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Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205982497]
Green Haven Florists, an independent flower shop in Norwich, has built its reputation on bespoke arrangements, eco-friendly packaging, and strong community ties. However, the business has faced a 30% decline in in-store sales due to reduced high street foot traffic, rising operational costs, and intense competition from online retailers and local rivals. Customer feedback highlights issues such as an outdated website, limited delivery options, and lack of subscription services, which weaken its appeal in a digital-first market. While multiple challenges contribute to declining performance, this report will specifically address the digital gap-modernising Green Haven’s online presence to regain competitiveness.
[bookmark: _Toc214100245]Suggested Two Alternative Solutions
[bookmark: _Toc214100246]Solution A Proposal

Solution A focuses on modernising Green Haven Florists’ digital presence while introducing subscription-based offerings. This involves redesigning the outdated website to improve navigation, integrating online ordering with flexible delivery options, and launching subscription packages for regular flower deliveries. By addressing the digital gap, the shop can attract tech-savvy customers who value convenience and reliability. Enhanced online visibility through social media campaigns will strengthen brand awareness and customer engagement. Subscription services provide recurring revenue, stabilising cash flow and reducing reliance on walk-in sales. Together, these measures directly resolve the core problem of declining competitiveness in a digital-first market.


[bookmark: _Toc214100247]Solution B Proposal
[bookmark: _Hlk205980222]Solution B focuses on strengthening Green Haven Florists’ local presence through partnerships and community-driven initiatives. By collaborating with nearby businesses—such as cafés, gift shops, and event venues—the florist can create bundled offerings and cross-promotions that attract new customers. Hosting workshops, seasonal events, and sustainability campaigns reinforces its eco-friendly ethos while building stronger community ties. This approach addresses the digital gap indirectly by driving awareness and loyalty through offline engagement. It differentiates Green Haven from online competitors by offering unique, experiential value that cannot be replicated digitally, helping to rebuild foot traffic and customer retention. 




[bookmark: _Toc214100248]Justification for Selected Solution

Based on the Grid Analysis, Solution A—Website Redesign and Digital Transformation—is the most appropriate solution to progress with. It directly addresses the identified digital gap by improving online accessibility, enhancing customer convenience, and supporting sales growth. The criteria used were Cost, Time, and Sales Impact, as these reflect both immediate feasibility and long-term business sustainability. Cost was weighted highest (5) to ensure financial viability, Sales Impact was weighted strongly (4) to prioritise revenue recovery, and Time was weighted moderately (3) to reflect implementation speed. Solution A scored highest overall (54 vs. 41), demonstrating stronger potential to restore competitiveness and profitability despite higher upfront investment.

[bookmark: _Toc214100249]Evaluation Criteria and Weightings
	Criterion
	Weighting (%)
	Justification

	Digital Presence & Marketing
	30%
	Critical for survival in a digital-first retail environment. Website issues and weak social media presence are directly impacting customer acquisition and retention.

	Customer Experience & Feedback
	20%
	Mixed feedback indicates both strengths (quality, creativity) and weaknesses (delivery flexibility, subscriptions). Addressing this is vital for loyalty and differentiation.

	Operational Costs & Sustainability
	20%
	Rising costs threaten profitability. Balancing sustainability with affordability is essential to maintain brand ethos without compromising margins.

	Competitive Positioning
	15%
	New entrants with strong digital and pricing strategies are eroding market share. Strategic repositioning is needed to stay relevant.

	Location & Foot Traffic
	15%
	Declining high street activity is a structural issue. While less controllable, it affects in-store sales and must be mitigated through online expansion.








[bookmark: _Toc214100250]Justify and defend this preferred solution
To justify and defend the preferred solution for Green Haven Florists, we must align it with the core challenges identified and the strategic priorities that will deliver the greatest impact. Based on the case study, the preferred solution is a digital transformation strategy focused on modernising the business’s online presence, enhancing customer experience, and introducing scalable services like subscriptions and flexible delivery.


[bookmark: _Hlk205982530][bookmark: _Toc214100251]Risk Analysis of the Selected Solution

Based on Appendix 2, Solution A - Website Redesign faces risks including high implementation costs, technical delays, and low customer adoption. These were assessed using the criteria of Cost, Time, and Sales Impact, as they directly influence feasibility and business recovery. Cost was weighted highest (5) to reflect financial constraints, Sales Impact (4) to prioritise revenue growth, and Time (3) to account for urgency. Although costs and delays present moderate risks, the strong sales impact ensures long-term competitiveness. Mitigation strategies such as phased implementation, outsourcing expertise, and customer incentives reduce likelihood and impact. Therefore, despite risks, Solution A remains reliable and strategically justified.


[bookmark: _Toc214100252]Plan to Implement the Selected Solution

The Implementation Plan in Appendix 3 prioritises tasks in a logical sequence to maximise efficiency and minimise disruption. The website redesign is scheduled first, as it forms the foundation for improved customer engagement and must be operational before marketing or delivery enhancements. Flexible delivery systems follow, ensuring that the digital platform can support customer expectations. Responsibilities are divided between internal staff for customer communication and external specialists for technical development, reflecting expertise and resource availability. This order reduces overlap, ensures accountability, and allows phased monitoring. Scheduling balances urgency with feasibility, while responsibilities are assigned to optimise skills and minimise risks.



[bookmark: _Toc214100253]Means of Measuring Effectiveness of Implementation of Selected Solution
The Key Performance Indicator (KPI) proposed in Appendix 4 is online sales growth, as this directly measures the effectiveness of the website redesign and its impact on revenue recovery. It was chosen because it is quantifiable, relevant to the problem of declining competitiveness, and provides clear evidence of customer adoption. The SMART objectives—such as achieving a 20% increase in online sales within six months and ensuring 90% of staff are trained on the new system within four weeks—were designed to be Specific, Measurable, Achievable, Relevant, and Time-bound. These objectives balance ambition with realism, ensuring progress can be tracked and accountability maintained. 

[bookmark: _Toc214100254]Key Findings
· [bookmark: _Hlk208302504]Digital Gap Identified – Green Haven Florists limited online presence is a major factor in declining competitiveness.
· Website Redesign Preferred – Grid Analysis shows the website redesign solution scored highest overall, offering stronger sales impact and long-term sustainability.
· Risk Analysis Outcomes – The most significant risk is high implementation cost but mitigation strategies such as phased rollout and external expertise reduce this.
· Implementation Plan Justified – Sequencing tasks logically (analysis - development - testing - training - launch) ensures efficiency and accountability.
·  SMART Objectives Aligned – KPI of online sales growth is supported by SMART objectives, ensuring measurable progress within a six‑month timeframe
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Grid Analysis Table

	Factors to consider
	Cost
	Time
	Sales impact
	Total

	Weighting      
	5
	3
	4
	

	
Website redesign

	5 = 25

	3 = 9
	5 = 20
	54

	
Flexible Delivery


	3 = 15
	2 = 6
	5 = 20
	41

	

	
	
	
	





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
	High Implementation Costs
	
4
	
4
	
16
	Reduce risk by phasing the website redesign
	Minimise impact by scaling back non-essential features, focusing on core website functions first.

	2
	Technical Delays or Failures
	
3
	
3
	
9
	Conduct regular progress reviews and testing before launch
	Communicate transparently with customers about expected improvements and timelines

	3
	Low Customer Adoption
	
2
	
3
	
6
	Offer incentives (discounts or loyalty points) for online orders.
	Collect feedback quickly and adjust the website design to improve usability.






Appendix 3
Implementation Plan

Name the problem you are solving:
Name the solution you are implementing:
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	

	Conduct needs analysis and define website requirements



	Week 1


	Business owner + IT consultant
	



	2
	


		
	Hire developer/
design team and
create prototype




	
Weeks 2–3

	
	
	Developer + staff testers




	



	3
	


	Build and test website with ordering/subscription functions

	
Weeks 4–6

	
Developer + staff testers

	



	4
	


	Train staff on system use and customer support
	Week 7


	Internal staff + trainer

	



	5
	


	Launch website and promote via social media/email campaigns
	Week 8


	Marketing team + owner
	




· 

· Appendix 4

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Focuses on increasing online sales through the redesigned website, directly addressing the digital gap






	Success can be tracked using sales data, e.g., percentage increase in online transactions.





	A target of 20% growth within six months is realistic given improved digital presence and customer demand.





	Online sales are central to solving declining competitiveness and meeting modern customer expectations.





	The KPI is set within a six-month timeframe, ensuring accountability and urgency.
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