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Abstract: By determining critical success factors (CSFs), this study intends to identify indicators
and offer suggestions for existing owners or operators to improve their critical works in business
management, as well as for newcomers interested in investing or studying the chain business. To
achieve the purpose of this study, document analysis, expert interviews, and the Delphi technique
were used to verify that there are five-dimension indicators to explore the CSFs for tea drink chains.
The critical success items in this study are as follows: (1) Regarding “brand image management”, the
most critical factors unanimously agreed by the professionals are the certification of raw materials and
the guarantee of food safety, which are mainly affected by the recent food safety crisis. (2) Regarding
“quality and cost control”, the sub-items of raw material supplier’s stability and timeliness are the
most important factors. (3) Regarding the “location of business”, the most important factors are the
sub-items of visibility, convergence of people flow, and the structural consumption characteristics of
the population in the area. Although these are not considered to be the most important factors in
the questionnaires by professionals, the professors considered these sub-items to be the most critical
factors in the dimension and should provide valuable references for CSFs. (4) Regarding “personnel
training and customer satisfaction”, the sub-item of maintaining hygiene in shop fronts is the most
important critical factor, followed by the attitude and affinity of the staff, as well as their clothing,
appearance, and cleanliness. (5) Regarding the “marketing mode and promotion mode”, the two
important sub-items include new product tasting and the irregular launch of new seasonal products.

Keywords: business performance; Delphi technique; critical success factors

1. Introduction

Mainly well-known for hand-held drinks such as the innovative “Bubble Tea”, the
business mode of tea drink chains [1,2] is very popular in Taiwan. Bustinza et al. [3]
proposed a Business to Consumer (B2C) perspective. As they offer varied tastes, the drinks
are highly popular among young people. Requiring minimal technique and having been
eliminated and screened in the completely competitive market, in order for tea drink chains
to expand continuously, they must have their own critical success factors (CSFs) [4,5] and
operational mode. Critical success factors are those aspects that must be well-managed
in order to achieve success. The results could guide managers in the implementation of
effective key success factors in an effort to mitigate management problems in a very com-
petitive sector [6]. Despite the continuous spread of COVID-19, some business operators
continuously expand their investment to open franchised chain stores and even set up
branches in Japan, Korea, European countries, and the U.S. [7]. The factors that are unique
and critical in their businesses are worth exploring. As the tea drink chains often introduce
new, fresh, customized, and innovative hand-held products to enhance their brand image,
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this study aims to explore the CSFs for the growth of tea drink chain companies. It also
intends to discuss the CSFs [8] that enhance the brand image and the performance of
franchised chains to generate higher profits.

In addition to business innovation, this study explored the CSFs for tea drink chains
to achieve continuous development and expand their business scale. The CSFs identified
by this study can provide reference for business operators or managers to rethink how
to improve the critical works in management [9] and provide referential indicators and
suggestions for future studies. Regarding the research methods, in addition to consult-
ing relevant professors and conducting in-depth interviews with the business operators
and managers of many well-known tea drink chain companies, this study summarized
the valuable experiences and opinions of scholars and experts and adopted the Delphi
Technique [10] to analyze the possible CSFs.

The IIBA [11] proposed guidance to identify business analysis knowledge areas that
are generally recognized and accepted as good practice. Business analysis is a set of tasks,
knowledge, and techniques required to identify business needs and determine solutions to
business problems. Solutions often include a systems development component.

Petrillo et al. [12] proposed an Agile Reengineering Performance Model (ARPM)
to serve as a valuable tool to facilitate a successful business process design with project
management and intends to assist companies with their operate projects of transferring and
optimizing production lines. They built a theoretical and practical framework to support the
decision-making process in order to help companies optimize the reengineering production
processes and improve management costs.

Tea culture is an essential part of Chinese tradition culture. Consumers have long
established traditions of drinking tea and have developed a unique lifestyle based on the
consumption of tea [13]. The tea culture among modern Chinese consumers particularly
is shifting into an industry that is similar to that in other countries, especially Western
countries, but with a broader offering of upscale and gourmet tea drinks. China’s time-
honored tradition of drinking tea is in transition from drinking traditional tea drinks, which
focus on the taste of tea leaves, to a new style of tea drink. Furthermore, Chinese consumers’
tea-drinking habits are changing. Some younger consumers now perceive tea drinking not
as a time-consuming tradition but as part of a cool and modern lifestyle [14]. The new-style
tea drink is a large and growing market and as such has garnered considerable attention
from entrepreneurs, investors, and chain outlet operators [15].

The tea drink chains have promising opportunities for producing in developing
countries. Yet intense competition and low margins in some parts of the market make it
all the more important for tea-producing countries to upgrade their position in tea drink
chains as a means to stay competitive and reap development benefits [16,17].

The scope of this study covers the tea drink chains in different areas of Taiwan [18],
which are all well-known brands with headquarters in Taiwan and with at least 10 stores.
The interviewees were either the franchise chain owners or the practical managers. By using
literature discussion, an in-depth questionnaire survey, and expert interviews, this study
analyzed and summarized the CSFs of the tea drink chains. In addition to innovation, a
successful tea drink chain should be able to continuously improve and develop its business
scope and expand its franchise scale and critical success factors (CSF), which is the topic of
this study.

The tea-drinking history of Taiwan is long and people have been busy with the
improvement of living standards in the past years. The number of people who eat outside
is increasing gradually. The demand for tea cannot be ignored; it is not a slogan to drink
a cup of the beverage every day. The amount of tea-drinking chain shops opening is
increasing in order to obtain the market. To understand how to obtain a place in the market
and uncover what the key critical success factors are, this study used dimensions from
previous research, used questionnaires with specialists and managers, and used the Delphi
technique method.
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2. Literature Review
2.1. Chain Business Model

After determining the study topic, this study collected the websites and webpages
of relevant topics of what consumers tell waiters: Give me a latte and add some boba
in, please. In more and more franchise stores, bubble milk tea has gained popularity; it
has spread in Europe and the United States, and even entered the Middle East, and is
now all over the world. Experts reached a consensus on tea drink chains about the rela-
tions between dimensions and guidelines by using the modified Delphi method. Finally,
the contents of the questionnaire of the analytic network process (ANP) were confirmed
using modified dimensions and guidelines. The experts then assessed the relative signifi-
cance of the dimensions and the guidelines, referring to existing studies, that positively
impact: (1) “brand loyalty”, (2) “perceived quality/leadership” and (3) “brand associa-
tion/differentiation” [19]. The conducted analysis, discussion of relevant interviews and
reports, and related documents and records were collected.

A chain business model reflects that an enterprise creates, delivers, and captures
values in concert with transaction partners [20]. Choosing the right business model helps
a firm manage resources to deliver the best value to its customers, in terms of enterprise
content, structure, and governance of transactions [21,22].

The drink chain business model is in a preliminary stage. On reflection of the lack
of clarity of this concept, Benson-Rea et al. [23] investigated and believed that multiple
business models coexist in the drink chain. Huemer [24] points out that different drink
chains use different business models. Trkman et al. [25] indicated that a drink chain should
use one business model. Combining the results of the above scholars and the connotation
of the drink chain, such that the drink chain business model consists of the entire drink
chain of each enterprise business model to meet the end customer’s demand and the drink
chain as a whole on how to integrate resources to meet these needs and generate profits.

The chain business model is a system of multiple components, such as value proposi-
tion, products and services, and value networks [26]. The business model’s focus is a value
proposition allowing stakeholders to create values in consideration of external and internal
needs, for example, the environment, social, customers, shareholders, and suppliers. The
interaction of factors enables each node in a drink chain to enhance flexibility and sustain-
ability by adapting internal processes, providing products, improving employee skills, and
appropriately linking them to external activities of the partners and customers [27–29].

2.2. Business Performance

Business performance management is the best known way of realizing and achieving
the alignment of strategy and effective approach for excellent strategic execution, but its
implementation is very challenging for many enterprises. Many enterprises lay more
emphasis on the financial aspect of business performance management, forgetting there
are more areas to be improved to achieve the execution and deployment of strategic goals.
Ariyachandra and Frolick [30] described the main critical success factor for the success of
the implementation of business performance.

A very strong support is required from the top management team in realizing a
successful business performance for many enterprises and this is also supported by. In
addition, some enterprises utilize a group of dedicated individuals or a key performance
index (KPI) team to achieve the business process skills, while other enterprises make use
of a business analyst who already has a sound understanding of the company business
processes [31].

Understanding and enhancing customer involvement and communication in business
performance management can also aid effective communication within the enterprise,
which will also lead to better enterprise performance in facing the challenges of the current
competitive market [32,33]. Reich and Benbasat [34] described that effective communica-
tion, which resulted from the integration of the IT and business processes, eventually led
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to a shared common understanding and a clear direction for alignment of the enterprise
business strategic initiative.

The concept of IoT is based on the installation of a virtual platform that—through
Radio Frequency Identification (RFID) tags, bar codes, wireless sensors (WS), and smart
devices—combines all the data on production and service operations within the supply
chain [35]. In this way, the need for physical contact is reduced and the system itself detects
shortages, increased demand, stock position, and promptly sends signals to the downward
members of the supply chain. This type of networking is especially emphasized in FMCG
due to large daily fluctuations on the side of supply and demand. In the restaurant
sector, geographic location is relevant for market segmentation, as customers value various
attributes differently depending on store locations [36].

2.3. Critical Success Factors

Critical success factors [37] are one of the most important methods of information
system planning and is a method of managing information systems’ overall planning based
on key factors to determine system information. The CSFs were developed through the
theoretical lenses of five organizational theories, namely, stakeholder theory, resource-
based view theory, relational-view theory, innovation diffusion theory, and contingency
(fit) theory [38]. From a theoretical point of view, a well-structured SIB creates an incentive
structure that aligns the interests of all involved parties [39]. Carè et al. [40] identified
and assessed three main groups of motivations, critical success factors, and risk factors by
focusing on the private-sector SIB actors with the aim of understanding their motivations
and their perceived main success drivers and risk factors.

Data were collected from 14 cases for the CSFs [41] of the chain business model using
semi-structured interviews and were analyzed to identify a range of critical success factors
and barriers [8,9,42] that are discussed in 5 dimensions and 50 sub-items.

Through literature review and discussions with professors and professionals, 5 di-
mensions were selected to explore the CSFs for tea drink chains, namely “brand image
management”, “personnel training and customer satisfaction”, “quality and cost control”,
“marketing mode and promotion mode”, and “location of business”. Three rounds of
structured questionnaires by the Delphi Technique were completed by 12 professionals
from well-known tea drink chains and 2 professors in Taiwan, and in-depth interviews and
qualitative research were conducted.

3. Methodology
3.1. Delphi Technique

The Delphi Technique [43] has been widely used in various research areas, including
curriculum planning and capability indicators. There are more than 10 Delphi technique
experts, with the smallest group error and the highest credibility [44]. It can also be used
to explore or understand the assumptions and related judgement in many disciplines.
However, according to literature regarding the Delphi technique, there is no optimum
number of professionals and professors required to reach a consensus. If the background
knowledge of the Delphi technique is adopted, 10–15 professionals and professors will
reach the standard of consensus number who chose those competencies they perceived as
important, and a consensus was reached in accordance with the fuzzy Delphi method [45].

Figure 1 shows the steps to prepare the questionnaire by the Delphi technique.
Through three rounds of Delphi questionnaires and Kolmogorov–Smirnov One Sample
Testing, this study determined a total of 18 sub-items in the five dimensions of the CSFs.
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Figure 1. Steps to prepare the questionnaire by the Delphi technique.

3.2. Instruments

The research tool to collect the expert opinions of this study was a 5-point Likert scale,
ranging from 5 (very important) to 1 (not important).

This study included two parts: in-depth interviews with scholars and experts and the
questionnaire survey by the Delphi technique [46]. After 3 rounds of interviews with the
scholars and experts by the Delphi technique, the CSFs of tea drink chains were analyzed
and summarized. The relevant literature was reviewed, summarized, and sorted out, and
the relevant structural factors of the topic were designed and proposed. The professors
were invited to share their opinions, and then the sub-items of the critical factors were
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selected. Furthermore, the in-depth interviews were conducted to collect the experiences of
senior managers of the tea drink chains. Based on the opinions of the scholars and experts,
this study formulated the structured research questionnaire by the Delphi technique.

This study adopted qualitative and quantitative research methods to develop new
product efforts that hinge on 16 critical factors in five areas [47]. Through in-depth and
semi-open interview, the opinions of the scholars and experts were collected to design the
first version of the questionnaire. The five dimensions of CSFs identified in this study were
“brand image management”, “quality and cost control” [48], “store location”, “personnel
training and customer satisfaction”, and “marketing mode and promotion mode” [49].
According to the interview and statistics of the expert opinions, the research structure was
determined and is summarized in Figure 2.
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3.3. Content Design of Questionnaire

The CSFs of tea drink chains [50] mainly include five dimensions (“brand image
management”, “quality and cost control”, “location of business”, “personnel training and
customer satisfaction”, and “marketing mode and promotion mode”) and fifty sub-items,
and are summarized in Appendix A.

3.4. Research Implementation

The implementation part of this study was divided into three stages: (1) establishment
of expert content validity, (2) implementation of a Delphi survey, and (3) data processing.

3.4.1. Establishment of Expert Content Validity

Based on the literature review and the discussion results of experts in the field of tea
drink chains and business performance, a preliminary questionnaire for the construction
of critical success factors to improve business performance was established. Then, the
professional teachers of tea drink chain business performance in universities and colleges
and the experts in the tea drink chain industry were interviewed to jointly review the
literature discussion and the expert content validity review questionnaire, revise the
questionnaire, and give advice on the questionnaire. Finally, according to the expert
suggestions and opinions, the expert content validity review questionnaire was organized
into the first Delphi questionnaire.

3.4.2. Implementation of Delphi Survey

In this study, according to the Delphi survey method and the questionnaire of the
expert content validity review questionnaire, ten industrial experts and professional teach-
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ers related to the tea drink chains and business performance were invited to participate
in the questionnaire survey [51–53]. Through questionnaire analysis, the consensus of the
industry experts and professional teachers on the critical success factors were summarized.
The investigation procedure using the Delphi survey method was as follows:

(1) Develop a Delphi questionnaire based on the expert content validity review questionnaire.
(2) Select experts in the field to become Delphi experts.
(3) Consult by telephone and determine the list of Delphi experts.
(4) Send the first Delphi questionnaire letters and the first Delphi questionnaires.
(5) Recover the first Delphi questionnaires, analyze the mode (Mo), mean (M), and

standard deviation (SD) of each question, and modify the questionnaire into the
second Delphi questionnaire.

(6) Send the second Delphi questionnaire letters and second Delphi questionnaires.
(7) Recover the second Delphi questionnaires, analyze the Mo, M, and SD of each ques-

tion, and modify the questionnaire into the third Delphi questionnaire.
(8) Send the third Delphi questionnaire letters and the third Delphi questionnaires.
(9) Recover the third Delphi questionnaires and analyze the Mo, M, SD, and expert

consistency of each question.

Field experts were invited to participate in three rounds of the Delphi questionnaire
survey. All the questionnaires sent were recovered. After the questionnaires were recovered,
data analysis was conducted.

3.4.3. Data Processing

Through the three rounds of the Delphi questionnaire survey, the data were analyzed
through statistical software to confirm the expert consistency and to summarize the critical
success factors to improve the business performance.

4. Results
Test the Statistics

A Kendall’s W test of the questionnaire was used to evaluate the consistency of the
12 professionals. Table 1 shows the statistics of Kendall’s coefficient of concordance. With a
Chi-square of 92.633, the coefficient of concordance of Kendall was 0.000 (p < 0.001), which
suggests consistent expert opinions.

Table 1. The Kendall’s coefficient of concordance.

Number (N) 12

Kendall’s W test 0.266
Chi-square 92.633

Degree of freedom 29
Asymptotic significance 0.000

After 3 rounds of the structured questionnaire by the Delphi Technique and the
collection of the opinions of 2 professors from in-depth interviews and 12 experts from
questionnaires, this study conducted Kolmogorov–Smirnov One Sample Z-tests on the
contents of the five dimensions. The results showed that the expert opinions all reached
a significant level (p < 0.01), suggesting that the third version of the questionnaire was
more reliable than the second version. The test results of the average (M), mode (Mo), and
standard deviation (SD) of the sub-items by K–S Z-tests are listed in Table 2.
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Table 2. The statistical analysis by the Delphi technique.

No. Item M Mo SD K–S Z-Test Choice

I. Factors of Brand Image Management
1–1 Store design and decoration appearance 4.5 5(4) 0.50 1.732 ** Keep
1–2 Advertisement and media publicity 4.08 4 0.62 1.155 Delete
1–3 Story of brand management 4.42 5 0.63 1.732 ** Delete
1–4 Recognition of brand logo 4.83 5 0.37 2.887 ** Keep
1–6 Theory and mission of brand 4.25 5 0.61 1.155 Delete
1–7 Differentiation and advantages of brand 4.83 5 0.37 2.887 ** Keep
1–8 Characteristics and spirit of brand 4.42 5 0.63 1.732 ** Delete

1–9 Quality certifications of raw materials purchased
and guarantee of food safety 5 5 0.00 2.887 **

1–10 Taste and uniqueness of drinks 4.67 5 0.47 2.309 **

1–12 Choice between investment in self-operated
stores and franchise stores 4.25 4 0.43 2.598 ** Keep

II. Factors of Quality and Cost Control

2–1 Direct material costs include tea, sugar, creamer,
milk, etc. 4.42 4 0.49 2.021 ** Keep

2–2 Direct labor costs include production of tea
drinks and salary of the counter attendants 4.33 4 0.47 2.309 ** Keep

2–3 Indirect costs include rent, insurance, and
depreciation 4.08 4 0.62 1.155 Delete

2–5
Costs include water purification and

refrigeration equipment, POS equipment,
tea-making equipment, sealing machines, etc.

3.83 4 0.36 2.309 ** Delete

2–9 Expenses of food safety inspection and staff
education and training 4.5 5(4) 0.50 1.732 ** Keep

2–10 Stability and timeliness of raw material suppliers 4.67 5 0.47 2.309 ** Keep

2–11 SOP planning and implementation of the
production flow 4.5 5 0.50 1.732 ** Keep

2–12 Competitiveness with peers 4.42 5(4) 0.63 1.732 ** Delete
III. Factors of Location of Business

3–9 Visibility of the location of business Qualitative
Research Opinions of Professors

3–10 Convergence of people flow Qualitative
Research Opinions of Professors

3–11 Structural consumption characteristics of the population in
the area

Qualitative
Research Opinions of Professors

(The 3 items above are the supplementary items of the in-depth interview with professors [19])
IV. Factors of Personnel Training and Customer Satisfaction

4–1 Professional training of staff 4.58 5 0.49 2.021 ** Keep
4–2 Dress, appearance, and cleanliness of staff 4.67 5 0.47 2.309 ** Keep
4–3 Service attitude and affinity of staff 4.75 5 0.43 2.887 ** Keep
4–5 Strengthen the empathy of service quality 4.58 5 0.63 2.309 ** Delete

4–7 Maintain the cleanliness and hygiene of store at
all times 4.83 5 0.37 2.887 ** Keep

4–8 Turnover rate of staff 4.25 4 0.43 2.598 ** Keep
4–9 Meeting customer needs and customization 4.17 4 0.66 1.155 Delete

V. Factors of Marking Mode and Promotion Mode

5–1 New product launch promotion and tasting
activities 4.33 4 0.47 2.309 ** Keep

5–2 Irregular launch of new seasonal products 4.33 4 0.47 2.309 ** Keep

** p < 0.01.

Based on the third Delphi survey, a total of 18 sub-items were identified as CSFs to
improve the performance of tea drink chains and the priority is as follows in Table 3.
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Table 3. Priority and test of CSFs of business performance.

Priority Item M Mo SD Z-Test

1 1–9 Quality certifications of raw materials purchased and
guarantee of food safety 5 5 0.00 2.887 **

2 1–4 Recognition of brand logo 4.83 5 0.37 2.887 **
3 1–7 Differentiation and advantages of brand 4.83 5 0.37 2.887 **
4 4–7 Maintain the cleanliness and hygiene of store at all times 4.83 5 0.37 2.887 **
5 4–3 Service attitude and affinity of staff 4.75 5 0.43 2.887 **
6 1–10 Taste and uniqueness of drinks 4.67 5 0.47 2.309 **
7 2–10 Stability and timeliness of raw material suppliers 4.67 5 0.47 2.309 **
8 4–2 Dress, appearance, and cleanliness of staff 4.67 5 0.47 2.309 **
9 4–1 Professional training of staff 4.58 5 0.49 2.021 **

10 1–1 Store design and decoration appearance 4.5 5(4) 0.50 1.732 **
11 2–11 SOP planning and implementation of the production flow 4.5 5(4) 0.50 1.732 **

12 2–9 Expenses of food safety inspection, staff education,
and training 4.5 5(4) 0.50 1.732 **

13 2–1 Direct material costs include tea, sugar, creamer, milk, etc. 4.42 4 0.49 2.021 **

14 2–2 Direct labor costs include production of tea drinks and
salary of the counter attendants 4.33 4 0.47 2.309 **

15 5–1 New product launch promotion and tasting activities 4.33 4 0.47 2.309 **
16 5–2 Irregular launch of new seasonal products 4.33 4 0.47 2.309 **
17 4–8 Turnover rate of staff 4.25 4 0.43 2.598 **

18 1–12 Choice between investment in self-operated stores and
franchise stores 4.25 4 0.43 2.598 **

** p < 0.01.

Based on the third Delphi survey, 18 sub-items were identified in total as CSFs to
improve the performance of tea drink chains as follows:

(1) For the sub-item of the quality certification of raw materials purchased and the
guarantee of food safety, the average mean was 5, the mode was 5, and the standard
deviation was 0. This shows that all of the professionals believed that this item is very
significant.

(2) For the sub-item of the recognition of the brand logo, the average mean was 4.83,
the mode was 5, and the standard deviation was 0.37. This means that 84% of
the professionals believed that this item is very significant and 16% believed it is
significant.

(3) For the sub-item of the differentiation and advantages of brand, the average mean
was 4.83, the mode was 5, and the standard deviation was 0.37. Thus, 84% of the pro-
fessionals believed that this item is very significant and 16% believed it is significant.

(4) For the sub-item of maintaining the cleanliness and hygiene of the store at all times,
the average mean was 4.83, the mode was 5, and the standard deviation was 0.37.
This implies that 84% of the professionals believed that this item is very significant
and 16% believed it is significant.

(5) For the sub-item of service attitude and the affinity of staff, the average mean was
4.75, the mode was 5, and the standard deviation was 0.43. This denotes that 75%
of the professionals believed that this item is very significant and 25% believed it is
significant.

(6) For the sub-item of the taste and uniqueness of drinks, the average mean was 4.67,
the mode was 5, and the standard deviation was 0.47. Thus, 67% of the professionals
believed that this item is very significant and 33% believed it is significant.

(7) For the sub-item of the stability and timeliness of raw material suppliers, the average
mean was 4.67, the mode was 5, and the standard deviation was 0.47. We saw that
67% of the professionals believed that this item is very significant and 33% believed it
is significant.

(8) For the sub-item of the dress, appearance, and cleanliness of staff, the average mean
was 4.67, the mode was 5, and the standard deviation was 0.47. This shows that 67%
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of the professionals believed that this item is very significant and 33% believed it is
significant.

(9) For the sub-item of the professional training of staff, the average mean was 4.58,
the mode was 5, and the standard deviation was 0.49. This means that 42% of
the professionals believed that this item is very significant and 58% believed it is
significant.

(10) For the sub-item of store design and decoration appearance, the average mean was
4.5, the mode was 5(4), and the standard deviation was 0.5. This denotes that 50%
of the professionals believed that this item is very significant and 50% believed it is
significant.

(11) For the sub-item of SOP planning and the implementation of the production flow,
the average mean was 4.5, the mode was 5(4), and the standard deviation was 0.5.
Therefore, 50% of the professionals believed that this item is very significant and 50%
believed it is significant.

(12) For the sub-item of the expenses of food safety inspections, staff education and
training, the average mean was 4.5, the mode was 5(4), and the standard deviation
was 0.5. We saw that 50% of the professionals believed that this item is very significant
and 50% believed it is significant.

(13) For the sub-item of the direct material costs including tea, sugar, creamer, and milk,
the average mean was 4.42, the mode was 4, and the standard deviation was 0.49.
Overall, 42% of the professionals believed that this item is very significant and 58%
believed it is significant.

(14) For the sub-item of direct labor costs that include the production of tea drinks and
salaries of counter attendants, the average mean was 4.33, the mode was 4, and the
standard deviation was 0.47. This implies that 33% of the professionals believed that
this item is very significant and 67% believed it is significant.

(15) For the sub-item of new product launch promotions and tasting activities, the average
mean was 4.33, the mode was 4, and the standard deviation was 0.47. This means that
33% of the professionals believed that this item is very significant and 67% believed it
is significant.

(16) For the sub-item of the irregular launch of new seasonal products, the average mean
was 4.33, the mode was 4, and the standard deviation was 0.47. We saw that 33%
of the professionals believed that this item is very significant and 67% believed it is
significant.

(17) For the sub-item of the turnover rate of staff, the average mean was 4.25, the mode
was 4, and the standard deviation was 0.43. Overall, 25% of the professionals believed
that this item is very significant and 75% believed it is significant.

(18) For the sub-item of the choice of investment in self-operated stores and franchise
stores, the average mean was 4.25, the mode was 4, and the standard deviation was
0.43. Therefore, 25% of the professionals believed that this item is very significant and
75% believed it is significant.

5. Discussions

The COVID-19 pandemic has affected the traditional 4Ps (product, price, place, and
promotion) of marketing strategy that operate in the brick-and-mortar business environ-
ment. Online shopping with delivery has emerged as a new business model. However,
these tea drink chain stores are required to pay as high as 32–42% of the selling price
to the distributors under the new business model. The cost–benefit analysis under the
new business model finds that online shopping with delivery becomes essential. Future
researchers are suggested to focus not only on the CSFs of the brick-and-mortar business,
but also on the integrated solution that includes SWOT analysis, POS, and AI payment for
the online shopping business model. Additionally, KPI and MoSCow analyses should be
considered to reflect the change of the market trend [11,12,54,55].
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Lee and Liao [13] found that Chinese tea beverage brands pursue various goals, such
as quenching thirst, attractive advertising, or reliable quality to develop their positions.
Brand positioning implies that consumers remember particular information conveyed by
the brand. Consumers’ brand awareness attributes, potential market demand, and brand
competition conditions were illustrated. Christopher and Holweg [56] proposed that as
globalization and informatization continue to advance, competition is also intensifying,
and corporate competition has evolved into a competition among drink chains. Drink
chains cannot achieve sustainable competitive advantage simply by relying on existing
resources and capabilities. Lin and Xiong [57] built a chain business model and critical
success factors that match the market environment, which is important for the sustainable
development of the drink chain.

This study examined the characteristics and evolution of the multi-stage tea drink
chain business model and critical success factors through the Delphi technique and an-
swered the tea drink chain focus enterprise on how to develop dynamic capabilities to
cope with the rapidly changing environment and customer needs.

This study made a few theoretical contributions. Firstly, we extended the chain
business model and critical success factors from enterprise to a tea drink chain level.
By collecting historical data and interviews, we presented the critical success factors to
improve the business performance of the tea drink chain. Secondly, we extended the
analysis of the five-dimension success factors of tea drink chain business model. Zott
and Amit [20] proposed that the chain business model and critical success factors are the
decisive source for tea drink chains, such as for the enterprise itself, upstream suppliers,
partners and downstream customers, and its evolution has become the focus of attention
for drink chains. Huemer [24] proposed different enterprises in the tea drink chain use
different business models and the tea drink chain can be seen as the integration of the
business models. Based on the influence of customer-driven innovation and dynamic
capability development, our research has dynamically summarized the tea drink chain
business model’s innovation.

This study has important management implications. First, enterprises need to pay
attention to their own business models, the tea drink chain business model and critical
success factors to align the whole chain to meet the final consumers’ demands. Second,
focal enterprises can shape the tea drink chain by orchestrating the tea drink chain members
to obtain the needed resources and capabilities [29,58].

6. Conclusions

This study adopted qualitative and quantitative research methods to develop new
product efforts that hinge on critical success factors. Through in-depth and semi-open
interviews, the opinions of scholars and experts were collected to design the first version of
the questionnaire. The five dimensions of CSFs identified in this study were “brand image
management”, “quality and cost control”, “location of business”, “personnel training and
customer satisfaction”, and “marketing mode and promotion mode”.

This study used the Delphi technique method, where the contents of critical success
factors (CSFs) detail and offer suggestions for existing owners or operators to improve their
critical works in business management, as well as for newcomers interested in investing or
studying the chain business.

Regarding the sub-items of critical success factors from all dimensions, the results in
the order of the research implementation were obtained. This study identified 18 critical
success factors to improve the business performance of tea drink chains for incorporation
within the curriculum of management education. These critical success factors can be
divided into: (1) “brand image management” (6 items), (2) “quality and cost control”
(5 items), (3) “personnel training and customer satisfaction” (5 items), and (4) “marketing
mode and promotion mode” (2 items).

The conclusion of this study is as follows: (1) “Personnel training and customer
satisfaction” was the most important critical success factor. It should focus the training
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for quality and the requirement of a good attitude toward customers. All items should
influence the will of customers to consume again. (2) The “brand image management” is
like a spiritual indicator that represents the tea drink chain. People refer to this brand and
know which chain enterprise it is, meaning the brand image managing is successful. It
can represent the spirit of the chain enterprise and have good quality at the same time.
(3) The chain tea-drinking stores with high “quality and cost control” such as decoration
cost, personnel cost, equipment cost, and water or electricity cost. Quality and cost control
cannot be ignored with increasing income and profit. A centralized purchasing system
should be used efficiently and can help chain stores save time and simplify processes to
copy many models to obtain the market. (4) “Marketing mode and promotion mode” reach
their results by using the propaganda of media and newspapers. The display and type of
goods can reach their goal by marketing. (5) The “location of business” can be evaluated
on other kinds of competition styles from traffic conditions. It is analyzed to determine the
advantage of a location via influencing factors.
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Appendix A. Items of Critical Success Factors

I. CSFs for Brand Image Management: 12 Sub-items

1–1 Store design and decoration appearance

1–2 Advertisement and media publicity

1–3 Story of brand management

1–4 Recognition of brand logo

1–5 Staff uniform and design of advertising banner

1–6 Theory and mission of brand

1–7 Differentiation and advantages of brand

1–8 Characteristics and spirit of brand

1–9 Quality certifications of raw materials purchased and guarantee of food safety

1–10 Taste and uniqueness of drinks

1–11 Requirements of franchise mechanism

1–12 Choice between investment in self-operated stores and franchise stores

II. CSFs of Quality and Cost Control: 12 Sub-items

2–1 Direct material costs include tea, sugar, creamer, milk, etc.

2–2 Direct labor costs include production of tea drinks and salary of the counter attendants

2–3 Indirect costs include rent, insurance, and depreciation

2–4 Indirect labor costs include accounting, production, warehouse management, and graphic design
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2–5 Costs include water purification and refrigeration equipment, POS equipment, tea-making equipment, sealing machines, etc.

2–6 Other miscellaneous expenses for management, marketing, and business operation

2–7 Fixed costs of headquarters and warehouse management

2–8 Performance award and dividend system

2–9 Expenses of food safety inspection, and staff education and training

2–10 Stability and timeliness of raw material suppliers

2–11 SOP planning and implementation of the production flow

2–12 Competitiveness with peers

III. CSFs of Location of Business: 8 Sub-items

3–1 Area of shopfronts

3–2 Rent level of stores or stalls

3–3 Adjacent to road or shopfront located at the intersection of two roads

3–4 Near to traditional market, park, or school

3–5 There are competitors nearby

3–6 There are stores in five-foot way of commercial street

3–7 Near to scenic sport or night markets

3–8 Collective residential community, enterprise office building, or factory concentration area

IV. CSFs of Personnel training and Customer Satisfaction: 9 Sub-items

4–1 Professional training of staff

4–2 Dress, appearance, and cleanliness of staff

4–3 Service attitude and affinity of staff

4–4 Ability to respond to customer complaints

4–5 Strengthen the empathy of service quality

4–6 Proficiency in completing orders

4–7 Maintain the cleanliness and hygiene of store at all times

4–8 Turnover rate of staff

4–9 Meeting customer needs and customization

V. CSFs of Marketing Mode and Promotion Mode: 9 Sub-items

5–1 New product launch promotion and tasting activities

5–2 Irregular launch of new seasonal products

5–3 Irregular promotions that offer double the quantity of the product

5–4 Change packing capacity and pricing classification mode

5–5 Promotion mode of adding materials without increasing price (e.g., add “pearl” and milk for free)

5–6 Using a point collection card to give one cup free after buying a certain number of drinks

5–7 Offer prepayment to card for discount or preferential price

5–8 Discount for using environment friendly cups and containers brought by customers

5–9 Promotions of special festivals or in cooperation with local activities
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