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B U S I N E S S  H E A LT H  A S S E S S M E N T  &  D I A G N O S T I C  B L U E P R I N T

Business Name Baan Suan Coffee Business Type Cafe & Restaurant

Contact Name Khun Somchai Location Thonglor / Ekkamai

Current Monthly
Revenue

—
Target Monthly
Revenue

300,000 บาท (THB)

Key Expense Issue
High Payroll & Staff Salaries
(>30%)

Staff Count 1 - 5 staff members

Online Rating Score 4.0 - 4.5 stars Repeat Customer Rate
Some repeat clients
visiting occasionally
(10-30%)

Marketing Channels

Facebook Page & Meta Ads,
Instagram (IG Feed &
Stories), Google Maps &
Search (GMB / SEO)

Date of Audit 8/21/2026



Business Health Performance Index

Radar chart evaluating performance across 4 core business dimensions (Max 100)

How to read this chart: Each point represents a score from 0 to 100 in one business dimension. The farther a point sits from

the center, the stronger your business performs in that area. A large, balanced shape across all four dimensions indicates a

well-rounded, healthy business, while any dimension pulled toward the center marks a priority area for improvement.

Score Breakdown by Dimension

Marketing 45

Operations 50

Financials 40

Customer Retention 55

1. Executive Summary & Business Health Index

Baan Suan Coffee possesses a strong foundational asset: a highly desirable location in the vibrant Thonglor
/ Ekkamai commercial and lifestyle hub, paired with a solid reputation evidenced by a 4.0 - 4.5 star online
rating. Your growing social audience of 1,000 to 5,000 followers demonstrates genuine interest in your

brand's atmosphere and menu.

However, the business is currently experiencing a classic revenue-compression squeeze. While target
monthly revenue stands at 300,000 THB, current top-line traffic is insufficient to absorb fixed operational

overhead. Crucially, your reported payroll ratio exceeding 30% is not a sign of overstaffing—given your lean
team of 1 to 5 employees—but rather a direct consequence of depressed gross revenue. When total sales

drop, fixed staff salaries automatically consume a disproportionate percentage of total income.



Our diagnostic evaluation indicates that Baan Suan Coffee does not have a product quality issue; it has a
visibility, conversion, and retention bottleneck. By bridging the gap in digital marketing expertise,

capitalizing on hyper-local foot traffic in Thonglor / Ekkamai, and turning one-time visitors into habitual
patrons, reaching and exceeding your 300,000 THB target is entirely achievable within the next quarter.

2. Strategic Cost & Operational Bottleneck Analysis

High Payroll Ratio Analysis (>30%)

In food and beverage operations, labor cost targeting 20–25% is ideal. With a small team of 1–5 staff
members, cutting headcounts further could severely harm service quality and customer satisfaction.
Therefore, the strategic mandate is revenue expansion rather than staff reduction:

Top-Line Compression Effect: If labor costs remain static while customer volume dips, the payroll-to-
revenue percentage rises artificially. Generating an additional 80,000–120,000 THB in monthly gross

sales will naturally push your labor ratio back down into a healthy 20–24% window without firing essential
personnel.

Labor Productivity & Upselling: Staff hours are currently underutilized during off-peak windows.

Employees must be empowered and incentivized to transition from simple order-takers to proactive sales
catalysts through suggestive selling (e.g., pairing specialty coffees with high-margin pastries).

Digital Marketing & Customer Traffic Bottlenecks

Operating in Thonglor / Ekkamai means competing in one of Bangkok's most saturated cafe markets.
Relying solely on organic foot traffic or basic social posts is no longer sufficient:

Underperforming Digital Ad Reach: Although you utilize Facebook, Instagram, and Google Maps, the
lack of structured paid ad optimization means your marketing budget is likely targeting broad, non-

converting audiences rather than immediate local residents, office workers, and lifestyle visitors within a
2-kilometer radius.

Website Gap & Search Intent: The absence of a streamlined landing page or optimized digital menu

prevents potential customers from previewing your offerings, ambiance, and promotions before making a
visiting decision.

Customer Retention Deficit (10–30% Repeat Rate)

A repeat customer rate of 10–30% indicates that while initial customer experiences are positive (reflected in

your 4.0–4.5 star rating), there is no systematic mechanism compelling visitors to return regularly:

Lack of Direct Customer Ownership: Without a structured direct communication channel (such as a
LINE Official Account with a digital loyalty card), you lose direct access to past customers the moment

they walk out the door.



Passive Engagement: Relying on casual, occasional visits forfeits predictable recurring revenue that
local residents and office workers in Ekkamai could easily provide.

3. Revenue Growth & Marketing Expansion Roadmap

To comfortably hit 300,000 THB per month, Baan Suan Coffee needs to increase daily sales to

approximately 10,000 THB per day (assuming a 30-day operational cycle). Below is the multi-pronged
strategy to achieve this growth.

1. Hyper-Local Hyper-Targeted Digital Marketing

Geo-Fenced Meta Ad Strategy: Shift ad spending to hyper-local Facebook and Instagram campaigns
localized within a 1.5 to 3.0 km radius around your cafe. Focus ad creatives on short video reels

highlighting signature drinks, co-working comfort, green oasis vibes ("Baan Suan"), and afternoon
tea/cake combos.

Google My Business (GMB) Dominance: Optimize your GMB profile specifically for high-intent local
search terms like "best quiet cafe Ekkamai," "specialty coffee Thonglor," or "work-friendly cafe near me."
Upload high-resolution photos of your signature items weekly and actively prompt satisfied dine-in guests

to post reviews.

2. Average Order Value (AOV) & Product Bundling

Strategic Combo Pricing: Create high-margin menu bundles (e.g., Morning Coffee + Breakfast Toast
Set at a slight discount; Afternoon Dessert + Specialty Brew Combo).

Counter-Top Upsell Engineering: Train staff on simple double-option upselling techniques (e.g., "Would

you prefer our standard roast or our single-origin floral bean today for an extra 20 THB?"). Increasing the
average ticket size from 150 THB to 210 THB yields an instant 40% increase in revenue without

requiring extra foot traffic.

3. Direct Loyalty & VIP Retention Engine

LINE Official Account (LINE OA) Integration: Launch a LINE OA with a digital point-card system (e.g.,
Buy 8 drinks, get 1 free dessert). Offer an immediate incentive for signing up on-site (e.g., 10% off today's
bill upon adding LINE OA).

Automated Broadcasts & Off-Peak Promotions: Use LINE broadcasts during slow operational hours
(e.g., Rainy Day discounts, Tuesday Afternoon 1-for-1 coffee offers) to drive immediate traffic during low-

volume hours.



4. B2B Corporate Outreach & Off-Premise Revenue

Office Catering & Meeting Packages: Thonglor / Ekkamai is dense with creative agencies, design
studios, and corporate offices. Develop a sleek PDF menu for coffee break catering, snack boxes, and
team breakfast sets, actively distributing it to nearby businesses.

4. 90-Day Priority Action Plan

Phase 1: Immediate Stabilization & Foundation (Days 1 – 30)

Menu Costing & AOV Engineering: Audit ingredient costs across all items. Identify the top 5 highest-
margin products and re-design physical/digital menus to highlight them prominently.

Set Up LINE OA Loyalty System: Install QR codes on all tables and at the cash register incentivizing
guests to join your direct loyalty program. Target acquiring 300 active LINE OA members in month one.

GMB Profile Overhaul: Update operating hours, upload 15+ fresh photos, and respond to all historic

reviews on Google Maps to improve local ranking algorithms.

Phase 2: Revenue Acceleration & Targeted Acquisition (Days 31 – 60)

Launch Localized Meta Ads: Deploy micro-budget (150–250 THB/day) Instagram Reels and Facebook
Ads targeted strictly to Ekkamai/Thonglor residents and workers, featuring high-converting visual assets.

Staff Upselling Incentives: Introduce a simple weekly bonus pool for the staff team if daily average

order thresholds are met, aligning labor efficiency with sales growth.

B2B Local Business Outreach: Contact at least 20 local businesses within walking distance with

exclusive "Neighborhood Partner" discount vouchers and corporate catering options.

Phase 3: Scale, Loyalty Retention & Process Optimization (Days 61 – 90)

Automated Re-Engagement Campaigns: Run targeted LINE OA broadcasts to members who haven't
visited in 14+ days, offering a time-limited returning discount.

Review Financial & Operational Metrics: Evaluate total monthly sales against the 300,000 THB target,

assessing labor percentage improvements as top-line revenue rises.

Refine & Reinvest: Reallocate marketing budget into the top-performing ad channels and finalize

standard operating procedures (SOPs) for long-term consistency.
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