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Executive Summary
With the analysis of Village Treats at this point we have developed a comprehensive plan for following the existing mission statement and marketing Village Treats as effectively as possible.  The company is a medium sized business that specializes in chocolates with three store locations, one factory, and even distributes its products nationally to specialty and tourist shops.  The problem with the company stems from its owners desire to overwork himself and control all aspects of the business at once.  Also the company chooses to engage in contract work that ties up resources and generates little profit.  There are many potential opportunities for Village Treats, most notable being selling their products on the internet, franchising stores to increase their relative size, and beginning sugar-free chocolate distribution in Canada.  The most viable and also “gateway” solution is to improve and diversify human resources to alleviate John from the day to day operations of Village Treats.  This opportunity to have the retail stores managed properly will facilitate the growth of the business as the owner cannot do everything himself.    
Situation Analysis

	Internal Factors
	Strengths
	Weaknesses

	Product
	Superior product in a competitive market
	Limited supply of time to experiment with other products/techniques

	Management
	John is able to observe all day to day operations and supervise well
	Inefficient method for management as John is inundated with work

	Manufacturing
	Diverse and competent chocolate and candy making
	Needs expansion space to test manufacturing of other products

	
	
	

	
	
	

	External Factors
	Opportunities
	Threats

	Distribution
	Focus on larger projects that produce more profit, strong distribution (60 retailers)
	Large marketplace  

	Trends
	Sugar free and super-premium expensive chocolate bars
	No distribution in Canada yet (another company may acquire distribution of it)

	Marketplace
	Chance to break into sugar free market and/or expand overall market share
	Larger companies with more capital and market share


Mission/Focus:

Village Treats is a medium sized, locally operated chocolate and candy manufacturer and retailer.  It has a meager six employees aside from the ever bustling owner named John.  The firm is comprised of 3 retail outlets and one small factory located 45 minutes from Ottawa.  The 3 retail outlets sell $550,000 worth of merchandise under the Village Treats name per year.  The owner states that he would like to “turn Village Treats into a much larger national sized company with good manufacturing equipment, and be an enterprise that can pay for normal fringe benefits and a retirement plan for himself and the employees.”  
Central Problem
Main Problems:
The owner reduces his effectiveness by doing too many things at once.

It is extremely obvious that John is far too involved in the day to day operations of this business.  For example, in a day he might be working for 10 – 14 hours; working in the candy kitchen, getting supplies, doing office work, making deliveries, and supervising the stores.  I believe at this current pace that John has become accustomed to, he may slowly yet eventually burn out and in turn make the business less effective.

Village treats must focus on developing and accommodating new trends that are taking place in the marketplace.

In order to stay competitive and be as productive and effective as possible the firm must see trends in the marketplace in advance and situate themselves and their resources to take advantage of them.  Trends that John has foreseen include the sugar free chocolate market, super-premium expensive chocolate, and the decline of retail space for regular (generic) chocolate bars such as Caramilk or O’Henry.  
The firm must focus their limited time on lucrative business operations rather than ones that net a small profit and consume large amounts time, resources, and labour.

The Hallmark deal, for example, is a good illustration of how the firm chooses to engage in inefficient activities that keep employees busy for a long time but gain a minute 4% return for 6 weeks of work.  Also, the fact that other companies are not interested in these dealing is most likely proof that they have already identified them as inefficient as they do not net enough profit to be attractive.
Evaluative Criteria
Manufacturing (Equipment and Techniques)

Although John would have to replace or update some of his equipment to produce sugar-free chocolate it would be beneficial to gauge the market effectively to see any opportunities.  The Village Treats mission states that John would like to have proficient manufacturing equipment and therefore should be a priority since his production and quality depends upon it.

Market Share

There has been little interest in sugar-free confections in John’s retail outlets but this does not, in our view, limit the potential for the market.  The fact that there is no current distribution of it in Canada might not be an obstacle but rather an opportunity.  Perhaps more research should be done pertaining to how the market has evolved in the United States to determine if its popularity might rise in Canada.  Also, even if there is no interest in the products in the Village Treats stores there might be an interest in other parts of the country.  This should be viewed as an opportunity as Village Treats may want to secure exclusive distribution rights for the products and act as a wholesaler for other independent stores.  As a whole, the market for different types of chocolates seems difficult to quantitatively summarize.  I think it would be beneficial to focus on the most profitable markets and find effective methods to gauge needs or wants in the potential markets.
Employee Prosperity

As stated in John’s mission, he would like to be able to afford a retirement plan for his employees.  Being that he runs such an independently operated company there should be strong company culture to bond and motivate his employees.  

Product Quality

Village Treats’ products are some of the best in quality and taste in Canada.  Because of this, possibly a higher exposure to potential customer’s would be beneficial.  Also, Village Treats seems to have prices relatively equal to the major retailers of fine chocolate such as Laura Secord.   The company distributes a specialty item that is judged on its value to the customer and therefore should have a great amount of quality infused into it.  
Risk Management

Although John has some potentially successful and profitable ideas as to markets the business could tap into, I believe much research should be made before investing capital into such ventures.  I would attribute this to the fact that I do not see the market for chocolate being based on repeat customers as illustrated by the revenue generated from the Christmas craft sales.

Customer Satisfaction

A large part of Village Treats’ already successful reputation and market share is due to the superior quality of their products and the satisfaction of their customer.  In order to retain this benchmark of high quality John will have to stay updated with current technologies, production equipment, market trends, and premium ingredients.
Human Resources

It is clearly obvious that John has not managed his human resources well.  Only having six employees reduces his efficiency and productivity by a great amount.  Also, working 10 – 14 hours a day would be extremely stressful and unnecessary.  John would be more efficient only overseeing the day to day operations and focusing on important external operations and activities. 

Alternatives

Improving Human Resources (Hiring a manager/more employees)

We would highlight these possible actions to improve the quality of human resources at Village Treats:

-hiring store managers or general manager to oversee operations and make critical decisions pertaining to the day to day operations

-hiring more employees to manufacture goods

Increasing Business Size (Opening a new store, franchising, selling)

We would highlight these possible actions to increase the relative size of Village Treats:

-franchising existing business into outlets across Canada or even in close proximity

-selling stores privately or franchising them to current employees

-opening a new Village Treats location in the east end of Lanark

-focusing on most lucrative ventures (avoiding cases such as Hallmark that require large inputs and generate little income)

-pursuing online ventures like Ebay or an online store (especially around holidays)

Pursuing Sugar-Free Market (Production, Distribution, Research)

We would highlight these possible actions to implement sugar-free chocolate production:

-researching sugar-free market to foresee possible trends (look at US market for benchmarks and industry leaders in production, distribution, and marketing)

-adapting manufacturing equipment and implement sugar-free technology knowledge

-beginning marketing, production, sales, and distribution of sugar-free chocolates

-attempting to negotiate exclusive distribution and sales of sugar-free technology ingredients from American distributors
Analysis of Alternatives

Improving Human Resources (Hiring a manager/more employees)

	Advantages
	Disadvantages

	-John is able to work less and reduce stress

-John will be able to focus all his efforts on a specific area or project

-business as a whole will be much more efficient and production will increase

-managers will be able to foresee day to day operations and report back to John when he cannot be present

-managers can handle decision making on a smaller scale and alleviate John from lesser priorities

-John will be able to manage his time more effectively
	-increases operating expenses

-creates higher liability and increases sense of supervision




Increasing Business Size (Opening a new store, franchising, selling)

	Advantages
	Disadvantages

	-short and long term implementation should increase revenue

-increased reputation and market saturation

-allows Village Treats to be marketed in more diverse areas potentially

-will benefit distribution indefinitely by spreading out outlets

-selling franchises minimizes risk, allows for profit, minimizes responsibility, and increases business size


	-vastly increases operating expenses

-extremely time consuming and requires proper management

-very risky without proper research

-may lose focus of business

 and or lose its independence

-requires extensive research to minimize risk


Pursuing Sugar-Free Market (Production, Distribution, Research)

	Advantage
	Disadvantage

	-short and long term implementation should increase revenue

-potential to set the benchmark in this industry in Canada

-potential to acquire exclusive distribution

-potential national distribution and extension of Village Treats’ product line
	-vastly increases operating expenses

-equipment and methods need to be changed to facilitate production

-very large amounts of research must be conducted beforehand

-there is no current distribution of sugar-free chocolate ingredients in Canada




Decision and Justification

We believe that the most effective alternative in this situation would be to improve Village Treats’ human resources.  We have chosen this alternative because it poses the least risk, is most likely the least costly, and has the least amount of disadvantages.  We also believe that implementing this alternative should coincide with research into the other two possible alternatives.  Improving the human resources of Village Treats is necessary for facilitating any further implementations as well.  Allowing the owner, John, more time to focus on critical business actions and instead overseeing them, he will ensure maximum efficiency.  Also to be coupled with this implementation, Village Treats should conduct research on the potential market of sugar-free technology and production to gauge its benchmarks, profitability, resistance, and size in Canada.  Hiring, perhaps, one manager per store to manage day to day operations and report back to John on business dealing will be the most effective.  This approach is superior to the other alternatives for many reasons.  Firstly, although is may be financially imposing it would be the most beneficial from a cost/production point of view view.  Secondly, of the final alternatives, it involves the least risk.  Lastly, this measure will facilitate further implementations to achieve Village Treats’ goals and purpose.  We must also note that Village Treats should focus on the more lucrative ventures that it is involved in and make sure it does not waste its resources and employee effectiveness on projects that do not retain a reasonable profit.  There are also other potential markets that may have been overlooked.  The most obvious being online sales with either something like Ebay or Village Treats’ very own mailorder website.  Overall, the only disadvantages or possible problems that may arise with this recommendation would be supervising a larger staff and financing it.
Implementation

Our plan of implementation would first start with the hiring of a manager for each of the Village Treats outlets.  This would allow John to control the stores from afar and give him more time to focus on the work in the factory and the company as a whole.  Along with this implementation Village Treats would disregard any opportunities that are not lucrative such as the Hallmark contract for the production of custom orders.  John will now have much more time to research opportunities for his company.  Researching the sugar-free market and the online market for chocolates would be the first priorities.  Now with managers in place, John is increasing his longevity in the business by reducing stress and using his time to market his business effectively instead of focusing on mundane tasks.















