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Feasibility Assessment

Hispanics in Salem= 30000

Hispanics 18 and older= 75%*30000= 22500

Hispanics Internet use %= 65

Hispanic Internet users in Salem= 65*22500=14625


BU*A*T*A*R= Customers

BU=14625 customers


A= we reach 3000 through advertising

T= Half of those we reach decide to do business 1500

A= we can service 90% of them
R= we help them only 1 time in a year

14625*.2*.5*.9*1= 1350 customers in year one

By suggesting that we will only be able to reach 20% of our customers and that those customers will only be served once, we are still using very conservative and worst case scenario numbers. We should be able to reach more customers through our advertising and we should also get repetitive business. 

There are two options for our funding that directly impact our feasibility and option 2 is the most feasible. 

The first option is to present our business plan to potential investors to cover our start up cost and months of expenses. Based on our yearly cash flow projections we estimated Fuerza Tech’s NPV at $588,462. Therefore, an investor with $100,000 should get 15% equity in Fuerza Tech. 

The second option is to start slower and to rely on organic growth to minimize our capital need and risk. We can either start from a garage or partner with an operating business and then start our own. By doing this we can lower both our start up cost and our operating expenses. While using this approach may take a couple years longer to achieve the milestones previously established, it is a more feasible alternative considering the lack of resources and the certifications needed along the way. 
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Executive Summary

Through research and personal experience from working in Best Buy, we arrived in the conclusion that a gap existed in the industry to service the Spanish speaking community. While many Computer Service and Networking companies exist, very few focus exclusively in serving the fastest growing and largest ethnic minority in our nation. Therefore, Fuerza Tech’s goal is to initially serve the population in Salem, Oregon. Because the opportunity exists in many other states, the goal is to expand through franchising throughout the West Coast and the South West where the majority of the Spanish Speaking population in the U.S lives. 

Currently, there are about 30,000 residents of Hispanic heritage living in Salem, of which, based on a BUATAR calculation, about 14,625 fit our target demographic. According to our growing estimates, we only need to service about 10% of the target market in order to meet our goals for the first year, breaking-even on the second year, and begin franchising after year 3. Fuerza Tech’s long-term goal and exit strategy is to be purchased by one of the big Computer Service and Networking companies in the U.S.
Fuerza Tech has two options for funding and rollout. The first one, and perhaps the most challenging, is to obtain enough capital to pay for the initial cost as well as a few months of expenses. Based on Fuerza Tech’s NPV calculations, the investors will gain 15% equity in the firm if $100,000 is invested. The other option is to organically grow to lower the initial cost and the monthly expenses needed otherwise.

 While it may take longer for Fuerza Tech to achieve its previously established milestones by adopting organic growth, both the research done and personal experience suggest now is an ideal time for Fuerza Tech to enter the market.   
Defining the Service

In order to provide the best service and to make our customer’s experience as convenient as possible, our computer and networking service business will offer both in-store and in-home services.

In-Store Services

By offering in-store services our business will be able to create and promote an image that appeals to the Spanish speaking community. The business will be located near other Mexican businesses in the area; this way our customers will identify with it and will feel comfortable to enter. The services offered in-store will be:



	Service
	Min. Price
	Max. Price

	Compute diagnosis
	 $                   29.99 
	 

	Troubleshooting
	 $                   49.99 
	 

	Virus and spyware protection/removal
	 $                   79.99 
	 $                 149.99 

	Data recovery
	 $                 149.99 
	 

	Optimization (tune-up)
	 $                   49.99 
	 

	Software and hardware install
	 $                   39.99 
	 $                    49.99 

	Computer training
	 $                   69.99 
	 

	Backup and Storage
	 $                   99.99 
	 $                 149.99 


All customers will be greeted in Spanish and the customer’s response will dictate whether they prefer to be helped in English or Spanish. The initial diagnosis will be done the same day, preferably as soon as the customers bring their computer in. They will be given a form to fill with information in Spanish and/or English depending on the customers’ preference. 

In-Home Services

Fuerza Tech knows many customers find in-home services more convenient and are willing to pay a premium for them.  We will accommodate these customers by providing technicians that will specialize in on-site services.  All services will cost a $79.99 minimum and $149.99 maximum, depending on the service being provided. While most of the services will be the same as those provided in the store, we will provide some extra services for in-home customers like wireless and non-wireless networking. Some services offered on-site will be:

	Service
	Min. Price
	Max. Price

	Consultation/Troubleshooting
	 $                   79.99 
	$                 149.99

	Networking
	 $                   79.99 
	 $                 149.99 

	Wireless networking
	 $                   79.99 
	 $                 149.99 


Small Business and Office

While the Spanish speaking community is our main target and will account for the majority of our business, Fuerza Tech will also be able to provide services to both small businesses and offices.  This will allow Fuerza Tech to take market share from other competitors before they begin to target the Spanish speaking community. The services offered to small businesses and offices will be:

	Service
	Min. Price
	Max. Price

	Technology consultation
	 $                   99.99 
	 

	Computer and networking set up
	 $                 199.99 
	 $                 299.99 

	Maintenance/Upkeep per year
	 TBD 
	 TBD 

	
	
	


Maintenance will vary case-by-case due to the range of issues computers may have. By running a diagnostics program and offering a free of charge inspection (given the client has paid for the on-site fee), we will give them an estimate of what the charge is likely to be. However, each case will be priced differently depending on the issue that needs to be resolved.

Scion Xb

Fuerza Tech understands that image and reputation will play a major factor in its early success or failure. In the same way that our establishment will promote a technological look, our vehicles must match this image. The Scion Xb will be the ideal vehicle because it provides excellent advertisement space and because it promotes a slick, new and smart look that will boost our image in the community. 
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Location

There are two ideal locations for our establishment. One is North of Lancaster Dr. and the other is on Portland Rd. near other Mexican stores.  These locations are frequently visited by our target market and will guarantee a quick exposure not only to our customers in Salem but also to those in the nearby city of Woodburn, which also has a large Spanish speaking population.  These two locations also have the least concentration of competitors for Fuerza Tech.

Once again, the image of our brick and mortar location will be crucial in appealing to the customer. Fuerza Tech will have an atmosphere and layout with the Mexican community in mind. It is important to us that our customers feel comfortable and “at home” when they visit our store. Based on research done by Unilever, an extremely successful company with 400 brands to its name, nearly 25% of Hispanic shoppers walk or take public transportation compared to general market consumers; where only 1 in 33 do so (Unilever USA). To take advantage of this, it would be ideal to purposefully locate our business near residential communities or in an area easily accessed by Salem’s public transit system. By locating ourselves near other stores geared specifically towards the Spanish speaking community to make a presence to shoppers on their routine trips, as well as by providing a distinctive look and feel to our store, we can provide an overall better experience for our customers.
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Market Analysis and Niche

How is the industry doing as a whole? 
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Is it growing or shrinking? 
Although growth during 2010 was -1.1% and growth has been decidedly slower since the turn of the century, this industry is still projected to be one of the 10 fastest growing industries in the nation. Job opportunities should be excellent for most workers, with the best opportunities occurring for computer specialists. 

Wage-and-salary employment is expected to grow 45 percent from 2008 to 2018, about 4 times as fast as the 11 percent growth projected for all industries combined. In addition, this industry will add about 656,400 jobs over the decade, placing it among the 5 industries with the largest job growth. An increasing reliance on information technology will spur demand for computer systems design and related services. Organizations will continue to turn to firms in this industry to maximize their return on investments in equipment, and to help them satisfy their growing computing needs. (5)

Is it profitable in general? 

With low overhead and limited material cost, the computer repair and network service industry is highly profitable. As demonstrated by the Annual Business Sales chart, almost half of the companies in the industry make up to or more than $500,000 per year. Considering the small cost of equipment necessary to operate, and also that labor and lease are the highest cost, then considering the prices charged for the services, we can conclude there is a high profit margin left. 
What are trends in market behavior?

Given the overall rate of growth expected for the entire industry, most occupations should continue to grow rapidly, although some will grow faster than others. The most rapid growth will occur among network systems and data communications analysts. The growing use of sophisticated computer networks and Internet and intranet sites, and the need for faster, more efficient networking products will increase the demand for their services. (5)

Implications for product/service design, location of business, etc

By offering computer and networking services in Spanish to target the Mexican and Mexican-American population, and by locating the store near other Mexican owned businesses, we will be able to connect with our target market and earn their trust and business. Also by giving the store a Mexican feeling, and by using radio for advertising, we will establish ourselves as the Computer Service and Networking Company for them.

Customer perspective and incentives

According to Scarborough Research, 54% of Hispanics are regular Internet users, 68% having a broadband connection in their home. They also noted that 42% of Hispanics downloaded some form of digital content in the last month, compared to 35% of all Internet users (Schwartz and Schwartz).

Based on these numbers it is clear that Hispanics are regularly using computers and just like the rest of the population they will want to protect their investment; they will seek someone they can trust to help them with service and maintenance. While their computer usage has increased they still need help with maintenance and education in order to make the most of their investment.  By offering some free consultations, we can identify the specific services needed for Salem and the surrounding market. 

According to Sandra O’Loughlin’s article from Event Marketer, Hispanics compared with other nationalities/ethnicities are more proud of their heritage and they retain the language and cultural habits (O’loughlin). For this reason the store will have a Hispanic/Mexican feeling to it and the entire staff will be bilingual. 

Another reason for having bilingual staff is for reaching acculturated Hispanics. “Acculturated Hispanics,” are those who are mostly U.S. born, speak English and identify strongly with American culture. According to a survey of 500 Hispanics by Jack Morton Latino most acculturated Hispanics want brands to speak to them in English but respect their Hispanic identities. While 88 percent of the participants were born in the U.S. 68 percent said they identified with their family’s country of origin; even so, 49 percent said they speak only English socially and 51 percent said they speak English at home.” (O’loughlin).

In Salem, only one computer service business offered Spanish information first and was located near other Hispanic businesses. They may be the strongest competition but the information on their website was little, vague and without contact information. By selecting a location near other Mexican businesses with major traffic flow, and by offering an informative and user-friendly website, we can rapidly connect with our target market. 

Who are they? 

Our clients will mostly be Mexican immigrants, Mexican-Americans, 1st and 2nd generations. According to the Salem, Oregon official city government website, the city population as of 2009 was 156,690 residents, (City of Salem) and according to the census almost 20 percent are Hispanic (Census.gov). This means the target market for our business is just over 30,000 residents.

What are they doing currently?

They rely on family members for diagnosis and repair of their computers, or they overpay to fix the problem, but after the problem is fixed they still don’t understand the technology. Also, when seeking assistance to fix their computer issues, the language barrier may be a hindrance in the process, causing slower results, as well as potential inaccurate results.

What are the barriers to change?

Barriers to change are credibility and understanding of maintenance and security and an overall understanding of computers and other technologies around them. Our potential customers may be used to going to service centers like Geek Squad and it may be unsettling for them to adopt a new service center.
Competitors

Alternatives offering and what they charge

	Competitor
	Spanish Information
	Services
	Prices
	Location

	Geek Squad
	No
	All Electronics
	$29 to $299
	Good

	Tobey CPU Services
	No
	CPU and Networking
	??????????
	Okay

	Atwin CPU Services
	No Website
	CPU and Networking
	??????????
	Okay

	Blue Dragon Computers
	No
	CPU and Networking
	??????????
	Bad

	TTJ NetCom
	No
	CPU and Networking
	??????????
	Okay

	Cascade CPU Maintenance
	No
	CPU and Networking
	??????????
	Bad

	KFE Mricrosystems
	No
	Computers
	$10 to $600
	Good

	Contact CPU Services
	No
	CPU and Networking
	??????????
	Good

	Fortress Computers
	No
	CPU and Networking
	??????????
	Okay

	Willamette Techinical
	No
	CPU and Networking
	??????????
	Bad

	Geeks n Nerds
	No
	CPU and Networking
	??????????
	Okay

	Computers Simplified
	No
	Computers
	$50/hour
	Bad

	Willamette TS
	No Website
	Computers
	??????????
	Bad

	Office Depot
	No
	CPU and Networking
	$69.99 to $349.99
	Good


Many also rely on relatives who may be more tech savvy.

Gap and opportunity

We know there is a gap because while a member of the team was working for Best Buy he experienced the distance between the Geek Squad agents and the Mexican customers whom they tried to serve. He was often called to better explain the services and the cost in Spanish and every time the customer ended up understanding better and asking him to help them instead.  

We know that no other computer service and networking company is specifically targeting this demographic of our population in the area. We also know that many of the smaller companies charge by the hour, and tend to take a long time in completing their work. While Geek Squad may charge according to the specific job, when customers take a computer in they can take months in completing the repairs. There is an opportunity to attract customers by making the process more efficient. 

There is also the common thought that few Hispanics are online, because they can’t afford a computer, Internet access or a cell phone (Schwartz and Schwartz). While these may have applied in the past, studies have shown that Hispanics are rapidly adopting technology for both personal use and for business; they are becoming more dependent on technology as the rest of the population. 

Competitors anticipated response  

If the competitors recognize us as a threat, they will try to hire bilingual staff in order to persuade the Spanish-speaking customers to use their services instead of ours. In another case, they may assume we are not a threat and that the market share we may obtain is insignificant or completely irrelevant

How to stay ahead of them

Our store will be located appropriately: in a heavily populated Mexican area that is convenient and easy for our potential customers to access. We also plan on creating a Hispanic/Mexican atmosphere to our shop in the future of the business. While focusing our target on the Mexican population, marketing will be done solely in Spanish via radio, Hispanic magazines and Hispanic events. Moreover, our entire staff will be bilingual.

Operations


For being a brick and mortar store, our overhead costs will be comparatively low to other industries. We see no point in buying a building because leasing/renting will suffice for our purposes. Our most expensive recurring costs will be that of the owners’ salaries and the employees’ wages. Since this is a technical job requiring a specific set of skills rather than general labor, we will be paying the employees more than minimum wage. With 2 full time and 2 part time workers, plus the owners’ salaries, each month the wage costs are estimated to be around $8,800. Other costs of the employees will include benefits and taxes. 

Due to the nature of our business, on hand inventory can be kept fairly low. Not only will we have a limited inventory, but the physical size of the inventory is small so we do not require any extra storage space other than our main store. As for partnerships, we don’t think it would be beneficial or feasible to partner with other computer stores as far as product goes, but have put some thought into partnering for our services. There are many big box stores that sell and service computers, but none of them have the focus that we do. So by having the big box stores (e.g. Best Buy, CompUSA, OfficeMax, etc.) send their Spanish speaking customers to us, we could offer those bigger companies a percentage of the sales made from those customers. Another type of partnership could be using advertising space in nearby Hispanic stores in the area. By offering discounted prices to the owners of nearby businesses for allowing us to advertise on their bulletin boards (or other means) we could integrate ourselves in the immediate community on a deeper level. Another form of advertising we would be interested in pursuing would consist of airtime on a local Hispanic radio station. For 219 thirty-second ads over the course of one month there is a flat fee of $1300. We don’t plan on doing this every month, but is definitely a good way to target our niche market. 

As far as contracted services go, we don’t expect to hire an accountant or lawyer for such a small business. If/when the company was to grow into a larger entity, these services might be best in-house. As for now, we will use the program TurboTax to file our taxes and will hire a contract lawyer (both one-time fees) to write up our contracts for the various services we will be providing the customer.

Schedule Milestones
Pre-Startup (Year 0-1)

During this time we will be focusing on preparing everything for a successful launch. We will decide and secure the most ideal location for our business in Salem, Oregon. The location has to meet both our short term and long-term goals. Initially, it has to be located where it can have the most exposure to the Spanish speaking community, then, be as good of a location once we begin targeting the general population. We will look at and consider different locations in order to be able to negotiate on the lease cost per month. 

The initial estimate for our start up cost is about $30k and about $11k in expenses per month. We will need to secure enough capital not only for the initial $30k but also to cover our expenses for several months. Lease, hiring, training, certifications, trademark and incorporation fees are all included in our initial estimates. Therefore, nothing will happen until we obtain/come up with enough funds to cover our estimated costs. 

Rollout (year 1-2)


Most of our advertising will be done through Spanish radio stations and billboards in the Salem area. KW!P La Kampeona, located in Dallas, Oregon will also host a 2 hour grand opening event to let their listeners know about our location and services. Thereafter, we will contract on a monthly basis with different Spanish stations to reach a broader audience. Fuerza Tech will also make use of the service vehicle, the Scion Xb, as a mobile billboard by placing our logo, phone number and web address on the sides and back of the vehicle. From then on, we will focus on providing the best service possible to our customers, knowing that their positive experience will provide the best advertisement through word of mouth. 

During our first two years we will continue to provide training and acquire certifications from different computer, software and other related companies. This will allow us to stay current on technologies while at the same time increasing our competence, credibility and competitiveness. We will also be able to assess our services according to our customer’s needs and our sales records. Because our goal is to begin targeting the general population during or after year 3, we will keep a close watch on our projected and actual revenues month by month. This will allow us to plan ahead of time; if we are short on revenues and need extra financing, or if can begin targeting the rest of the population. 

A major milestone will be reached in the beginning of year 2 after we service our expected 7 customers per day. At this point in time, we will have a monthly break even, leading up to our overall breakeven in the following quarters.

Established Business (year 2-3)


If our projections are correct, near the end of the second year we will accomplish yet another major milestone by breaking even when we reach roughly $192,000 in revenues. According to our projected growth rate, revenues, and financial estimates it should not take us more than 3 years to break even. Ideally, we would want to break even on year 2, before we target the general population in year 3. However, we estimate to see a constant increase in revenues after year 2 from the increased customer and business base. 

Because we estimate a steady increase in demand, we will need to adjust our hours of operation accordingly. It is very likely that we will need to increase our workforce in order to keep up with our customer needs. We will also add specific services for our business customers, knowing that they have different needs than our walk-in and in-home customers. By this time we will have secured the Spanish-speaking customer base and will be able to address yet another milestone. After securing the Spanish-speaking community as our main customers, we plan to change our advertising methods to target the general population. Assuming increased profits, this will be the ideal time to create Fuerza Tech’s unique theme/atmosphere. As mentioned before our theme’s goal is to identify with our core customer, the Spanish speaking community. This will also be our pre-franchise period where we will begin considering which companies we want as suppliers and which companies we want or is in our best interest to partner with.  

Business Maturation (Year 3-5)


During years 4 and 5 we expect to see our growth rate beginning to plateau. At the same time we expect to see economies of scale reducing our cost and increasing our revenues and profits. Operations should be running smoothly on a daily basis and our productivity well defined and predictable. Our major milestone for this period will be the capability and opportunity to franchise. Based on our estimated net income for year 4 and 5, we should have the credibility and resources to proceed to the franchise stage. While having others buying the franchise will be the ideal way to proceed, we should be able to do it ourselves too.  

Harvest Strategy (year 5+)


The original idea is to grow a computer and networking services franchise From the West Coast to the South West, and capture the Spanish speaking market, creating enough value to then sell it to a major company like Best Buy, Office Depot or Staples. Because all these companies offer computer services, the idea of buying a franchise that targeted and captured the fastest growing population in the US, will prove irresistible. 
Financial Plan

Expected Growth

· Year 1

· Expected revenues of $179,520 – 5 customers per day (at avg. $100 per customer)

· Year 2

· $251,328-Growth of 40% - 7 customers per day

· Year 3

· $289,027-Growth of 15% - 8 customers per day

· Year 4

· $317,930-Growth of 10% - 9 customers per day

· Year 5

· $333,826-Growth of 5% - 9-10 customers per day
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