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1. [bookmark: _Toc236647098][bookmark: _Toc236647125][bookmark: _Toc236647476]Overview of the Case Study and Nature of the Problem

Located in Norwich, UK, Green Haven Florists is an independent flower shop known for its custom-made flower arrangements, commitment to sustainability and community involvement. Despite being seen favourably, the company has lost a lot of turnover and traffic throughout the year due to escalating costs and cut-throat competition online and shifting consumer purchasing habits and to keep up with the evolving expectations of customers and the technological advancements of the time, businesses need to continually adjust their marketing strategies (Chaffey and Ellis-Chadwick, 2019). This report identifies the most significant problems in Green Haven Florists and the best solution to help increase the company's long-term sales and competitive position (Kotler and Keller, 2022). The report uses known problem-solving and decision-making skills and principles to compare the various solutions and propose the best solution for enhancing the long-term business performance of Green Haven Florists.

[bookmark: _Toc236647477][bookmark: _Toc236647099][bookmark: _Toc236647126]2. Proposed Solutions
[bookmark: _Toc236647478]
2.1 Solution One – Digital Transformation Strategy
The first solution that is proposed is a digital transformation strategy by redesigning the website, adding mobile-friendly online ordering, offering subscription services, a local delivery system and enhancing SEO and social media marketing. These enhancements directly address customer concerns about the dated website and restricted delivery options found in the case study. Digital marketing is a tool that allows businesses to boost their presence online, enhance their relationship with customers and adapt to the evolving consumer habits (Chaffey and Ellis-Chadwick, 2019). Digital transformation is also helping small businesses to stay competitive by leveraging new technologies and building their digital presence in digital markets (Mohamed and Weber, 2020). Additionally, social media allows florists to build better customer relationships and market their products more effectively ( Chen and Huang, 2020). Beyond that, increasing their online visibility would help make Green Haven Florists more accessible to their customers, raise brand awareness, and open up new sales avenues online and via subscriptions, thus lowering their reliance on shrinking in-store sales.
[bookmark: _Toc236647100][bookmark: _Toc236647127][bookmark: _Toc236647479]2.2 Solution Two – Customer Loyalty and Community Engagement
The second one is to put in place a loyalty programme, a referral scheme, floral workshops and partnerships with local businesses. These efforts try to get customers to return and buy more, foster loyalty and build brand recognition in the community. The ability of customer loyalty strategy is to increase customer retention and long-term value of the business (Kotler and Keller, 2022). Improving the relationship between customers also fosters the ability of customers to trust and promote long-term loyalty, which is also a competitive advantage ( Zhang and Li, 2019). The projects would also help to build a stronger bond between the business and the community, fostering positive word-of-mouth and driving repeat sales from current customers and new business from the area.



[bookmark: _Toc236647101][bookmark: _Toc236647128][bookmark: _Toc236647480]3. Evaluation of the Proposed Solutions
[bookmark: _Toc236647481]
3.1 Grid Analysis 
The two proposed solutions were tested by applying the Grid Analysis technique (see Appendix 1). This approach involves considering alternative solutions and then ranking them in relation to given criteria, which can be used to guide decisions in a systematic and objective way (Adair, 1997). The completed Grid Analysis is shown in Appendix 1. All solutions were evaluated using the same set of criteria with weights for consistency and fairness in the evaluation process. The winning option with the highest total score was deemed to be the best solution for Green Haven Florists.
[bookmark: _Toc236647102][bookmark: _Toc236647129][bookmark: _Toc236647482]3.2 Preferred Solution
The highest score in the Grid Analysis (Appendix 1) was for the Digital Transformation Strategy. It is a long-term solution, directly responding to the primary issues facing Green Haven Florists, such as an outdated website, sub-optimal online marketing, and the rising competition in the online world (Ansoff, 2007). The Digital Transformation Strategy is different from the second, because it deals with the short-term issue of loss of competitiveness online and the long-term issue of modernisation of the business. It also opens the door to sustainable revenue generation by making customer service more convenient and engaging via digital platforms. In order to sustain the performance of the business in the competitive market over a long period of time, it is crucial to create sustainable competitive advantage (Collins and Porter, 2010).

[bookmark: _Toc236647103][bookmark: _Toc236647130][bookmark: _Toc236647483]4. Risk Analysis
[bookmark: _Toc236647484]
4.1 Risk Analysis of the Selected Solution 
A Risk Analysis was carried out on the chosen Digital Transformation Strategy (see Appendix 2). The assessment highlighted risks, their potential impact and likelihood, and recommended suitable risk mitigation strategies to aid successful implementation (Hopkin, 2018). The Risk Analysis Matrix has been detailed in Appendix 2 and shows the level of each risk and appropriate mitigation measures to reduce the impacts of each risk on the business.
[bookmark: _Toc236647104][bookmark: _Toc236647131][bookmark: _Toc236647485]4.2 Evaluation of the Risk Analysis 
The analysis identifies and assesses risks that can be controlled by planning and monitoring. While implementation costs, staff adaptation to new technology, and potential risks to the business may arise, the anticipated benefits of the increased online sales and competitive advantage far outweigh the potential issues, rendering the proposed solution suitable for Green Haven Florists (Hopkin, 2018). Monitoring will be ongoing during implementation, which will help identify issues early, minimise their effects and maximise the chances of success in meeting project objectives.

[bookmark: _Toc236647105][bookmark: _Toc236647132][bookmark: _Toc236647486]5. Implementation Plan
[bookmark: _Toc236647487]
5.1 Implementation Plan 
An implementation plan was created to aid the Digital Transformation Strategy (see Appendix 3). The plan outlines the sequence of activities, responsibilities and estimated timescales required to ensure the successful implementation of the proposed solution (Kerzner, 2003). The full implementation plan is given in Appendix 3, which outlines the activities, responsibilities, the time scale and expected outcomes of the implementation. Dividing the implementation into well-defined steps helps to better manage resources, and the progress of the project can be monitored at each stage; this structured approach also allows for early identification of potential delays and corrective action to be taken before they become issues in overall implementation.

[bookmark: _Toc236647106][bookmark: _Toc236647133][bookmark: _Toc236647488]5.2 Justification of the Implementation Plan 
The implementation activities are presented in logical sequence, starting with developing the website, digital marketing and delivery and subscription services. Clear responsibilities and realistic timeframes help to reduce disruption, enhance coordination and produce better business results (Kerzner, 2003). The proposed sequence would also help to minimise the risk of investing in marketing initiatives prior to the website being fully operational, with digital infrastructure in place first. Also, giving realistic time estimates for each activity gives flexibility to handle unforeseen problems without much impacting the project timetable.

[bookmark: _Toc236647107][bookmark: _Toc236647134][bookmark: _Toc236647489]6. Key Performance Indicator (KPI) and SMART Objectives
[bookmark: _Toc236647490]
6.1 KPI and SMART Objectives
To ensure the effectiveness of the Digital Transformation Strategy (see Appendix 4), a Key Performance Indicator (KPI) and a set of SMART objectives were created. These performance measures offer a structured framework over which to measure business performance (Asih et al., 2020). The KPIs and SMART goals detailed in Appendix 4 provide a set of measurable goals that can determine if the Digital Transformation Strategy is meeting the desired business improvements for Green Haven Florists.
[bookmark: _Toc236647108][bookmark: _Toc236647135][bookmark: _Toc236647491]6.2 Monitoring and Evaluation
Progress will be measured against the expected outcomes using the KPI and SMART objectives, which are to be reviewed every month. Liam and Priya will be able to track how well the strategy works by looking at online sales, website visits, and how customers interact with the site. By tracking online sales, website traffic, and customer interaction, Liam and Priya will be able to assess the effectiveness of the strategy and adjust their approach as needed. The ability to compare the actual performance with the SMART targets will aid decision-making and keep the business focused on sustainable growth and increased competitiveness (Cothran and Wysocki, 2005). Frequent reviews will also help to pinpoint successful marketing and allocate future resources more effectively, thus helping to continuously improve the business.
[bookmark: _Toc236647109][bookmark: _Toc236647136][bookmark: _Toc236647492]7. Key Findings
Competition from online stores, fluctuations in consumer buying habits and the high operating expenses have caused a significant drop in in-store sales at Green Haven Florists. These challenges show the company the need for modernisation.

Two potential solutions were identified and assessed to see which would be best for the company to consider moving forward to become a more competitive and successful company in the future.
The Digital Transformation Strategy was decided upon as the best solution as it directly targets the company's outdated website, poor digital marketing capabilities and customers' shift in online shopping and flexible delivery services.
The identified risk was effectively analysed, and it was shown that the identified risks can be mitigated by effective planning, monitoring and suitable measures; thus the solution proposed is suitable for implementation.
The Implementation Plan is detailed, outlining activities, responsibilities and realistic timescales, to help to ensure an organised and efficient implementation process.
The suggested KPI and SMART goals will help Green Haven Florists track their performance and assess progress to meet measurable goals, along with ongoing business improvement.
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Preferred Solution: Digital Transformation Strategy
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Overall project risk: Medium
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SMART Element

Objective

Specific

Redesign the company website, introduce online
ordering, subscription services and local delivery while
improving SEO and social media marketing.

Measurable

Increase online sales by 25%, website traffic by 30%
and social media engagement by 20%within six
months.

Achievable

Achieve these targets through website improvements,
SEO optimisation, targeted social media campaigns
and enhanced customer convenience.

Relevant

The objectives directly address Green Haven Florists’
declining sales, outdated website and increasing
online competition.

Time-bound

Achieve all objectives within six months of
implementing the Digital Transformation Strategy.
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Solution 1: Solution 2: Customer

Criteria Weight (1-5) Transformation Weighted Score | Loyalty & Community|  Weighted Score
Strategy Engagement
Implementation cost 3 3 9 5 15
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Customer satisfaction 4 5 20 4 16
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Total Score 88 83





