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[bookmark: _Hlk205982484]
Task 1: Overview of Case-study
[bookmark: _Hlk205979492]Green Haven Florists is a small independent flower shop based in Norwich, UK, which has recently experienced a significant decline in performance due to changing market conditions. Over the past 12 months, the business has recorded a 30% reduction in in-store sales, primarily driven by increased competition from online flower delivery services. These competitors offer lower prices, convenience, and same-day delivery, which align with modern consumer expectations.
The root problem impacting Green Haven is its failure to adapt to digital transformation. The business relies heavily on traditional sales channels and has an outdated website that does not support effective online transactions. This limits customer accessibility and reduces conversion rates. Furthermore, the lack of a structured digital marketing strategy reduces brand visibility and prevents the company from reaching new audiences.
Additional contributing issues include rising operational costs, such as increased prices for imported flowers and sustainable packaging materials. While sustainability is a key part of the brand identity, it has also increased expenses. At the same time, new competitors have entered the market, including a boutique florist with strong social media presence and a national chain offering competitive pricing.
Overall, the combination of declining foot traffic, weak digital presence, and increased competition has significantly impacted the company’s performance. Therefore, the business must adopt a more modern and digitally focused approach to remain competitive and sustainable in the long term.

[bookmark: _Hlk205982497]Task 2: Two Proposed Solutions
Solution A: Website Redesign and Subscription Model
Solution A involves redesigning the company’s website and introducing a subscription-based flower delivery service. The new website would be modern, mobile-responsive, and include an integrated e-commerce system to improve user experience and accessibility. According to Chaffey (2022), digital platforms play a critical role in influencing consumer purchasing behaviour, making website functionality essential for business success.
The subscription model would allow customers to receive flowers regularly, such as weekly or monthly deliveries. This would create a stable and predictable revenue stream while increasing customer loyalty and retention. Additionally, it aligns with modern consumer preferences for convenience and automation.
This solution directly addresses the root problem by shifting the business towards online sales and reducing reliance on declining foot traffic. It also enhances competitiveness by allowing Green Haven to offer similar convenience to larger online retailers.

Solution B: Social Media Marketing Strategy
Solution B focuses on implementing a structured social media marketing strategy using platforms such as Instagram and TikTok. These platforms are highly visual and suitable for showcasing floral arrangements. Kotler et al. (2021) suggest that social media marketing significantly improves brand awareness and customer engagement.
This strategy would involve consistent posting of high-quality images, promotional offers, customer testimonials, and behind-the-scenes content. It would also allow Green Haven to interact directly with customers and build stronger relationships.
While this solution can improve visibility and attract new customers, it does not directly guarantee increased sales. It mainly supports marketing efforts rather than fundamentally transforming the business model. Therefore, it is more effective as a supporting strategy rather than a primary solution.

Task 3b) Evaluation Results and Justifications

A PMI (Plus, Minus, Interesting) analysis was conducted to evaluate both solutions based on criteria such as cost, revenue impact, scalability, and feasibility. Greater weighting was assigned to revenue generation and long-term sustainability, as these factors are critical for business survival.
Solution A scored higher due to its ability to directly increase online sales and generate recurring revenue through subscriptions. Although it requires a higher initial investment, the long-term financial benefits and scalability make it a more sustainable option.
Solution B, while cost-effective and beneficial for brand awareness, scored lower because it does not directly address the issue of declining revenue. Its impact is indirect and depends on customer engagement translating into sales, which is less predictable.
Therefore, Solution A is the most appropriate choice, as it directly targets the core problem and provides measurable business outcomes.

[bookmark: _Hlk205982530]Task 4b) Risk Analysis Results and Justifications
The risk analysis identified three main risks associated with Solution A: financial risk, customer adoption risk, and operational risk. These risks were evaluated based on likelihood and impact using a scale from 1 to 5.
The financial risk is considered high due to the cost of website development and system integration. However, this risk is justified by the potential long-term return on investment. Customer adoption risk is moderate, as existing customers may be hesitant to subscribe to a new service. This can be mitigated through promotional offers and introductory discounts.
Operational risk involves managing increased delivery demand and ensuring consistent service quality. This can be reduced through improved logistics planning and potentially hiring additional staff if required.
Overall, while the risks are significant, they are manageable and do not outweigh the benefits. Therefore, the solution is considered reliable and feasible.
Task 5b) Justifications for the Implementation Plan
The implementation plan is structured in a logical sequence to ensure efficiency and reduce risk. The first stage involves market research to identify customer preferences and expectations. This ensures that the solution aligns with market demand.
The second stage focuses on website development, which is essential before launching the service. Testing is included as a separate phase to identify and resolve potential issues before launch, reducing the likelihood of failure.
Clear responsibilities are assigned to improve accountability. Liam is responsible for operations and supplier coordination, while Priya manages marketing and customer communication. This division ensures effective execution.
According to Kerzner (2022), structured planning and clearly defined roles are essential for successful project implementation. Therefore, this plan is both realistic and strategically justified.


Task 6b) Justifications for the KPI and SMART Objectives
The selected KPI is the increase in online sales revenue, as it directly reflects the success of the digital transformation strategy. This KPI is highly relevant to the business objective of improving financial performance.
The SMART objectives include increasing online sales by 25% within three months, acquiring 50 subscription customers within two months, and increasing website traffic by 40%. These objectives are specific and measurable, allowing clear tracking of progress.
They are achievable based on market trends and relevant to the company’s growth strategy. The time-bound nature ensures accountability and performance evaluation.
According to Smith (2020), SMART objectives provide a structured approach to performance management, making them essential for business success.

Task 7) Key Findings
· [bookmark: _Hlk208302504]The main issue is the lack of digital adaptation in a competitive market
· Declining sales are directly linked to weak online presence
· Website redesign with a subscription model is the most effective solution
· Risks exist but can be managed through planning and strategy
· KPI and SMART objectives enable effective performance monitoring
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[bookmark: _Hlk205987492]Appendix 1 – Task 3a

Grid Analysis Table

	Factors to consider
	Weighting
	Solution A (Website + Subscription)
	Solution B (Social Media)
	Total

	Revenue Impact
	5
	5
	3
	25 / 15

	Cost
	3
	2
	5
	6 / 15

	Feasibility
	4
	4
	4
	16 / 16

	Long-term Sustainability
	5
	5
	3
	25 / 15



The Grid Analysis was used to evaluate both solutions based on key criteria including revenue impact, cost, feasibility, and long-term sustainability. Greater weighting was assigned to revenue impact and sustainability, as these are critical for business survival. Solution A scored higher due to its ability to generate direct revenue and provide long-term growth through a subscription model. Although Solution B is more cost-effective, its impact on revenue is indirect and less predictable. Therefore, Solution A is considered the most appropriate solution as it directly addresses the core problem and provides measurable and sustainable outcomes.














ÍAppendix 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 cost of website development

	4
	5
	20
	Set a clear budget
	Reduce features initially and upgrade later

	2
	Low customer adoption of subscription service

	3
	4
	12
	Offer discounts, promotions and free trials
	Adjust pricing strategy and increase marketing

	3
	Increased operational workload 

	3
	4
	12
	Improve planning and scheduling systems
	Hire part-time staff or outsource deliveries






Appendix 3 – Task 5a
Implementation Plan


	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	
Market Research
	

Conduct market research and analyse customer demand for online services and subscriptions

	

Week 1-2
	Priya

	



	2
	Website development


	Design and develop a new e-commerce website with subscription functionality and payment integration

	

Week 3-6
	External Web Developer

	



	3
	
Testing and Optimisation

	Test Website performance, user experience, and payment systems to ensure functionality and reliability

	Week 7-8

	Liam +Developer

	



	4
	Launch and Promotion


	Launch the website and promote the subscription service through email and marketing and social media campaigns

	Week 9-12


	Priya

	








Appendix 4 – Task 6a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase online sales through a new website and subscription service





	Achieve a 25% increase in online sales revenue and gain 50 subscription customers

	
Based on market demand and digital trends, targets are realistic for small business




	
Directly supports business growth and addresses declining sales problem




	
Achieve targets within 3 months of implementation
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