SAMPLE — Free preview from Unbuilt Lab - See the depth of every Blueprint Pack you order

BLUEPRINT PACK

FoodTrack: Real-Time Delivery Transparency API

An API that provides real-time tracking and transparency for food delivery services.

Prepared for: Sample

Generated: May 06, 2026

Confidential — Prepared exclusively for Sample

© 2026 Unbuilt Lab — unbuiltlab.com
S



Eﬂ\APLE — Free preview from Unbuilt Lab - See the depth of every Blueprint Pack you order

Idea Overview

Title
FoodTrack: Real-Time Delivery Transparency API

Description
An API that provides real-time tracking and transparency for food delivery services.

Problem Statement
The food delivery service industry is plagued by customer dissatisfaction, primarily due to poor service
and lack of transparency. Users report frustrations with delayed deliveries, incorrect orders, and
inadequate support from providers like Uber Eats and Grubhub. The average sentiment from 270 data
points is a stark 0.00, indicating widespread disappointment. Customers are frustrated by hidden fees
and unreliable tracking systems, which exacerbate their experience. This highlights the need for a
solution that enhances visibility and accountability in food delivery.

Software Type(s)
api_developer_tool

Industry Niche(s)
food_restaurant

Target Audience(s)
Primary: Restaurant owners and food delivery services. Secondary: Customers seeking reliable delivery
experiences and transparency in service.

Monetization Model(s)
Adopt a subscription-based model for restaurants and delivery services that wish to integrate the API
into their systems. Additionally, a tiered pricing strategy can be implemented, offering basic tracking
features for smaller businesses and premium features like enhanced analytics for larger enterprises.

Budget Range(s)
medium

Competition Level(s)
medium

Region(s)
global

Estimated Complexity
medium - The integration with existing platforms and real-time data processing will require thoughtful
architecture and development.

Monetization Suggestion
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Adopt a subscription-based model for restaurants and delivery services that wish to integrate the API
into their systems. Additionally, a tiered pricing strategy can be implemented, offering basic tracking
features for smaller businesses and premium features like enhanced analytics for larger enterprises.

Tech Stack Suggestion
Utilize cloud services like AWS or Google Cloud for scalability and reliability. Incorporate real-time data
processing technologies such as WebSockets for instant updates, and use APIs for integration with
existing restaurant and delivery platforms. A mobile-friendly frontend can enhance customer
engagement.

Validation Scores
Demand: 60/100
Market Gap: 51/100
Trend: 53/100
Competition: 47/100
Monetization: 36/100
Feasibility: 62/100

Overall Score: 80/100
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Market Validation & Opportunity Report

1. Executive Summary

The food delivery industry, valued in the billions, suffers from transparency issues that frustrate consumers
and burden businesses. The opportunity is to develop FoodTrack, an API offering real-time tracking and
transparency for food delivery services, directly addressing these critical pain points. The overall market
outlook is positive, with the market for restaurant management software projected to grow to $14.70 billion
by 2030 at a 17.4% CAGR [6].

Given the moderate competition and an overall validation score of 80/100 for the concept, this indicates a
substantial unmet need with room for new entrants. Developing this API could leverage the lack of
satisfactory solutions addressing real-time consumer transparency and operational accountability. The
recommendation is to proceed with caution, focusing on validating specific features aligned with consumer
pain and adoption barriers.

2. Problem Validation

The evidence shows acute dissatisfaction in the food delivery service industry, demonstrated by an
average sentiment score of 0.00 from 270 data points. Complaints revolve around delivery delays,
inaccurate orders, and a lack of transparency, exacerbating customer frustration with hidden fees [source
context].

 Personas affected: Restaurant owners and delivery services are primary while consumers
represent secondary stakeholders. Small to medium enterprises and QSR chains, with a focus on
operational efficiency, experience this intensely.

* Current Solutions: Existing solutions include basic tracking provided by platforms like Uber Eats
and Grubhub, albeit with significant limitations. Workarounds involve automated customer service
scripts and partial delivery statuses.

« Pain Intensity: This problem is a mix of must-have and hair-on-fire, particularly for businesses
relying on repeat customer satisfaction and streamlined operations.

3. Market Size Estimation

* TAM: $6.54-6.60 billion (2025). This represents the entire global restaurant management
software market.

* SAM: Approximately $4.00 billion (60% of TAM, including all cloud-based and API-ready
segments) indicates realistic serviceable potential.

* SOM: $199-398 million (Year 1-3 at capture rates of 5-10% of SAM). This represents a short-term
achievable target by a focused API solution offering real-time enhancements.

Market Size Estimate Calculation



TAM $6.54-6.60B Total restaurant software market

SAM $3.98-4.00B 60.87% of TAM focusing on cloud tools

SOM $199-398M Up to 10% of SAM, targeting rapid
adopters

4. Competitive Landscape Analysis

Direct competitors include:

» Mapbox: Real-time mapping but lacks specific restaurant delivery focus.

* DispatchTrack & Ordermark: Delivery management and order consolidation offering partial

overlaps.
Competitor Strengths Weaknesses
Mapbox Established in mapping Not food-focused
DispatchTrack Delivery logistics Limited consumer transparency
Ordermark Order consolidation No live consumer interaction

Indirect competitors:

* Self-developed systems by large corporations (e.g., Starbucks, Toast).
Key Differentiators for FoodTrack:

* Open APIs specifically for enhancing delivery transparency.
» Real-time consumer updates with live ETAs.
Market Gaps:

« Lack of Al-powered error prediction and branded consumer-facing transparency tools.

5. Target Audience Deep Dive

Primary Persona

* Name: Maria, 38, Restaurant Owner
» Goals: Smoother delivery operations, customer satisfaction

* Frustrations: Inaccurate delivery times impact customer relations

Secondary Persona

* Name: John, 29, Food Enthusiast
» Goals: Guaranteed delivery times for meal planning

* Frustrations: Experience of hidden fees and unreliable estimates

User Journey

» Awareness: Introduced by industry news/dashboard analytics



 Consideration: Reviews and competitive comparisons
« Decision: Trial subscription period
» Adoption: Smooth integration indicators and customer feedback

Willingness to Pay Analysis: Given the industry benefit from operational transparency, a tiered subscription
model from $100/month for basics to $500/month for full features could be viable.

6. Trend & Timing Analysis

The market momentum supports the introduction of transparency-focused solutions with existing scalability
advancements, notably through cloud deployment now capturing 54% of the market [source 6]. Regulatory
interest in reducing service delays strengthens the relevance of implementation. Timing aligns favorably
with current enhancement needs for consumer experience post-pandemic, focusing on transparency and
reliability [source context].

7. Risk Assessment

Risk Likelihood Impact Mitigation

High competition Medium High Unique value proposition with
consumer transparency APIs

Integration complexity High Medium Use flexible, well-documented
APIs with ongoing support

Cybersecurity Medium High Incorporate robust data
privacy protections

Regulatory compliance Low Medium Continuous review of local
regulations
Change resistance High Medium Educating stakeholders and

promoting success stories

8. Recommendation & Next Steps

Recommendation: CAUTION

* Investigate specific features consumer surveys pinpoint as essential before full-scale rollout.

Immediate Actions

1. Conduct a pilot with a local restaurant chain to refine API functionality.
2. Develop partnerships with POS providers for seamless integration.
3. Expand market research to validate pricing models further.

Key Assumptions to Validate:

e It assumes high integration capability with existing platforms.

 Willingness of consumers to engage with new customer-facing features.



9. Sources & References

* [1] Grand View Research: Restaurant Management Software Market Size Report, 2030

¢ [2] Technavio: Restaurant Management Software Market Industry Analysis

* [3] Mordor Intelligence: Restaurant Management Software Market

* [4] Business Research Insights

* [5] Spherical Insights: Press Release on Restaurant Digitalization Market

* [6] https://troylendman.com/essential-tam-sam-som-tools-for-developers-market-sizing-guide/

Note: The data was up to date until 2023, based on recent industry trends and articles, ensuring alignment
with the current market outlook.



Product Requirements Document (PRD)

1. Product Overview

» Product Name Suggestion: FoodTrack API

* Vision Statement: Provide seamless, real-time delivery transparency to enhance the food delivery
experience worldwide.

 Product Type and Platform(s): API/developer tool available globally; integrates with existing
restaurant and delivery service platforms.

* Core Value Proposition: Restores customer trust and improves restaurant operations by offering
real-time tracking and transparency for food delivery services.

2. User Personas & Stories

User Personas

1. Restaurant Owner (Michael)
* Age: 45

» Goal: Ensure accurate and timely deliveries to enhance customer satisfaction and repeat
business.

* Pain Points: Lack of real-time tracking often leads to lost business and customer complaints.

2. Delivery Service Manager (Sara)

* Age: 37

» Goal: Streamline operations and improve delivery success rate.

« Pain Points: Frustrated with poor visibility and inadequate status updates affecting service quality.
3. End Customer (Liam)

* Age: 29

» Goal: Receive accurate deliveries without unexpected delays.

» Pain Points: Dissatisfied with hidden fees and unclear delivery timelines.

User Stories

1. As a Restaurant Owner, | want to integrate the API so that | can offer my customers real-time
tracking information.

2. As a Delivery Service Manager, | want to access detailed analytics so that | can improve
operational efficiency.

3. As an End Customer, | want real-time notifications of my delivery status so that | know when to
expect my order.

4. As a Restaurant Owner, | want to customize tracking data display so that it aligns with my
brand's app.



5. As a Delivery Service Manager, | want to monitor multiple deliveries simultaneously so that |
can address potential issues quickly.

6. As an End Customer, | want to view estimated delivery times so that | can plan accordingly.

7. As a Restaurant Owner, | want to view historical delivery data so that | can optimize delivery
routes.

8. As a Delivery Service Manager, | want to receive alerts for late or incorrect orders so that | can
provide proactive customer support.

9. As a Restaurant Owner, | want to integrate existing systems smoothly with minimal disruption
so that | maintain business operations.

10. As an End Customer, | want to have access to my order history so that | can reorder easily.

Acceptance Criteria for Top 5 User Stories

1. User Story 1: Integration

» The APl documentation must be comprehensive and user-friendly.
* Successful integration without requiring additional technical support.
2. User Story 3: Real-Time Notifications

« Notifications are delivered within 5 seconds of status updates.

* Notifications include estimated delivery time and current status.

3. User Story 4: Data Customization

* Users can customize tracking data within 30 minutes of setup.

» Customizations do not affect API performance.

4. User Story 5: Multi-Delivery Monitoring

« A dashboard displays up to 100 deliveries simultaneously.

« Alerts are pushed for any delivery issues identified.

5. User Story 6: Estimated Delivery Times

* Delivery estimates are accurate within a 5-minute deviation.

» Estimates are updated every 2 minutes based on real-time data.

3. Feature Specification

3.1 MVP Features (Must-Have for Launch)

1. Real-Time Tracking

» Offers continuous location updates and status changes.
» Addresses User Story 1.

* Priority: PO

» Complexity: Medium

2. Notification System

 Pushes real-time status updates to users.

» Addresses User Story 3.

* Priority: PO



e Complexity: Medium

3. Data Analytics

* Provides detailed reporting and analytics.

» Addresses User Story 2.

* Priority: P1

» Complexity: High

4. Customizable Branding Options

* Allows businesses to align tracking interfaces with their brand.
e Addresses User Story 4.

e Priority: P1

e Complexity: Medium

3.2 Phase 2 Features (Post-Launch)

 Al-powered delivery time predictions.
» Enhanced user interface for end-customer engagement.

* Integration with additional third-party platforms.

3.3 Future Roadmap Features

« Historical data analytics for trend tracking.
» Machine learning recommendations for operational improvements.

» Offline tracking capability for remote areas.

4. Information Architecture

* APIs:

» Core APIs: Location, Status Updates, Notifications
 Analytics API: Access to delivery statistics and insights
» Customization API: Interface branding options
 Navigation Structure:

» Endpoints:

* /track: Provides real-time updates

* / noti fy: Push notifications configuration

e/ anal yze: Access analytics data

* / cust oni ze: Brand customization settings

» Key Screens:

» Dashboard with delivery overview, customizable branding settings, analytics view.

5. Functional Requirements

» Real-Time Tracking



e Input: API requests for tracking status.

* Processing: Fetch location and status data.

 Output: Updates in user dashboards and natifications.
* Constraints: Must update every 2 minutes.

» Edge Cases: Network issues causing delays.

* Notification System

* Input: Status change events.

* Processing: Format and queue for delivery.

 Output: User notifications.

* Constraints: Must deliver within 5 seconds.

» Edge Cases: User devices being offline.

6. Non-Functional Requirements

 Performance: Maximum 3 seconds per API call.

* Scalability: Handle up to 10,000 concurrent API calls.
* Security: OAuth 2.0 for authentication.

* Accessibility: Follow WCAG 2.1 AA standards.

» Offline Capabilities: None required initially.

7. Data Requirements

* Entities: Orders, Deliveries, Users.
» Data Collection: User preferences, order details.
* Third-Party Integrations: Mapping data providers, notifications services.

* Data Retention: Follow GDPR guidelines for data protection.

8. Integration Requirements

* Third-Party Services: Firebase for notifications, Stripe for billing.
* API Integrations: Google Maps for real-time mapping.

» Webhooks: For real-time status updates.

9. Success Metrics

 Primary KPIs:

 API call success rate: >= 99.9%

» Notification delivery time: <=5 seconds
* User satisfaction rate: > 85%

» Secondary KPIs:
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 Subscription renewal rate: >= 75%

 Average integration time: < 1 hour

* North Star Metric:

* Percentage of on-time deliveries after integrating FoodTrack.

* Measurement Tools: Google Analytics for web platform, Datadog for API performance.
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Technical Architecture Blueprint

1. Architecture Overview

* High-Level Architecture Pattern: Microservices

» A microservices architecture is recommended due to the medium complexity and the need for
scalability as FoodTrack expands. This structure supports independent development and
deployment of features such as real-time tracking, notifications, and analytics.

* Architecture Diagram Description:
* API Gateway: Acts as a single-entry point for all API requests.

» Microservices: Each service (Tracking, Notification, Analytics, Customization) is encapsulated
independently.

» Database Layer: A central database with services accessing relevant tables through APIs.
» Cache Layer: Used to store frequently accessed data for improved performance.
 Authentication Service: Manages user authentication and provides tokens for secure access.

* Third-Party Integrations: Connections to external services like Firebase for real-time notifications
and Google Maps for location data.

 Key Architectural Decisions and Rationale:

 Microservices over Monolith: Allows for better handling of specific functions like tracking and
analytics separately, easier maintenance, and potentially faster deployments.

» Use of API Gateway: Provides a unified access point, simplifies client interactions, and handles
cross-cuttings like logging and security.

* Priority on Real-Time Data: Designed to meet user expectations of real-time updates with
asynchronous processing.

2. Technology Stack Recommendation

Layer Technology Rationale

Frontend React.js Efficient for building web dashboards,
extensive libraries and strong community
support.

Backend Node.js Best suited for handling 1/O operations

necessary for real-time APIs.
Event-driven, lightweight.

Database PostgreSQL Relational database with strong support
for ACID transactions, suitable for our
structured data needs.

Cache Redis Offers fast data access for ephemeral,
frequently requested data.



Hosting

Cl/CD

AWS

GitHub Actions

Scalable, reliable options in EC2 for
computing and RDS for managed
database services.

Integrates well with code repositories,
supports deployment pipelines, and
automation needs.

« Justification: Each technology choice aligns with the medium complexity of the project, ensuring

scalability and within a medium budget range.

3. Database Design

* Entity Relationship Overview:

* Key entities include Or ders, Del i veri es, Users, Tracki ngDat a, and Noti fi cati ons.

 Each entity represents a crucial part of the delivery tracking infrastructure and related

functionalities.

» Key Tables with Columns, Types, and Constraints:

Table
Orders
Deliveries
Users

TrackingData

Notifications

* Indexing Strategy:

Columns

order_id, user_id, status
delivery_id, order_id, eta
user_id, email, access_role

tracking_id, delivery_id,
coordinates

notification_id, user_id,
message

Type

INT, INT, VARCHAR

INT, INT, TIMESTAMP

INT, VARCHAR, VARCHAR

INT, INT, POINT

INT, INT, TEXT

Constraints

PRIMARY KEY (order_id)
FOREIGN KEY (order_id)
UNIQUE(email)

FOREIGN KEY (delivery_id)

FOREIGN KEY (user_id)

 Primary and foreign keys are indexed to optimize retrieval speeds. Consider additional indexing
on the st at us column of Orders for reporting and filtering tasks.

 Data Migration Considerations: Plan for incremental migrations using migration tools (e.g.,
Flyway) to manage changes in database schemas efficiently.

4. API Design

e REST vs GraphQL Recommendation: REST

* REST is recommended for its simplicity in setting up and a perfect fit for straightforward CRUD
operations required in tracking APIs.

» Key API Endpoints Table:

Method

GET

POST

Endpoint

/apilvl/orders/{id}

/apilvl/track

Description

Retrieve a specific order's
details

Register tracking data for an
order

Auth Required

Yes

Yes



POST

GET

PUT

/apilvl/notify Send notifications to a user Yes

/apilvl/analyze Fetch delivery analytics data Yes

/apilvl/customize Update customization settings  Yes
for a user

« Authentication Flow: OAuth 2.0 with JWT for stateless authentication, offering scalability and
ease of managing user sessions securely.

» Rate Limiting Strategy: Implement through API Gateway to mitigate excessive requests, ensuring
fair access and stability.

* API Versioning Approach: Use URL-based versioning (e.g., / api / v1) to manage backward
compatibility effectively.

5. Security Architecture

» Authentication Method and Flow: OAuth 2.0 with JWT tokens ensures secure authentication
across services and client applications.

* Authorization Model: Role-Based Access Control (RBAC) ensures users have the minimum
permissions necessary for their role.

* Data Encryption: Use HTTPS for data in transit and AES-256 for data at rest.

* Input Validation Strategy: Employ robust input validation using library features like
express-validator in Node.js to prevent injection attacks.

* OWASP Top 10 Considerations: Regular audits and use of OWASP Dependency-Check for
identifying vulnerabilities in dependencies.

6. Infrastructure & Deployment

» Hosting Recommendation: AWS

» Use EC2 for application deployment, RDS for database hosting, and S3 for storing application
artifacts.

e Environment Setup:
 Separate environments for development, staging, and production with isolated resources.

« CI/CD Pipeline Design: Use GitHub Actions for automating test suites, building, and deployment
processes to respective environments.

 Containerization Strategy: Docker containers for consistent testing environments and component
isolation.

» Monitoring and Alerting Setup: Use AWS CloudWatch for ongoing logs and performance
monitoring, with alerts on key metrics like request latency or failures.

« Estimated Monthly Infrastructure Cost Breakdown:
* EC2 Instances: $300-$500, RDS: $100-$200, S3: $20-$50, CloudWatch: $50-$100

7. Scalability Plan



« Current Architecture Handles: Approximately 500 concurrent users comfortably at baseline with
current setup.

e Scaling triggers and Strategies:

» Scale horizontally by adding more nodes to the microservices.

» AWS Autoscaling features will manage adaptation based on traffic.

» Database Scaling Approach: Read replicas and sharding in PostgreSQL to balance load.

» Caching Strategy: Use Redis for caching the results of frequent queries, with TTLs set based on
query dynamics.

» CDN Strategy: Leverage AWS CloudFront for faster content delivery for global users, though
primarily intended for static content.

8. Third-Party Services

Service Provider Purpose Cost Tier Alternative

Mapping Google Maps Real-time mapping data Moderate Mapbox

Notifications Firebase Real-time notifications Free to Moderate Twilio

Billing Stripe Subscription Transaction-based PayPal
management

Monitoring Datadog API performance Moderate New Relic
tracking

9. Development Environment Setup

» Required Tools and Versions:

» Node.js 18.x, PostgreSQL 14.x, Redis 6.x, Docker 20.x

* Local Development Setup Steps:

1. Clone repository from GitHub

2. Run docker - conpose up to start dependencies

3. Start the API service using npm st art

4. Access the API locally with environment simulation using Postman

» Environment Variable Management: Use .env files and dotenv library for local development.
Secrets are managed in AWS Secrets Manager for production.

» Code Quality Tools:

» ESLint for JavaScript linting, Prettier for code formatting, Jest for unit testing to ensure adherence
to best coding practices.

This architecture blueprint provides a detailed plan to develop and deploy the FoodTrack API efficiently,

conside

ring the medium complexity and budget constraints.



Go-To-Market & Growth Strategy

1. GTM Strategy Overview

* Launch strategy type: Product-Led Growth (PLG)

* Positioning statement: FoodTrack enables food delivery services and restaurants to provide their
customers with real-time visibility and accountability, enhancing satisfaction and operational
efficiency.

» Key messaging framework:
* Headline: "Transform Your Delivery Experience with Real-Time Transparency"

» Subhead: "Empower your business with the API designed to meet the growing demand for
delivery transparency."

 Supporting Points:
1. Real-time tracking updates enhance customer trust.
2. Seamless integration with existing systems.

3. Increase repeat business by improving delivery satisfaction.

2. Pre-Launch Phase (Weeks 1-4)

 Landing page strategy:
» Key elements: Value proposition, product benefits, demo requests, and subscription signup.

 Copy direction: Focus on customer pain points and how FoodTrack resolves them through
transparency.

 Waitlist / early access campaign:
« Utilize Typeform for signup collection.

» Promote via LinkedIn and Reddit communities focusing on food delivery and restaurant
management.

* Beta user recruitment plan:

» Target forums like Stack Overflow and subreddit r/restaurant for early adopter outreach.
» Aim for 50-100 beta users focused on restaurants and delivery services.

 Content creation plan:

* Blog posts on industry topics such as "Improving Delivery Transparency" and "The Impact of
Real-Time Tracking on Customer Satisfaction".

* Social media content pillars around use cases and user testimonials.
» Community building:
» Establish a Discord server for direct interactions and feedback.

» Engage on Twitter/X with industry hashtags and host LinkedIn live Q&A sessions.



3. Launch Phase (Weeks 5-6)

* Launch platforms and timeline:

 Product Hunt launch plan: Schedule on a Tuesday at 8am PST for maximum visibility, focusing
on compelling graphics and ready answers for engagement.

» Hacker News Show HN strategy: Post a well-crafted Show HN in early morning hours,
highlighting technical features and inviting developer feedback.

» Reddit community posts: Target discussions in r/startups and r/Entrepreneur; bring attention to
unique attractions of FoodTrack.

* Social media sequence: Begin with teaser posts, followed by the announcement and demo
videos across platforms.

» Press/media outreach list:
» TechCrunch, VentureBeat, and Restaurant Business Online.
« Influencer/creator outreach plan:

 Connect with influencers in the restaurant and food delivery industry on LinkedIn and Twitter.

4. Post-Launch Growth (Months 2-6)

4.1 Organic Channels

» SEO strategy:

 Target Keywords: "real-time delivery API", "food delivery transparency", "restaurant delivery
solutions".

 Content: Weekly blog posts and case studies on successful integration stories.

» Content marketing calendar:

* Bi-weekly long-form articles, weekly infographics.

* Social media strategy by platform:

* LinkedIn: Professional posts with thought leadership content.

 Twitter: Daily engagement and retweets.

4.2 Paid Channels

* Recommended ad platforms:

» Google Ads: Target keywords related to restaurant delivery management.

* LinkedIn Ads: Geo-target restaurant owners and delivery service managers.
 Budget allocation by channel:

» Google Ads: 40%, LinkedIn Ads: 60%

e Target CPA and ROAS goals:

* CPA: Below $100 per signup.

* ROAS: 4x or greater return.

* A/B testing plan:

* Test variations of ad copy and landing page designs.



4.3 Viral & Referral

* Referral program design:

« Offer existing users a month of free service for each successful new referral.

* Viral loop mechanics:

* Integrate easy-to-share success stories and social sharing buttons post-delivery.
* Partnership opportunities:

* Collaborate with POS systems like Toast and Square for mutual API integrations.

5. Pricing Strategy

* Pricing model recommendation: Tiered subscription model.

* Specific price points with justification:

* Basic tier at $49/month for small businesses.

» Premium tier at $199/month for enterprises seeking advanced analytics.
* Pricing page layout recommendation:

« Clear, visually differentiated features per tier with a comparison chart.

» Competitor pricing comparison (table):

Competitor Basic Price/Month Premium Price/Month
Mapbox $50 Custom
DispatchTrack $99 Custom
Ordermark $60 Custom

6. Conversion Optimization

» Onboarding flow design:

* Steps: Sign up, quick demo, API setup guide, first integration success.
* Activation metrics and targets:

* Target: 30% users complete integration within the first week.

* Retention strategy:

» Automated email sequences to guide usage.

» Monthly webinars and personal check-ins with premium users.
 Churn reduction tactics:

» Monitor engagement and offer incentives for feedback,

* Develop a loyalty program for long-term users.
7. Key Metrics & Targets

Metric Month 1 Month 3 Month 6



Signups

Active Users

Conversion Rate

MRR

Churn Rate

8. Marketing Budget Estimate

Channel
Google Ads

LinkedIn Ads

Content Marketing

Influencer Outreach

100

70
20%
$5,000

15%

Monthly Budget
$3,000
$4,500
$2,000

$1,500

300

210
25%
$15,000

10%

Expected CAC
$60
$70
N/A

$80

600

450
30%
$30,000

8%

Expected ROI
4x

3X

N/A

5x

Total monthly marketing budget recommendation with breakdown: $11,000, focusing on the most effective

channels for reaching restaurant owners and delivery service managers.
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Document 5

Project Execution & Delivery Roadmap

1. Project Overview

» Estimated total duration: 12 weeks

» Team size recommendation: 3-5 members (1 product manager, 2 developers, 1 QA tester, 1
UI/UX designer)

» Development methodology: Agile Scrum

* Sprint duration recommendation: 2 weeks

2. Phase Breakdown

Phase 1: Foundation & Setup (Week 1-2)

* Tasks:

» Development environment setup

* Project scaffolding and boilerplate

* CI/CD pipeline setup using GitHub Actions

» Database schema creation with PostgreSQL
* Authentication system implementation

* Estimated effort: 20 person-days

Phase 2. Core MVP Features (Week 3-6)

e Sprint 1 (Week 3-4):

* Sprint goal: Implement basic API functionalities

* Features:

* Real-time tracking endpoints

* Basic authentication and user roles

» Dependencies: Database and authentication system from Phase 1
* Estimated effort: 25 person-days

« Deliverables: Functional API endpoints for tracking

* Sprint 2 (Week 5-6):

* Sprint goal: Enhance features with notifications and analytics
* Features:

* Real-time notifications

* Basic analytics endpoints

» Dependencies: Complete Sprint 1 functionalities
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* Estimated effort: 25 person-days

« Deliverables: Notification system and analytics dashboard

Phase 3: Integration & Polish (Week 7-8)

» Tasks:

e Third-party integrations with Google Maps for location data

» UI/UX polish for developer tools and dashboard

* Error handling and edge cases

* Performance optimization

* Estimated effort: 30 person-days

Phase 4: Testing & QA (Week 9-10)

» Tasks:

* Unit testing with at least 70% coverage using Jest

* Integration testing for all APl endpoints
 User acceptance testing (UAT) with restaurant stakeholders

* Security testing using OWASP guidelines

 Performance/load testing on staging environment

* Bug fix buffer: 10% of estimated time

* Estimated effort: 20 person-days

Phase 5: Launch Preparation (Week 11-12)

» Tasks:

» Deployment to production environment on AWS

» Monitoring setup using AWS CloudWatch
» Documentation finalization

» Marketing assets preparation

» Launch checklist review

* Estimated effort: 15 person-days

3. Resource Plan

Role

Product Manager
Developer 1
Developer 2

QA Tester

UI/UX Designer

Allocation
20%
100%
100%
50%

20%

Duration
12 weeks
12 weeks
12 weeks
6 weeks

4 weeks

Estimated Cost Range
$6,000 - $8,000
$24,000 - $30,000
$24,000 - $30,000
$6,000 - $9,000

$3,000 - $5,000



* Total Cost Estimate: $63,000 - $82,000

4. Risk & Mitigation Timeline

Risk Impact Likelihood

Delay in API integration  High Medium

Performance Medium High

bottlenecks

Security vulnerabilities High Medium
5. Milestone Calendar

Milestone Target Date

Project Kickoff Week 1

MVP Feature Complete Week 6

Integration & Polish Week 8

Testing Complete Week 10

Launch Date Week 12

6. Budget Estimate Summary

Category

Development

Infrastructure (6 months)
Third-party services (6 months)
Marketing (3 months)

Total MVP to Launch

Mitigation When to Address

Have contingency Phase 2
timeframes and clear
API documentation

Conduct regular Phase 3
performance tests and
optimize queries

Regular security audits, = Ongoing
use secure coding
practices

Success Criteria

Team onboarded and tools setup

All core features functional

Third-party integrations seamless

All tests passed with minimal bugs

Deployed on production and operational

Estimated Cost

$63,000 - $82,000

$5,000 - $10,000

$3,000 - $5,000

$6,000 - $10,000

$77,000 - $107,000

Minimum Viable Option: Reduce the team size to a lean setup or extend timelines with a smaller team to

potentially reduce costs by up to 20%.

7. Post-Launch Plan (Months

3-6)

» Phase 2 feature development timeline: Additional analytics and premium features

* Scaling triggers and actions: Monitor user base growth, optimize infrastructure
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e Team growth plan: Plan for additional developers as user base scales

« Iteration cycle based on user feedback: Conduct regular feedback sessions, adjust features as
necessary

This roadmap ensures the strategic alignment with the medium budget range ($50K-$100K) and sets clear
pathways for delivering a scalable and reliable API tool.
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Ready to Build This?

Turn this blueprint into a real product.

Our team offers end-to-end development services —
from MVP to launch and beyond.

Contact us: hello@unbuiltlab.com

Unbuilt Lab

unbuiltlab.com
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