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Task 1: Overview of Case-study
Green Haven Florists is a small independent flower shop in Norwich that previously thrived on personalised service and sustainability. However, it is now facing declining sales and profitability. The root problem is the business’s failure to adapt to the shift toward online shopping and increased competition from digital-first and large-scale retailers. Contributing issues include an outdated website, weak digital marketing, limited delivery options, and rising operational costs. Additionally, reduced high street foot traffic and new competitors have intensified pressure. While the brand remains strong in quality and values, its lack of digital presence and innovation is undermining its ability to compete effectively in the modern retail environment.
[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A Proposal
This solution involves redesigning Green Haven’s website into a modern, user-friendly e-commerce platform with mobile optimization, easy navigation, and secure online ordering. It would also include SEO, active social media marketing, and online advertising to increase visibility. Adding flexible delivery options (same-day, subscriptions) would further enhance customer convenience. This directly addresses the root problem by aligning the business with current online shopping trends. It will help attract new customers, recover lost sales, and compete with larger retailers, while strengthening the brand’s digital presence and improving overall customer experience.
Solution B Proposal
This solution focuses on revitalising the in-store experience and strengthening community engagement. Green Haven could host workshops (e.g. flower arranging), partner with local businesses, and create seasonal events to attract foot traffic. Introducing loyalty programs and personalised services would encourage repeat customers. Additionally, promoting its eco-friendly values more visibly in-store can differentiate the brand. This addresses the root problem by giving customers a unique reason to visit physically, rather than choosing online competitors. It will increase in-store sales, build stronger customer relationships, and reinforce Green Haven’s identity as a community-focused, premium florist.
Task 3b) Evaluation Results and Justifications
Based on the evaluation, Solution A (Digital Transformation) is the most appropriate to progress with, as it directly addresses the root problem of weak online presence and changing consumer behaviour. The criteria used include impact on sales, cost, feasibility, and long-term sustainability. Greater weighting was given to impact on sales and market competitiveness, as these are critical to reversing the decline. While Solution B improves customer experience, it has a more limited reach. Solution A offers wider market access, scalability, and aligns with current retail trends. Therefore, it is justified as the most effective and future-proof option for improving both online and overall sales.
[bookmark: _Hlk205982530]Task 4b) Risk Analysis Results and Justifications
The main risks of Solution A (Digital Transformation) include high initial costs, technical implementation challenges, and potential lack of digital skills. There is also a risk that online competition remains strong despite improvements. The criteria used in the risk analysis include likelihood, impact, and ease of mitigation, with higher weighting given to impact due to financial constraints. However, these risks can be managed through phased investment, staff training, and outsourcing web development if needed. Despite the risks, the solution is reliable because it aligns with long-term market trends and provides scalable growth opportunities, making it a sustainable approach for improving competitiveness and sales.
Task 5b) Justifications for the Implementation Plan
The implementation plan follows a logical sequence, starting with website redesign, as this is the foundation for digital transformation. This is followed by integrating online ordering, delivery options, and finally digital marketing campaigns to drive traffic. Tasks are scheduled in phases to manage costs and reduce risk, ensuring each stage is tested before moving forward. Responsibilities are divided based on expertise, with external developers handling technical aspects and Liam and Priya overseeing branding and operations. This structured approach ensures efficiency, minimises disruption, and allows gradual adaptation. Overall, the plan is justified as it prioritises high-impact actions while maintaining feasibility and control over resources.
Task 6b) Justifications for the KPI and SMART Objectives
The chosen KPI is online sales growth, as it directly reflects the success of the digital transformation and addresses the core issue of declining revenue. It is measurable, relevant, and provides clear insight into business performance. The SMART objectives include increasing online sales by a specific percentage within six months, improving website traffic, and boosting customer engagement on social media. These objectives are specific, measurable, achievable, relevant, and time-bound, ensuring clear direction and accountability. They are justified as they align with market trends and focus on realistic, trackable improvements that support long-term business growth and competitiveness.
Task 7) Key Findings
· Green Haven’s main issue is failure to adapt to the shift toward online shopping and digital competition. 
· Declining foot traffic and increased costs have significantly reduced profitability. 
· The business has strong brand values (quality, sustainability) but weak digital presence. 
· Solution A (Digital Transformation) offers the most effective and scalable way to increase sales and competitiveness. 
· Clear KPIs and SMART objectives ensure measurable progress and support long-term growth. 
These findings highlight that while Green Haven has a solid foundation, its future success depends on embracing digital change and aligning with modern consumer behaviour.
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[bookmark: _Hlk205987492]Appendix 1 – Task 3a

Grid Analysis Table

	Factors to consider
	Weighting
	Solution A Score
	Solution B Score
	
Total A
	Total

	Impact on sales   
	0.35
	5
	3
	1.75
	1.05

	   Cost
	0.20
	3
	4
	0.60
	0.80

	Feasibility
	0.15
	4
	4
	0.60
	0.60

	Market competitiveness
	0.20
	5
	3
	1.00
	0.60

	Long-term sustainability
	0.10
	5
	4
	0.50
	0.40

	Total
	1.00
	
	
	4.45
	3.45



The Grid Analysis compares Solution A and B using key criteria such as impact on sales, cost, feasibility, competitiveness, and sustainability. Greater weighting is given to impact on sales and competitiveness, as these are critical to reversing declining revenue. Solution A scores higher overall (4.45) due to its strong potential to increase online sales and improve market reach. Although Solution B is more cost-effective, it has a lower overall impact. Therefore, Solution A is the preferred option as it better aligns with current market trends and offers long-term growth opportunities.
Reference (Harvard):
 Mind Tools (n.d.) Decision Matrix Analysis. Available at: https://www.mindtools.com (Accessed: 21 March 2026).
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Appendix 1 – Task 3a

PMI Analysis Table

	Solution A

	Plus
	Minus
	Interesting

	Increases online sales and market reach
	High initial costs
	Opportunity for subscription services

	Improves customer convenience (delivery, ordering)
	Requires technical skills/training
	Data collection for customer insights

	Strengthens competitiveness against online rivals

	Risk of strong online competition remaining
	Potential for social media brand growth

	Scalable for long-term growth

	
	

	
TOTAL: 4
	
TOTAL: 3
	
TOTAL: 3



[bookmark: _Hlk210816971]Therefore: Overall Total for Solution A = 


	Solution B

	Plus
	Minus
	Interesting

	Enhances customer loyalty
	Limited reach compared to online
	Workshops/events create new revenue streams

	Strengthens community presence

	Dependent on foot traffic
	Partnerships with local businesses

	Lower implementation cost

	Slower impact on revenue
	Stronger brand storytelling

	Builds brand differentiation

	
	

	
TOTAL: 4
	
TOTAL: 3
	
TOTAL: 3



Therefore: Overall Total for Solution B = 

The overall total for Solution B is lower than Solution A, indicating it is less effective in addressing the core problem. While it offers benefits such as improved customer loyalty and lower costs, its impact is limited due to reliance on physical foot traffic and a smaller market reach. In contrast, the digital solution provides broader opportunities for growth and competitiveness. Therefore, Solution B is not the most suitable option to prioritise. The PMI analysis is useful as it allows balanced evaluation of advantages and disadvantages.
Reference:
 De Bono, E. (1992) Serious Creativity. New York: HarperCollins.
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Appendix 2 – Task 4a

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
	Phased investment, budgeting
	Monitor spending, adjust scope

	2
	Lack of digital skills
	3
	4
	12
	Staff training, hire experts
	Outsource technical tasks

	3
	Strong online competition
	4
	5
	20
	SEO, marketing strategy
	Differentiate brand, focus on niche




· The risk analysis identifies key challenges associated with Solution A, including high costs, limited digital skills, and strong competition. The criteria used are likelihood and impact, with higher weighting placed on impact due to financial constraints and business survival. The highest risk is online competition (score 20), as it directly affects sales performance. However, all risks can be managed through strategic planning, staff training, and targeted marketing. This analysis shows that while risks exist, they are controllable and do not outweigh the benefits. Therefore, Solution A remains a reliable and effective option for long-term growth.
· Reference:
 Hopkin, P. (2018) Fundamentals of Risk Management. 5th edn. London: Kogan Page.



Appendix 3 – Task 5a
Implementation Plan

Name the problem you are solving: Declining sales due to weak online presence and reduced foot traffic
Name the solution you are implementing: Digital Transformation and E-commerce Upgrade
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	Website Redesign

	Redesign website


	Month 1-2
	Web Developer
	



	2
	E-commerce Setup


	Add online ordering & delivery


	Month 2–3


	Developer + Owners


	



	3
	Digital Marketing

	Launch digital marketing


	Month 3–4

	Marketing specialist


	



	4
	Performance Monitoring


	Monitor performance & improve


	Month 4–6


	Liam and Priya
	




The implementation plan follows a structured and phased approach to ensure efficiency and minimise risk. The first stage focuses on redesigning the website, as this forms the foundation of the digital transformation. Without a functional and user-friendly platform, other improvements would be ineffective. The second stage introduces online ordering and delivery options, directly addressing customer demand for convenience.
The third stage involves launching digital marketing campaigns, including social media and SEO, to drive traffic to the new platform. Finally, ongoing monitoring ensures that performance is tracked and improvements are made based on data insights.
Responsibilities are allocated based on expertise, with technical tasks handled by professionals and business oversight managed by Liam and Priya. The timeline is realistic and allows gradual implementation, reducing disruption and financial pressure. Overall, this plan is justified as it prioritises high-impact actions and supports sustainable business growth.

Reference:
 Lock, D. (2020) Project Management. 11th edn. London: Routledge


Appendix 4 – Task 6a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Increase online sales through website improvements and marketing

	Track % growth in online sales and website traffic

	Achievable with digital tools and marketing strategies

	Addresses decline in sales and weak online presence

	Within 6 months







The chosen KPI focuses on increasing online sales, as this directly targets the business’s main issue of declining revenue and weak digital presence. It is specific and measurable through sales data and website analytics. The objective is attainable given the planned improvements in e-commerce and marketing. It is relevant because it aligns with changing consumer behaviour towards online shopping. The six-month timeframe ensures the goal is time-bound and allows progress to be monitored effectively. Overall, the KPI and SMART objective provide clear direction, accountability, and a practical way to measure the success of the proposed solution.

Reference:
 Doran, G.T. (1981) ‘There’s a S.M.A.R.T. way to write management’s goals and objectives’, Management Review, 70(11), pp. 35–36.
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