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[bookmark: _Toc214292980]EXECUTIVE SUMMARY

Green Haven Florists is in a severe strategic dilemma: its in-store sales are dropping by 30 percent as its costs of operations grow and its rivalry with online flower delivery companies (Verhoff et al., 2015). The essential issue that is described in this report is the lack of digital transformation and omnichannel integration. Two options are considered, including the creation of a more comprehensive e-commerce system with local delivery, or the niche positioning approach with a focus on the high-quality sustainability accolades. Through the grid Analysis, it is shown that digital transformation is the best solution, which will provide a better alignment in the market and more growth prospect. The strategies to implement, mitigate risks, and performance measurement structures have been described in this report in order to regain profitability.
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[bookmark: _Toc214292981]INTRODUCTION
The technological innovation and changing consumer preferences have caused the retail floristry industry to change considerably in its structure (Verhoff et al., 2015). Flower shops that formerly dominated the market through high-street presence and connections with individual customers now experience unprecedented competition pressure with giant online flower delivery companies that are convenient, fast, and economical (Grewal et al., 2017). This is the basic transformation in the market that has forced the independent florists to rethink their business models and distribution strategies in order to stay afloat (Anderson, 2006).
Green Haven Florists represents such a wider retail challenge. Established in 2016 by Liam and Priya Patel in Norwich, the company initially succeeded on the spirit of customized floral designs, the use of eco-friendly packaging, and the sound community involvement. Nevertheless, the company is facing a severe crisis now: declining in-store sales by 30 percent during the past twelve months are accompanied by increasing operational expenses and competition that is undermining the profitability. It is a case of a strategic inappropriateness to current market forces, as opposed to a failure in product quality (Turban et al., 2018).
This report uses organized problem-solving techniques to review the situation at Green Haven in a holistic manner. In particular, it will: (1) examine the underlying business problem in terms of finding out the root causes; (2) generate and evaluate two strategically distinct alternative solutions through the use of the Grid Analysis; (3) recommend the most appropriate solution based on objective criteria; (4) perform systematic risk analysis; (5) create a detailed implementation plan and (6) set the performance measurement frameworks. All suggestions are based on scholarly research studies and modern best practice in transformation in retail (Bergstrom and Benson, 2022).
[bookmark: _Toc214292982]Problem Analysis
The major problem of Green Haven Florists is the lack of digital transformation and integration of the omnichannel. The business issue includes three dimensions that are connected to each other: (1) the fundamental change in buying behavior of the consumers towards the convenience of online shopping; (2) the deficiency of digital infrastructure that can reach the markets; and (3) the failure to compete on prices and still comply with the principle of sustainability.
It is proved that small independent retailers can be threatened with extinction in those cases when they do not adjust distribution channels to the changing consumer expectations (Turban et al., 2018). The in-store sales are reducing by 30 percent, and these reductions are compounded in a number of ways. To begin with, the transformation of physical into digital retailing environment is a well-established topic in literature on retail transformation (Grewal et al., 2017). Second, competition in pricing is restricted by increasing supply chain costs of imported flowers. Third, the ageing site is a severe weakness as far as customer acquisition and retention is concerned. Fourth, the market share is threatened by two new entrants who have high and medium presence on Instagram, one being a national chain.
The feedback of customers is rather ambivalent: some of them eulogize the quality of arrangements, others reproach the old-fashioned site and the lack of delivery choices. On the inside, Liam and Priya have problems with the trends in digital marketing, where they depend more on word-of-mouth. Such gaps in capabilities do not allow them to respond in the market. The company needs a methodical intervention on the digital infrastructure, marketing capacity, and distribution channels to deal with the underlying issues and not effects.
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Alternative 1 - Digital Transformation and Omnichannel Implementation: Build a professional e-commerce site that is coupled with social media marketing (Instagram, Tik Tok), introduce local delivery services, and update the website to the new design to make it user-friendly and conversion-optimized.
Alternative 2 - Niche Premium Sustainability Positioning: Rethoset Green Haven position as premium eco-luxury brand with locally sourced blooms, biodegradable packaging, and custom corporate sustainability relationships, focusing on environmentally-conscious B2B and high-income customers.
Grid Analysis Evaluation:
	Criteria
	Weight
	Digital (Score)
	Niche (Score)

	· Market Size & Growth Potential
	· 25%
	· 5 (1.25)
	· 2 (0.50)

	· Competitive Differentiation
	· 20%
	· 4 (0.80)
	· 4 (0.80)

	· Implementation Feasibility
	· 20%
	· 4 (0.80)
	· 3 (0.60)

	· Financial Viability
	· 20%
	· 4 (0.80)
	· 2 (0.40)

	· Brand Values Alignment
	· 15%
	· 4 (0.60)
	· 5 (0.75)

	· TOTAL SCORE
	· 100%
	· 4.05/5
	· 3.05/5


(Full analysis in Appendix A)
The issue of Digital Transformation proves to be more effective in terms of the weighted score (4.05 vs. 3.05), which is explained by much greater addressable market and high financial viability (Burdge and Vanclay, 1995). Though consistent with brand values, niche positioning cripples the opportunity to grow and profitability curve as it restricts the variety of markets to be served to environmentally conscious high-end segments, approximated to be 15-20 percent of total market.
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The solution, which should be recommended, is Digital Transformation & Omnichannel Integration due to five fundamental reasons.
First, online channels are highly more scalable than brick and mortar retail, thus, Green Haven is able to reach a greater number of customers than traditional retail (Anderson, 2006). Second, flowers are one of the categories of e-commerce that has high online buying intentions as recorded in consumer behaviour studies (Rohm and Swaminathan, 2004). Third, omnichannel strategies maintain the existing customers and attract new segments, as compared to niche strategies that tend to further divide already-limited markets (Verhoeff et al., 2015).
Fourth, the sustainability credentials can be applied alongside the digital transformation; e-commerce is a method that minimizes carbon footprint by the consolidated paths of deliveries in comparison to several separate customer visits to the brick-and-mortar stores. 
· The implementation can include building professional e-commerce platform (Shopify/WooCommerce); creating social media presence and regular marketing in Instagram/TikTok; collaborating with local existing delivery services; optimizing the webpage to work with the conversion funnel; and training employees on how to work in the omnichannel. 
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There are five important risks that need systematic reduction:
· Delay in technology implementation (High Severity): avert through hiring of capable e-commerce developers with experience in the floristry industry, setting up of realistic schedules with buffers and adopting the phased deployment strategy instead of the big-bang implementation.
· Lack of Digital Marketing(Medium Severity): Alleviate by contracting dedicated digital marketing specialist or agency partnership to create Instagram/Tik Tok approaches and paid advertising campaigns.
· Delivery Experience Problems (High Severity): Minimize by ensuring strong logistics partner choice where the service level agreement outlines that the failure rate should not be more than 2% and the on-time delivery target should be more than 98%.
· Weak Investment Capital (Medium Severity): Reduce by establishing small business financing (around PS8,000-12,000 estimated to platform development and initial marketing): give priority to MVP features to launch with advanced features added later.
· Competitive Response (Medium Severity): Counteract using differentiation in terms of superior customer service, disclosure about environmental sustainability practices, and the level of loyalty programs at the form of subscription plans.
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The implementation is a four-phase process taking a period of twelve months:
· Phase 1 - Foundation (Months 1-2): redesign of the websites and development of the e-commerce platform; development of the social media strategy (content calendar, posting schedule); finding the logistics partner and negotiating the services level agreement.
· Phase 2 - Launch (Months 3-4): Website launch and optimization of the search engine; social media content plan development and contact with influencers; launch of local delivery services; full training of the staff on the work of the omnichannel.
· Phase 3 - Optimization (Months 5-6): Customer feedback integration and web UX improvement; monitoring delivery performance and evaluating logistics partners; improving marketing campaigns on the basis of analytics; pilot test of subscription service.
· Phase 4 - Growth (Months 7-12): Regional delivery service expansion 5+ postcodes, corporate B2B cooperation development, advanced analytics to customize customer experience, sustainability marketing enhancement with the focus on environmentally friendly activities
[bookmark: _Toc214292987] Fraud Measurement and Monitoring Framework.
There are four dimensions of systematic performance monitoring required to achieve success:
· Financial Performance: Growth Online revenue +120% year-on-year (monthly monitoring); total revenue restoration to pre-decline level; profit margin improvement +5% (quarterly). Customer Measures: Website conversion: 3-5% (monitored weekly); customer acquisition cost: less than PS15/customer (monitored monthly); customer retention: high (more than 70% repeats) (monitored monthly). Operation efficiency: Order turnaround time less than 24 hours (daily monitoring); on-time delivery rate greater than 98 percent (weekly); web up-time greater than 99.5 percent (daily). Market Reach: 5+ postcodes (monthly) New geographic markets; 5,000+ engaged followers (monthly) social media.
· Monitoring Tools: Google Analytics (performance of the site and behaviour of users); Shopify analytics dashboard (sales data and conversion data); Trustpilot (customer satisfaction and feedback); logistical management system (delivery status and performance).
Quick course correction is achieved through monthly reviews on the side of the management. In case any KPI has performed weakly (more than 10 per cent below target) in both of the two months, then remedial intervention measures are put in force (e.g., more paid advertising in case conversion rates worsen, review of logistics partner in case delivery performance has gone bad).
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The fact that Green Haven Florists lost 30 percent of its sales is an indicator of strategic inconsistency with the modern-day retail market forces and not lack of quality products. Digital Transformation & Omnichannel Integration is the best solution as it would receive a weighted score of 4.05/5 based on the Grid Analysis when compared to niche positioning strategy of 3.05/5, due to systematic analysis of the problem and the structured decision frameworks. Such a recommendation is financially viable and organizationally feasible and allows dealing with the underlying causes of market decline, remaining consistent with the values of sustainability of the business.
The four-step implementation plan is a realistic strategic intervention roadmap that has milestones and accountability mechanisms set within a period of twelve months. Systematic risk reduction and elaborate performance observation models provide responsible response management and allow correcting the course as the situation changes. When successful, this approach will put Green Haven Florists in a position to regain market share, regain profitability and build sustainable competitive advantage in a retail environment that is becoming more digital (Verhoff et al., 2015).
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A.1 Weighted Criteria Evaluation Summary
	Evaluation Criteria
	Weight
	Digital Transformation
	Niche Sustainability
	Rationale

	Market Size & Growth Potential
	25%
	5/5 (1.25)
	2/5 (0.50)
	· Digital reaches 1M+ addressable market; Niche limited to 50K-80K

	Competitive Differentiation
	20%
	4/5 (0.80)
	4/5 (0.80)
	· Both viable; Digital via convenience, Niche via authenticity

	Implementation Feasibility
	20%
	4/5 (0.80)
	3/5 (0.60)
	· Digital uses proven platforms; Niche requires wholesale repositioning

	Financial Viability
	20%
	4/5 (0.80)
	2/5 (0.40)
	· Digital: £40K-60K profit potential; Niche: £15K-25K ceiling

	Brand Values Alignment
	15%
	4/5 (0.60)
	5/5 (0.75)
	· Digital compatible but indirect; Niche directly expresses values

	TOTAL SCORE
	100%
	4.05/5
	3.05/5
	Digital superior
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B.1 Risk Identification and Mitigation Strategy
	Risk
	Probability
	Impact
	Severity
	Mitigation Strategy
	Owner

	· Technology Implementation Delays
	· Medium (60%)
	· High
	· HIGH
	· Engage experienced e-commerce developer; phased rollout; realistic timelines with 20% contingency buffer
	· Project Manager

	· Insufficient Digital Marketing Skills
	· High (75%)
	· Medium
	· MEDIUM
	· Hire digital marketing specialist or agency partnership; external training provision
	· Marketing Lead

	· Delivery/Logistics Experience Issues
	· Medium (55%)
	· High
	· HIGH
	· Select established logistics partner; SLA with <2% failure rate; backup provider identification
	· Operations Manager

	· Inadequate Investment Capital
	· Low (30%)
	· High
	· MEDIUM
	· Secure small business financing; prioritize MVP features; phased investment allocation
	· Finance Director

	· Competitive Market Response
	· High (80%)
	· Medium
	· MEDIUM
	· Differentiate via customer service excellence; sustainability transparency; loyalty programs
	· Strategic Lead

	· Website Performance/Downtime
	· Medium (40%)
	· High
	· MEDIUM
	· Premium hosting solution; 99.5% uptime SLA; redundancy protocols
	· IT Support

	· Customer Acquisition Cost Escalation
	· Medium (50%)
	· Medium
	· MEDIUM
	· Organic social strategy; referral programs; email marketing focus
	· Marketing Lead







