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Overview of Case Study
Green Haven Florists is an independent flower shop in Norwich founded in 2016 by Liam and Priya Patel. The business has recently experienced a 30% decline in in-store sales. The root problem is its reliance on physical footfall combined with a weak digital presence. Contributing factors include increased online competition, rising operational costs, reduced high street activity and an outdated website. Additionally, changing consumer behaviour towards convenience and online purchasing has negatively impacted performance.
Critically, the business has failed to adapt to technological trends, reducing its competitiveness and threatening long-term sustainability. This suggests that without strategic digital transformation, the company is likely to continue losing market share in an increasingly online-focused retail environment.

Two Proposed Solutions
Solution A: Website Development and Digital Transformation
This solution involves creating a modern e-commerce website with mobile optimisation, secure payment systems and delivery options. It addresses the lack of digital presence and aligns with customer expectations, increasing accessibility and potential revenue.
Furthermore, this solution facilitates long-term business growth by enabling the company to compete more effectively with online retailers. This demonstrates that digital transformation is not only a short-term solution but a strategic necessity.

Solution B: Subscription-Based Flower Service
This solution introduces a recurring delivery model to improve customer retention and generate stable income. However, it requires operational changes and does not fully address the core issue of limited digital access, making it less effective as a primary strategy.
This suggests that focusing solely on customer retention without improving digital accessibility would not resolve the underlying problem affecting sales performance.

Evaluation Results and Justifications
A Grid Analysis was used to compare both solutions based on cost, feasibility, impact and long-term benefits. These criteria reflect key business priorities. Greater weighting was assigned to impact and sustainability, as long-term growth is essential.
According to Belton and Stewart (2002), grid analysis supports structured decision-making by evaluating multiple criteria and identifying the most effective solution.
Solution A achieved the highest score due to its ability to address multiple issues simultaneously and align with market trends. This demonstrates that investing in digital infrastructure provides greater overall value compared to alternative options.
Therefore, Solution A is the most appropriate strategy.

Risk Analysis Results and Justifications
Key risks include low customer engagement, technical issues and budget constraints. Likelihood and impact were used to evaluate risk severity. Customer engagement was prioritised due to its direct effect on success.
Mitigation strategies such as digital marketing, staff training and technical support reduce these risks. This highlights the importance of proactive planning in minimising uncertainty and improving the likelihood of successful implementation.
Although some uncertainty remains, the overall risk level is moderate and manageable, supporting the reliability of the chosen solution.

Implementation Plan Justifications
The implementation plan follows a structured sequence: hiring a developer, building the website, testing and training, and finally launching. This order ensures efficiency and reduces potential errors.
Responsibilities are allocated based on expertise, which improves operational performance and accountability. The three-month timeline allows sufficient time for development and testing while maintaining business continuity.
This structured approach demonstrates that careful planning is essential for successful execution and minimises disruption to existing operations.

KPI and SMART Objectives
The key performance indicator is online sales growth, as it directly measures success. SMART objectives ensure clarity and effectiveness in performance measurement.
For example, increasing online sales by 20% within three months is specific, measurable and achievable. Additional targets include increasing website traffic and improving customer retention.
This demonstrates that well-defined objectives support effective monitoring and enable the business to evaluate whether strategic goals are being achieved.

Key Findings
· The main issue is the lack of digital presence
· Consumer behaviour has shifted towards online purchasing
· Website development is the most effective solution
· Risks are manageable with appropriate strategies
· Structured decision-making improves business outcomes

Appendix 1: Grid Analysis
	Criteria
	Weight
	Solution A
	Score A
	Solution B
	Score B

	Cost
	3
	Moderate
	3
	High
	2

	Feasibility
	4
	High
	4
	Medium
	3

	Impact
	5
	Very High
	5
	Medium
	3

	Long-term
	5
	Very High
	5
	High
	4



Appendix 2: Risk Analysis
	Risk
	Likelihood
	Impact
	Risk Score
	Prevention
	Mitigation

	Low engagement
	3
	4
	12
	Marketing
	Discounts

	Technical issues
	2
	5
	10
	Developer
	Support

	Budget issues
	3
	3
	9
	Planning
	Adjust costs



Appendix 3: Implementation Plan
	Task
	What
	When
	Who

	1
	Hire developer
	Week 1
	Manager

	2
	Build website
	Weeks 2–6
	Developer

	3
	Test & train
	Weeks 7–10
	Team

	4
	Launch & market
	Weeks 11–12
	Manager



Appendix 4: KPI and SMART Objectives
	Specific
	Measurable
	Attainable
	Relevant
	Time

	Increase sales
	20% growth
	Yes
	Revenue goal
	3 months

	Increase traffic
	30%
	Yes
	Visibility
	2 months

	Retention
	15% repeat
	Yes
	Growth
	4 months
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