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Abstract

The researchers sought to create an Information System Plan for Chew & Brew, a milk tea franchise shop based in
Pampanga, Philippines. Started by Flava and Karlo Esmas, Chew & Brew currently has two branches. The current
strategy of Chew & Brew is to innovate new products and make use of the service of food delivery couriers to entice
customers to order. Chew & Brew uses Gmail, Messenger, and Facebook for communication and advertising purposes
regarding its computing environment. The researchers made use of various methods to create the Information System
Plan. They utilized a TOWS matrix, a Value Chain Analysis, Gap Analysis, Porter's Five Forces of Competition, Pain
points and Failure points, Criteria Analysis, and Scoring Model and created a Proposed Process Flow. Ultimately, the
researchers recommend that Chew & Brew opt for making a full-fledged website as its advantages are per the
objectives of the business.

Keywords
SWOT & TOWS Matrix, Value Chain, Gap Analysis, IS/IT Strategies, Information System Planning

1. Introduction

Chew & Brew Milk Tea Station is a milk tea franchise shop in the retail food industry. The franchise is based in
Pampanga, Philippines, with two branches in Angeles City and San Fernando City. Flavia and Karlo Esma's started it
in San Fernando City, where it began as a small shop that sold selected menu items with NYC Graham Cream Cheese
and Dulce De Leche Cream Cheese as the best sellers. Due to the continuous support of their customers, Chew &
Brew managed to expand enough to have three branches. The business also has a partnership with multiple local food
courier services, such as Mangan or GrabFood.

The organizational structure of Chew & Brew is straightforward. The head is the CEO, backed by the consultant.
Directly below the CEO is the Store Operations Manager, who is on the same level as the Accountant, the Commissary
Supervisor, and his assistant. Below the Store Operations Manager are the store supervisors in charge of the
employees, including the cashiers and the staff.

2. Literature Review

The Filipino people are fond of milk tea, ranking second among the countries with the most significant number of
bubble tea drinkers in Southeast Asia in 2019. Due to this, a lot of milk tea shops were established across the country.
According to "Consumer Preference Analysis on Attributes of Milk Tea: A Conjoint Analysis" (2021), it was
concluded from a Conjoint Analysis approach that Milk tea had been one of the most popular beverages from 2011
and to the present. A similar study 2014 from SPUQC (St. Paul University Quezon City) discusses the trend of how
milk tea beverages seem to capture the attention of the Filipinos, in particular, the youth, due to their desire to find a
cold area to relax with an equally cool beverage in hand. Despite this, milk tea may be replaced by other products.
According to IMARC Group (2021), the coffee and tea capsules market will continue to grow from 2021-2026.
Popular brands such as Coffee Planet LLC, Nespresso Philippines, and Coffee Bean & Tea Leaf may pose competition
for milk tea shops.
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To outdo their competition, milk tea shops should also take advantage of various business opportunities. Companies
should collaborate and communicate in today's globally competitive market to be more advantageous (Yichuan, 2008).
Endorsements usually reflect honest opinions, findings, beliefs, or experiences of the endorser. Regular customers
could also be rewarded due to continually visiting the business and thus incentivizing loyalty. (Federal Trade
Commission, 2008). Products such as coffee see sales swings based on the weather and have intense demands on
cooler weather (National Retail Federation, 2018). The internet, particularly the various online platforms it offers,
should be ventured even by small businesses as an online presence could be enough to see double profits to the
company (Gazdecki, 2018). Online presence should not be ignored and should be seen as an investment for the
business. Even without the onset of the pandemic, small businesses should consider partnerships with delivery services
to ease traffic for physical stores (Tallent, 2021).

Furthermore, a business must first address the current issues to improve performance and processes (Sujova &
Marcinekova, 2015). Business expansion loans allow companies to finance their ventures and take opportunities if
they see foreseeable profit in their current business model (Nwatu, 2016). Businesses could continue to revise existing
products to see what their customer base likes and enact improvements on those that had failed (Kukko-Liedes, 2019).

3. Methods

Firstly, the researchers made use of Value Chain Analysis and SWOT, and TOWS Analysis. The Value Chain Analysis
was used to map the various main and supporting business processes. The SWOT and TOWS analysis was used to
determine the internal understanding of the company to the advantages and disadvantages it has, along with the
possible courses of action the business may take. The researchers also made use of a Gap Analysis and Porter's Five
Forces of Competition model. The Gap analysis was used to know whether the recent condition of the company is far
from its ideal operational. Porter's Five Forces of Competition model was used to determine the threats of new entrants
and substitute products, along with suppliers' bargaining power and buyers' bargaining power. Internal I.S. Analysis
is an analysis conducted to determine how far the I.S. existing portfolio can support the company to realize the vision
and mission. The researchers evaluated this by identifying the vision, mission objectives, and organizational structure
of the company. Furthermore, the researchers identified the business's current I.S. strategies and analyzed the
business's pain points and failure points. They used a Criteria Analysis and Scoring Model to decide which project to
pursue the L.S. plan.

4. Data Collection

This study utilizes data collection from primary sources from the business itself to grasp important information such
as current operational statuses, problems, and plans of the business. This includes other important information such
as the company's strategic plan, vision, mission, corporate objectives, and organizational structure. The primary
method used to gather information regarding business processes comes from an interview with directly related
personnel from the company.

5. Results and Discussion

5.1 Graphical Results

5.1.1 Value Chain Analysis

The Value Chain Analysis was used to map the entire work process that occurs within the organization. Based on the
interview and data collection, the value chain model of Chew & Brew begins with the Inbound Logistics. The
commissary acquires the necessary supplies to keep each branch running. It also covers material handling and
warehousing, referring to how the materials are stored. Inventory control, which refers to maintaining the correct
number of materials in stock to avoid shortages and overstocks, is also included in Inbound Logistics. Finally, vehicle
scheduling, the assigning of vehicles per trip, is also covered. Concerning Operations, Chew & Brew has packaging,
equipment maintenance, and one of the essential facets of the business: milk tea production. Chew & Brew prioritizes
the final process as it is the primary source of income for the company.

Regarding Outbound logistics, Chew & Brew uses Order Processing, Handling Customer's Orders, and the Delivery
of Orders to Customers. Concerning Marketing and Sales, Chew & Brew is dependent on Word of Mouth is one of
their primary forms of advertising. However, they also have social media accounts where they promote their products.
Another process is quoting and pricing. For service, Chew & Brew focuses on customer review and feedback to assess
their benefit.
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Regarding procurement, Chew & Brew focuses on the commissary inventory, suppliers, communication, and purchase
of suppliers and materials. Technology development focuses on social media advertising—human resources concern
itself with recruiting and training. Finally, Firm Infrastructure concerns itself with the BOS System and Finances.

5.1.2 Gap Analysis

The researchers used gap analysis to determine the company's recent condition and see if it is close to its goal. The
current state of Chew & Brew is still far from achieving its objectives. The delayed operational efficiency and
inefficient inventory handling can affect how the shops operate, decreasing sales. Regarding the second objective,
Chew & Brew does have an excellent social media presence in the form of social media accounts. However, no
dedicated website for the business has been set up. The desired state of Chew & Brew is to reduce customer delay
times, achieve improved operational efficiency, and run ads on their social media accounts to promote a potential
website.

Chew & Brew has specific gaps in its business processes. The first gap is regarding the inventory. The index cards
and drivers serving as records may be misplaced. A possible solution to this is to implement technology such as Clouds
and Office suites. The second gap is in procurement regarding unnecessary purchases. Chew & Brew may be prone
to overstocking and spending money on unnecessary materials without an efficient inventory system. A solution to
this is to improve the supply chain process. The third gap is that products can run out of stock quickly. A solution to
this is by implementing better inventory control and shelf space. This will allow Chew & Brew to manage their
resources better, leading to less understocking. A fourth gap is that service can be slow, making it disappointing and
possibly even frustrating. Implementing POS and ERP Systems can help regulate better operational processes, leading
to faster service and more satisfied customers. The final gap is the lack of a website for Chew & Brew, along with
unforeseeable expansion. Creating a simple landing page website will solve such a problem and allow potential
franchisees to see the products and services offered by the business. This can lead to possible business expansion.

5.1.3 Porter’s Five Forces of Competition

The researchers also made use of Porter’s Five Forces of Competition to assess its threats. The threat of New Entrants
to Chew & Brew is of a medium level. Chew & Brew certainly has a good standing regarding brand loyalty, evident
by their multiple branches and the frequent number of customers ordering from them. However, customer demand is
high at times, especially during the summer months, leading them to opt for other milk tea brands other than Chew &
Brew. Also, some other milk tea shops may offer beverages like the products Chew & Brew offers, such as cream
cheese in their drinks. Chew & Brew will have to compensate for this by advertising its products to declare them more
unique and superior to the competition.

The bargaining powers of suppliers for Chew & Brew are on a low level. Chew & Brew does not rely only on one
supplier for their materials. They buy their materials in Manila and find the best quality things at the best price, so
they do not have problems purchasing materials for their stores. The only threat that they have is the current lockdown
of certain areas due to Covid-19. For their perishable goods, however, they have only one supplier throughout the
years of their business.

The threat of substitute products is high. Milk tea is popular in the Philippines, with various stores having been
established throughout the country. A study from SPUQC (St.Paul University Quezon City) stated that the top three
brands in the Philippines from 2019 are Macao Imperial Tea, Cha Time, and Dakasi. All brands are currently operating
within the vicinity of Pampanga, where Chew & Brew is situated, which poses a threat for a substitute product or
brand. Another article from GMA also stated that there are other alternatives such as Fruit Tea, Lemon water, tea with
honey, Soy Milk, and Yogurt Drinks. Meanwhile, a study in June of 2021 from IMARC Group expects that the coffee
and tea capsules market will continue to grow from 2021-2026. Popular brands of these products could replace milk
tea easily.

The bargaining power of buyers is high. A Porter's Model analysis done by Roberta Greenspan in 2019 for Starbucks
states that the influence of individual customers and groups of customers is vital. There are external factors that
contribute to making the bargaining power of the customers critical. In the case of Starbucks, some of them are the
low switching costs and high substitute availability. Low switching costs mean that the products that a company offers
are effortless to replicate at comparable prices by their competitors. High substitute availability means that the product
is abundant. Thus, the customers can easily switch between those products, and these may also have comparable or

© IEOM Society International 1539



Proceedings of the International Conference on Industrial Engineering and Operations Management
Monterrey, Mexico, November 3-5, 2021

better features that the company is offering. The same external factors could be seen from a Porter's Model analysis
done by Lawrence Gregory for McDonald's in 2018. Even though they are one of the fast-food giants, their businesses
are still vulnerable to the threats their customers demand. As the milk tea industry is a rising business endeavor, there
are bound to be competitors if one should plan to start a business. Chew & Brew must adhere to the demands of their
customers and must have plans to address this issue.

5.1.4 Vision, Mission, Objectives, and Organizational Structure
These are the vision, mission, objectives, and organizational structure of the business.

Vision
Chew & Brew’s vision is to establish Chew & Brew as one of the premier milk tea shops in Pampanga.

Mission
Chew & Brew’s mission is to provide unique, delicious, and reasonably priced products in the milk tea industry.

Objectives
e Chew & Brew aims to create a variety of products in line with the Filipino preferred flavor profile.
e Chew & Brew aims to promote its products to strengthen its established Filipino milk tea business.
e Chew & Brew aims to establish more branches to continue serving its customers in various locations.

Figure 1 displays the organizational structure of the business.

Consultant —— CEO
Commissary
| Supervisor
Store
Accountant Operations
Manager Assistant
i .
Store Supervisor Store Supervisor Store Supervisor
(Angeles 1) (Angeles 2) (San Fernando 1)

s s s s cesner s

Figure 1. Organizational Structure of Chew & Brew

The departments of Chew & Brew are Finance and Accounting, Operations, Production, and Marketing. The current
strategies are the following. Businesses in local and international settings have been struggling due to the lack of
customers. Chew & Brew had to cut corners but still provide their signature products to keep their business going.
The milk tea business is not a new idea, however, and thus, there are so many current competitors, both local and
international, that are riding the current trend. This means that Chew & Brew needs to have some edge to make them
stand out from all their other competitors. Their business was known for their personally made cream-cheese milk tea
product that had become very popular amongst their customers. One of their current plans is to continue innovating
and creating products that are popular to their customers and unique from their competitors. One example of this plan
taking place is their Pandan branch. They plan to make products that are related to Pandan to make this particular
branch unique to others.
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5.1.5 Business Process with Failure Points
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Figure 2. Pain Points and Failure Points for Chew & Brew

ACCOUNTING

As seen from Figure 2., the current processes are mapped with failure points after the data collection. The delay
happens when the customer orders an item on the menu and is not available on the premises. The index card that is
used for the stocking or restocking of items will be updated. This is a failure point because it causes a delay in that
process. It can also be seen in the commissary field, wherein they also need to update the index card once the supplies
have been delivered to them. This leads to the last failure point that can be seen on the map. In the supplier field, the
manual procurement of supplies where Chew & Brew are the ones that go to the supplier and procure the goods
themselves leading to unnecessary costs.

5.2 Proposed Improvements
5.2.1 SWOT and TOWS Analysis
The SWOT and TOWS analysis, which are the results of the business analysis, can be seen in Table 1.

© IEOM Society International 1541



Proceedings of the International Conference on Industrial Engineering and Operations Management

Monterrey, Mexico, November 3-5, 2021

Table 1. SWOT and TOWS Analysis of Chew & Brew

SO Strategies

$101 - Chew & Brew can expand in
more areas

$20203 signature drinks are a great
way to promote products with user
testimonies

S304 As the climate dictates,
delicious cold drinks at affordable
prices will draw more customers

S4S505 Use social media to create
promos and codes for deliveries of the
products, may off vouchers as well

S.T. Strategies

T1S1 Collaboration with other
franchises.

T2S4 They can offer on social media
some discounts and vouchers on
orders

T3T4S5 With the pandemic going on
and people unable to attend physical
stores, delivery is a must

T5S1S4 Since they are an already
established brand in their area, an
online presence can be used to inform
the business to pivot to new products

W.0. Strategies

0O6W2W3W5 Services and overall management can be
improved by hiring more people to handle operations

04W7W6 Expand on Tripadvisor or Yelp to establish more
traction and gain an online presence. Build an actual website for
handling orders in case of expanding in the future (if they will
not rely on food delivery couriers)

O1WS8 Carefully select expansion locations in the future for
handling customers

0105W9 When they expand, they can use loans or present
pitches of their franchise to investors to pool in money.

0501W4 Upon expansion, ventilation can be fixed with proper
management and careful selection of future places of franchises.

W.T. Strategies
T1W1 Expand Businesses to compete with other brands

T2W2 they can up the prices of some drinks and separate it with
the general product to have diversity in the menu and not the one
product that is always ordered, they can also sell this one type of
product at different times (e.g., only available during Friday
specials)

T3T4W6W3 Delivery couriers and food couriers services can be
used amidst the pandemic to reach customers

T1W9 Pitch expansion plans for investors to pool in more
money.

After identifying the necessary information through the SWOT and TOWS Analysis of Chew & Brew, the researchers
identified two projects that will benefit Chew & Brew: an Inventory System and a Landing Page.

Based on the SWOT analysis, Chew & Brew requires an inventory system. The manual inventory system consisting
of index cards could prove to be a source of errors in the future. An inventory system may help Chew & Brew manage
their inventory in a better and more efficient manner. An inventory system helps companies identify and manage their
stock, especially in a set amount of time. By keeping too many supplies, the business is reducing cash flow, and the
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stock itself is costing the business money. The inventory management system is necessary to the health of a company,
as it limits the risks of stockouts and inaccurate records (Jenkins, 2020). A good inventory system program for Chew
& Brew is Zoho Inventory. Zoho offers a comprehensive free plan that allows customers to accept backorders on out-
of-stock items and handle multi-currency transactions. Zoho could give Chew & Brew a chance to keep its inventory
organized without worrying about a limited budget. Zoho can also tackle Chew & Brew’s accounting and project
management needs to a certain extent (Stevens, 2021).

On the other hand, according to the SWOT analysis, Chew & Brew also requires more online presence. Online
presence is necessary, as the internet is an excellent platform for promoting products and services. A simple landing
page can help Chew & Brew promote themselves and strengthen their online presence further. Chew & Brew can use
a landing to showcase their products, essentially acting as a virtual menu for potential customers to peruse. They can
feature the link on their website for the viewers. Upon clicking the link, the viewers immediately see a graphic header
featuring the Chew & Brew logo. As they scroll down, the viewers see the various images of the business's products,
including their product names and price. At the bottom of the page is a map showing the multiple branches of Chew
& Brew. Chew & Brew can create a landing page using Wix.com. Wix allows one to create a landing page quickly
without coding. By simply selecting a template and editing it with the help of a Wix account, one can easily create a
landing page. Chew & Brew can also use Google Sites instead. Google Sites is seamlessly integrated with other Google
products, allowing Chew & Brew to connect to other Google services (Guinness, 2020). For example, the landing
page can have an embedded google forms link at the bottom, where customers could submit reviews and suggestions
to the business.

5.2.2 Criteria Analysis and Scoring Model

The researchers identified five criteria that are necessary for deciding which project to choose. The criteria are listed
and defined in Table 2. Effectiveness is the most important, as it refers to the degree to which the process can
successfully do what it was designed to do. Return on investment refers to the overall profitability of the project.
Business priority refers to the significance of the project concerning the goals of the business. Project cost refers to
the number of funds the project will require from the company, and duration refers to how long the project will take
before it is completed.

Table 2. Criteria Analysis of Chew & Brew

Effectiveness 0.30 This refers to the degree to which the project can produce the desired result. The higher the chances of it
successfully doing so, the higher the rating for this criterion. This criterion has been given a weight of 0.30 as
it is the most important and the main reason the project will be selected.

Project Cost 0.15 This refers to the total amount of money that will be required to implement the project entirely. The lesser the
amount required, the higher the rating for this criterion. This criterion has been given such a weight due to its
significance. However, the potential benefits are more critical to the business rather than its potential costs.

Return on 025 This is used to evaluate the profitability of the project. The chances of it becoming more profitable, the higher
Investment the rating for this criterion. This criterion has been given the second-highest weight since the primary purpose
is to earn money. The profitability of the project will undoubtedly help it in doing so.

Duration 0.10 This refers to how much time is required before the project has reached its completion and becomes fully
implemented. The less time required, the higher the rating for this criterion. This criterion received the lowest
weight due to the business focusing on the project's potential benefits rather than its potential costs.

Business 0.20 This refers to the significance of the project concerning the business goals implemented and its alignment to
Priority the vision and mission of the company. This criterion has been given the third-highest weight due to the need
to evaluate the importance of the project to the business.

Regarding the performance measuring scale, a score of five indicates that the project has perfectly met the criteria. A
score of one indicates that the criteria have barely been met. A score of three means that the project has satisfactorily
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achieved the set criteria. Both projects achieved high scores for the criteria. Both projects are effective in what they
are designed to do, and they are both reasonably profitable. However, the inventory system is more in line with the
business's goals than the landing page. Regarding the project's cost, the inventory system is, in turn, more expensive
and would take longer to complete. The landing page takes fewer funds and time to complete.

Table 3. Criteria Analysis Using Scoring Model

Score Weighted Score Weighted Score Weighted Score Weighted
Score Score Score Score
Effectiveness 0.30 5 1.5 5 1.5 5 1.5 4 1.2
Cost 0.15 5 0.75 5 0.75 3 0.45 2 0.3
Return on 0.25 4 1 5 1.25 4 1 4 1
Investment
Duration 0.10 3 04 3 0.3 3 0.3 2 0.2
Business 0.20 4 0.8 5 1 3 0.6 3 0.6
Priority
Total 1.00 21 445 23 4.8 18 3.85 15 33

The assessment of the projects can be seen in Table 3. All projects scored well on effectiveness. Considering it is the
criterion with the highest weight, all projects are highly effective. Regarding return on investment, the full-fledged
website scored a bit higher than the inventory system. However, the inventory system is more in line with the business
goals of Chew & Brew. Yet, creating an inventory system takes more resources and time than a full pledge. Due to
these, the website scored the highest score overall, with a score of 4.8 compared to the 3.85 of the inventory systems.
This is because although the landing page takes less time and resources to produce, it is almost on par with the
inventory system in terms of effectiveness and profitability. On the other hand, the ERP system scored 3.3 as it does
not align with a business priority of expansion as a website would yield a better online presence.

A Full-fledged website scored well on effectiveness. Considering it is the criterion with the highest weight, both
projects are highly effective. Regarding return on investment, the full-fledged website scored a bit higher than the
landing page website. The full-fledged website is more in line with the business goals of Chew and Brew. With the
given results, the full-fledged website scored the highest score overall, with a score of 4.8 compared to the 4.45 of the
landing page website. Although the landing page takes less time and resources to produce, it is almost on par with the
full-fledged website in terms of effectiveness and profitability. The full-fledged website covers more and into detail
about what happens behind the scenes of Chew & Brew. The website can cover things such as the POS system to the
delivery process.
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5.2.3 Proposed System
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Figure 3. Proposed System for Chew & Brew

Figure 3 illustrates the proposed system for Chew & Brew. The customer can access the new website of Chew &
Brew. With the website, they can access the menu, and they can choose what order they want; this covers a pain point
wherein they need to wait for the store to contact them when they have an inquiry about the menu; the website will
also show if a product is available or not, this covers another pain point wherein it consumes time for both the customer
and the staff to see if an item is available or not. After seeing the menu and the product that they want, the order will
be processed to the branch that they have chosen; the payment method will then be decided by the customer, whether
online or through COD (Cash on Delivery). After being finalized, the branch will create the customer's desired order
and then be handed to the delivery courier that is available for delivery. The whole process ends when the customer
has received the delivered item.

6. Conclusion

After thorough data collection and Analysis of Chew & Brew's essential information, the researchers utilized the said
information and applied it with the research framework involving Internal and External Business Analysis. Several
strategies were then formed from the said Analysis of Chew & Brew, which were then translated into a scoring model
to decide which project or recommendation would be feasible for the business. Due to limited funding and being more
aligned to current business goals, a website was selected to entice investors further and make it convenient for other
people to know more about the business. The same strategy introduces a better way for Chew & Brew to expand since
it can also entice franchisors and strengthen its social media presence.
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