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Overview of Case Study
Green Haven Florists is a small independent business experiencing a 30% decline in in-store sales. The root problem is its failure to adapt to changing consumer behaviour, particularly the shift towards online shopping (Chaffey and Ellis-Chadwick, 2019). Contributing issues include an outdated website, limited digital marketing, increased competition, and rising supply costs. These factors reduce customer engagement and profitability. Critically, the business has not responded strategically to digital trends, meaning it is losing relevance in the market. Without adapting to online channels, Green Haven risks continued decline and potential long-term business failure.

Proposed Solutions
Solution A involves developing a modern, user-friendly website that enables customers to browse products, place orders, and arrange delivery online. This includes mobile compatibility, clear product displays, and flexible delivery options such as same-day service. This solution directly addresses the root problem by adapting to changing consumer behaviour, particularly the shift towards online shopping (Chaffey and Ellis-Chadwick, 2019). By improving accessibility and convenience, Green Haven can attract new customers and retain existing ones. A strong online presence also enhances competitiveness against larger retailers, increasing sales, customer engagement, and long-term business sustainability.

Solution B involves introducing a subscription service where customers receive fresh flower arrangements on a weekly or monthly basis. This service encourages repeat purchases and helps build long-term customer relationships (Kotler and Keller, 2017). It addresses the root problem by generating a stable and predictable income stream, helping to offset declining in-store sales. Furthermore, it enhances customer loyalty and strengthens brand identity through personalised offerings. While this solution provides financial stability and differentiation from competitors, it does not fully address the lack of online presence, meaning its overall impact on the core issue is more limited than digital transformation.

[bookmark: _Hlk205982530]Evaluation Results and Justifications
Based on the grid analysis, Solution A is the most appropriate option to implement. The criteria used included cost, feasibility, impact on sales, and long-term sustainability. Greater weighting was assigned to impact and sustainability, as these factors are most critical for future business success. Solution A achieved the highest overall score because it directly addresses the root problem by improving online accessibility and customer reach. While Solution B offers benefits such as stable income, it does not resolve the lack of digital presence. Therefore, Solution A is justified as the preferred solution due to its ability to deliver both immediate improvements and long-term competitive advantage.

Risk Analysis Results and Justifications
The main risks associated with Solution A include high initial development costs, potential technical issues, and low customer engagement with the new website. The criteria used to assess risk were likelihood and impact, as these determine how probable a risk is and how severe its consequences could be. Greater weighting was given to impact, as financial and operational disruption would significantly affect the business. Mitigation strategies such as phased investment, professional web development, and targeted digital marketing reduce both likelihood and impact. Therefore, despite potential risks, Solution A is considered reliable as these risks are manageable and outweighed by its long-term benefits.

Implementation Plan Justiffication
The implementation plan follows a logical sequence of website development, testing, launch, and marketing. This order is justified as it ensures the system is fully functional before being introduced to customers, reducing the risk of technical issues. Responsibilities are allocated based on expertise, with developers handling technical tasks and management overseeing strategy and performance. This improves efficiency and accountability. The schedule is structured to minimise disruption to existing operations while allowing sufficient time for each stage. This approach ensures a smooth rollout, supports effective coordination, and increases the likelihood of successful implementation of the chosen solution.
KPI and SMART Objectives
The chosen Key Performance Indicator (KPI) is to increase online sales by 20% within six months. This KPI is appropriate as it directly measures the success of the digital transformation and its impact on business performance. The SMART framework ensures the objective is effective: it is Specific (focused on online sales growth), Measurable (20% increase), Attainable (based on market trends and business capacity), Relevant (addresses the root problem of declining sales), and Time-bound (within six months). This provides a clear structure for monitoring progress and evaluating success, ensuring that the solution delivers measurable and meaningful improvements.

Key Findings
The key findings highlight that digital transformation is essential for business survival in a competitive and evolving market. The decline in sales at Green Haven Florists is primarily due to its failure to adapt to online consumer behaviour. Implementing a strong online presence significantly increases customer reach and sales opportunities. The evaluation process demonstrated the importance of selecting solutions that address root causes rather than surface issues. Additionally, effective risk management ensures potential challenges are minimised. Finally, the use of clear KPIs and SMART objectives provides a structured way to measure success and guide future decision-making, supporting long-term growth and sustainability.
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Grid Analysis Table

	Factors to consider
	Cost
	Feasibility
	Impact on sales
	Sustainability
	Total

	Weighting
	2
	2
	3
	3
	

	Solution A

	3
	4
	5
	5
	44

	Solution B

	4
	3
	3
	4
	35




The grid analysis was used to evaluate the two proposed solutions based on cost, feasibility, impact on sales, and sustainability. These criteria were selected as they are directly relevant to Green Haven’s current challenges and future growth. Higher weightings were assigned to impact on sales and sustainability (3), as improving sales performance and ensuring long-term success are the most important priorities. Cost and feasibility were weighted lower (2), as they are short-term considerations. Solution A achieved a higher total score of 44 compared to Solution B’s 35, demonstrating that it is the most effective option. Therefore, Solution A is the preferred solution as it addresses the root problem and supports sustainable business growth.
Saaty, T.L. (2008) ‘Decision making with the analytic hierarchy process’, International Journal of Services Sciences, 1(1), pp. 83–98.

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 of solution A
	3
	4
	12
	Set a clear budget and monitor spending closely 
	Reduce costs by adjusting scale or phasing implementation 

	2
	Staff resistance for change 
	3
	3
	9
	Provide training and communicate benefits clearly 
	Offer support and incentives to improve staff engagement 

	3
	Low customer engagement with new strategy 

	2
	4
	8
	Conduct market research and test ideas before launch 
	Adapt strategy based on feedback and improve marketing 





Appendix 3 – Task 5a
Implementation Plan

Name the problem you are solving: Low sales performance and lack of customer engagement at Green Haven.
Name the solution you are implementing: Solution A – Improved marketing strategy and enhanced customer engagement.
	
	Task
	WHAT

	WHEN

	WHO

	Done

	1
	
Conduct market research to understand customer needs

	

Conduct market research 
	

Week 1
	
Business owner 

	



	2
	
Develop and plan new marketing campaign (social media, promotions)

	

Develop campaign 
	

Week 2-3
	

Business owner 
	



	3
	
Train staff on new approach and customer interaction strategies

	

Train staff
	

Week 3
	

Business owner 
	



	4
	Launch campaign and monitor performance


	
Launch campaign

	

Week 4
	

Business owner and stafff
	





Implementation Justification
The implementation plan outlines how Solution A will be introduced at Green Haven in a structured and manageable way. The first stage involves conducting market research to better understand customer needs and preferences, ensuring the strategy is relevant and effective. The second stage focuses on developing a targeted marketing campaign, including social media promotion and in-store offers, to increase customer engagement and drive sales. Staff training is then implemented to ensure employees understand the new approach and can deliver consistent, high-quality customer interactions. Finally, the campaign is launched and continuously monitored to assess performance and make improvements where necessary. A clear timeline has been set across four weeks to ensure realistic implementation without disrupting daily operations. Responsibilities are allocated to specific team members to ensure accountability. This structured approach reduces risk, improves efficiency, and increases the likelihood of successfully improving sales and long-term business performance at Green Haven.

Kotter, J.P. (1996) Leading Change. Boston: Harvard Business School Press.

Appendix 4 – Task 6a

The Key Performance Indicator is: 

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	


Increase customer engagement and sales through marketing campaign



	




Achieve a 15% increase in monthly sales revenue

	




Based on previous sales data and realistic growth targets


	




Directly addresses low sales and business performance
	




Within 3 months of implementation


 
KPI and SMART Justification
The chosen KPI focuses on increasing monthly sales revenue, which directly addresses the core problem at Green Haven. The SMART framework ensures the objective is clear and achievable. The target of a 15% increase is measurable and realistic based on current performance levels. It is relevant as it aligns with the business goal of improving sales and customer engagement. The three-month timeframe provides a clear deadline while allowing sufficient time for the marketing strategy to take effect. This KPI enables performance to be monitored effectively and ensures that the success of Solution A can be evaluated accurately.
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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