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1. Introduction - Case Overview
Located in Norwich, Green Haven Florists has faced a rapid decrease in performance, specifically a 30% decrease in in-store sales. This downturn can be attributed to a shift in consumer preferences from physical retail to more convenient, digitally enabled shopping at competitive prices (Blythe, 2013). Further exacerbating the issue are digital competitors, especially large national-chain florists. Green Haven also faces internal issues, including a lack of digital marketing to increase online demand and protect against changing customer expectations, as well as an outdated and underdeveloped web presence (Chaffey & Ellis-Chadwick, 2019).
2. Proposed Solutions
2.1 Solution 1: Digital Transformation
Digital Transformation can address Green Haven’s declining sales. This would include establishing and encouraging customer interaction and an online presence. This would be the redesign of the website to include online ordering, a secure payment system, and flexible delivery options (including same-day and subscription). Subscription models increase customer retention (Wirtz & Lovelock, 2022) and create a new revenue stream. Improved customer experience can also result from digital marketing efforts targeting a specific demographic, especially via social media and search engines. Not only does this solution improve Green Haven's customer experience, but it also places them at a competitive level with online stores (Laudon & Laudon, 2021).
2.2 Solution 2: Local Market Differentiation
Another option is to fortify Green Haven's position in the local market by focusing on the business's experience and community involvement. Green Haven can host floral workshops, collaborate with local businesses, and use the sustainably sourced local products to promote the business. These initiatives enhance the perceived value of the service and develop emotional bonds with the customers, which is of great importance in the service industry (Kotler & Keller, 2016). Collaborating with event planners and other local businesses can provide additional funding sources. Green Haven can differentiate itself from its competitors by offering authentic experiences and building customer loyalty in the local market (Doyle, 2016).
3. Evaluation and Decisions
3.1 Evaluation Summary
The proposed solutions were assessed using grid analysis, considering cost, feasibility, impact on sales, and implementation risk. The potential of the digital transformation option was assessed with particular emphasis on scalability and long-term revenue growth, driven by the market opportunity for online purchasing and convenience (Laudon & Laudon, 2021). It, however, poses a challenge in terms of the initial financial investment and technical know-how. Investing in the separation of the local market reduces financial risk and leverages the brand's efforts to support the community and strengthen its sustainable positioning. There is, however, a limitation in the spread of the impact and the opportunity of such a strategy. It may not counter the consumer's position regarding online purchasing (Blythe, 2013).
3.2 Selected Solution Justification
Digital transformation is the preferred option, given the evaluation, as it offers the most viable solutions to declining physical store sales and the associated online sales opportunity that remains untapped. Although when analysed, the investment in digital transformation carries the greatest risk, the level of risk declines when considering the long-term revenue that can result from a more sustainable brand. The available transformation for digital systems for Green Haven to offer retail options is to design systems that enable consumer convenience and end-to-end revenue-return opportunities, integrated in a manner that is digital and sustainable (Chaffey & Ellis-Chadwick, 2019).
4. Risk Analysis 
4.1 Risk Overview 
We are exposed to several risks with the development of the digital transformation strategy and the related activities. Financial risks are likely, as the development of the website, digital marketing, and delivery systems is likely to strain limited resources. There are also technical risks, particularly where businesses may lack the requisite internal capacity to manage e-commerce support. There is a risk of customer adoption (existing customers may be slow to adopt online purchasing), which will limit the returns from strategic investment for some time. Operational risks may also be present, including difficulties with delivery logistics and maintaining service operational standards (Johnson, Scholes and Whittington, 2020).
4.2 Risk Evaluation Outcome
Risks aside, the potential assessment is favourable because the risks are controllable and manageable, with no less strategic disadvantages associated with not implementing digital transformation. Financial risks can be mitigated by investing in stages, and customer adoption risks will be reduced as the digital transformation is implemented. For these reasons, the digital transformation strategy is valid, and the business will not incur significant risks, particularly in customer service improvements (Grant, 2019).
5. Implementation Plan
5.1 Implementation Summary
The first phase of this digital transformation strategy focuses on structured planning and resource management. These limitations achieve control and efficiency as shown in Appendix 3. Phase one distributes planning and resource management into multiple parts. The first part consists of defining requirements and allocating resources. The second part encompasses web design and development, as well as planning for additional features such as online ordering, secure payment, and a mobile-optimised website. The third part of this phase consists of additional service integrations, such as delivery and subscription services. The final phase consists of digital marketing. The launch will contain digital ads on social media and search engines. A designated marketing specialist should be tasked with this. To ensure minimal disruption, planning should be done with Liam and Priya in charge of strategy and external specialists in charge of technical management (Laudon & Laudon, 2021).
5.2 Justification
Operational risks are effectively mitigated through structured planning and resource management. Website development should be prioritised over delivery integration and subscription service development to ensure operational stability for the business's digital functions. Using external resources, such as specialists for the technical aspects of digital transformation, is justified by the inability to manage those aspects internally while still maintaining control over management planning. To improve effectiveness, planning should be stratified to allow for multiple testing. The digital transformation which the business model is shifting to will be more seamless through this structure (Johnson, Scholes and Whittington, 2020).
6. KPI and Monitoring
6.1 KPI + SMART Reference
As part of this strategy, the effectiveness of each digital transformation is analysed and evaluated using a digital sales growth KPI and SMART objectives (see Appendix 4). For example, one potential KPI is the percentage increase in online sales over a specific time period. SMART objectives aim to provide clarity, and in a case such as this, one might stipulate a 20% increase in online sales over 6 months as a result of improvements to the company website and additional online advertisements. The described metrics provide the company with guidelines for measuring performance, which in turn allow it to focus and coordinate its operational performance with its strategic objectives (Kotler & Keller, 2016).
6.2 Monitoring and Evaluation
For example, Green Haven's website analytics can be used to monitor online sales performance, website traffic, and conversion rates. In this case, Green Haven should complete its monthly evaluation and monitoring to establish a performance baseline, determine the extent and rate of target achievement, and identify areas for potential improvement. The marketing strategy, website, and promotional offer may require adjustments based on customer response to achieve the desired performance. Monitoring and evaluating the strategy is critical for quickly adjusting to changing customer demands, increasing customer responsiveness, and boosting the company's strategic adaptability. The mechanisms used in this case should focus on optimising company resources to achieve digital growth (Chaffey & Ellis-Chadwick, 2019).
7. Important Conclusions
New competitors, rising expenses, and changing consumer habits are exacerbating the sustained decline in foot traffic at Green Haven Florists.
The company has little to no presence online and is therefore missing out on the increasingly popular online shopping channel.
The potential solutions being considered were repositioning and digital transformation.
Given the potential for increased revenue and to support consumer habits, digital transformation greatly outweighs local market repositioning.
Although the risks were identified, they are minimal and can be easily mitigated with the right resources.
The proposed plan for implementing digital transformation is flexible and can be adjusted to fit the company's needs.
The company will implement KPIs to track the outcomes of the digital transformation and support continuous improvement.
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Appendix 1 – Grid Analysis (Solution Evaluation)
	Criteria
	Digital Transformation
	Local Market Differentiation

	Cost
	Medium–High (website, marketing, delivery setup)
	Low–Medium (events, partnerships)

	Feasibility
	Moderate (requires external expertise)
	High (uses existing capabilities)

	Impact on Sales
	High (online + wider reach)
	Medium (localised growth only)

	Scalability
	High (expand beyond the local market)
	Low (limited to local area)

	Time to Implement
	Medium
	Short

	Risk Level
	Moderate (financial + technical)
	Low

	Long-term Benefit
	High (sustainable growth)
	Medium



Appendix 2 – Risk Analysis Table
	Risk
	Likelihood (1–5)
	Impact (1–5)
	Mitigation Strategy

	High initial investment
	3
	4
	Implement in phases to spread the cost

	Lack of technical skills
	4
	3
	Outsource web development

	Low customer adoption
	2
	4
	Use promotions and awareness campaigns

	Delivery/logistics issues
	3
	3
	Partner with local couriers

	Website performance issues
	2
	3
	Use reliable hosting and testing



Appendix 3 – Implementation Plan (Phased Timeline)
	Phase
	Activity
	Timeframe
	Responsibility

	Phase 1
	Planning & requirements
	Week 1–2
	Owners (Liam & Priya)

	Phase 2
	Website development
	Week 3–6
	External developer

	Phase 3
	Payment & ordering system integration
	Week 5–7
	Developer

	Phase 4
	Delivery system setup
	Week 6–8
	Management + partners

	Phase 5
	Marketing launch
	Week 8–10
	Management

	Phase 6
	Monitoring & adjustments
	Ongoing
	Management



Appendix 4 – KPI and SMART Objectives
KPI Table
	KPI
	Measurement
	Target

	Online sales growth
	% increase in revenue
	+20% in 6 months



SMART Objectives
	Objective Element
	Application

	Specific
	Increase online sales through a new website and delivery services.

	Measurable
	Achieve 20% increase in online revenue.

	Achievable
	Supported by digital tools and marketing

	Relevant
	Addresses the decline in in-store sales.

	Time-bound
	Within 6 months of implementation
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