
Each of these goals is underpinned by SMART objectives to ensure they are Specific, Measurable, Achievable, Relevant, and Time-bound. For example, one SMART objective is to "Increase monthly online sales revenue by 25% within six months through targeted website and social media promotion." This objective outlines clear actions and expected outcomes within a set timeframe, which allows for effective tracking and assessment of progress.
These KPIs and SMART objectives will provide a clear framework to measure whether the digital transformation strategy has been successful in achieving its aims. They will indicate whether the efforts have resulted in greater brand visibility, enhanced customer engagement, and, most importantly, an increase in sales performance. Ultimately, these measures will offer insights into the overall impact of the implementation of the selected solution on business performance.

[bookmark: _Toc1261877406]Key Findings
· Green Haven’s main problem is the lack of a digital marketing and e-commerce strategy, limiting customer reach.
· Declining in sales.
· A modern website with easy online ordering.
· Mobile friendly design.
· Clear pricing.
· Strengthening online presence offers the most effective long-term solution to combat declining sales.
· Risks such as financial cost and technical challenges are manageable with careful planning and outsourcing.
· Implementation should occur in stages to ensure efficient rollout and risk mitigation.
· Success will be measured through increased sales, engagement, and website performance metrics.
· Online delivery schedules introduced.
· Customer feedback.
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[bookmark: _Toc262186441]Appendix 1: PMI Analysis Table
	Solution A – Digital Marketing & E-Commerce
	Plus
	Minus
	Interesting

	Wider market reach and improved visibility
	✔
	-
	-

	Increased sales through online orders
	✔
	-
	-

	Moderate setup cost (£3,000–£5,000)
	-
	✔
	-

	Requires ongoing updates and time investment
	-
	✔
	-

	Ability to track customer preferences
	-
	-
	✔

	Total Score
	+3
	-2
	+1


	Solution B – Local Partnerships & Corporate Contracts
	Plus
	Minus
	Interesting

	Builds community relationships
	✔
	-
	-

	Steady local revenue
	✔
	-
	-

	Limited scalability beyond local area
	-
	✔
	-

	Dependence on partner reliability
	-
	✔
	-

	Potential for long-term contracts
	-
	-
	✔

	Total Score
	+2
	-2
	+1



Final Choice: Solution A – Digital Marketing & E-Commerce





Appendix 2: Risk Analysis Table
	What could cause a risk?
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (LxI)
	How to Reduce Risk
	Mitigation if Occurs

	Website design failure
	3
	4
	12
	Hire professional developer
	Conduct user testing

	Overspending on marketing
	3
	3
	9
	Set clear budget limits
	Reduce ad spend temporarily

	Lack of technical skills
	4
	3
	12
	Provide staff training
	Outsource support

	Low customer response
	2
	4
	8
	Use targeted promotions
	Adjust campaign strategy





[bookmark: _Toc402401818]Appendix 3: Implementation Plan
	Task (What)
	When
	Who
	
Done

	Hire web designer & conduct market research
	Month 1–2
	Priya Patel
	

	Develop and test e-commerce website
	Month 2–3
	Web Developer
	

	Launch social media accounts & marketing campaign
	Month 3–4
	Liam Patel
	

	Monitor website traffic and customer feedback
	Month 4–5
	Both Owners
	

	Adjust strategy based on analytics
	Month 5–6
	Both Owners
	



[bookmark: _Toc1901517109]Appendix 4: KPI and SMART Table
Key Performance Indicator (KPI): Increase online sales and digital engagement by 30% within six months. |
	Specific
	Launch new e-commerce site and social media campaigns

	Measurable
	Monitor monthly website traffic and online sales

	Attainable
	Targets achievable with allocated £5,000 budget

	Relevant
	Supports long-term digital growth strategy

	Time-Bound
	Achieve within six months of launch
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