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[bookmark: _Toc216729387]Introduction
This Report aims to present a comprehensive examination of Green Haven Florist using PMI analysis. By applying this tool, the report explores the business’s strengths, weaknesses, opportunities, and strategic choices in a detailed and systematic manner. Starting with identifying specific problem which is, improvement of website, and followed providing PMI analysis and concludes by presenting strategic recommendations based on the highest scoring and most actionable options from the Grid Analysis. Over the past 12 months, the Green Haven Florists have experienced 30% declining of their in-store sales with a lot of factors, and the biggest one that I have Highlighted is about their digital strategy. PMI is widely used in business analysis to encourage balanced and structured evaluation of strategic choices (Buzan, Buzan, 2018). Two PMI analyses are applied, The first PMI evaluates Digital Transformation as a whole, examining the broader advantages, disadvantages, and opportunities associated with adopting digital tools such as e-commerce, online marketing, and data analytics. The second PMI narrows focus to identify the Website Upgrade as the most effective and convenient starting point and initial strategy, recognising that it would be suitable for Liam and Priya’s first steps to redesign website and recover lost sales. To support these PMI Findings, a Risk Analysis is conducted to identify and manage potential financial, operational, and capability risks linked to website implementation. An Action Plan and SMART objective are then developed to translate strategy into practical and measurable actions. Together, these tools provide a structured and evidenced-based approach to addressing Green Haven Florists’ performance challenges.

[bookmark: _Hlk205982484][bookmark: _Toc216729388]Brief explanation of the Specific Business Problem
Green Haven Florists is currently facing a 30% decline in in-store sales, which reflects several interconnected operational and environmental challenges rather than a single cause. A major contributing factor is the business’ Lack of Digitalisation, which limits its ability to compete in an increasingly technology-driven retail environment. While both competitors actively use online platforms, Green Haven continues to rely on word-of-mouth promotion and infrequent online activity. This has reduced brand visibility and restricted the company’s ability to reach latest version of market. Additionally, the shop’s outdated website has weakened customer engagement. The website is difficult to navigate and does not provide modern features, this discourages online interaction and results in lost sales opportunities. Management limitations further contribute to the issue, a lack of expertise in digital marketing and business innovation has slowed decision-making and limited investments in modern systems, preventing the business from adapting swiftly to market trends. The external environment has also worsened the situation. Reduced footfall, inflation, and rising supply. Finally, changing customer behaviour, which increasingly favours online convenience, has reduced demand for physical retail. Together, these factors explain the decline and highlight the urgent need for digital transformation. 
[bookmark: _Hlk205982497][bookmark: _Toc216729389]Suggested Two Alternative Solutions
[bookmark: _Toc216729390]PMI Analysis 1: Full Digitalisation
	Plus
	Minus
	Interesting

	-Increased online visibility. (+4)
-Easier ordering process for customers through modern website. (+2)
-Ability to introduce new services. (+2)
-Improved customers engagement. (+2)
-Potential recovery of lost sales. (+3)
-Better competitiveness against two new competitors.(+2)
	-Cost of website redesign and digital tools. (-4)
-Need for staff training/specialist. (-5)
-Time Sensibility (-4)
-Dependence on technology and system reliability.  (-5)
	- online growth could exceed physical store performance. (+1)
-potential partnerships with online delivery platforms. (+2)
-Could cause failure due to intensity of the improvement
 (-4)

	=15
	= -18
	= -1
	Total =  -4



[bookmark: _Toc216729391]PMI Analysis 2: Focusing on website upgrade first 
	Plus
	Minus
	Interesting

	-Immediate Improvement in customer experience. (+5)
-Enables online ordering, subscription, and delivery integration. (+4)
-Builds professional brand image. (+4)
-Acts as foundation for future digital strategies (+5)


	-Requires Technical Support. (-2)
-Initial disruption during transition. (-3)
-Development and ongoing maintenance cost. (-3)
 
	-Website enables social media advertising (+4)
-Supports subscription scheme. (+3)
-Improves customer trust and credibility. (+3)

	=18
	= -8
	10
	Total = 20


[bookmark: _Toc216729392]Justification for Selected Solution
The Second PMI analysis identifies upgrading the website as the most effective and practical digital strategy for Green Haven Florists in addressing its decline in in-store sales and wider performance challenges. A modern, user-friendly website offers immediate benefits by improving customer experience, enhancing brand credibility, and enabling essential digital functions such as online ordering, flexible delivery options, and subscription services. Research suggests that a well-designed website is a critical factor influencing customer trust, purchasing decisions, and conversion rates in small retail businesses (Chaffey, Ellis-Chadwick, 2022). Although Website upgrade involves development and maintenance costs, these drawbacks are outweighed by its strategic importance. A Modern website acts as the foundation for wider digital transformation, supporting social media marketing, SEO, and customer relationship management (Kotler, Keller, Chernev, 2022). Without this digital infrastructure, Green Haven would continue to lose customers to competitors offering faster, more convenient online services. The “Interesting” part of the PMI further highlights some of the benefits of a redesigned website to which it enables to promote its key function, which is the Socialization and its goals, to meet customers’ needs. According to (PwC, 2024) highlights that consumers increasingly expect seamless digital interactions, even from small independent retailers. Overall, the Analysis concludes that prioritising a website upgrade is the most effective starting point for Green Haven’s digital journey. It delivers both short-term improvements in accessibility and long-term strategic value, positioning the business to compete more effectively in a digitally driven retail environment (Deloitte, 2024).
[bookmark: _Hlk205982530][bookmark: _Toc216729393]Risk Analysis of the Selected Solution
	Risk Category
	Description 
	Potential Impact
	Likelihood
	Impact
	   (L x I)
	Mitigation Measures

	Financial Risk
	Website Development and maintenance costs may strain short-term cash flow
	Reduced liquidity and budget pressure.
	3
	4
	12 (Med)
	Use Phased development, set clear budget limits, prioritise essential features

	Operational Risk
	Website Downtime or technical issues during transition
	Customer Dissatisfaction and lost online sales 
	2
	4
	8(Low-Med)
	Select Reliable developer, conduct testing before launch 

	Customer Adoption Risk
	Some Customers may resist using online services 
	Low usage of new website features 
	3
	3
	9 (Med)
	Simple Design, clear guidance, and customer support

	Skills and Capability Risk
	Limited digital expertise of owners
	Poor website management and underutilisation
	4
	3
	12 (Med)
	Provide digital training or outsource website management. 


Most Risk fall within med-risk category, indicating they are manageable with appropriate controls. No risk are classified as High, supporting the conclusion that a website upgrade is a justified and strategically sound investment for Green Haven Florists. 

[bookmark: _Toc216729394]Plan to Implement the Selected solution
January 1st – March 10th 2026
[bookmark: _Toc216729395]Action Plan 
	Action
	Description
	Time Frame
	Who’s Involved

	Website Audit
	Review Current website to identify usability issues, missing features, and customer requests
	January 1-4
	Liam, Priya, Web Consultant

	Define Website Requirements 
	Decide on key features (Online ordering, subscriptions, delivery options, mobile optimisations)
	January 5-11
	Liam and Priya

	Select Web developer
	Research Compare, and appoint a professional web developer
	January 12-18
	Liam and Priya

	Website Redesign and Development
	Design and build modern, user-friendly, and mobile responsive website
	January 19-31
	Web Developer

	Content Creation 
	Update product images, descriptions, sustainability messaging, and pricing information
	January 26-31
	Liam and Priya

	System Testing 
	Test website functionality, payment systems, and security compliance
	February 1-8
	Web Developer



[bookmark: _Toc216729396]Monitoring 
	
	Description
	Time Frame
	Who’s Involved

	Staff Training
	% of trainees who participated and understood the whole means of training 
	February 9-15
	Web developer, Liam, and Priya

	Marketing Integration
	Numbers of the Marketing statistics especially basic analytics, coverage, and increased of sales 
	February 16-28
	Liam and Priya

	Website Launch
	% of website traffic with its new design and the basic statistics of sales and engagement. 
	March 1-8
	Liam and Priya




[bookmark: _Toc216729397]Evaluation
	Success Indicator
	Description
	Time Frame
	Who’s Involved

	Performance Review 
	Evaluate website Traffic, Both online and in-store sales, and finally, customer feedback to assess success
	March 1-10
(Even Monthly)
	Liam and Priya 


[bookmark: _Toc216729398]Summary of Action Plan 
The Proposed action plan provides structured and systematic approach for implementing a website upgrade as the first stage of digital transformation at Green Haven Florists. By defining clear actions, responsibilities, and timelines, the plan reduces operational risk while improving digital capability. A modern, user-friendly website enhances customer engagement, enables online ordering and subscription services, and strengthens brand credibility. 

[bookmark: _Toc216729399]Means of Measuring Effectiveness of Implementation of Selected Solution
	Specific
	Measurable
	Attainable
	Relevant
	Time-Bound

	To Upgrade Green Haven Florists’ outdated website to improve digital engagement, support online ordering, and address the decline in in-store sales caused by limited digital presence.
	Success will be measured by:
-20% increase in website traffic.
-15% increase in online orders
-At least 75% positive customer feedback on website usability. 
Data will be collected using website analytics.
	The objective is achievable by using an external web developer and basic digital tools. Staff can manage the process within minimal training and phased implementation, making the goal realistic. 
	This objective directly supports Green Haven Florists’ strategic aim to reverse declining in-store sales by adapting to customer behaviour and increasing competitiveness against digitally advanced competitors.
	Website Upgrade will be completed within 3 months, with performance reviewed monthly and a full evaluation conducted at the end of the third month.






[bookmark: _Toc216729400]Key Findings
This report has demonstrated that Green Haven Florists’ decline in in-store sales is closely linked to insufficient digital capability rather than product quality or customer dissatisfaction. The combined use of PMI analysis, risk analysis, action planning, and SMART objectives provides a coherent and strategic framework for improvement. Five key findings emerge from the analysis, first is the PMI analysis confirms that digital transformation is essential, as its benefits in customer engagement and competitiveness outweigh short-term costs (Kotler, Keller, Chernev, 2022). Second, the website upgrade is identified as the most effective starting point, as it underpins all other digital activities including online marketing and subscription services. Third, the risk analysis shows that implementation risks are moderate and manageable, particularly when phased development, training, and secure systems are applied. Fourth, the action plan provides a realistic and structured pathway, ensuring responsibilities, timelines, and resources are clearly aligned with strategic objectives. And finally, the SMART objective ensures measurability and definiteness of the solution, allowing Green Haven to monitor performance and evaluate success over a defined timeframe. Overall, these are the factors that Liam and Priya should recognise and as it is ideally recommended to recover loss of profit, this report aimed to bring analysis on how Green Haven Florists could cope and modernise in the vastly transitioning business world to being digital. The Importance of digital business in the modern business world is widely recognised, as organisations increasingly rely on digital technologies to remain competitive and responsive to customer needs (Laudon and Traver, 2023). 
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