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[bookmark: _Hlk205982484]
1. Overview of Case-study
· [bookmark: _Hlk210817679][bookmark: _Hlk205979492]Green Haven Florists is an independent florist located in Norwich, which was established in 2016 and has a reputation for creating bespoke flowers and offers sustainable packaging. Despite its strong reputation and loyal customer base, the business has experienced a 30% decline in in-store sales over the past year. The root problem impacting the business is its limited digital presence and inability to adapt to changing consumer purchasing behaviour. Increasing competition from other online florists, combined with decreased foot traffic on the high street and rising supply costs have further intensified the situation. According to Kotler and Keller (2016), businesses must adapt to changing consumer preferences and technological developments. Therefore, Green Haven must modernise its operations to remain competitive.
[bookmark: _Hlk205982497]2. Two Proposed Solutions
Solution A Proposal
· A modern e-commerce website in conjunction with a digital marketing campaign is the proposal for Solution A. The website would include improved navigation, online ordering capability, provide subscription flower service and flexible delivery options. In addition, digital marketing campaigns including Instagram promotions, Search Engine Optimization (SEO) and targeted advertising will enhance brand recognition. As noted by Chaffey & Ellis-Chadwick (2019), effective digital platforms allow for businesses to connect with a greater audience base and develop relationships with their consumers. By creating an enhanced digital footprint through Solution A, declining sales will be addressed, new customers attracted and competitive purchasing options provided to consumers utilizing national online retailers.
Solution B Proposal
· Solution B aims to increase in-store foot traffic by creating a better shopping environment for the customer. To do this, floral workshops, loyalty programs, and seasonal community events will be created to encourage repeat visits and to develop a relationship with the local customer base. Johnson, Scholes and Whittington (2017) suggest that differentiation strategies based on unique customer experiences can create competitive advantage. By providing creative and sustainable services, Green Haven will be able to solidify their brand identity. However, while this approach improves local engagement, it may not fully address the growing trend of online purchasing which is significantly affecting traditional retail businesses. 
3b) Evaluation Results and Justifications
· The Grid Analysis presented in Appendix 1 compares both solutions using the criteria of cost, feasibility, revenue potential, and competitive advantage. Revenue and competitive advantage received higher weightings because increasing sales and maintaining market differentiation are critical for the survival of the business. The results show that the Digital Transformation Strategy achieved the highest overall score. This is because it expands market reach and aligns with current consumer behavior trends. According to Burns (2016), digital adoption enables small businesses to compete more effectively in modern markets. Therefore, Solution A is the most appropriate for Green Haven Florists. 
[bookmark: _Hlk205982530]4b) Risk Analysis Results and Justifications
· The Risk Analysis in Appendix 2 evaluates potential risks associated with the digital transformation strategy. The key risks include financial investment costs, technical challenges during website development and uncertainty regarding customer adoption. Each risk was assessed using likelihood and impact scores to determine the overall risk factor. According to Hopkin (2018), risk management frameworks help organisations anticipate challenges and develop mitigation strategies. To reduce these, risks, Green Haven could implement the project in phases, outsource website development to experienced professionals and promote the new services through targeted digital marketing campaigns. Overall, the risks are manageable and do not outweigh the potential benefits of the strategy. 
5b) Justifications for the Implementation Plan
· The Implementation Plan in Appendix 3 follows a structured sequence to ensure efficient execution of the selected strategy. First stage focuses on market research and identifying website requirements to ensure the solutions align with customer needs. Second stage involves website development and system design. Third stage introduces subscription services and delivery partnerships, while the final stage focuses on launching digital marketing campaigns. These stages are consistent with typical project management practice, such as planning before doing (Johnson et al., 2017) and the company can coordinate the overall project through Liam and Priya, while it hires outside experts for the technical aspects of the project, so there are clearly defined roles and responsibility for managing tasks.
6b) Justifications for the KPI and SMART Objectives
· The selected Key Performance Indicator (KPI) is the growth of monthly online sales revenue. This KPI directly measures whether the digital transformation strategy successfully increases sales. The SMART objective is to increase online sales by 20% within six months of launching the new website and digital marketing campaign. SMART objectives ensure goals are specific, measurable, achievable, relevant and time-bound, which improves performance monitoring (Doran, 1981). Website analytics, online sales reports and customer engagement metrics will be monitored monthly. These measurements will help Liam and Priya evaluate if the strategy is effective and identify areas for improvement. 
7) Key Findings
· [bookmark: _Hlk208302504]Green Haven Florists experienced a 30% decline in in-store sales due to reduced high street footfall and increasing online competition.
· Limited digital presence has reduced the business’ ability to compete with national online flower retailers.
· Grid Analysis results identified digital transformation as the most effective strategic solution.
· Risk analysis demonstrates that potential risks are manageable through phased implementation and professional support.
· Implementing a modern website, subscription services and digital marketing can significantly improve online visibility and revenue growth. 
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[bookmark: _Hlk205987492]Appendix 1 – Task 3a

Grid Analysis Table

	Factors
	
Weighting
	Solution A:
Digital Transformation
	
Weighted Score
	Solution B:
In-Store Experience
	Weighted Score

	Cost
	
3
	
3
	
9
	
4
	
12

	
Feasibility

	
4
	
4
	
16
	
3
	
12

	Revenue Potential

	
5

	
5
	
25
	
3
	
15

	Competitive
Advantage

	
4
	
5
	
20
	
4
	
16

	Risk Level

	
3
	
4
	
12
	
3
	
9

	
TOTAL

	
	
	
82
	
	
64



Explanation
The Grid Analysis was used to compare both solutions using key decision-making criteria including cost, feasibility, revenue potential, competitive advantage and risk level. Revenue potential was assigned the highest weighting because increasing sales is the main priority for Green Haven Florists. Competitive advantage was also heavily weighted due to the strong competition from online retailers. The Digital Transformation Strategy achieved the highest total score (82), mainly due to its ability to increase online reach and revenue opportunities. According to Saaty (2008), weighted decision matrices help organisations evaluate multiple alternatives objectively. Therefore, Solution A provides the most effective strategy for addressing the decline in sales.
Reference: Saaty, T. (2008) Decision Making with the Analytic Hierarchy Process.

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
	Website development delays
	
3
	
4
	
12
	Hire experienced web developer and set clear deadlines
	
Use temporary online ordering platform

	2
	Low customer adoption of online services
	
3
	
3
	
9
	Promote website through social media and marketing campaigns 
	
Offer promotional discounts

	3
	Increased financial costs
	
2
	
4
	
8
	Implement project in stages to control budget
	
Adjust marketing budget temporarily



Explanation
Risk Analysis helps organisations anticipate potential challenges and develop strategies to reduce uncertainty. The key risks identified relate to website development delays, customer adoption and financial costs. Likelihood and impact scores were used to calculate overall risk factors, allowing the business to prioritise risk management efforts. According to Hopkin (2018), organisations should identify risks early and develop mitigation strategies to minimise negative outcomes. The highest risks factor identified is development delays, which can be reduced through outsourcing to experienced professionals. However, the risks associated with digital transformation strategy are moderate and manageable, making the solution viable for Green Haven Florists.
Reference: Hopkin, P. (2018) Fundamentals Risks Management.

Appendix 3 – Task 5a
Implementation Plan

Problem being solved: Declining sales due to limited digital presence and increasing online competition.
Solution being implemented: Digital Transformation Strategy (E-commerce website and digital marketing).
	
	Task
	WHAT
	WHEN
	WHO
	Done

	1
	Market Research and Planning Stage


	Understand customer online purchasing preferences and analyse competitor websites. 
Identify key website features such as online ordering, subscriptions services and delivery options.
	1st April 2026
-
1st May 2026

	
Liam and Priya
(Business owners)

	Task will be considered complete once research findings are documented and website requirements are clearly defined

	2
	Website Development Stage


	A modern website including product catalogue, secure payment system and mobile compatibility. 
Perform functionality testing before launch to ensure reliability. 
	1st May 2026
-
1st July 2026


	 
External Web Developer supported by Priya

	Task will be complete when the website is fully functional, tested and ready for launch.

	3
	Service Integration Stage

	Introduce a flower subscription service and find delivery partnership with local courier companies to support online orders and flexible delivery options.
	1st July 2026
-
1st August 2026

	
Liam (Operation management)

	Task will be complete once subscription services and delivery processes are operational and ready for customers

	4
	Marketing and Launch Stage


	Launch the website and promote the new services through digital marketing campaigns including Instagram promotions, social media advertising and search engine optimisation (SEO)
	1st August 2026
-
1st September 2026


	
Priya (Marketing responsibility)

	Task will be complete once the website is publicly launched and marketing campaigns are actively generating online traffic and orders.




Explanation
The Implementation Plan describes a way in which the digital transformation strategy can be delivered. The first stage will involve market research and planning to gain a better understanding of what customers are looking for and what features they need from our website. This will help ensure that the strategy is aligned with how consumers behave and with competitor activity in the market. The second stage will involve developing the e-commerce website. This stage has been outsourced to an external web developer to provide technical expertise and to limit the risk of system failure. The third stage will integrate new services including flower subscriptions and delivery partnerships, enabling Green Haven Florists to provide flexible purchasing options and flexible delivery options. The final stage will concentrate on marketing and launching the website using social media promotion and search engine optimisation to increase visibility and attract new customers. As per Johnson, Scholes & Whittington (2017) Effective Strategy Implementation requires clear planning, defined responsibilities and realistic timeframes. Liam and Priya will have responsibility for overseeing the Implementation Process, while external specialists will assist with technical development. A structured approach to this type of implementation will allow the business to deliver the digital transformation strategy in an effective manner whilst limiting operational disruption.
Reference: Johnson, G., Scholes, K. and Whittington, R. (2017) Exploring Strategy.
· 

Appendix 4 – Task 6a

KPI and SMART Table

The Key Performance Indicator is: 
Monthly online sales revenue

	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	
Increase online flower sales through the new e-commerce website and subscription service.


	
Online sales will be measured though website analytics and monthly revenue reports




	
A 20% increase is achievable through digital marketing and improves customer convenience. 




	
Increasing online sales directly addresses the decline in in-store sales




	
Achieve a 20% increase in online sales within 6 months. 







Explanation
The selected KPI focuses on online sales growth, which directly measures the success of the digital transformation strategy. The SMART objective provides a clear and structured target for the business to achieve. SMART goals ensure that objectives are specific, measurable, achievable, relevant and time-bound, improving performance management and strategic monitoring (Doran, 1981). Website analytics, sales data and subscription sign-ups will be reviewed monthly to track progress. If targets are not achieved, marketing strategies can be adjusted accordingly. This performance measurement approach ensures that Liam and Priya can evaluate whether the implemented strategy is delivering the intended business improvements.
Reference: Doran, G. (1981) There’s a S.M.A.R.T. way to write management’s goals and objectives.
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