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Abstract | Executive Summary

[bookmark: OLE_LINK13]This report examines the challenges faced by Green Haven Florists, including declining sales due to increased competition and limited digital presence. Using secondary research, it proposes two solutions: digital transformation and a subscription-based service.  After evaluation, digital transformation is identified as the most effective option, supported by risk analysis, an implementation plan, and performance measures to improve long-term sustainability.
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Introduction

[bookmark: OLE_LINK12]Green Haven Florists is a small independent business based in Norwich, recognised for its personalised floral arrangements and strong commitment to sustainability. Since its establishment in 2016, the business has developed a loyal local customer base through high-quality service and environmentally friendly practices. However, like many small retailers, it is currently facing significant challenges due to changing customer behaviour and increasing digital competition. Over the past decade, there has been a clear shift towards online shopping, with customers prioritising convenience, speed, and competitive pricing (Chaffey, 2022). Green Haven Florists has struggled to respond to this trend, due to its outdated website and limited use of digital marketing leading to reduced footfall and declining in-store sales. This report explores both internal and external factors affecting the business. Small businesses often face resource and operational constrains that impact performance (Burns, 2020), while external pressures such as market trends and economic conditions also influence strategic decisions (Johnson et al., 2017). The aim is to identify practical ways for Green Haven Florists to remain competitive while maintaining its unique brand identity. 


Overview of Green Haven Florists 
[bookmark: OLE_LINK14]Green Have Florists has experienced a 30% decline in in-store sales over the past year, mainly due to reduced footfall and increased competition from online and local business. Rising costs have also affected profitability. Although online sales have grown slightly, they do not offset losses. Customer feedback highlights dissatisfaction with the website and a demand for more convenient services, emphasising the need to strengthen its digital presence.       


Proposed Solutions
Solution 1: Digital Transformation (Website and Online Improvement)

[bookmark: OLE_LINK2]This solution involves upgrading the company’s website to improve usability, mobile compatibility, and online ordering functionality. Features could include a modern design, easy navigation, secure payment options, and flexible delivery choices. In addition, digital marketing strategies such as social media advertising and search optimisation would increase visibility. This solution directly addresses the main issue of declining sales by making the business more accessible to customers. It also allows Green Haven Florists to compete more effectively with online retailers, which are currently attracting many of its customers.

Solution 2: Subscription-Based Flower Service

This solution introduces a subscription model where customers receive regular flower deliveries (e.g. weekly or monthly). This could appeal to both individual customers and businesses. A subscription service would provide a more stable and predictable income stream while also building stronger customer relationships. It would also support the company’s eco-friendly image by promoting seasonal and locally sourced flowers. 

Evaluation of Solutions (PMI Analysis)
[bookmark: OLE_LINK1]
PMI Analysis - Digital Transformation
	             Plus (+)
	           Minus (-)
	         Interesting (?)

	Improve customer convenience through online ordering.                   (+7)
	High initial costs for website and system
                                   (-6)
	Opportunity for AI-based personalised recommendations   (+4)

	Expands market reach beyond local area 
                                 (+5)
	Requires ongoing maintenance and IT support 
                                  (-5)
	Enables customer data collection for targeted marketing                (+5)

	Enhances efficiency via automation 
                                 (+4)
	Risk of technical failures 

                                  (-6)
	Can integrate with social media platforms
                                 (+5)

	Strengthens modern brand image    
                                 (+5)  

                                
	Staff may resist change

                                  (-3)

                                  
	Potential partnership with delivery platforms
                                 (+4)

                                 

	                                 Total:  +21 (+) – 20 (-) + 18 (?) = +19


                                
PMI Analysis - Subscription-Based Flower Service
	            Plus (+)
	           Minus (-)
	         Interesting (?)

	Generates predictable recurring revenue 
                                  (+4)
	Requires reliable supply and logistics 
                                    (-5)
	Flexible subscription models (week/monthly) 
                                 (+5)

	Builds customer loyalty

                                  (+6)
	Risk of cancellations 

                                    (-6)
	Personalised subscription options 
                                 (+5)

	Improves inventory planning

                                  (+3) 
	Complex delivery scheduling 
                                    (-4)
	Opportunity to bundle gifts/add-ons 
                                 (+3)

	Differentiates from competitors
                                  (+4)
	Pressure during peak seasons 
                                   (-7) 
	Attract corporate clients

                                 (+4)

	                                  Total:  +17 (+) – 22 (-) + 17 (?) = +12 


 
A PMI analysis showed that digital transformation offers greater long-term benefits than the subscription model.

Recommended Solution and Justification

The digital transformation solution is considered the most suitable for Green Have Florists for several reasons. Firstly, it directly addresses the core problem of reduced visibility and accessibility, which is causing declining sales. Secondly, it allows the business to reach a wider audience beyond its physical location, increasing potential revenue. Thirdly, improving online capabilities helps business compete more effectively with both large online retailers and local competitors (Porter, 2008). Finally, it provides a strong foundation for future growth, including the possibility of introducing subscription services later. Overall, this solution offers both immediate and long-term benefits, making it the most practical and strategic choice.

Risk Analysis

	

No.
	

What could cause a risk?
	  

 Likelihood
     (1-5)
	   

   Impact
    (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
	

Cyber attack 
	

3

	

4
	

High
	Install firewalls, secure payments systems, regular updates
	
Use backup systems, hire IT support, notify customers

	
2
	
Data protection breach 
	
3

	
5
	
High
	GDPR compliance, staff training, secure databases
	Report breach, inform customers, improve security systems

	
3
	
Technical issues
	
4
	
3
	

Medium
	Regular maintenance, reliable hosting, testing systems
	Switch to manual orders, fix issues quickly, customer communication

	
4
	
Low customer adoption of online services
	
2
	
4
	
Medium
	Marketing campaigns, user-friendly website, promotions
	Offer discounts,
gather feedback



 The key risks include cyber security, data protection, technical issues, and customer adoption. Overall, these risks are manageable with appropriate mitigation and effective risk management.

Implementation Plan
Chosen Solution: Digital Transformation

	Action
	Description
	Time frame
	Staff responsible

	

Identify digital needs
	Liam and Priya review current operations such as in-store sales, orders, and record-keeping and identify opportunities for digital improvements, including online ordering and digital payments.
	

4th -9th May 2026

        Week 1 
	

   Liam and Priya

	

Research and select digital tools
	Research suitable and affordable tools (e.g. website builder, online payment system) Compare options based on ease of use and cost.
	
     11th – 16th 
      May 2026
        
       Week 2
	
        
         Liam 

	

Develop website and systems 
	Set up a basic website with product listings, pricing, and delivery options. Integrate online payment methods. Hire web developer if needed. 
	
     18th - 24th 
    May    2026

      Week 3-4 
	

External Developer and Liam

	
Training and     familiarisation
	Liam and Priya learn how to manage the website, process online orders, and handle digital payments.
	  
       1st – 6th 
    June 2026
         
       Week 5
	
  
    Liam and Priya

	
Launch digital   services
	Launch the website and start accepting online orders. Promote through social media and in-store signage. 
	
      8th – 13th 
    June 2026

        Week 6
	
           Priya

	

Monitor and improve
	Regularly review customer feedback and online orders. Make improvement to the website, products listings, or delivery process where needed.
	
       
       Ongoing
	

   Liam and Priya



This action plan outlines a clear and realistic approach to digital transformation at Green Haven Florists, with defined responsibilities and timeframes, helping to reduce risk, use resources efficiently, and support successful implementation.

Key Performance Indicators (KPIs) 

Digital Transformation

	KPI
	Description
	Target
	Time frame

	

Online sales growth 
	Measures the percentage of total sales made through the new website, showing adoption of digital services.
	
25% of total sales from online orders
	

Within 3 months of launch

	

Website traffic 
	Tracks the number of visitors to the website, indicating visibility and effectiveness of digital marketing.
	
200+ visitors per week
	

 Within 2 months 

	
Customer Satisfaction
	Measure customer feedback through online reviews or ratings, reflecting service quality and user experience.
	
Average rating of 4+ stars 
	
      
     Ongoing



These KPIs enable Green Haven Florists to measure the effectiveness of its digital transformation by focusing on key areas such as sales performance, customer engagement, and service quality. By setting clear targets, Liam and Priya Patel can monitor progress and make informed decisions to improve business performance.
 


Measures of Effectiveness 

The effectiveness of digital transformation at Green Haven Florists will be measured using three KPIs: online sales, website traffic, and customer satisfaction. Liam and Priya Patel will review online sales monthly to track revenue growth, while website analytics will show how well marketing efforts attract and engage visitors. Customer satisfaction will be assessed through reviews and repeat purchases. Together, these KPIs provide a clear view of performance. For example, high traffic but low sales may highlight checkout issues. If targets are not met, they will adjust the website, marketing, or services to improve results and support growth.

Conclusion

Green Haven Florists faces declining sales and limited digital presence. Digital transformation is identified as the most effective solution to improve competitiveness and meet changing customer expectations. Its successful implementation will enable the business to modernise operations and respond more effectively to market demands.
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