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This report analyses the strategic challenges facing Green Haven Florists, an independent retailer in Norwich, UK, experiencing declining in-store sales due to intensified online competition and changing consumer behaviour. Two strategic responses are evaluated: digital transformation and experiential retailing. Strategic frameworks including PESTLE, SWOT and Ansoff’s Matrix are applied to assess suitability, feasibility and long-term sustainability. The analysis concludes that digital transformation is the strongest option because it aligns with market trends, expands customer reach, improves operational efficiency and creates recurring revenue opportunities. The report also considers implementation risks, mitigation strategies and performance measures. It recommends a phased digital-first strategy supported by selected in-store experiences to strengthen competitiveness and secure long-term growth.

1. Introduction and Context
Green Haven Florists is a small independent floral retailer based in Norwich, specialising in bespoke flower arrangements, personalised customer service and sustainable sourcing practices. The business has developed a positive local reputation through craftsmanship and environmentally responsible operations. However, the company is currently facing declining commercial performance, with in-store sales reportedly falling by approximately 30% over the previous year.
This challenge reflects wider structural changes across the retail sector. Consumer purchasing behaviour has shifted significantly toward digital channels, where convenience, speed, price comparison and home delivery are highly valued (Kotler et al., 2019). The growth of e-commerce has particularly affected small retailers that rely heavily on physical footfall. Customers increasingly expect businesses to offer mobile-friendly websites, online ordering systems and active social media engagement.
At present, Green Haven Florists has a limited digital presence, reducing visibility and restricting access to new customer segments. This creates strategic misalignment between the company’s traditional operating model and the external market environment. A brief PESTLE analysis highlights the issue: technologically, digital adoption is accelerating; economically, consumers remain price-sensitive; socially, convenience purchasing is increasing; and environmentally, demand for sustainable products continues to rise.
The purpose of this report is to evaluate strategic alternatives available to Green Haven Florists and recommend the most effective course of action for restoring competitiveness and ensuring sustainable growth.
2. Strategic Options
2A. Digital Transformation Strategy
Digital transformation involves integrating digital technologies into business processes to improve customer value, efficiency and market reach (Chaffey, 2022). For Green Haven Florists, this strategy would include the development of a professional e-commerce website allowing customers to browse products, customise bouquets and place orders online.
Search engine optimisation (SEO) would improve online visibility when consumers search for florists in Norwich. Social media marketing through platforms such as Instagram and Facebook would be particularly valuable because floral products are visually attractive and highly shareable (Tuten and Solomon, 2020). User-generated content, seasonal campaigns and wedding/event portfolios could strengthen brand awareness.
Additional digital opportunities include email marketing, customer relationship management (CRM) systems and subscription services such as weekly or monthly flower deliveries. Subscription models can generate predictable recurring income while increasing customer retention. Online analytics would also enable the business to track customer behaviour and optimise promotions more effectively.
Using Ansoff’s Matrix, this strategy mainly reflects market penetration and market development, as existing products are sold through new channels to existing and new customers.
2B. Experiential Retail Strategy
Experiential retail focuses on creating memorable in-store experiences that encourage emotional engagement and customer loyalty. Pine and Gilmore (2011) argue that consumers increasingly value experiences as well as products.
For Green Haven Florists, this could involve flower-arranging workshops, wedding consultation appointments, loyalty schemes, seasonal events and personalised gifting services. These activities would strengthen relationships with local customers and reinforce the premium, artisan nature of the brand.
The strategy also uses current internal strengths: knowledgeable staff, bespoke design capability and community reputation. However, although experiential retail may improve store traffic, it does not directly address the growth of online purchasing or geographic market limitations. Demand would remain dependent on local footfall and event attendance.
3. Critical Evaluation
For digital transformation, strengths include wider market reach, convenience, scalability and data-driven decision-making. Weaknesses include upfront investment, technology learning curves and increased online competition. Opportunities include corporate gifting, subscription services and regional delivery partnerships. Threats include cyber risks and price competition from national brands.
For experiential retail, strengths include differentiation, stronger loyalty and alignment with premium service quality. Weaknesses include limited scalability, higher staffing demands and dependence on local traffic. Opportunities include collaborations with wedding planners or local venues. Threats include declining town-centre footfall and economic downturns reducing discretionary spending.
From a suitability perspective, digital transformation is highly suitable because it responds directly to the identified external threat: changing consumer behaviour. In contrast, experiential retail partially addresses differentiation but not channel shift.
From a feasibility perspective, experiential retail may initially appear easier because it uses existing premises and capabilities. However, small-scale digital transformation is increasingly affordable through platforms such as Shopify or WooCommerce, making implementation realistic for SMEs.
From an acceptability perspective, digital transformation may generate stronger long-term returns through higher sales volume, repeat purchasing and lower dependency on physical footfall. Therefore, while both strategies have merit, digital transformation provides broader strategic benefits.
4. Strategic Justification
Digital transformation should be selected as the primary strategy because it addresses both immediate sales decline and long-term competitiveness. It removes geographic barriers, allowing Green Haven Florists to reach customers beyond walk-in traffic. It also enables 24/7 purchasing convenience, which modern consumers increasingly expect.
Furthermore, the florist sector is well suited to digital commerce because purchases are often event-driven, urgent or gift-related. Customers value same-day ordering, easy payment systems and reliable delivery tracking. A strong online presence would therefore increase conversion opportunities.
Resource-based theory also supports this decision. Green Haven Florists already possesses valuable resources: bespoke design expertise, sustainability credentials and local reputation. Digital channels would amplify these existing strengths rather than replace them.
Failure to adopt digital capabilities risks continued decline as competitors capture online demand. Consequently, a digital-first strategy offers the strongest route to sustainable competitive advantage.
5. Risk Analysis and Mitigation
Several risks are associated with digital transformation. Financial risk includes website development costs, marketing expenditure and uncertain short-term returns. This can be mitigated through phased investment and careful budgeting.
Operational risk includes delivery failures, stock management issues and poor website usability. These risks can be reduced through reliable courier partnerships, inventory systems and user testing before launch.
Capability risk arises if staff lack digital marketing or e-commerce knowledge. Training, external consultants or part-time specialists can address this issue.
Cybersecurity risk includes payment fraud or data breaches. Secure payment gateways, GDPR compliance and regular software updates are essential controls.
Finally, reputational risk may occur through negative online reviews. Active customer service, rapid complaint resolution and quality assurance are therefore important.
Importantly, the risk of strategic inaction is arguably greater than implementation risk, as continued decline may threaten business survival.

6. Implementation Strategy
A phased implementation plan:
· Phase 1 (Months 1–2): Research and Planning
Conduct customer surveys, competitor benchmarking and budget planning. Select e-commerce platform and define product categories.
· Phase 2 (Months 3–4): Website Development
Launch a mobile-responsive website with secure payments, delivery scheduling and product photography. Establish Google Business Profile and SEO foundations.
· Phase 3 (Months 5–6): Marketing Launch
Begin paid social media campaigns, email newsletters and influencer collaborations. Promote introductory offers and referral discounts.
· Phase 4 (Months 7–12): Growth and Retention
Introduce subscription services, automate CRM communications and analyse purchasing data. Add selected experiential elements such as workshops to support brand loyalty.
This staged approach controls risk, spreads cost and enables continuous improvement.
7. Performance Measurement
Performance should be monitored through clear key performance indicators (KPIs). These include:
· Online sales revenue
· Website traffic growth
· Conversion rate
· Average order value
· Customer acquisition cost
· Repeat purchase rate
· Social media engagement
· Subscription sign-ups
· Customer satisfaction scores
A SMART objective would be: increase online sales revenue by 25% within six months of website launch while maintaining customer satisfaction above 90%.
Monthly performance reviews should compare results against targets and allow corrective action where necessary.
8. Conclusion
Green Haven Florists operates in a challenging retail environment shaped by digital disruption and changing customer expectations. While experiential retail could strengthen loyalty and brand differentiation, it does not adequately address the structural movement toward online purchasing.
The analysis demonstrates that digital transformation is the most suitable, feasible and sustainable strategy. It expands market reach, creates recurring revenue opportunities, improves convenience and strengthens competitiveness. Although implementation involves financial and operational risks, these can be managed through phased execution, staff development and effective monitoring.
Overall, Green Haven Florists should adopt a digital-first strategy complemented by selective in-store experiences. This balanced approach would protect the brand’s artisan identity while positioning the business for long-term growth.






