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Brief Explanation of the Specific Business Problem
[bookmark: _Hlk205979492]Green Haven Florists, an independent eco-conscious florist based in Norwich, has recently faced a 30% decline in in-store sales. Contributing factors include rising flower costs, reduced high-street footfall, and strong competition from online florists offering lower prices and faster delivery. Customer feedback also highlights an outdated website and limited online functionality. These challenges have undermined Green Haven’s competitiveness and visibility in today’s increasingly digital retail market. The specific business problem this report addresses is the outdated digital presence and lack of an effective online sales platform, which limits customer reach and revenue growth opportunities.

[bookmark: _Hlk205982497]Suggested Two Alternative Solutions
Solution A Proposal
The first proposed solution is a Digital Transformation and E-Commerce Expansion strategy. This involves redesigning the company’s website to include online ordering, flexible delivery, and subscription options, supported by digital marketing and social media advertising. This solution would resolve the identified problem by expanding Green Haven’s customer base beyond the local area and increasing accessibility for online shoppers. Furthermore, implementing SEO optimisation and targeted social media campaigns would enhance brand visibility, attract younger customers, and drive consistent online sales growth. Over time, this approach would create sustainable growth, balancing both eco-friendly values and modern consumer preferences.

Solution B Proposal
The second proposed solution focuses on Community Engagement and In-Store Experience Enhancement. This approach would revitalise local sales by introducing flower-arranging workshops, collaborations with nearby businesses, and a loyalty rewards programme. It would also strengthen community relationships and encourage repeat visits. This strategy resolves the business problem by differentiating Green Haven from online competitors through personal, experience-based value. Customers would perceive the shop as a unique local brand rather than a standard florist, rebuilding loyalty and foot traffic. Although this approach strengthens Green Haven’s local reputation, its overall impact would be more gradual and geographically limited than a full digital transformation.
Justification for Selected Solution
Based on the PMI Analysis (Appendix 1), Solution A: Digital Transformation is the preferred option. Criteria used included market reach, long-term sustainability, implementation cost, and scalability. Each criterion was weighted by its importance to future revenue growth and competitive advantage. Although the initial investment and digital training requirements are significant, Solution A achieved the highest overall PMI score due to its stronger long-term profitability and broader customer reach. This solution aligns directly with modern consumer behaviour and offers measurable results through data analytics, ensuring Green Haven can adapt, compete nationally, and remain financially sustainable.
[bookmark: _Hlk205982530]Risk Analysis of the Selected Solution
The key risks identified (Appendix 2) include high implementation costs, lack of digital expertise, and potential delivery delays. The criteria used to assess risk were likelihood and impact, each rated on a 1–5 scale to calculate a total risk factor. Financial and operational risks scored higher due to their direct effect on performance. To mitigate these risks, Green Haven could apply for small business digital grants, outsource website development, and train staff in online operations. Despite initial challenges, this solution is reliable as it builds long-term capability and resilience, outweighing short-term financial pressures.

Plan to Implement the Selected Solution
The implementation plan follows a logical sequence to ensure an efficient and controlled rollout of the digital transformation strategy. Planning is prioritised first to establish clear objectives, budget control, and vendor selection. Website development and testing follow to build the online infrastructure before marketing activities begin, ensuring all digital functions operate smoothly. Marketing is launched only once the platform is fully functional to maximise impact and credibility. Staff training is scheduled after development to equip employees with the necessary digital and customer-service skills. Finally, performance monitoring and review ensure continuous improvement and alignment with business goals.
Means of Measuring Effectiveness of Implementation of Selected Solution
Effectiveness will be measured through Key Performance Indicators (KPIs) such as online sales volume, website traffic growth, and customer satisfaction scores. SMART objectives have been established:
· Specific: Launch a new e-commerce website.
· Measurable: Increase online sales by 25% within six months.
· Attainable: Achievable through improved marketing and delivery service.
· Relevant: Supports Green Haven’s need for revenue recovery.
· Time-bound: Achieve results within six months of implementation.
These indicators will deliver quantifiable insights into performance and customer engagement, enabling transparent evaluation and continuous improvement.
Key Findings
· The decline in revenue is primarily caused by limited online presence and digital competitiveness.
· Solution A (Digital Transformation) offers the best long-term sustainability and scalability.
· PMI analysis confirms that Solution A’s benefits outweigh its costs and risks.
· Main risks include financial investment and digital training, which can be mitigated through grants and outsourcing.
· Implementation requires structured planning, development, marketing, and training phases.
· Success will be measured through SMART-aligned KPIs including sales, traffic, and customer feedback.
· Digital transformation positions Green Haven Florists for growth in a digital retail environment.
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Appendix 1
PMI Analysis Table
	Solution A Expands customer reach beyond local area through online ordering.

	Plus
	Minus
	Interesting

	Expands customer reach beyond local area through online ordering.(+4)
	High initial costs for website development and marketing. (-3)
	Opportunity to launch subscription services and eco-delivery. (+4)

	Improves convenience and accessibility for modern consumers. (+3)
	Requires digital training and ongoing maintenance. (-4)
	Enables partnerships with eco-friendly brands. (+3)

	Provides measurable data and customer insights via analytics.(+4)
	Relies on technology and logistics reliability. (-2)
	Opens possibility for national recognition. (+2)

	Supports scalability and long-term profitability. (+3)
	Implementation may take several months. (-3)
	Integrates with social media for brand growth. (+2)

	
TOTAL: 14
	
TOTAL: 12
	
TOTAL: 11


[bookmark: _Hlk210816971]Therefore: Final Answer for Solution A = 
Strong long-term potential and adaptability despite moderate upfront costs.
A – Digital Transformation: 6–9 months - Technical and Strategic - Requires website development, digital marketing, and staff training.
	Solution B Community Engagement and Local Experience.

	Plus
	Minus
	Interesting

	Builds loyalty and strengthens community reputation.
	Limited to local market reach.
	Potential for collaborations with local cafés and venues.

	Encourages repeat visits through workshops and loyalty programmes.
	Slower revenue growth compared to digital expansion
	Creates a unique brand experience.

	Enhances customer experience and personal relationships.
	Dependent on physical attendance.
	May generate PR opportunities locally.

	Low-cost marketing through word-of-mouth.
	Limited scalability.
	Supports sustainable brand identity.

	
TOTAL: 4
	
TOTAL: 4
	
TOTAL: 3


Therefore: Final Answer for Solution B = 
Effective locally but lacks the scalability and reach of Solution A.
B – Community Engagement: 3–5 months - Operational and Social - Involves local actions and events with faster implementation.

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
	3
	5
	15
	Apply for digital business grants or low-interest loans.
	Adjust budget and phase development.

	2
	Lack of digital expertise
	4
	4
	16
	Outsource website design and train staff.
	Hire a temporary consultant for support.

	3
	Delivery or logistics delays

	3
	3
	9
	Partner with reliable local couriers.
	Offer same-day pickup option.

	4
	Website downtime or errors
	2
	4
	8
	Regular testing and technical maintenance.
	Communicate quickly with customers and issue vouchers.



Total Risk Factor Range: Moderate (8–16)
Overall Reliability: Solution is viable; risks are manageable with proactive planning and clear mitigation measures.



Appendix 3
Implementation Plan

Name the problem you are solving: Decline in sales due to outdated online presence and limited customer reach.
Name the solution you are implementing: Digital Transformation and E-Commerce Expansion.

	
	Task
	WHAT

	WHEN

	WHO

	Done

	
	
1

	Planning and budgeting – outline goals, define website scope, select developer.
	
Month 1


	Liam
 and 
Priya
	



	
	
2

	Website development – build site, integrate online ordering and subscription options.
	
Months 2-3

	
Web Developer

	



	
	

3
	Testing and feedback – ensure functionality, user-friendliness, and mobile optimisation.
	
Month 4

	
Manager 
And
 staff
	



	
	

4
	Staff training and review – train on online order management and monitor first results.
	
Month 5

	
Liam

	






Appendix 4

KPI and SMART Objectives
The Key Performance Indicator is: Increase online sales revenue and customer engagement within six months of digital platform launch.
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch new e-commerce platform with delivery and subscription features.
	Track monthly website visits, online orders, and conversion rate.

	Achievable with marketing investment and training.


	Directly addresses the sales decline and customer accessibility issues.
	Achieve 25% online sales increase within six months.



	Improve social media presence and engagement.
	Monitor growth in followers, likes, and customer interactions.
	Feasible with consistent posting and paid ads.
	Aligns with goal to attract younger audiences.
	Reach 1,000 new followers within six months.

	
	
	
	
	



These KPIs and SMART objectives provide measurable, time-bound indicators to monitor progress, ensuring accountability and strategic alignment.
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