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1.Introduction

The Bike Lock is a Cardiff independent business combining a café with secure cycle parking, showers, lockers, co-working and meeting space. Its website presents a social-enterprise offer supporting active travel and community wellbeing (Figure 1: The Bike Lock, n.d.). I examine how this mix may create customer value, whom it appears to serve and how the experience could support sales and add value. Marketing texts frame this analysis around customer needs, segmentation and positioning (Blythe and Martin, 2019; Kotler et al., 2024b; Smith and Chartered Management Institute, 2003).
My evidence comprises a founder interview, 23 voluntary questionnaire responses, business-supplied Google Business Profile figures, a public Google review and business websites. The survey is exploratory, not representative. 

[bookmark: _Toc242801736][image: ]Figure 1. The Bike Lock, Cardiff. Source: The Bike Lock (n.d.), The Bike Lock 

2. Segmentation, Targeting and Positioning

[bookmark: _Toc242801737][bookmark: _Toc242801738]2.1. Market Segmentation 
Segmentation groups customers by needs or behaviour to guide how an organisation serves them (Dolnicar, Grün and Leisch, 2018; Kotler et al., 2024b). Here, visit’s purpose, benefits, frequency and cycling use are more informative than age alone. Niche-marketing theory helps assess a distinct cycling audience, while recognising the need to balance it with broader café demand (Weinstein and Dalgic, 2011).
The questionnaire suggests three overlapping groups. Coffee-led visitors are clearest: 15/22 selected coffee or drinks as a visit reason; four selected work/study, four meeting others and one cycling facilities. Study was also the most common reason for being in the city centre (11 mentions). Since some questions allowed multiple responses, I treat café, workspace/social and cycling needs as provisional segments, not exclusive groups (Researcher questionnaire, 2026).
[image: Forms response chart. Question title: 2. What usually brings you to Cardiff City centre? 
Select all that apply : 
. Number of responses: 23 responses.]
Figure 2: Researcher questionnaire, 2026 

[bookmark: _Toc242801739]2.2. Target Customer 
Targeting considers segment fit, attractiveness and ability to meet needs (Peterson, 2007; Dolnicar, Grün and Leisch, 2018). A café-first segment is best supported: 19/23 prioritised coffee or food quality, nine atmosphere, and seven each price and friendly service (Figure 3). Good or excellent ratings for drinks, service and atmosphere were 19/22, 18/22 and 17/22, suggesting the café meets these needs. Workspace was selected by 6/23 as a café-choice factor and 4/22 as a visit reason, cycling by 2/23 and 1/22. However, 10/15 rated cycle facilities good or excellent. The website and founder describe a broader offer, but this self-selected sample may under-represent storage users. Café quality is the clearest evidenced fit; without sales data by customer segment, relative profitability is unknown, and low cycling counts do not prove low value.
[image: Forms response chart. Question title: 6. Which factors matter most when choosing a café?

Select up to three factors: . Number of responses: 23 responses.]
Figure 3: Researcher questionnaire, 2026 

[bookmark: _Toc242801740]2.3. Buyer Persona 
The “café-first city-centre visitor” is a provisional creation based on this sample, not a profile of all customers. It reflects respondents’ priorities of coffee or food quality, atmosphere, price and friendly service. Recommendations and walking past were common discovery routes; some respondents checked menu prices. Work or study was a secondary need. Income, occupation, cycling habits and long-term loyalty were not measured, so I exclude them. The persona should be revised as further evidence becomes available (Blythe and Martin, 2019; Kotler et al., 2024a).
2.4. Positioning
Positioning concerns how a business seeks to be understood relative to alternatives (Kotler et al., 2024a; Blythe and Martin, 2019). The Bike Lock combines speciality coffee with cycle storage, showers and workspace. Coffee Barker, Uncommon Ground and Hard Lines foreground café, coffee and food offers. My comparison uses their public websites; it does not measure service quality or customer perception (Coffee Barker, n.d.; Uncommon Ground, n.d.; Hard Lines, n.d.).

	Café
	Coffee and food 
	Cycle facilities 
	Workspace

	The Bike Lock 
	Published on the website
	Secure cycle storage. Showers and lockers 
	Co-working and meeting space 

	Coffee Barker
	Published on the website
	Not specified on the public website
	Not stated on the website

	Uncommon Ground 
	Published on the website
	Not specified on the public website
	Not stated on the website

	Hard Lines 
	Published on the website
	Not specified on the public website
	Not stated on the website


Table 1: Coffee Barker, n.d.; Uncommon Ground, n.d.; Hard Lines, n.d., 2026 


Figure 4: Qualitative positioning map of The Bike Lock and selected Cardiff cafés. Source: Researcher’s analysis of publicly available business websites.

Scores in figure 4 are qualitative readings of the websites, not customer ratings: 5 means an offer is prominently described; 1 means comparable information was not identified on the pages reviewed. All four score 5 for café and food emphasis because each presents a café or coffee offer. The Bike Lock scores 5 for cycling and workspace facilities because its website lists storage, showers, lockers and workspace. A score of 1 for the other cafés does not confirm those facilities are absent. The map therefore distinguishes them mainly by the facilities described (The Bike Lock, n.d.; Coffee Barker, n.d.; Uncommon Ground, n.d.; Hard Lines, n.d.).

[bookmark: _Toc242801741]3.Buyer Behaviour and the Customer Journey 

[bookmark: _Toc242801742]3.1. Buyer Behaviour 

Consumer choice reflects needs, experience, perceived value, information and social influence (Noel, 2018; Kotler et al., 2024b). Café value includes drink quality, price, location and speed, alongside atmosphere and staff interaction. The leading survey factors align with coffee-house research linking product, service and experience with customer evaluations although studies in Korea and Malaysia cannot establish the same effects in Cardiff (Kim, Choi and Hyun, 2020; Ting and Thurasamy, 2016).
Before a visit, 7/22 checked menu prices, 5 compared cafés, 5 used social media and 3 read reviews; 4 reported no checks. Recommendations were mentioned 10 times and walking past 8 times as discovery routes. Since some selected multiple sources, these are mentions. Street visibility and digital information may both matter. Online advertising can shape consumer behaviour, but engagement is not a purchase (Gupta et al., 2024).
Good or excellent ratings were 19/22 for drinks and 18/22 for staff. Speed was lower at 14/22, and six comments mentioned waiting. This warrants investigation because delays may reduce convenience, but the survey cannot establish causation. One respondent who had not visited still rated services and gave revisit intention; I retain and flag the inconsistency. Figure 5 excludes “not previously used” ratings.
 [image: Forms response chart. Question title: 9. How would you rate the following at The Bike Lock?. Number of responses: .]
Figure 5: Good or excellent service ratings among respondents with a substantive rating. Source: Researcher questionnaire, 2026
Familiarity and routine may also influence café choice. A Korean franchise study links habits with revisit intention (Lee, 2022), while multisensory research explains how atmosphere can shape coffee experience (Spence, 2021). Neither establishes why The Bike Lock customers return. The founder’s view that positive first visits encourage repeat use should be compared with reported frequency and, if available, anonymised till evidence.


[bookmark: _Toc242801743]3.2. Customer Journey Map 
Customer journeys connect interactions before, during and after a purchase (Lemon and Verhoef, 2016). Table 2 combines questionnaire responses with the founder’s account as a provisional framework, not a universal sequence. I interpret the convenience sample cautiously and report question wording and valid response totals (Mazzocchi, 2008; Market Research Society, 2000).


	Stage 
	Customer action
	Touchpoint
	Research
	Business opportunity

	Awareness 
	Hears about or notices the café
	Recommendations, street, social media
	10 mentioned recommendations; 8 walking past; 4 social media
	Make the offer clear online and from the street

	Consideration
	Checks options before choosing
	Menu, prices, social media, reviews
	7 checked menus/prices; 5 compared cafés; 3 read reviews
	Show menu, prices and facilities clearly!


	Purchase
	Orders and interacts with staff
	Counter, staff, waiting time
	18/22 rated staff good or excellent; six comments mentioned waiting or speed
	Review waiting times, especially at busy periods

	Experience
	Uses the café or other facilities
	Drinks, atmosphere, workspace, cycle facilities



	19/22 rated drinks and 17/22 atmosphere good or excellent; 10/15 did so for cycle facilities
	Keep café strengths clear and explain the wider facilities

	After the visit
	May recommend, review or return.

	Word of mouth, Google, next visit
	20/22 reported high revisit intention; actual repeat visits were not measured
	Invite feedback and track repeat visits


Table 2: Provisional customer journey framework informed by the questionnaire and founder interview. Source: researcher’s primary research (2026).
Before arrival, recommendations and walking past were common discovery routes, while the founder identified first-time acquisition as a challenge. Clearer information may reduce uncertainty. At the service stage, six waiting-related comments justify reviewing busy periods. These are hypotheses to test, not proof that communication or process changes will increase sales.

[bookmark: _Toc242801744]4. Branding, Sales and Relationship Building 

[bookmark: _Toc242801745]4.1. Brand Identity and Customer Value 
Brand identity is what the business intends to communicate; brand image is how customers interpret it. The founder described the ethos as “Built on purpose and driven by values”, emphasising customer experience, sustainability and community wellbeing (Founder of The Bike Lock, 2026). The website grounds this in an active-travel mission and reinvested profits (The Bike Lock, n.d.). Customers must recognise this purpose and the practical offer for it to create value (Kotler et al., 2024a; Malhotra and Agarwal, 2021).
Only three respondents selected support for an independent business, compared with 19 for quality and nine for atmosphere. Purpose may differentiate the brand after core café needs are met. Consistent communication matters for small businesses with limited resources (D.E. Visuals and Insight Media, 2008; Fluhrer and Brahm, 2026). CSR research finds context-dependent links with loyalty, so claims need specific examples (Toshmirzaev et al., 2022).

[bookmark: _Toc242801746]4.2. Sales Strategy 
[bookmark: _Toc242801747]Sales may come from café purchases, cycle storage, memberships, showers and workspace hire, but available evidence does not show which generates most revenue (The Bike Lock, n.d.). In September 2026, its Google Business Profile recorded 5,779 views, 410 direction requests and 159 menu views, up 40.2%, 30.2% and 174.1% year on year. These figures show online interest, not purchases (The Bike Lock, 2026). The founder still identifies first-time acquisition as a challenge. Survey respondents most often prioritised coffee or food quality (19/23) and atmosphere (9/23), supporting the café offer as a customer priority, not proving it earns the most revenue (Researcher questionnaire, 2026).

The business could make its menu, prices, opening hours and storage or workspace details easier to find online. Test this for four weeks, comparing available profile activity and booking enquiries before and after. If records allow, check whether sales also changed; online engagement alone does not prove conversion (Gupta et al., 2024).
4.3. Relationships Building and Loyalty 
The founder identifies personalised service, staff engagement and word of mouth as strengths. In the survey, 20/22 rated revisit likelihood 4 or 5 and recommendations were a common discovery route. Yet 14/21 were first-time or less-than-monthly visitors. Intentions and recommendations do not prove repeat purchasing. Coffee-shop research links service encounters and experience with loyalty, but its context and sample limit transfer (Rashid, Nika and Thomas, 2021).
One public five-star review called the atmosphere “warm and welcoming”, praised staff and coffee, and described the space as suitable for work. The owner replied that “to care” is a business value (Google reviewer, 2026). This echoes the interview and survey, but a single self-selected review cannot represent typical experience or prove loyalty. The reviewer’s name is withheld in order to protect privacy.
Relationship marketing centres on continuing value and trust (Malhotra and Agarwal, 2021; Smith and Chartered Management Institute, 2003). Maintaining friendly service and reviewing waiting time are better supported than launching an untested reward scheme. If till records allow, the business could examine anonymised repeat visits and compare actual behaviour with satisfaction and intention (Kotler et al., 2024a).
I combined a semi-structured interview, QR-linked voluntary questionnaire, public websites, a Google review and business-supplied profile figures. Closed responses are counts by valid answer total; open comments are grouped into themes. I include no timestamps or identifying customer details. Comparing these sources broadens the evidence but does not remove sampling bias.
The 23 respondents were self-selected; some answers were blank and several exceeded selection limits. Some selected multiple discovery sources. One stated non-visitor supplied ratings and a revisit score. I flag these issues and use item-specific denominators. The findings cannot represent all customers, establish causation, prove conversion or measure retention. The interview it is from owner’s perspective, the review is self-selected, websites show published claims only.
[bookmark: _Toc242801748]5. Conclusion 
The strongest evidence points to café customers prioritising product quality, atmosphere, price and friendly service. The Bike Lock’s secure cycle facilities and workspace provide a distinct published position, but only a small number of questionnaire respondents selected cycling facilities as a visit reason or café-choice factor. It’s social purpose and personal service may strengthen the offer, although customer recognition and long-term loyalty require further evidence.
I recommend first clarifying the combined offer before arrival, then reviewing waiting time and checking whether customers notice the changes. This responds to the founder’s concern about first visits, customers’ reported information searches and six comments about speed or waiting. The questionnaire ratings and Google profile activity provide useful indicators, but neither measures actual purchases nor repeat visits. The overall judgement is therefore that The Bike Lock appears to differentiate itself through a wider service mix, while the café experience remains the clearest demonstrated source of customer value in this sample.
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7. Appendices 
Appendix A: Researcher Questionnaire 
What is your age group? 23 responses
	Value
	
	Count

	18-24
	
	2

	25-34
	
	8

	35-44
	
	7

	45-54
	
	6

	55-64
	
	0

	65+
	
	0

	Prefer not to say
	
	0


2. What usually brings you to Cardiff City centre? 
Select all that apply: 23 responses
	Value
	Count

	Work
	5

	Study
	11

	Live locally
	7

	Shopping or leisure
	7

	Visiting Cardiff
	3


3. How often do you visit The Bike Lock?
	Value
	Count

	
	

	This was my first visit
	7

	Less than once a month
	7

	Monthly
	1

	Weekly
	3

	Several times a week
	3


4. How did you first hear about The Bike Lock?

	Value
	Count

	Walked past
	8

	Social media
	4

	Friends or family recommended
	10

	Events/ Cycling groups
	2

	University
	1

	
	1

	Haven’t heard of it
	1


5. What are your main reasons for visiting?
Select up to two reasons: 
	Value
	Count

	Coffee or drinks
	15

	Food
	2

	Meeting others
	4

	Working or studying
	4

	Cycling facilities
	1

	Attending an event
	0

	I did not visit yet
	1


6. Which factors matter most when choosing a café?
	Value
	Count

	Coffee or food quality
	19

	Price
	7

	Location
	4

	Friendly service
	7

	Atmosphere
	9

	Space to work/ study
	6

	Supporting an independent business
	3

	Cycling facilities
	2


7. Before your most recent visit, which of these did you do?
Select all that apply:
	Value
	Count

	Checked the menu prices/ options
	7

	Read online reviews
	3

	Looked at social media
	5

	Compared with other cafes
	5

	None of the above
	4

	I like to try new places and come back to the places I like it
	1


8. If The Bike Lock were unavailable, where would you most likely go instead?
Name a café or describe another option: 
	Value
	Count

	200 degrees
	1

	BRU COFFEE
	1

	Costa
	3

	Costa Coffee / Starbucks
	1

	Costa, KFC, Starbucks
	1

	Costa/ Bru Coffee / Fluffy Muffy cafe
	1

	Ford Cafe
	1

	Greggs
	1

	Greg’s
	2

	Hard line cafe
	1

	Home
	1

	Nearest coffee shop
	1

	Some other coffee shop
	1

	Starbucks
	2

	n/a
	2


9. How would you rate the following at The Bike Lock?

	
	Very poor
	Poor
	Average
	Good
	Excellent
	Not previously used

	Coffee or drinks
	1
	0
	2
	10
	9
	1

	Food
	1
	0
	4
	9
	4
	4

	Value for money
	1
	0
	5
	10
	6
	1

	Staff services
	1
	0
	3
	9
	9
	1

	Atmosphere
	1
	0
	4
	10
	7
	1

	Speed of service
	1
	1
	6
	11
	3
	1

	Cycling facilities
	1
	0
	4
	8
	2
	7


10. How likely are you to visit again? 

	Value
	Count

	1
	0

	2
	0

	3
	2

	4
	7

	5
	13


11. In a few words, what makes The Bike Lock stand out to you, if anything?
17 responses
Offers bike storage and facilities such as showers and meeting rooms which is good for working people as myself that has to travel from home to work
The quality
Cozy cafe, I like the vibe :)
Amazing
Good coffee
The staff friendliness and the good coffee x
Good overall
Nice atmosphere, better service, quality product.
The staff friendliness and good service
Amazing service.
Quality of the coffee
The cafe is cozy and offers Wi-Fi for study, coffee is really good and they also have nice cakes.
Reviews
The quality of coffee
n/a
The facility
Is a lovely place.
12. What, if anything, could improve your experience?
17 responses
Nothing
Be a bit faster
A faster service
Noting really
Better customer service
Faster service
Na
Need more trained stuff.
A speedier service
Please stay the same.
Waiting time, it's too long
[bookmark: _Toc242801751]8. AI Statement 
I confirm that I have not presented any AI generated text as my own work. I confirm I have copies of my drafts, notes, and other resources I used before, and after the use of AI tools which I may be asked to provide in evidence.


The Bike Lock and local café competitors

Y-values	5	5	5	5	5	1	1	1	Café and food emphasis


Cycling and workspace facilities described
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