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[bookmark: _Toc221728321]1. Brief Explanation of the Specific Business Problem
Green Haven Florists operates as an independent flower shop in Norwich which established its market leadership through environmental responsibility and personalized flower arrangements and active involvement with local residents. Store sales were down 30% over the past 12 months for the business, whose cost of providing service to its customers only increased as customer visits went down. There was a slight bump in online orders, but it wasn’t enough to counteract the loss of customers from physical stores.
The market decline results from both external market conditions and company-specific operational problems. The UK high street experienced decline while customers began to shop more online which completely transformed their purchasing patterns (BBC, 2023). Mintel (2022) shows that British consumers now choose flowers based on convenience factors and they want same-day delivery and affordable prices. The Guardian (2023) states that tulips and orchids and other imported flowers now cost more because inflation has increased and delivery networks have experienced disruptions. 
The shop faces internal challenges because customers express their discontent about the outdated website and restricted delivery choices of the store. Chaffey (2022) explains that digital capability has become essential for all SMEs which operate in retail markets because it serves as their main tool for obtaining new customers and keeping their existing ones. The website Green Haven faces competitive disadvantages because it lacks effective SEO strategies and social media interaction and e-commerce capabilities. 
The particular micro-problem which this report investigates is:
Green Haven Florists’ insufficient digital capability, which prevents effective competition in an increasingly digitalised retail environment. 
The problem exists at a strategic level because it affects both revenue stability and market exposure and business competitiveness in the long run (Johnson, Scholes and Whittington, 2020).

[bookmark: _Toc221728322]2. Suggested Two Alternative Solutions
[bookmark: _Toc221728323]Solution A: Comprehensive Digital Transformation Strategy
Solution A presents a digital transformation plan which consists of multiple stages that need to be executed in sequence.
The project needs:
· Complete website redesign which should include e-commerce functionality.
· Mobile optimisation
· Search Engine Optimisation (SEO)
· Social media content strategy (Instagram, Facebook)
· Email marketing automation
· Launch of a flower subscription service
Digital transformation enhances customer reach and improves conversion rates by aligning business models with modern consumer expectations (Laudon and Traver, 2023). The UK online flower retail sales have shown annual growth according to Statista (2023) which indicates permanent market transformation instead of short-term consumer interest. 
Subscription services generate predictable recurring revenue and strengthen customer loyalty (Kotler and Keller, 2016). Green Haven monitors customer digital behaviour using analytics and allows the firm to make efficient use of their marketing budget and create superior business plans (Rothaermel, 2021).
Porter (2008) explains that firms can sustain differentiation through strategic approaches which focus on delivering distinctive value to their customers. Green Haven’s sustainability ethos and bespoke service can be amplified digitally rather than competing on price. 
Organizations need to distribute their budget for digital transformation because they require funds to acquire modern technology systems and bring in outside technical specialists and develop their current workforce (Slack, Brandon-Jones and Burgess, 2022). 
The solution solves the core problem which causes business performance to deteriorate.
[bookmark: _Toc221728324]Solution B: Cost Leadership and Price Adjustment Strategy
Solution B aims to decrease operational expenses which will enable the company to provide its products at lower prices for retail store customers. The proposed actions consist of:
· Sourcing lower-cost suppliers
· The organization needs to decrease its dependence on premium biodegradable packaging.
· The company needs to create special bundle deals which customers can purchase at discounted prices.
· Implementing loyalty discount schemes
· The organization should decrease employee work hours because this strategy enables them to decrease their labour expenses.
The cost leadership strategy helps businesses attract price-conscious customers who will make immediate purchases (Mintel, 2022). Porter (2008) shows that organizations which operate at higher efficiency levels can use cost advantage as their competitive strategy. 
However, Green Haven lacks the economies of scale of national chains. Competing primarily on price against large online retailers may erode margins without securing long-term loyalty (Johnson, Scholes and Whittington, 2020). 
Welford (2018) shows that businesses which demonstrate environmental responsibility will gain customer trust which results in customer loyalty. 
The short-term benefit of cost reduction for cash flow management does not solve the fundamental change in consumer behaviour which now favours online shopping convenience (BBC, 2023). Solution B provides fast solutions, but it does not create enduring frameworks which leads to long-term business success.
[bookmark: _Toc221728325]3. Justification for Selected Solution
The Grid Analysis in Appendix 1 assessed both solutions through their ability to meet the weighted assessment factors.
•	The company predicts its revenue will rise by 30% during the extended future period.
•	Competitive advantage (20%)
•	Brand alignment (20%)
•	Financial feasibility (15%)
•	Risk exposure (15%)
Solution A received the highest total weighted score. The evaluation process allocated 30% of its total weight to evaluate long-term revenue expansion because the main problem arose from decreasing sales sustainability. 
The strategic management theory supports digital transformation because organizations must transform their operational systems when their external environment experiences changes (Johnson, Scholes and Whittington, 2020). 
Solution B achieved the lowest results because it demonstrated poor brand alignment and weak long-term differentiation according to the assessment. Organizations which operate between differentiation and cost leadership strategies according to Porter (2008) will encounter competitive challenges. 
The digital expansion strategy of Green Haven follows its sustainability mission and maintains its commitment to artisanal brand values. 
The strategic fit theory which Rothaermel (2021) describes shows that organizations must link their internal capabilities to their market environment characteristics to succeed. Green Haven needs to build digital capabilities because online consumer shopping continues to expand according to Statista (2023) to stay competitive in its market. 
Therefore, Solution A is selected as the most appropriate and sustainable solution.
[bookmark: _Toc221728326]4. Risk Analysis of the Selected Solution
The Risk Analysis (Appendix 2) identified three main risks which form the core of the assessment.
1. High upfront financial investment
2. Poor digital marketing ROI
3. Insufficient digital skills internally
The evaluation of each risk involved multiplying their Likelihood rating from 1 to 5 with their Impact rating from 1 to 5. The financial cost stands as the most dangerous element which poses the greatest risk (12). 
The implementation of new systems through staged deployment combined with financial resource management will help decrease the level of risk according to Slack Brandon-Jones and Burgess (2022). Organizations can prevent technical errors through website development outsourcing according to Laudon and Traver (2023). 
The solution to digital skill deficiencies requires organizations to choose between employee training programs and part-time marketing consultant recruitment (Armstrong, 2020). 
According to Chaffey (2022) digital inertia presents a greater enduring danger than digital investment does. The company will experience declining revenue and probably shut down as a business when it fails to adopt modernization practices. 
Organizations can enhance their decision-making process through risk scoring methods which deliver clear risk evaluation and decision-making priority settings according to Hill and Hill (2011). Small and medium enterprises (SMEs) need to calculate their strategic risks because this process enables them to pursue expansion and develop new ideas. Organizations should move forward with digital transformation because future advantages will be greater than current financial expenses which are at a manageable level. 
[bookmark: _Toc221728327]5. Plan to Implement the Selected Solution
The Implementation Plan (Appendix 3) shows a detailed schedule which covers six months of implementation.
Phase 1: Digital Audit & Planning (Month 1) Market research, competitor analysis, and budget allocation. 
Phase 2: Website Development (Months 2–3)
The system needs a developer who will perform e-commerce integration work to create payment gateway functionality and subscription management systems. 
Phase 3: Marketing Launch (Month 4)
The company needs to perform three essential tasks which include SEO optimisation and social media campaigns and email database creation. 
Phase 4: Subscription Rollout (Month 5)
The company plans to launch monthly bouquet plans which will provide services to both business organizations and private home users. 
Phase 5: Monitoring & Adjustment (Month 6)
Review KPIs and refine campaigns. 
The sequence is in accordance with the logic developed by project management principles (Slack, Brandon-Jones and Burgess, 2022). The marketing launch is only feasible once the technical infrastructure has been completed to ensure advertising costs are not spent in vain.
Clear role allocation ensures accountability:
• External developer (technical build)
• Marketing consultant (campaign management)
• Owners (strategic oversight)
The systematic implementation method helps organizations decrease project uncertainty which enables them to carry out their transformation process through planned sequential steps.
[bookmark: _Toc221728328]6. Means of Measuring Effectiveness
The primary KPI is:
The company needs to reach a 25% growth in online sales throughout the following six months. 
The KPI follows all SMART criteria.
· Specific: Online revenue growth
· Measurable: 25% increase
· Attainable: The research bases its feasibility assessment on digital industry growth patterns which Statista (2023) reported.
· Relevant: The solution solves the current sales reduction by implementing its suitable method.
· Time-bound: The six-month project timeline establishes the complete duration which the project will operate.
The organization monitors additional performance indicators which function as its secondary KPIs.
· The website traffic has experienced a 30% increase according to the data.
· The social media platform saw its user interaction levels increase by 20% throughout its platform.
· The service requires 100 paying subscribers to join during its initial six months of operation.
Organizations can monitor their performance by using quantifiable data which Armstrong (2020) explains organizations should implement KPIs to measure. Rothaermel (2021) explains that organizations can develop their ability to adapt to business environment changes through performance management with data which enables strategic learning capabilities. 
[bookmark: _Toc221728329]7. Key Findings
· The core issue is digital capability deficiency rather than product quality. 
· The implementation of cost leadership strategies creates two major risks which include brand value reduction and decreased profit margins. 
· The digital transformation process follows consumer market trends which strategic differentiation theory supports. 
· The project faces moderate risks which can be controlled through a step-by-step deployment process. 
· Use of SMART KPIs that enable organizations to measure employee performance.
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Grid Analysis Table
Problem: Insufficient Digital Capability at Green Haven Florists
	Criteria
	Weighting (%)
	Solution A: Digital Transformation (Score 1–5)
	Weighted Score
	Solution B: Cost Leadership (Score 1–5)
	Weighted Score

	Long-term Revenue Growth
	30
	5
	1.50
	3
	0.90

	Competitive Advantage
	20
	5
	1.00
	2
	0.40

	Brand Alignment
	20
	5
	1.00
	1
	0.20

	Financial Feasibility
	15
	3
	0.45
	4
	0.60

	Risk Exposure
	15
	3
	0.45
	3
	0.45

	Total
	100
	
	4.40
	
	2.55



The Grid Analysis evaluates two strategic options through a system which applies weighted decision criteria to each alternative. The evaluation process made long-term revenue growth its top priority at 30% because the main issue was declining sales numbers. Solution A obtained a total score of 4.40 which exceeded Solution B's score of 2.55 because it better matched the brand positioning and competitive differentiation requirements. Solution B achieved better financial feasibility because it started with lower expenses, yet it failed to achieve good long-term strategic alignment. Solution A provides the best strategic value and sustainability among all available options.
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Risk Analysis Table
Selected Solution: Digital Transformation Strategy
	Risk
	Likelihood (1–5)
	Impact (1–5)
	Risk Factor (L × I)
	Preventative Action
	Contingency Plan

	High upfront financial cost
	3
	4
	12
	Phased investment, budgeting
	Reduce scope temporarily

	Poor digital marketing ROI
	3
	3
	9
	Use analytics, test campaigns
	Adjust strategy monthly

	Lack of internal digital skills
	2
	4
	8
	Staff training, hire consultant
	Outsource digital tasks



The Likelihood × Impact scoring method allowed researchers to identify all risk factors. The financial investment category represents the most dangerous risk factor (12) because it has both a moderate chance of occurrence and major potential effects. The financial risk from this approach becomes manageable through staged deployment and strategic funding management. Organizations can reduce their marketing ROI risks through the implementation of data tracking systems. Skills shortages are manageable via training or outsourcing. The organization faces risks which remain at a manageable level. The long-term strategic value of digital capability makes it an acceptable risk for SMEs which want to expand their business and maintain market leadership.
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Implementation Plan
Problem: Insufficient Digital Capability
Selected Solution: Digital Transformation Strategy
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Conduct digital audit and competitor analysis
	Month 1
	Owners + Consultant
	

	2
	Design and develop new e-commerce website
	Months 2–3
	External Web Developer
	

	3
	Implement SEO and social media strategy
	Month 4
	Marketing Consultant
	

	4
	Launch subscription delivery service
	Month 5
	Owners + Marketing
	

	5
	Monitor KPIs and adjust campaigns
	Month 6
	Owners
	



The implementation plan follows a logical project sequence. Organizations can obtain their first opportunity to gather vital data through digital audits which enables them to make strategic business decisions. The development of websites needs to occur before marketing because it creates essential infrastructure which becomes operational after attracting website visitors. Marketing implementation follows immediately after launch to drive visibility and conversions. The subscription deployment process begins only after all digital systems reach their operational readiness. The evaluation process will receive enough data through Month 6 monitoring activities. Responsibility allocation ensures accountability: technical tasks are outsourced to specialists, while strategic oversight remains with the business owners. The phased timeline helps organizations manage financial costs and distribute risk throughout different stages which enables them to perform their transformation process in a controlled manner. The project management principles direct this structured implementation process which will result in successful project delivery.
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Key Performance Indicator & SMART Objectives
Key Performance Indicator:
Increase online revenue by 25% within 6 months.
	SMART Element
	Description

	Specific
	Increase online sales revenue

	Measurable
	25% growth in online revenue

	Attainable
	Based on UK online retail growth trends

	Relevant
	Directly addresses declining in-store sales

	Time-Bound
	Achieved within 6 months



Additional Supporting KPIs:
· 30% increase in website traffic
· 20% increase in social media engagement
· 100 new subscription customers
Explanation 
The primary KPI focuses on revenue growth because it directly measures financial recovery. Organizations use SMART criteria to develop particular targets which they can measure and reach while keeping all responsibility. The goal focuses on online revenue generation which can be tracked through analytics reports and follows industry expansion patterns and matches the defined micro-problem requirements and needs to be accomplished within six months. The KPIs which support the system monitor customer journey performance through three stages which begin with traffic measurement for awareness followed by social media assessment for engagement and finish with subscription evaluation for retention. The performance evaluation framework consists of these three metrics which offer a complete assessment system.

