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[bookmark: _Toc227312042]1. Overview of the Case and Problem 
Green Haven Florists is a small, independent flower shop in Norwich, UK, that deals with bespoke arrangements and is eco-friendly. Although the business has a good reputation and is involved in community activities, it has witnessed a drastic drop in revenues and human traffic in the last one year. The principal reasons that have led to this decrease are the development of online flower delivery companies, the increase in the cost of running the business, and the shift in consumer behaviour in terms of convenience and Internet shopping. The enterprise also suffers the lack of a good digital marketing strength and the employment of outdated site, which restricts its competent nature in a highly digitalized retailing environment. Thus, Green Haven has strategic challenges to modify their business model so that they could be profitable and sustainable in the long-term (Kotler et al., 2020).

[bookmark: _Toc227312043]2. Proposed Solutions 
[bookmark: _Toc227312044]Solution 1: Digital Transformation and E-commerce Enhancement
The development of a complex digital strategy, such as the modernization of the e-commerce site, mobile optimization, and the incorporation of the online ordering and delivery systems, is one of the possible solutions. This would assist Green Haven to explore a wider range of customers beyond the local community and satisfy the increasing customer need of convenience and shopping online. Research has suggested that companies that adopt the online environment can significantly enhance the level of customer engagement and profitability (Chaffey, 2022). Moreover, visibility and brand awareness can be enhanced by enhancing search engine optimization (SEO) and use of focused social media marketing. This solution directly will resolve the lack of foot traffic through redirecting attention to online sales and physical store visits will be reduced. It will also allow the business to compete with the larger online retailers with more personalized online experience, such as bespoke bouquet and same-day delivery services.  

[bookmark: _Toc227312045]Solution 2: Introduction of Subscription and Loyalty Programmes
Another alternative is to introduce subscription based service with customer loyalty programme. This may include providing weekly or monthly home or business flower delivery, and benefits like repeat customer discounts or special products. It has been well-known that subscription models produce predictable and consistent revenue streams and boost customer retention (Wirtz et al., 2019). This will address the issue of declining sales since it will encourage repeat purchase and customer loyalty. It also capitalises on the existing Green Haven strong points of quality and personalised service. This strategy, however, enhances customer retention, yet it might not necessarily offer the solution to the need to expand to the market or become a strong competitor to more digitally advanced ones. 

[bookmark: _Toc227312046]3B. Justification of Preferred Solution 
The strategy of choice is digital transformation on the basis of an evaluation of the two solutions. Even though subscription as a business model has its benefits in terms of customer retention and predictability in revenues, it does not address the primary issue of declining market coverage and increased competitiveness on the Internet. Conversely, the digital transformation is more holistic as it helps Green Haven reach out to new customer groups, become more efficient in its operations and be more competitive in the online market. Also, the increased use of e-commerce in the retailing sector highlights the necessity to adopt digital modalities in business to make them feasible (Laudon and Traver, 2021). It will therefore be more helpful to emphasize on digital transformation in order to create long-term value and sustainability to the business.  

[bookmark: _Toc227312047]4B. Risk Analysis Explanation 
A digital transformation strategy has a number of risks that need to be taken into account. One of the biggest dangers is the financial cost of developing and maintaining a new location and setting of computers. This investment can be a strain on limited resources of a small business. Moreover, technological problems, like system failures or computer insecurity, could arise and sever operations and ruin customer trust (Bharadwaj et al., 2013). The other critical risk is that there may be lack of digital prowess in the business that may slow down the effectual implementation and management. Additionally, the adoption of customers is not certain, with current customers being slow to move to online buying. These risks may have negative implications on the success of the strategy, unless they are dealt with effectively. 

[bookmark: _Toc227312048]5B. Implementation Plan Justification 
Digital transformation is a gradual implementation strategy that will be efficient and minimise risk. The first levels are preoccupied with market research and planning, which is required to understand the needs of customers and to find out the requirements of the system. This will be followed by development and testing that ensures that the platform is ready prior to launch. The system will be put into practice in a gradual manner, this will allow the business to identify and solve any potential problem during the early phases, and there will be no chances of huge failures. Sharing of duty with the appropriate individuals will ensure accountability and performing well. In addition, monitoring and evaluation are also to be done continuously to facilitate continuous improvement. Such an orderly practice aligns with the best practices in project management, which is more likely to implement successfully (Kerzner, 2017). 

[bookmark: _Toc227312049]6A. KPI and SMART Objectives 
Key performance indicator (KPI) can also be based on online sales growth as a measure of the success of the digital transformation strategy. This KPI will give a precise and quantifiable measure of how well the new digital platform performs in terms of revenue creation. SMART objectives can also be used to promote performance measurement. Indicatively, the Green Haven can aim at realizing 25% of the sales increase on-line in six months of the new location. It is specific (online sales growth), measurable (25 per cent), and can be achieved depending on the market trends, is relevant to the challenges of the business and time-bound (six months). By setting these objectives the business is able to monitor its progress and to make sure that it is working towards the strategic objectives (Doran, 1981).  

[bookmark: _Toc227312050]6B. Monitoring and Evaluation of Effectiveness 
Monitoring of the usefulness of the proposed solution will be done through regular analysis of key performance indicators and SMART objectives. Measuring sales, traffic, and conversion rates on the internet will enable Green Haven to gauge the level at which the digital strategy is yielding the required outcomes. With the help of data analytics, the business will be able to receive real-time data and make well-informed decisions and adjust strategies accordingly. The performance reviews, which will include monthly or quarterly performance reviews will enable the management to detect trends and solve instances of underperformance early enough. Also, user experience can be assessed by the use of customer feedback and enhanced service quality. This ongoing monitoring procedure makes sure the strategy is responsive and is in line with the fluctuating market circumstances (Kaplan and Norton, 1996).  

[bookmark: _Toc227312051]7. Key Findings 
· Summary: Green Haven Florists is experiencing a decline in sales due to increasing competition online, the declining number of people shopping on the ground and an increase in the cost of doing business. 
· The lack of digital presence of the business and the old-fashioned design of the website considerably limit the chances of the business to compete in the contemporary retail space. 
· Two options were discovered: the digital transformation and the introduction of subscriptions-based services. 
· This decision was reached due to the fact that digital transformation has a larger area of implementation in the aspects of market reach, competitiveness and revenue generation. 
· Financial investment and technological challenge risks are just but risks that with planning and in stages, they can be eradicated.  
· The application of KPIs and SMART goals will provide the opportunity to monitor the strategy and improve it continuously.   

[bookmark: _Toc227312052]Conclusion 
Conclusively, Green Haven Florists is confronted with serious strategic issues due to the changing consumer behaviour and rise in digital competition. Both of the proposed solutions can assist the business as the analysis demonstrates, but a more comprehensive and long-term solution to the underlying problems is the digital transformation. By investing in an improved e-commerce platform and digital marketing approach, the business is also able to expand market share, customer engagement and maximize revenue streams. However, its implementation will only be successful with effective risk management, planning and performance monitoring. A combination of KPIs and SMART goals makes sure that the progress can be measured and corrected. Lastly, a digital-first approach would position Green Haven Florists to expand and compete in the new retail landscape in the long run.  
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Appendix 1: Grid Analysis of Proposed Solutions
	Criteria
	Weight
	Digital Transformation
	Subscription Model

	Cost
	3
	2
	4

	Impact on Revenue
	5
	5
	4

	Feasibility
	4
	3
	4

	Market Reach
	5
	5
	2

	Customer Retention
	3
	3
	5

	Total Score
	
	(2×3)+(5×5)+(3×4)+(5×5)+(3×3)= 73
	(4×3)+(4×5)+(4×4)+(2×5)+(5×3)= 66


Conclusion: Digital transformation scores higher due to greater impact and market reach.

Appendix 2: Risk Analysis Table
	Risk
	Likelihood
	Impact
	Mitigation Strategy

	High implementation cost
	Medium
	High
	Budget planning and phased investment

	Lack of digital skills
	High
	Medium
	Staff training or outsourcing

	Technical failures
	Medium
	High
	Use reliable platforms and IT support

	Cybersecurity threats
	Low
	High
	Implement security protocols

	Low customer adoption
	Medium
	Medium
	Marketing and user-friendly design



Appendix 3: Implementation Plan
	Stage
	Activity
	Timeline
	Responsibility

	1
	Market research
	Month 1
	Owners

	2
	Website design & development
	Months 2–3
	External developer

	3
	Testing & feedback
	Month 4
	Staff + customers

	4
	Launch website
	Month 5
	Management

	5
	Digital marketing campaign
	Month 5–6
	Marketing team

	6
	Monitor & improve
	Ongoing
	Management



Appendix 4: KPI and SMART Objectives
Key Performance Indicator (KPI):
· Online Sales Growth (%) 
SMART Objectives Table
	Objective Element
	Description

	Specific
	Increase online sales through new e-commerce platform

	Measurable
	Achieve 25% increase in online sales

	Achievable
	Based on industry trends and improved digital access

	Relevant
	Directly addresses declining revenue

	Time-bound
	Within 6 months of website launch



