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[bookmark: _Toc216468729][bookmark: _Hlk216467838]1. Introduction & Problem Analysis
As a new company, Green Haven Florists was a business founded in 2016 in Norwich, the United Kingdom by Liam and Priya Patel and as a niche retailer, the business has a strong focus on sustainability and the individualised approach to customer service. However, this company has had a drastic drop in performance with in-store sales reducing by thirty percent over the previous financial year. Verhoff et al. (2015) argue that prior to the challenges facing Green Haven, the introduction of internet and mobile technologies has fundamentally changed the consumer retail behaviour, thus giving rise to the context of the challenges. The main paradox is how to harmonise the core competencies of the company, namely personalised service and high level of sustainability with the modern online demands of the customers. The presence of two newly formed local competitors has been escalated by high costs due to supply chain disruption and returns that customers received about the performance of the site with complaints that it had gaps. As a result, the very matter does not lie in the expansion of the sales volume, but in the redesign of the business model as the element of the retention of the competitive advantages and the incorporation of the digital solutions in accordance with the market demand as well.
[bookmark: _Toc216468730]2. Two Alternative Solutions
[bookmark: _Toc216468731]Solution 1: Omnichannel Digital Transformation
This alternative suggests a universal omnichannel approach, including complete redesigning of the web platform, adopting an e-commerce system, introduction of AI-based inventory ensures, and cooperation with third-party logistic providers. According to empirical studies, the sales revenue growth (23.7 per cent) of omnichannel retailers and the marketing return on investment (27.6 per cent) increase significantly, and eighty percent of consumers always favour omnichannel products (Paul et al., 2024). Nevertheless, the preliminary costs of technology integration (between £15,000 and 50,000), an implementation timeframe of six to twelve months, and the existence of a dedicated technical expertise generally unavailable in small teams are the main obstacles that small- and medium-sized businesses face when going through the process of omnichannel integration (TAGLAB, 2024). Moreover, this approach can lead to the erosion of the unique personal-service culture developed by Green Haven, which will consequently force the company to face competition with other larger platforms where the company could lose its competitiveness.
[bookmark: _Toc216468732]Solution 2: Community-Centred Sustainability Positioning.  
This option will focus on differentiation by increasing community participation by way of in-store workshops, non-transferable subscription plans, collaborations with local businesses, and digitally delivered value-consistent product line. As observed by Akingbasote (2024), when an SME opts to implement five-year sustainability programmes and strategies of local relationship, structural barriers to competition are formed through community identity and emotional loyalty. The loyalty of customers is 8 times greater than the one of the firms which are involved in community-oriented operations than that of a company which is not (New Community Based Business Model Powers Retail, 2024). The basis of this strategy is a small initial investment (between 2,000 and 5,000 pounds) which is expected to generate subscription income, which in turn lowers the cost of acquiring customers by 40-60% and puts up to an online barrier to entry which the competitors can hardly overcome. The strategy makes use of the current advantages of Green Haven in terms of products, environment sustainability, and close relations between owners and customers to create competitor obstacles based on the community development.
[bookmark: _Toc216468733]3. Evaluation Of Solutions
Table 1: Grid Analysis Framework
	Evaluation Criteria (Weight)
	Solution 1 (Score/10)
	Solution 2 (Score/10)

	Financial Feasibility (×3)
	5
	8

	Implementation Complexity (×2)
	4
	8

	Resource Requirements (×3)
	3
	7

	Competitive Differentiation (×2)
	6
	9

	Customer Alignment (×2)
	7
	8

	Risk Profile (×3)
	5
	7

	Sustainability Match (×2)
	6
	10

	WEIGHTED TOTAL
	110/220 (50%)
	188/220 (85%)



[bookmark: _Toc216468734]Comparative Analysis  
[bookmark: _Toc216468735]Solution 1 
Strengths: The proposal is aimed at addressing the current needs in the marketplace, and it generates quantifiable revenue growth. 
Weaknesses: The cost (PS15,000150,000) factors will be prohibitive to limit small retail operators; the implementation period (612 months) will coincide with a long-term loss in income; the requirement to instal a single data infrastructure will become a significant barrier in the small retail operations (Khalid, 2024), and the strategy will surrender a unique competitive advantage.  
[bookmark: _Toc216468736]Solution 2 
Strengths: The design capitalises on the presence of competitive advantage, and the investment is low (PS2,0002PS5, 000), the predictability of the revenues is guaranteed by using subscription mechanisms, and the positioning is viable when compared to competitors. 
Weaknesses: The persistent presence of owners is also important, and the associated metrics of return-on-investment are not as precise as that of transaction-based models.  
[bookmark: _Toc216468737]4. Justification Of Chosen Solution
Solution 2 is recommended as the most strategically appropriate response. Response proposal 2 is suggested to be the most strategically suitable reaction. Verhoef et al. (2015)  have shown that competitive advantage is based on unique positioning and close customer relations, and not on the channel proliferation. The existing strengths of Green Haven make up a viable competitive basis. Efforts to venture into the sphere of omnichannel competition would also force the company to deal with the issues that bigger retailers will have inherent advantages. Solution 2 enhances the current strengths into competitive barriers.  
[bookmark: _Toc216468738]Data‑Backed Justification
Financial Viability: PS2,000-PS5,000 implementation costs are realistic requirements as opposed to PS15,000-PS50,000 investment in the omnichannel (TAGLAB, 2024). The SME retail organisations who are able to gain their sustainability had efficient strategies of resources based on what is available ( Effect of Financial Planning on Business Sustainability, 2024).  
Customer Alignment: 78 percent of consumers who look into flowers appreciate quality and genuineness, 52 percent make choices on the foundation of the brands (Floral Industry Statistics, 2025). The positioning that Green Haven has made corresponds directly with these preferences shown.  
Implementation Feasibility: Solution 2 allows providing the implementation schedule in sequences: subscription launch (Month 1), workshops (Months 2-3), partnerships (Months 3-6). The implementation of an omnichannel would require parallel introduction which is more than realistic with SMEs (SMEs Readiness in Post-Pandemic Normality, 2024).  
Risk Management: Risk Management Risk Management: Solution, spreads risk through relationship touchpoints. Existing in haste, the digital transformation is not building resilience but fragility (Smart Contract Challenges for SME Digital Resilience, 2024).  
Solution 2 is therefore the most strategically correct, financially viable, sustainable implementation able optic in to take hence make use of the competitive advantages to create defensible positions under resource limitations.  
[bookmark: _Toc216468739]5. Risk Analysis
Four critical risks require mitigation:
Risk 1: Fatigue of Owner Knowledge (High Probability/Low Impact): Sustained engagement is a community model requirement. It has been shown that a genuine community interaction involves leader dedication and value assimilation (Leader Commitment in Small Business, 2025). Mitigation: Have an organised schedule of engagement with quarterly reviewing; take on a part-time coordinator by Month 3; write about templates of the event. 
Risk 2: Subscription churn (Moderate Likelihood/High Impact): The industry statistics report that the average annual churn rate is 40 per cent (Subscription Business Model Research, 2025). Mitigation: Have tiered options; come up with retention campaigns; perform quarterly satisfaction cheques.  
Risk 3: Cash Flow During Transition (Moderate Probability/High Impact): Implementation Cost and Revenue Timing is a risk. It has been shown that insufficient reserves endanger survival (Financial Risk Management in SMEs, 2020 0). Mitigation: Have a reserve of 3 months; monthly billing of subscription; credit PS3,000- PS5,000.  
Risk 4: Employee Capability Lapses (Medium Probability/Impact): The employees can be deficient in event management and digital marketing proficiencies. Avoidance: Four day intensive training; collaborate with local business association; contract part time event coordinator.  
[bookmark: _Toc216468740]6. Implementation Action Plan
12‑Month Phased Timeline:  
Phase 1 (Months 1-2): Formation of implementation team; strategic workshop; training employees in event organisation and CRM systems (Resources: PS800); subscription platform choice; design subscription levels (Resources: PS1,500).  
Phase2 (Months 3-4): Find Community Coordinator (PS150/week); create a schedule of events; sign two agreements with partnerships; conduct the first workshop; get 20+ initial subscribers.  
Phase 3 (Months 5-7): Develop site; make content schedule (3 Instagram posts/ week); start local advertising (PS300/month); loyalty system; customer enrollment (60 per cent).  
Phase 4: (Months 8-12): Implement quarterly certification programme; roll out supplier showcase; introduce seasonal variations of subscription; negotiate retail relations; carry out annual review; achieve 150180 subscriber bases.  
[bookmark: _Toc216468741]7. Measuring Effectiveness
Key Performance Indicators
Financial: Monthly subscription income (PS3,600 + target), customer life-time value (PS720), gross margins (65 +), customer acquisition cost (PS812).  
Customer Interaction: Subscription renewals (75%+), Net Promoters (8.0+), frequency of repeat purchases (3.5x), attendance at an event (35-40/month).  
Community Neighbourhood: Workshop attendance (40 +), satisfaction levels (7.5 +), social media utilisation (8 percent +), active collaborations (3-4).  
Operational: Traffic on the site (400-500/month), size of the email list (500 and above), inventory turnover (4.5 times), customer response time (not exceeding 4 hours).  
Monitoring: Financial KPIs and the internal areas should be reviewed monthly. Strategic areas should be analysed quarterly and finally a full evaluation should occur annually with stakeholder responses. There should be community update monthly and feedback session every quarterly. 


[bookmark: _Toc216468742]8. Conclusion  
Green Haven Florists is facing a strategic dilemma requiring a repositioning whilst competitive advantages are developed and a transformation of the market is acted. The strict analysis with the help of Grid Analysis proves that Solution 2 (Community-Centric Sustainability Positioning) is the reply which is the most adequate. This solution leverages established strengths, requires realistic investment (£2,000–£5,000 versus £15,000–£50,000), and builds defensible competitive advantages through community relationships. The implementation can be done in a well-organised 12-month plan having specific milestones. Risks that are identified can be controlled using the outlined mitigations strategies. The effectiveness measurement involves the use of balanced scorecards which incorporates the financial, customer engagement, community impact, and operational measure which correlates with module learning outcomes of plan, monitor and review implementation.  
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