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1. [bookmark: _Hlk205982484]Overview of the case and Nature of the Problem 
Green Haven Florist, an independent flower retailer in Norwich, has experience a 30% decline in in -store sales over the past year. Although online orders have increased marginally, this growth has not compensated for reduced footfall. The business faces rising operational costs due to inflation and supply chain disruption, alongside intensified competition from online florists offering aggressive pricing and same-day delivery. Customer feedback highlights an outdated website and limited delivery flexibility, while digital marketing activity remains minimal. According to Porter’s (1980) competitive strategy framework, firms operating in highly competitive environment must adapt strategically to sustain advantage. Green Haven’s current business model is insufficiently aligned with evolving consumer behaviour, particularly the shift towards digital purchasing (Kotler et al.,2019). Immediate strategic intervention is therefore required to restore competitiveness and profitability.


[bookmark: _Hlk205982497]2. Two Proposed Solutions
Solution A: Digital Transformation and E-Commerce Enhancement
The first proposed solution is a structured digital transformation strategy. Digital transformation refers to integration digital technologies into business processes to enhance value creation and competitiveness (Westerman et al., 2014). This would include 
· Full website redesign with improved user experience
· Integrated online ordering and secure payment systems
· Introduction of subscription flower services
· SEO optimization and targeted social media marketing
· Expanded delivery flexibility 
This approach addresses the root causes of declining footfall by shifting revenue generation towards digital channels. Subscription services would provide recurring income, stabilizing cash flow (Chaffey and Ellis-chadwick,2019). Furthermore, improved digital visibility would enhance competitiveness among national retailers 


Solution B Proposal; Experimental Retail and Community Engagement
The second solution focused on strengthening Green Haven’s store differentiation through experiential retail. (Pine and Gilmore,1999). argues that business can create differentiation by staging memorable customer experiences. This strategy would include 
· Hosting flower-arranging workshops
· Launching a loyalty programmed
· Partnering with local businesses 
· Promoting sustainability credentials
While this builds community engagement and strengthens brand identity, it does not sufficiently address the structural digital shift in consumer behavior.
3a Evaluation Using Grid Analysis
A weighted Grid Analysis was conducted using key strategic criteria: cost, feasibility, revenue impact, competitive advantage, risk level, and sustainability. Digital transformation achieved the highest weighted score due to scalability and revenue potential (see Appendix A). Although experiential retail is lower risk, its long – term growth impact is limited geographically.
3b Preferred Solution:
Digital transformation is the preferred option. Despite moderate upfront costs, it offers stronger alignment with market trends and long-term sustainability. Dynamic capability theory suggests firms must reconfigure resources to respond to environmental change (Teece,2018). Therefore, digital adaptation is strategically essential.
[bookmark: _Hlk205982530]4. Risk Analysis
4.1 A structured risk analysis was conducted to identify potential challenges associated with the digital transformation strategy. Risks were based on likelihood and potential impact on the business. Appropriate mitigation strategies were identified to minimise operational disruption and financial exposure. Effective risk management increases the probability of successful implementation and supports strategic decision making (Hllson,2003).


· Financial risk due to investment costs: Website redesign and marketing costs marketing costs may strain limited resources.
· Technical implementation risk: implementation issues or system failures could disrupt operations. 
· Digital skills gap.
· Uncertain customer subscription uptake
· Competition Response Risk

4.2 Feasibility
The solution is feasible given Green Haven’s scale and structure. Outsourcing website development reduces capability gaps, while subscription models generate predictable revenue to offset initial investment. Government and Small business digital grants may further support funding. Compared to the risk of continued sales decline, controlled digital investment is justified.
5. Implementation Plan 
The strategy will be implemented over six months.
Month 1: Planning
· Digital audit
·  budgeting, 
· web developer selection,
·  Assign responsibility. 
Month 2-3: Development 
· Website redesign and testing,
· subscription service structure,
· create delivery planning.
· integrate online payment system. 
Month 4: Marketing launch 
· SEO, social media campaign,
· Email marketing set up
· Announce subscription service. 
· Instagram and Facebook campaign
Month 5-6: Monitoring performance and Adjustment
· Track website traffic. 
· Review conversion rates. 
· Collect customer feedback. 
Liam will oversee operational coordination, Priya will manage marketing, and external developers will oversee technical aspects. A phase approach minimises disruption and aligns with project management best practice (Kerzner,2017).
5b. Justification of implementation plan
The phased approach reduces financial risk and allows incremental learning. Planning precedes investment to ensure alignment with strategic goals. Website development is prioritised before marketing to ensure operational readiness. Marketing activities follow launch to generate immediate traffic. Monitoring is continuous to allow agile adaptation. Responsibilities are aligned with existing roles to avoid staffing expansion, maintaining cost control. The structured timeline ensures measurable progress while disruption to daily operations.
 6a KPI and SMART Objectives
 KPI: Monthly Online Sales Revenue
SMART Objectives:
1. Increase online sales revenue by 25% within six months.
2. Achieve a 30% website conversion rate within four months.
3. Secure 50 subscription customers within six months.
4. Increase social engagement by 40% within three months
SMART objectives enhance clarity and accountability (Doran,1981) 
These objectives are specific, measurable, achievable given the digital investment, relevant to revenue growth, and time bound.
6b. Monitoring and Evaluation
[bookmark: _Hlk205981688]Performance will be reviewed monthly using website analytics (Google Analytics), sales reports, and subscription tracking. Social media insights will monitor engagement metrics. If conversion rates fall below target, website UX adjustments and promotional incentives will be introduced. Quarterly strategic reviews will evaluate ROI. Continuous monitoring ensures responsiveness and prevents prolonged underperformance. This data- driven approach enhance accountability and strategic control.




7 Key Findings
· [bookmark: _Hlk208302504]Green Haven faces declining sales due to digital competition and market shift.
· Two strategic options were evaluated: Digital Transformation and Experiential Retail
· Rising costs and competition intensify pressure.
· Digital transformation achieved the highest weighted score.
· Risks are moderate but manageable through phased implementation.
· Online revenue growth is primary KPI.
· Digital strategy provides scalable long-term sustainability. 
· A six -month structured plan enables controlled execution.
· SMART objective ensures measurable progress

Reference List
 Chaffey, D. and Ellis-Chadwick, F. (2019) Digital Marketing. 7th end. Harlow: Pearson.
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.
Hillson, D. (2003) Effective Opportunity Management for Projects. New York: Marcel Dekker.
Kerzner, H. (2017) Project Management: A Systems Approach to Planning, Scheduling, and Controlling. 12th den. Hoboken: Wiley.
Kotler, P., Keller, K., Brady, M., Goodman, M. and Hansen, T. (2019) Marketing Management. 4th European edn. Harlow: Pearson.
Pine, B.J. and Gilmore, J.H. (1999) The Experience Economy. Boston: Harvard Business School Press.
Porter, M.E. (1980) Competitive Strategy. New York: Free Press.
Teece, D.J. (2018) ‘Business models and dynamic capabilities’, Long Range Planning, 51(1), pp. 40–49.
Westerman, G., Bonnet, D. and McAfee, A. (2014) Leading Digital. Boston: Harvard Business Review Press.













                       Appendices
[bookmark: _Hlk205987492]Appendix 1 – Task 3a
Grid Analysis Table

	Factor to consider 
	Weight (1-5
	Digital Transformation (1-5)
	Weighted score
	Experiential Retail

(1-5)
	Weighted score

	cost      
	3
	3
	9
	4
	12

	Feasibility

	4
	4
	16
	4
	16

	
Revenue impact
	5
	5
	25
	3
	15

	Competitive Advantage 
	5
	5
	25
	3
	15

	Risk Level
	3
	3
	9
	4
	12

	Sustainability 
	5
	5
	25
	3
	15

	Total
	
	
	109
	
	85






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
	Lack of digital marketing expertise

	3
	4
	12
	Provide training for staff
	Outsource for digital marketing to specialised agencies 

	2
	Online payment risks

	2
	5
	10
	Use secure payment gateways 
	SSL encryption and regular security updates.

	3
	High initial investment costs

	2
	4
	8
	Implement the project in phases and allocate a controlled budget 
	Seek small business digital grants or financial support scheme 






Appendix 3 – Task 5a
Implementation Plan
Digital Transformation Strategy 
	
	Task
	WHAT?

	WHEN?

	WHO?

	Done

	1
	Planning and preparation 


	Conduct digital audit, define website requirements, set project budget, identify web development partners.


	Month one


	Liam (operating manager), Priya (marketing manager)


	Clear project objectives 
Budget approval, and selection of development partner.


	2
	Website development 


	Design new website interface, 
Integrate online ordering system, set up secure payment gateway, evaluate functionality. 

	
Month two - three

	External web Developer, Priya


	Fully functional, user-friendly e- commerce website



	3
	Subscription service Design


	Create monthly flower subscription packages, determine pricing strategy, plan delivery coordination. 


	Month three


	Liam, Priya


	New recurring revenue service launched. 



	4
	Digital marketing Launch 


	Implement SEO optimization, social media campaign, email marketing promotions. 


	Month four


	
Priya

	Increase online visibility and customer engagement. 




	5.
	Monitoring & performance Review
	Analyse website traffic, evaluate conversion rates, gather customer feedback 
	Months five- six
	Liam and Priya
	Improve online visibility and customer engagement 

	6.
	Continuous Improvement 
	Adjust pricing strategies, refine marketing campaigns, expand delivery options 
	Ongoing after month six
	Management Team
	Sustained growth in online sales and customer retention 




Appendix 4 – Task 6a

The Key Performance Indicator is: Green Haven Florist Digital Strategy 
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	Launch improved website and promote online ordering through digital marketing campaigns.





	Achieve a 25% increase in online sales revenue.





	
Achievable through improved website usability and targeted marketing





	Supports overall goal of replacing declining in-store sales.






	
Within 6 months of website launch





	Optimise website design and customer checkout experience.

	Achieve 3% website conversion rate
	Achievable with improved UX and SEO

	Helps maximise value of website traffic.

	Within 4 months of launch

	Introduce monthly flower subscription service.

	Gain fifty active subscribers
	Achievable through promotional offers and loyalty incentive

	Creates recurring revenue and customer retention.

	Within 6 months
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