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[bookmark: _Toc225197626]1. Introduction and Problem Overview
Green Haven Florists is an independent flower shop in Norwich, UK, founded in 2016 by Liam and Priya Patel. The business established itself through bespoke floral arrangements, eco-friendly packaging, and strong community engagement. However, over the past twelve months, the company has experienced a significant 30% decline in in-store sales, primarily due to reduced foot traffic on the high street, rising operational costs, and increased competition from online retailers.
The core problem facing Green Haven Florists is multifaceted. Supply chain disruptions have increased the cost of imported flowers, while the shop's commitment to sustainable materials has become more expensive to maintain. Additionally, the outdated website and limited digital marketing capabilities have hindered the business's ability to compete with new market entrants, including a trendy boutique florist with strong social media presence and a national chain offering aggressive pricing. This report proposes strategic solutions to address these challenges and restore profitability.
[bookmark: _Toc225197627]2. Proposed Solutions
[bookmark: _Toc225197628]Solution 1: Digital Transformation and E-commerce Enhancement
The first proposed solution involves a comprehensive digital transformation of Green Haven Florists' online presence. This includes developing a modern, user-friendly e-commerce website with mobile optimisation, implementing a subscription service for regular flower deliveries, and establishing a robust social media marketing strategy. According to Chaffey and Ellis-Chadwick (2019), effective digital marketing can significantly enhance customer reach and engagement for small businesses. The website would feature an intuitive ordering system, flexible delivery options, and customer accounts for order tracking and preferences.
This solution addresses the problem by directly competing with online retailers on convenience while maintaining the quality and personal touch that differentiates Green Haven. The subscription model would provide predictable recurring revenue, addressing cash flow concerns identified by McKinsey (2020) as critical for small business sustainability. Social media campaigns would target local customers and showcase the shop's unique arrangements and sustainable practices.
[bookmark: _Toc225197629]Solution 2: Strategic Partnership and Corporate Client Expansion
The second solution focuses on developing strategic partnerships with local businesses and expanding the corporate client base. This approach involves establishing contracts with hotels, restaurants, and office buildings for regular floral displays, partnering with wedding planners and event coordinators, and creating a B2B division within the business. Porter (2008) emphasises that strategic partnerships can create competitive advantages through shared resources and market access.
This solution would diversify revenue streams beyond walk-in customers and reduce dependence on high street foot traffic. Corporate contracts typically provide higher order values and more predictable demand patterns. Additionally, partnerships with complementary businesses such as wedding venues and funeral directors would create referral networks that generate consistent leads. The solution leverages Green Haven's existing reputation for quality while expanding into higher-margin market segments identified by Kumar and Reinartz (2018) as crucial for profitability.
[bookmark: _Toc225197630]3. Solution Evaluation
To evaluate these solutions, a Grid Analysis technique was employed, assessing each option against five key criteria: cost of implementation, time to implement, potential revenue impact, competitive advantage, and alignment with company values. Each criterion was weighted according to its importance to Green Haven's current situation.
The Grid Analysis (detailed in Appendix A) revealed that Solution 1 (Digital Transformation) scored 78 out of 100, while Solution 2 (Strategic Partnerships) scored 72 out of 100. The digital transformation solution scored higher on potential revenue impact and competitive advantage, reflecting its ability to directly address the online competition threat. However, Solution 2 scored higher on alignment with company values, as it maintains the personal relationships that define Green Haven's brand identity.
Based on these results, Solution 1 (Digital Transformation and E-commerce Enhancement) is selected as the preferred option. While both solutions offer viable paths forward, the digital transformation addresses the most urgent threat posed by online competitors and provides the fastest route to revenue recovery. The higher score on competitive advantage is particularly significant given the intensifying competition from national chains and boutique florists identified in the case study.
[bookmark: _Toc225197631]4. Risk Analysis
A comprehensive Risk Analysis was conducted for the selected digital transformation solution. The analysis identified five key risks: technical implementation challenges, budget overruns, low customer adoption, staff resistance to change, and increased competition response. Each risk was assessed for probability (Low/Medium/High) and impact (Low/Medium/High), with corresponding mitigation strategies developed.
The Risk Analysis Matrix (Appendix B) shows that the highest-priority risks are budget overruns (Medium probability, High impact) and low customer adoption (Medium probability, High impact). Mitigation strategies include phased implementation to control costs, customer research before launch to ensure features meet needs, and comprehensive staff training to facilitate change management. According to Hillson and Murray-Webster (2017), proactive risk management significantly increases project success rates.
The feasibility assessment indicates that the selected solution is viable given Green Haven's resources and constraints. The initial investment of approximately GBP 15,000-20,000 for website development and marketing can be managed through a combination of business savings and small business loans. The phased approach allows for cost control and adjustment based on early results. The solution's feasibility is further supported by the availability of cost-effective e-commerce platforms and digital marketing tools specifically designed for small businesses (Laudon and Traver, 2021).
[bookmark: _Toc225197632]5. Implementation Plan
The implementation plan spans six months and is divided into four distinct phases. Phase 1 (Months 1-2) focuses on planning and platform selection, including vendor selection for website development, customer research, and content creation. Phase 2 (Months 2-4) involves website development and testing, including e-commerce functionality, mobile optimisation, and integration with inventory management systems.
Phase 3 (Months 4-5) covers marketing campaign development and staff training, including social media strategy implementation, email marketing setup, and comprehensive training for all staff on the new systems. Phase 4 (Month 6) is the launch phase, including a soft launch to existing customers, full public launch with promotional campaigns, and initial performance monitoring. Key activities include website go-live, subscription service launch, and social media campaign activation.
The activities are sequenced to ensure each phase builds upon the previous one, with clear dependencies identified. For example, customer research in Phase 1 directly informs website design in Phase 2. Staff training in Phase 3 ensures readiness for the Phase 4 launch. Liam and Priya will oversee the entire project, with external vendors handling technical development and a digital marketing consultant supporting campaign creation. The phased approach allows for budget control and risk mitigation, as each phase's success can be evaluated before proceeding to the next.
[bookmark: _Toc225197633]6. KPIs and SMART Objectives
The primary Key Performance Indicator (KPI) selected is Online Revenue Growth, measured as the percentage increase in online sales compared to the baseline period. This KPI directly measures the success of the digital transformation initiative and aligns with the core objective of recovering lost revenue. Supporting KPIs include website traffic, conversion rate, subscription sign-ups, and social media engagement metrics.
The SMART objectives for the first year of implementation are: (1) Achieve a 40% increase in online sales within 12 months of launch (Specific, Measurable, Achievable, Relevant, Time-bound). (2) Acquire 100 active subscription customers within six months of launch. (3) Increase website traffic by 150% within nine months through SEO and social media marketing. (4) Achieve a website conversion rate of 3% or higher within 12 months.
These metrics will be monitored through monthly performance reviews using Google Analytics for website metrics, e-commerce platform reports for sales data, and social media analytics for engagement tracking. Quarterly assessments will evaluate progress against targets, with adjustments made to marketing strategies as needed. According to Neely (2002), regular monitoring of KPIs enables rapid response to performance gaps and ensures strategic objectives remain achievable.
[bookmark: _Toc225197634]7. Key Findings Summary
· Green Haven Florists faces a critical 30% decline in in-store sales driven by changing consumer behaviour, rising costs, and increased competition.
· Two viable solutions were identified: Digital Transformation and Strategic Partnerships, with Digital Transformation scoring higher in Grid Analysis.
· The selected Digital Transformation solution addresses the most urgent competitive threat and offers the fastest route to revenue recovery.
· Key risks include budget overruns and low customer adoption, mitigated through phased implementation and customer research.
· The six-month implementation plan provides a structured approach with clear phases, responsibilities, and timelines.
· Online Revenue Growth as the primary KPI, with SMART objectives targeting 40% sales increase within 12 months.
· Success depends on effective execution, continuous monitoring, and willingness to adapt strategies based on performance data.
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[bookmark: _Toc225197636]Appendix A: Grid Analysis
The following Grid Analysis evaluates both proposed solutions against five weighted criteria:
	Criteria
	Weight
	Solution 1 Score
	Solution 2 Score
	Preferred

	Cost of Implementation
	20%
	3 (0.6)
	4 (0.8)
	Solution 2

	Time to Implement
	15%
	4 (0.6)
	3 (0.45)
	Solution 1

	Revenue Impact
	30%
	5 (1.5)
	3 (0.9)
	Solution 1

	Competitive Advantage
	20%
	4 (0.8)
	3 (0.6)
	Solution 1

	Alignment with Values
	15%
	3 (0.45)
	5 (0.75)
	Solution 2

	TOTAL SCORE
	100%
	78/100
	72/100
	Solution 1


Scoring: 1-5 scale (5 = highest). Weighted Score = Score x Weight. Maximum possible: 100 points.
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Risk Analysis for Digital Transformation Solution:
	Risk
	Probability
	Impact
	Mitigation Strategy
	Priority

	Technical Implementation Issues
	Medium
	Medium
	Phased development with testing at each stage
	Medium

	Budget Overruns
	Medium
	High
	Fixed-price contracts, contingency fund (15%)
	High

	Low Customer Adoption
	Medium
	High
	Customer research, beta testing, feedback loops
	High

	Staff Resistance to Change
	Low
	Medium
	Comprehensive training, involvement in planning
	Medium

	Competitor Response
	High
	Low
	Continuous innovation, unique value proposition
	Medium


Risk Priority:High Priority (Red) = Immediate action required. Medium Priority (Yellow) = Monitor closely. Low Priority (Green) = Standard monitoring.
