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Overview of the Case and Nature of the Problem

Founded in Norwich in 2016, Green Haven Florists is an independent flower shop known for its custom floral arrangements, environmentally friendly packaging, and solid ties to the local community. The company's in-store sales have decreased by 30% over the last 12 months, despite its strong brand identity and sustainable philosophy. Online orders have slightly increased, but this hasn't made up for the decrease in foot traffic. Due to the arrival of a nationwide chain with aggressive pricing and extensive delivery coverage, as well as a digitally savvy boutique florist, the competitive landscape has become more intense. Profit margins have been further diminished by inflation and rising supplier costs. The core issue is a strategic mismatch between Green Haven's conventional retail model and changing consumer preferences for price transparency and digital convenience.

2 Proposed Solutions

Solution 1: Subscription-Based E-Commerce and
Digital Transformation

A thorough plan for digital transformation is the first
suggested remedy. To create a fully integrated, mobile-optimized e-commerce platform with easy navigation, adaptable delivery options, and safe payment methods, the company's website would need to be redesigned. Structured digital marketing campaigns and search engine optimisation (SEO) would boost online visibility and draw in new clientele.

The implementation of a subscription-based flower service (weekly, biweekly, or monthly deliveries) is a significant innovation within this approach.
Increasing sales within the current market while providing a modified service model is what the Ansoff Matrix defines as market penetration and
product development. By producing steady recurring income, subscription models enhance cash flow stability and lessen seasonal volatility.

Additionally, by highlighting product quality, sustainable practices, and behind-the-scenes content, social media marketing-especially Instagram—would improve brand positioning. Green Haven could more successfully compete with national online retailers while maintaining its unique selling point if it used paid local targeting.
This approach is in line with current consumer
purchasing trends and directly tackles the
fundamental problem of diminishing
competitiveness in the digital marketplace.




Solution 2: Community-Based Differentiation
Strategy and Experiential Retail

In line with Porter's Generic Strategies, the second solution concentrates on enhancing Green Haven's competitive advantage through differentiation. The company would improve its experiential value proposition instead of competing mainly on price.
To reposition the store as a creative community hub, this would entail holding floral workshops, wedding consultations, and seasonal masterclasses.

Rebuilding local foot traffic and expanding cross-promotional opportunities would result from strategic alliances with neighbourhood cafés, eco-friendly stores, and event coordinators.

To reward loyal consumers and promote long-term retention, a loyalty program might be implemented. Furthermore, Green Haven should use eco-certifications, locally sourced product lines, and storytelling to more clearly convey its sustainability credentials.

This tactic lessens susceptibility to price-based competition and strengthens emotional brand attachment. It may not completely address the structural shift toward online purchasing behaviour, even though it improves community presence.

3a. Evaluation Using Grid Analysis

A weighted Grid Analysis was conducted using five criteria: cost, implementation time, revenue potential, risk level, and strategic alignment.

The Digital Transformation strategy scores highly in revenue potential and long-term strategic alignment due to scalability and subscription income. However, it involves moderate financial and technical risk.

The Experiential Differentiation strategy scores well for lower financial risk and quicker implementation but demonstrates limited scalability and reduced capacity to counteract online competitors.

When weighted against long-term sustainability and market trends, the Digital Transformation strategy achieves the higher overall score, primarily due to its alignment with industry digitalisation and potential for recurring revenue growth.

3b. Selection of Preferred Solution

The digital transformation and subscription strategy are advised based on the grid analysis and strategic alignment with market trends.

The main argument is that, rather than being exclusively due to local competition, the drop in sales is structurally connected to shifting consumer purchasing patterns. Green Haven would become more vulnerable if digital capability was not strengthened. Experience retail improves differentiation, but it falls short in closing the online revenue gap.
Scalability, recurring income, increased market reach, and integration with current brand strengths are all provided by the digital strategy. Its competitive positioning and long-term return on investment outweigh the higher risk.

4a. Risk Analysis of Selected Solution

A qualitative Risk Matrix identifies the following key risks:

1. Financial Risk (Medium–High Impact): Initial investment in website development and marketing may strain cash flow.
2. Operational Risk (Medium Impact): Managing subscription logistics may increase workload and complexity.
3. Technological Risk (Medium Impact): Website malfunctions or cybersecurity issues could damage reputation.
4. Market Risk (Medium Probability): Digital marketing campaigns may not immediately generate expected traffic or conversions.
5. Capability Risk (Medium Probability): Limited internal digital expertise may delay execution.

While none of these risks are catastrophic individually, collectively they require structured mitigation planning.
5a. Plan of Implementation
A planned implementation schedule of six months is suggested:

Phase 1: Planning and Research (Month 1)
· ﻿﻿Benchmark against competitors.
· ﻿﻿Describe the pricing strategy and subscription packages.
· ﻿﻿Clearly define your performance goals.

Phase 2: Development of the Website (Month 2-3
· Employ a web developer.
· ﻿﻿Create an e-commerce platform that is optimised for mobile devices.
· ﻿﻿Combine delivery and payment systems.
· ﻿﻿Put SEO structure into practice.

Phase 3: Staff Training and Testing (Month 4)
· Test usability and address technical problems.
· Provide order management and subscription logistics training to employees.
· ﻿﻿Create a calendar for social media content.

Phase 4: Soft Launch (Month 5)
· ﻿﻿Start a website with little advertising.
· ﻿﻿Get input from customers.
· ﻿﻿If necessary, modify the user interface or pricing

Phase 5: Complete Launch and Promotion Extension (Month 6)
· ﻿﻿Use Facebook and Instagram ads that are specifically targeted.
· ﻿﻿Provide initial discounts for subscriptions.
· Collaborate with regional influencers.
· Start tracking KPIs every week.
· Before increasing marketing activity, this phased approach guarantees operational readiness and lowers implementation risk.
5b. Rationale for Execution Order

To prevent reputational harm from technical failure, the sequence places infrastructure development ahead of promotional activities. To guarantee that service quality stays constant, staff training comes before the full launch. A soft launch lowers risk exposure by acting as a pilot test. Only after operational stability has been established does marketing expansion take place to maximise the return on advertising investment. This methodical sequencing lowers operational and financial uncertainty while reflecting good project management practices.

6a. SMART goals and key performance indicators 
Principal KPI:
Growth in Online Sales Revenue.
SMART Goals:
· ﻿﻿Within six months of the full launch, raise online sales income by thirty percent.
· ﻿﻿Within five months, acquire 120 active subscribers.
· ﻿﻿Within six months, reach a 4% website conversion rate.
· ﻿﻿Within four months, raise social media engagement by fifty percent.

These goals are time-bound, directly related to the main issue, quantifiable, achievable given the size of the local market, and specific.

6b. Observation and Assessment
Monthly financial analysis and digital analytics tools like Google Analytics and social media insights dashboards will be used to track performance. The stability of recurring revenue will also be assessed by measuring subscription retention rates. Projected and actual performance will be compared using variance analysis.
Corrective measures could include improving promotional offers, adjusting prices, or refining targeted advertising if KPIs fall short of expectations.
Instead of static implementation, adaptive strategy management is ensured by ongoing monitoring.

7. A bullet-point synopsis of the key Results
· ﻿﻿Due to digital competition and changing consumer behaviour, Green Haven's in-store sales are expected to drop by 30%.
· ﻿﻿Digital transformation and experiential differentiation were the two strategic options that were examined.
· ﻿﻿Grid analysis found that digital transformation had better scalability and long-term revenue potential.
· ﻿﻿Manageable operational and financial risks were revealed by risk analysis.
· ﻿﻿To lessen uncertainty, a six-month phased implementation plan was created.
· ﻿﻿To guarantee quantifiable success, precise KPIs and SMART goals were set.
· ﻿﻿The suggested approach improves revenue stability, boosts competitiveness, and fits in with current retail trends.
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