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[bookmark: _Toc30004610]Executive Summary
Heshengtang Mall Co., Ltd. is a joint stock limited liability company, located in Xiangxi Autonomous Prefecture, Jishou, Hunan Province, China which is a departments stores selling several products including clothing, daily necessities, household appliances, gold and silver jewelry, leather products, etc., in which clothing sales are its major source of operating income. This business case is based on the current fierce market competition of online shopping stores and local competitors. The desired aims of Heshengtang Mall are to provide better services for customers and increase 5% sales volume. After analyzing both external and internal environment of Heshengtang Mall, this report comes up with several executable plans to help Heshengtang increase competitive advantages, including employees’ training, feedback and complaints system, establishment of smoking rooms, floor layout improvement, increasing customer resting benches, and installation of new payment machines. The cost of this project is affordable and reasonable with the investment of suppliers. All these actions should implement under the control of KPIs to make sure the process and budget are monitored. Although this project can be implemented, the final 5% increase of sales volume is not easy to come true only by these measures. Therefore, there are some recommendations for Heshengtang Mall to improve its performance, for example, introduce new brands based on customers’ preference, adjust existed brands after doing questionnaires about customer satisfaction, design more attractive marketing campaigns, etc.


[bookmark: _Toc30004611]Project Description with Business Case
Heshengtang Mall Co., Ltd. is a joint stock limited liability company, located in Xiangxi Autonomous Prefecture, Jishou, Hunan Province, China. It was established on November 22, 2006, covering an area of 20,000 square meters, and it is engaged in all kinds of sales including clothing, daily necessities, household appliances, gold and silver jewelry, leather products, etc., in which clothing sales are its major source of operating income. Since its establishment, Heshengtang has always adhered to the business tenet of ‘building a city with excellent products and putting service first’. With the modern shopping malls’ ‘unified management’ mode, all departments have coordinated to operate the company with high efficiency and quality. 
[bookmark: _Toc30004612]Project
The project of Heshengtang aims to train employees to provide better service for customers, to improve the consumers’ purchasing experience and provide high quality service with comprehensive consumers feedback system, to increase consumers’ flow rate in the shopping mall even though they do not have the desire to buy something and to increase sales volume by 5% though the detailed financial data. All these objectives can be achieved by several measures such as updating payment methods, improving customers’ feedback and complaints system, redecorating shopping mall’s style, increasing customer resting lounge and smoking room and redeveloping stores’ location. 
[bookmark: _Toc30004613]Necessities
Since Heshengtang Mall is a customer-oriented shopping mall, it pays more attention to customer service and experience. Nowadays, companies are not just selling products to their customers, but providing good service and experience for consumers to improve customer loyalty. While customer loyalty is not only their attitude to goods and services but also their behaviours about repeating purchase products and enjoy services. (Dick and Basu, 1994) According to Pine and Gilmore, there is no two people in the world have the same experience (1998) which means that Heshengtang should try its best to provide pleasant personal purchasing experience to enhance customer loyalty. Based on the current fierce market competition, improving customer service cannot be underestimated. Nowadays, there are more and more online shopping stores which caused intensified competition for traditional shopping mall and Heshengtang cannot immune from this challenge either. About 10 years ago, only 3% Chinese people were shopping online, however, there was an internet boom in China and the online economy is approaching $400 million. (Jobber and Elis-Chadwick, 2019) It indicates that traditional shopping malls are facing fierce challenges to keep a foothold in today’s market. Besides the online competition, the offline competitors are another challenge for Heshengtang. Companies which is market-orientated should not only focus on their customers, but also do lot of researches for their competitors and brands to figure out others strength, weakness, managing patterns and operating strategies. (Jobber and Elis-Chadwick, 2019) After analyzing the index achievement of selling products in different floors (see the form below), the first floor and third floor showed a negative growth trend compared with the same time of the year before, so Heshengtang should give priority to the development of first and third floors to witness a better performance.
	
	1F
	2F
	3F
	4F
	5F

	Sales Targets (yuan)
	¥27130000
	¥17330000
	¥25850000
	¥16520000
	¥3370000

	Actual Sales(yuan)
	¥32007000
	¥17575400
	¥24886100
	¥19763500
	¥4447600

	Completion Rates
	117.98%
	101.42%
	96.27%
	119.63%
	131.98%

	Value Year Ago (yuan) 
	¥32669100
	¥16802600
	¥26236900
	¥15981600
	¥256300

	Year-on-year Rates
	-2.03%
	4.60%
	-5.15%
	23.66%
	1635.31%


Women's shoes were affected by the environment and homogeneous distribution. 3F's performance decreased year on year due to the decline of key women's wear sales volume and the split of market share. (Source from Heshengtang Mall internal data) Hence, it is necessary for Heshengtang Mall to make some changes.
[bookmark: _Toc30004614]Benefits
If Heshengtang can achieve the project aim, it will absolutely enhance competitiveness among several shopping malls and increase the market share. Although the online shopping is still growing stronger, the traditional shopping style will be steadied, and the shopping choice for consumers will be increased with better purchasing experience. At the same time, the sales volume can be increased by 5% as expected. That means good service can give benefits for the ‘triple bottom line’ – customer, staff and organisation as well. (Johnston, Clark and Shulver, 2012) For its customer, better service will make them happy and satisfied so that they will purchase more to have a chance to receive a higher level of service. (Johnston, Clark and Shulver, 2012) Then it is better for staff, the high-quality service will make the staff feel easier to deal with customers’ demand since the customers are satisfied and easy-going. (Johnston, Clark and Shulver, 2012) Moreover, it is beneficial to organisation itself. Customers who are satisfied and receive value from service are more likely to repurchase and deliver supportive public praise and give recommendation for the organisation and service to others, hence more revenue will be generated, and competitive advantages can be boosted. (Johnston, Clark and Shulver, 2012) After seeing all these benefits, Heshengtang needs to take actions quickly to achieve the expected goals.
[bookmark: _Toc30004615]Environmental Analysis
In the early stage of project process, the organisation needs to analyze the organisation’s current situation both outside and inside which can be completed through environmental scanning and analysis so that to adjust its practices and process to make full use of existing opportunities and minimize possible threats. (Burk Wood, 2017) Hence, this environmental analysis expands from three aspects including external audit, internal audit and SWOT analysis which combines outer and inner factors. 
[bookmark: _Toc30004616]External Audit - PESTEL Analysis
[bookmark: _Toc30004617]Political and legal forces
Marketing planning will be affected by political and legal forces, which regulate the rules by which organisation is conducted. (Fahy and Jobber, 2015) With the expansion of city, plans are being drawn up to build economic development zone in Jishou by the local government. Based on the City Comprehensive Planning in Jishou, Qiannan district mainly develops large-scale cultural and educational centers, sports centers and it also constructs supporting living and public service facilities. (Jishou Government, 2017) Meanwhile, the new high-speed railway route is going to cover the economic development zone and the railway station will be an important place when new business entries select the site. (Jishou Government, 2019) After proposing the planning, more and more shopping centers, residential zones, and even schools will site in new district which means the population in the old city will possibly decrease. Heshengtang is in the CBD (Central Business District) of old town enjoying a superior geographic location, but with the city’s progress, the center may be changed in the future.
[bookmark: _Toc30004618]Economic forces
The economic environment will absolutely impact the company’s success, so it is significant for companies to recognize economic influences that are related and to monitor them. (Fahy and Jobber, 2015) 
In the first quarter, the main economic indicators of Jishou had been in full swing. The city’s GDP was expected to reach 2.672 billion yuan, a year-on-year increase of 11.6%, ranking first in eight counties and cities in the prefecture. Among them, the added value of the primary industry reached 103 million yuan, an increase of 2.2%; the secondary industry up to 632 million yuan, a rise of 13.0%; the tertiary industry reached 1.937 billion yuan, a growth of 11.7%. (Jishou Government, 2017) In the whole year of 2017, the consumer price of residents in Jishou increased by 0.9% over the previous year, and the eight categories of commodities showed a pattern of seven increase and one decrease, among which the increase included clothing, housing, daily necessities and services, transportation and communication, education and entertainment, medical care and other supplies, while the increase of clothing was highest, up by 2.9%. (Hunan Provincial Bureau of Statistics, 2018) The economic operation of Jishou continues to grow, maintaining a steady and positive trend, and the standard of people’s living is improved at the same time. The optimistic momentum of economic development can lay a good foundation for Heshengtang Mall. 
[bookmark: _Hlk29833232]However, it should not be ignored that good economic development can also help new entries spring up and many existing retails set up new plan to keep pace with the development. The competition among several stores in the old urban area is fierce. They are reorganizing structures, business states and category advantages, highlighting the differentiation and amplifying advantages to stabilize and expand the market volume. For example, the competitive categories of young fashion and experiential entertainment are expanding in Bubugao Shopping Mall, and the external investment management team of Yuehecheng Mall is renaming, reorganizing and differentiating its market. (Source from Heshengtang Mall internal files)
[bookmark: _Toc30004619]Social forces
When it comes to social environment, two major parts need to be considered which are demographics and cultural factors. (Fahy and Jobber, 2015) 
At the end of 2017, the total registered population of the city was 309,900, an increase of 2.04% over the previous year, and the permanent population is 257,000, and the urbanization rate was 73.91%, a rise of 0.65%; the birth rate of Jishou was 15.9‰, an increase of 2.46‰. (Xiangxi Autonomous Prefecture Bureau of Statistics, 2018) The increase of population means there will be more potential customers in Jishou.  
[bookmark: _Hlk29920923][bookmark: _Hlk29920940]Cultural forces contain expectations, health awareness, cultural norms, lifestyles, interests, purchasing hobbies and so on. (Richardson, James and Kelley, 2015) Nowadays, many young consumers are enjoying buying products online instead of shopping in stores and they would like to choose something that have celebrity endorsements. Half of customers plan to purchase what they want in stores, while most people utilize online shopping as well; according to a recent study by Shopkick, 84 per cent plan to use their mobile phone to do research, find deals and coupons, compare prices with Internet and read product comments before buying it in stores. (Schultz, 2019) Under such situations, Heshengtang should adapt to changing circumstances with new marketing plans. 
[bookmark: _Toc30004620]Technological forces
[bookmark: _Hlk29920961]As the data mentioned above, technological development witnesses the emergence and development of Internet which is a challenge for retails, but it can also be a good chance for them. Technologies provide great convenience for shopping malls such as electronic cash registers to manage money after selling and promotions through website to get more customers. (Frue, 2018) At the same time, ways of payment have been improved, for example, paying by credit card, by telephone, and even by customers’ face. Keeping pace with technological development means that the company is able to adapt to market changes quickly. Therefore, Heshengtang Mall should take technological forces into consideration to update itself.
[bookmark: _Toc30004621]Ecological forces
One of the most significant changes of ecological forces is that people’s environmental consciousness has been enhanced. Customers these days are more likely to choose products and brands that are more ecologically friendly. (Burk Wood, 2017) Both the outside environment and inside environment have an impact on customers. As for the outside environment, nowadays environmental-friendly companies are attractive to consumers for its sense of responsibility. And the inner environmental issues should not be ignored either since customers are enjoying a pleasant shopping experience and employees want to a safe working place. (Frue, 2018) Heshengtang Mall should redecorate and build additional facilities to provide better shopping circumstance such as the smoking rooms and customer lounges. 
[bookmark: _Toc30004622]Internal Audit
The internal audit of organisation is also known as the microenvironment analysis, which comprises of participants in the company’s current environment that affect its abilities to operate effectively in its selected markets. (Jobber and Elis-Chadwick, 2019) The main actors are customers, competitors and suppliers. 
[bookmark: _Toc30004623]Customers
[bookmark: _Hlk29921006]A customer, the core of every shopping mall, is an individual group or group of individuals to whom you supply products or service, and in return, you will be paid or compensated for your providing through a third party who may also be your customer. (Smith, 2004) 
	
	Expected Index
	Actual Visiting Num.
	Previous Visiting Num.
	Increasing Num.
	Increasing Rate

	Customer Num.
	592500
	594500
	550700
	43800
	7.95%

	Membership
	13330
	16662
	12651
	4011
	32.54%


(Source from Heshengtang Mall internal data)
The completion rate of customer visiting number and membership were 100.34% and 124.99% respectively, which means that the membership number in Heshengtang was increasing rapidly and it could attract more customers to go inside and have a look. 
[bookmark: _Toc30004624]Competitors
With the rapid development in Jishou, there are more competitors and some of them are new entries with advanced technology and management theories which caused great pressure for Heshengtang Mall. The competitive categories of young fashion and experiential entertainment are expanding in Bubugao Shopping Mall, and the external investment management team of Yuehecheng Mall is renaming, reorganizing and differentiating its market. A new time square surrounding Macalline is building covering 22 m2 which may lead Jishou retail market focus and development direction shift to the new district. (Source from Heshengtang Mall internal files)
[bookmark: _Toc30004625]Suppliers
Besides brand suppliers and products suppliers, there are many suppliers closely related to Heshengtang Mall, such as energy suppliers. Increase of supply cost will absolutely make the cost upsurge. During the summer, one of the major expenditures is electricity because in order to be a cool shopping place for customers Heshengtang Mall’s air conditioning keeps working. Moreover, with the brand suppliers, Heshengtang Mall should maintain a friendly relationship with them to give beneficial to the shopping mall’s operation.
[bookmark: _Toc30004626]SWOT Analysis
After analyzing the environment externally and internally, the final review is the production of SWOT summary. A SWOT summary combines the internal analysis of strengths and weaknesses and the external analysis of opportunities and threats. (Richardson, James and Kelley, 2015) 
The below is Heshengtang Mall’s SWOT analysis based on some files from company’s internal department.
	Strengths
· Good reputations in the local city with more than 13 years history to win customers’ appreciations
· In the central business district of the old city where is still the current major population center
· Holding the concept of “customer service first” to provide better service than competitors and online stores
· A wide variety of brands from luxury and international brands to simple brand with lower price to meet each class needs
·  A good relationship with local government and many organisations
· Customer feedback and complaints system
	Weaknesses
· Small scale compared with current new shopping malls
· Located in the old town 
· A limited development momentum compared with new economic development district
· Limitations of property conditions on the introduction of new formats
· Old infrastructures 
· Limited place to hold mega-event
· Hard to transform from traditional shopping mall to modern mall
· No customers’ resting areas
· No smoking rooms for people in need

	Opportunities
· Improved living standards of people
· Advanced payment machines
· Technology development
· Many shopping carnivals, such as ‘China’s Doubt Eleven’
· Customized shopping experience
· Comprehensive feedback system and complaints system
· Current popular brands
· Urbanization brings more customers into city
	Threats
· The rise of new entries 
· The increase of rent, labour cost and property management expenditures
· Government Qiannan Development district and new economic district
· The shift of shopping center to new district in the future
· Prosperous online shopping, such as Alibaba and JDcom 
· Approaching saturated market



[bookmark: _Toc30004627]Operational Requirements
With the full analysis both from outside and inside of Heshengtang Mall, five improvement approaches are needed and settled that are: 
1) Employees’ training to elevated service quality
2) Payment machine installation
3) Electronic feedback link
4) Smoking room 
5) Stores’ layout changes in first and third floor
6) Customers’ resting benches
In order to ensure the projects in Heshengtang Mall can be operated successfully and on time, here is the projects details and schedules.  
	Action Description
	Begin Date
	Due Date
	Resource Required
	Outcome

	To hold a meeting to make the aims and objectives clear for related administrators and managers and to explain the significance of the project and benefits after implementing
	20/01/2020
	20/01/2020
	Managers of major departments are required: Merchants Department, Operation Department, Planning Department, Customer Service Department, Purchasing Department, Administration Department and Financial Department.
	Staffs will understand the project completely and know the objectives well.

	To estimate the whole funds for decorating and purchasing
	21/01/2020
	21/01/2020
	Financial Department; available funds; Heshengtang Mall's incomes and expenditures
	Estimate how much funds the projects need and know the price positioning of procurement

	To hold a weekly meeting for employees to train them for better service and smiling service
	27/01/2020
	01/06/2020
	Customer Service Department and Operation Department
	Five months training in every week makes employees provide better service and makes customers enjoy wonderful shopping experience.

	To investigate the first and third floor layout and to adjust the layout of clothing stores and exchange the place of stores between one best sale and one poor sale
	03/02/2020
	31/03/2020
	Planning Department, Operation Department, Purchasing Department, Financial Department; furniture market
	With a better stores' layout in the first and third floor, brands which are declining its performance because of locating in the bleak corner will get well.

	To know the advanced pattern of payment, then to purchase four new Ali paying by face machine
	03/02/2020
	14/02/2020
	Operation Department and Purchasing Department; research for payment machines; Alibaba
	Suitable suppliers of payment machine can be found to cut the purchasing cost.

	To purchase 15 customers’ resting benches
	03/02/2020
	07/02/2020
	Purchasing Department, Customer Service Department; furniture market
	Provide resting areas for customers to get better shopping environment and better word of mouth

	To install one payment machine in each floor from first to fourth
	17/02/2020
	21/02/2020
	Installation personnel; Technology Department, Operation Department
	New machines come into service for customers to have a quick and convenient payment way

	To provide electronic receipts with the link of complaints and feedback (See appendix)
	17/02/2020
	21/02/2020
	Technology Department, Planning Department
	Customers are easy to tell us what they want and need, and what they want to complain about the service or products, so that Heshengtang Mall can be close with consumers.

	To build two smoking rooms in the second and third floor each covering 6 m2; buy 8 benches and 8 ashtrays and transparent glass door
	06/04/2020
	30/04/2020
	Installation personnel; Technology Department, Operation Department, Financial Department, Purchasing Department; furniture market
	Providing healthy environment for customers without smoking

	To compare the previous sales volume with the current one to witness the 5% increase 
	31/12/2020
	31/12/2020
	Operation Department, Financial Department, Administration Department 
	Hope to witness 5% increase of sales volume after taking these actions


Notes:
· Four payment machines in each floor from first to fourth. It is unnecessary to install a new payment machine in fifth floor because the sales volume in this floor is relatively less than another floor through the annual sales report. Hence only four payment machines can also cut the cost for purchasing.
· [bookmark: _Hlk29921036]The layout changes should be completed before the spring is coming and weather gets warm, because spring and summer are good seasons to improve performance with more people are going out to shopping. (Fung Business Intelligence Centre, 2014) During the exchanges of different seasons, Heshengtang will see in the shopping rush. 
· [bookmark: _Hlk29921042]Nowadays, there are many regulations to ban smoking so indoor public places and workplaces, public transport and necessary outdoor places will be fully smoke-free in China. (Chinese Government, 2019) The second floor is selling men’s wear where will gather a lot of male customers and the third floor is selling women’s wear where many men are waiting here for females. Therefore, if there are smoking rooms for them, they will be more patient and give ladies more time to shop.
[bookmark: _GoBack]The evaluation of performance against standards can be measured under the guidance of KPIs which refers to Key Performance Indicators. In several respects such as customer, marketing and sales, employee, finance and social responsibility, KPIs can be applied. (Marr, 2012) Hence, all actions should be controlled by the KPIs to make sure the process of project.
[bookmark: _Toc30004628]Financial Projects
[bookmark: _Hlk29978121]With the estimation of project budget, some details have been listed in the form below. All the purchasing price are consulting price from the procurement of 1688.com Alibaba Group (2019), local furniture market and local labour market. 
	Project Budget (yuan)

	No.
	Items
	Number
	Price
	Adjustment

	1
	Payment machines
	4
	¥7,996.00
	-¥6400

	2
	Benches
	23
	¥4,140.00
	

	3
	Ashtrays
	8
	¥544.00
	

	4
	Transparent glass doors
	2
	¥3,750.00
	

	5
	Relocated stores materials
	4
	¥320,000.00
	Suppliers

	6
	Machine installers
	4
	¥2,000.00
	

	7
	Relocation workers
	20
	¥160,000.00
	

	8
	Electronic link designer
	1
	¥1,000.00
	

	Total
	
	
	¥499,430.00
	


[bookmark: _Hlk29980827]This is just the budget for the project, and it may be changed on the process of implementing, so Heshengtang Mall is going to reserve some budget for adjustment. The cost for relocating stores can be cut since the suppliers of bad sale store will finance the project, therefore the total cost is affordable. Meanwhile, the payment machine from Alibaba’s Alipay has beneficial to companies that is every payment by customers can get 0.7 yuan return money and the maximum of returning is 1600 yuan each machine lasting five months, which means 572 payments in each machine per month can win the money back so it can cut cost about 6400 yuan. (Alipay, 2019) The cost is reasonable and affordable so it may reach the break even quickly with better experience for customers.
[bookmark: _Toc30004629]Recommendations and Findings
Based on the previous analysis, this project can be implemented successfully with the KPIs project controls. It is not difficult to find that cost of this project is reasonable and affordable, and it is expected to reach the break even soon with better service and floor layout. The major objective of this project is to provide better shopping experience for consumers so the training for employees is vital and the feedback and complaints systems should be highly regarded. After accomplishing these projects, Heshengtang Mall can witness several pleasant results that are listed below.
· It will enjoy a high reputation in the local city for its excellent customer service. Consumers’ complaints will be put into first place and Heshengtang Mall can know what they like and dislike from these comments.
· After installing new payment machines, it will be more convenient for customers who will spend less time for queuing which can also provide better shopping experience for them.
· With the improved floor layout in the first and third floor, brands that have bad performance before can take full advantages of good location to catch customers eyes and gain their favors.
· Smoking rooms are complied with smoking regulations in China and good to the environment of shopping mall.
· Trained employees are the impetus for the development of Heshengtang Mall and the key point of this project as well.
Although this project can be put into practice, the final 5% increase of sales volume is not easy to come true only by these measures. Therefore, Heshengtang Mall should do further research to improve its performance, for example, introduce new brands based on customers’ preference, adjust existed brands after doing questionnaires about customer satisfaction, design more attractive marketing campaigns, etc. 
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[bookmark: _Toc30004631]Appendix
Suggested Feedback and Complaints Form
1. How old are you?
15-25

26-35
36-45
46 +

2. Did you satisfy with the service today?
Yes      No (Reasons: _____________)

3. Did you like paying by face?
4. Yes      No (Reasons: _____________)

4. Do you have any comments or complaints for us? (Useful comments or complaints will win doubt points)
5. Yes (____________________) No
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