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Executive summary
This business plan presents The cuppa & cake fix, an independent coffee shop dedicated to bringing great coffee and other hot drinks and a variety of delicious, sweet treats, in a cosy, warm environment, to the customers in Swansea and its tourists. The plan showcases the business model, market potential, and growth strategy, backed by industry research and consumer insights.
Everyone should be able to enjoy a sweet treat, no matter their diagnosis or change in diet due to health reasons, ethical motivations or wellness choices. 
According to a PAFA (Patterns and Prevalence of Adult Food Allergy) project funded by the Food Standards Agency in partnership with various NHS organisations and universities (PAFA, 2020), over 30% of adult population in UK have reported adverse reactions when eating food. Further clinical assessments highlighted that around 6% of adult population has a clinically demonstrated food allergy. This represents approximately 2.4 million adults in UK (Food Standards Agency, 2024).
Moreover, according to an article published in The Grocer (2022), sales in cow milk decreased by 6.1% in 2022, compared to 2021. In addition, according to research conducted by Mintel shows that 1 in 3 adults in UK are plant-based milk drinkers, with usage increasing from 25% in 2020 to 32% in 2021 (Mintel, 2021).
According to British Baker, in 2025, free-from bakery sold 6.3% more packs than the previous year, while traditional bakery sales sunk slightly. Overall, in 2025 UK customers spent £24.7m more on free-from bakery products than in 2024.
As awareness around allergies, dietary restrictions and personal wellness continues to grow, there is a clear need on the market for coffee shops that adapt to such realities. 
The cuppa & cake fix is not just a coffee shop. The idea behind the concept was to create a community space where people with diverse needs, lifestyles and health considerations can meet. Whether we’re thinking about individuals with coeliac disease, or people who choose plant-based options for wellness motivations, or those who avoid dairy for digestive health reasons, The cuppa & cake fix has inclusivity at the core of its values. 
In today’s marketplace, adapting to customers’ needs is not optional: it’s a must. A coffee shop that recognises allergies, respects dietary preferences and prioritises customer well-being shows not only responsibility, but empathy, innovation, authenticity and forward-thinking leadership. 





















Business Plan
 	1. The Company
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Figure 1: Company logo
The cuppa & cake fix was created to meet a clear and growing need in the market: a space where quality, inclusivity and wellbeing coexist. The brand offers craft beverages and baked goods that accommodate allergy sufferers, support wellness-focused lifestyles and align with evolving dietary choices. According to Rob Walling (2010), ‘’the genius of niches is they are too small for large competitors, allowing a nimble entrepreneur the breathing room to focus on an underserved audience.’’
The cuppa & cake fix has a brand story rooted in the very need to create a community space where everybody feels considered: from allergy sufferers to wellness seekers to people who make intentional dietary changes. The brand story is essential for the coffee shop’s market strategy. According to Prof. Jill Avery at Harvard Business School Online, ‘’A story can capture someone’s attention, make them feel strong emotions [...]. This journey from awareness to purchase is why storytelling is such a powerful tool in a brand manager’s arsenal.” (Heinrich, 2025)
The cuppa & cake fix is registered as a Private Limited Company (Ltd) in the UK. According to Suzanne Olsson at Go UK Business, this setup is tax-efficient, it offers the coffee shop limited liability protection and it increases credibility with banks and suppliers; an Ltd setup also gives the business the flexibility necessary for growth, it gives access to modern payment solutions and it offers potential for brand protection.  (Olsson, 2025)

2. Mission statement
According to Peter Drucker (1973), business ‘’is defined by the business mission. Only a clear definition of the mission and purpose of the organization makes possible clear and realistic business objectives.’’
‘’The cuppa & cake fix is striving to redefine the cafe experience by combining wellness, safety and exceptional taste, creating an inclusive space by the sea where every customer feels confident, valued and nourished.’’ 

3. Business Aim
The cuppa & cake fix aims to provide a welcoming, inclusive and wellness-focused cafe experience, in a safe space that fosters community engagement and supports health-conscious lifestyles.     

4. SMART Objectives
1. Increasing brand awareness (achieve 25% growth in social media followers in year one, through promoting the cafe’s unique allergy-friendly, health-focused products)
2. Customer satisfaction (maintain >90% customer satisfaction rating, measured through feedback forms and online reviews)
3. Revenue growth (generate £45,000 profit in year one: in-store &online purchases, seasonal specials, catering for local events)
4. Menu expansion (introduce 2-3 new products every quarter, following customer feedback and wellness trends)

5. Unique Selling Proposition
‘’Wellness by the waves - safe, healthy, delicious.’’
This strong USP is a perfect fit as it clearly communicates the unique identity of The cuppa & cake fix: short and easy to memorise, yet capturing three important features: location, lifestyle and core product promise. 

6. Physical resources
The cuppa & cake fix is situated on Swansea Beach, offering high foot traffic all year round from residents and tourists. The beachfront setting is in line with the brand’s focus on health and dietary inclusivity, while having the Cenotaph in the very close vicinity adds a sense of community and emotional connection to the coffee shop experience, making this the perfect location.   
[image: ]
Figure 2. Map: Location of the business

7. Human Resources
The cuppa & cake fix employs 2 baristas, 1 baker/pastry chef and 1 Front of House assistant, all on a part time basis.
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Figure 3. Team chart
Main responsibilities:
> Owner/manager oversees the operations and strategic directions of the 
Business;
> Baker: produces baked goods, following the business’ health-focused, allergy friendly mission;
> Baristas: responsible for preparing the hot and cold drinks, while delivering excellent customer service;
> FOH assistant: takes orders, handles payments, answers customer queries.
Staff have been recruited from the local community using noticeboards and adverts posted in store and other local cafes. Vacancies have also been advertised using platforms like Indeed and LinkedIn. To hire the baker, The cuppa & cake fix used a hospitality recruitment agency.

8. Marketing activities
To promote The cuppa & cake fix, I've used a mix of digital and local marketing strategies. I shared behind-the-scenes content on TikTok and Instagram to showcase the preparation processes and launched the business on Facebook to engage the local community.
To increase local awareness, I distributed flyers in the surrounding area, and I secured coverage in the Swansea Standard. Additionally, I partnered with a coeliac blogger who visited the shop for a tasting experience, helping to build credibility.   

9. Market research
9.1. Primary research
Primary research enables businesses to gather tailored data relevant to a specific concept (Saunders et al., 2019).
For The cuppa & cake fix, primary research includes surveys, focus groups and competitor analysis. According to Malhotra (2019), these are key primary research tools for understanding consumer behaviour. 
Survey: 71% of 420 participants responded that they or someone they know have a food allergy, dietary restriction or a health based dietary choice.
Focus groups: 6-8 participants/group. Adults and parents of children with food allergies, vegan consumers and health-conscious individuals in Swansea have been recruited. Sessions’ length: 60 minutes. Discussions (audio-recorded with consent) explored attitudes towards allergy safety, cross contamination concerns and willingness to pay premium prices. According to Saunders et al.(2019), this approach enables deeper exploration of consumer trust and expectation.
Competitor Analysis is essential for identifying market gaps and differentiation opportunities. (Johnson et al., 2020)
I researched local coffee shops in Swansea, reviewed their menus, pricing and branding. I analysed their social media content to assess engagement levels and promotional strategies. This helped me understand what worked well and what the competitors were lacking.

9.2. Secondary research
According to Bryman and Bell (2018), secondary data is cost-effective and useful for understanding broader industry trends before conducting primary research.
· UK Coffee shop trends: Speciality Food magazine (2025) highlights a key trend in the UK coffee shop market is the growing demand for inclusive menus with plant-based and allergen-friendly options;
· Free-from market trends: free-from market is worth £3.85bn in UK, highlighting the increasing number of customers making dietary choices (Talking Retail, 2025);
· Allergy & Health statistics: following a survey on 2,134 UK participants, High Speed Training published a Food Allergen Report (2024), which showcases that:
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Figure 4. Food Allergen Report by High Speed Training

10. Financial resources
The cuppa & cake fix is designed to be financially sustainable while providing inclusive, allergy-friendly options. 
Initial budget: £40,000
Start-up costs: £25,000
· Coffee machine &equipment
· Furniture &decor
· Initial stock (coffee beans, syrups, gluten-free ingredients etc)
· Branding
· Marketing, launch costs
· Licences, insurance, food hygiene certification
Budget post-opening: £15,000
Monthly running costs: £10,500
· Fixed: £6850 (rent: £1500; utilities: £400; insurance: £150; Wi-Fi &subscriptions: £100; Staff wages: £4200; loan repayment: £500)
· Variable: £3650 (stock &ingredients: £3000; packaging &cleaning: £400; marketing: £250)
Finance sources: 
· Personal savings
· Family investment
· Bank loan
· Small business grant from council         
12-Month Cash-flow forecast:
	Month
	Cash in (£)
	Cash out (£)
	Net flow (£)

	Month 1
	10,500
	11,500
	-1,000

	Month 2
	11,500
	10,500
	1,000

	Month 3
	12,000
	10,500
	1,500

	Month 4
	12,500
	10,700
	1,800

	Month 5
	13,000
	10,700
	2,300

	Month 6
	13,500
	10,700
	2,800

	Month 7
	13,000
	10,500
	2,500

	Month 8
	12,500
	10,500
	2,000

	Month 9
	14,000
	10,800
	3,200

	Month 10
	15,000
	10,800
	4,200

	Month 11
	16,000
	11,000
	5,000

	Month 12
	17,000
	11,000
	6,000


Figure 5. Table: 12-month cash-flow forecast
Month 1 shows a small loss due to launch costs, however from Month 2 onwards, cash flow becomes positive as the number of customers rises. With continued social media coverage, local engagement and influencer partnerships, the business reaches its break-even point in Month 6. Revenue grows further in peak-seasons, and by month 12, the business has a closing balance of £ 46,300, demonstrating financial stability and the ability to reinvest into menu expansion and customer experience improvements.     

11. SWOT Analysis 
	Strengths 
	Weaknesses

	Unique Selling Proposition
	Higher ingredient costs

	Engaged marketing strategy
	Limited staffing

	Prime Location
	Niche market limitation

	Small, dedicated team
	Seasonal location dependency

	Opportunities
	Threats

	Growing demand for allergy-friendly and plant-based options
	Competition from established coffee shops

	Menu expansion and seasonal offerings
	Rising costs for speciality ingredients

	Online presence and delivery
	Changing regulations

	Community partnerships and events
	Economic uncertainty


Figure 6. SWOT Table
As Simon Sinek (2009) highlights, ‘’people don't buy what you do; they buy why you do it.’’ The cuppa & cake fix stands out with an allergy-friendly, wellness focused menu, supported by a healthy closing balance. While small part-time staffing and seasonal foot traffic pose challenges, opportunities such as menu expansion, local partnerships and online presence can drive growth. With strategic marketing, operational planning and continued focus on the USP, the business has a strong potential to thrive, while mitigating the risks related to seasonality and staffing. 

Conclusion
The cuppa & the cake fix is well positioned as a niche destination for customers that are affected by food allergies, are dietary-conscious or simply wellness-focused.
With a strong closing balance of £46,300, a prime location and a dedicated team, the business has a solid foundation. 
[bookmark: _Int_K0AM0XZw]By focusing on its values and purpose, the cafe can build a loyal customer base, stand out from competitors and grow sustainably. 

Personal reflection
Over the past year of launching and operating my inclusive coffee shop on Swansea beach, I have developed a deep understanding of what it takes to build, position and sustain a niche hospitality business. Entering the market with an initial budget of £40,000 - £25,000 of which was allocated to start-up costs – I quickly realised that financial planning is not just about opening the doors, but about maintaining stability through the early months of uncertainty. 
Reaching break-even by month six demonstrated that careful forecasting and realistic pricing strategies were effective, and achieving £46,300 profit by month twelve reinforced the importance of strategic planning and continuous monitoring of performance.
One of the most significant lessons has been the value of identifying and clearly serving a niche market. By focusing on allergy-friendly products, wellness enthusiasts and customers making health-conscious dietary changes, I recognised that inclusivity is both a social responsibility and a strong competitive advantage. 
Through customer surveys and industry research, I gained insight into concerns around cross-contamination, premium pricing and trust. This helped me understand that transparency, clear communication and rigorous procedures are essential in building credibility. Customers are not simply purchasing a cake and a drink; they are purchasing reassurance, safety and an experience tailored to their needs,
Marketing and brand development have also been key learning areas.  Using Facebook for the launch, hosting a press event, distributing flyers and producing TikTok and Instagram content showed me that multi-channel marketing strengthens brand visibility. However, I’ve learned that marketing is most effective when it’s supported by strong brand storytelling. 
From the beginning, the story of The cuppa & cake fix was centred around inclusivity, community and creating a safe space for individuals who often feel limited by traditional cafe options. ‘’Wellness by the waves: safe, healthy, delicious.’’ is more than a slogan; it communicates the purpose behind the business. Sharing behind-the-scenes baking processes, highlighting allergy-safe practices and explaining the motivation behind the business helped humanise the brand and build emotional connections. Customers engaged not just with products, but with the purpose and values behind them.
Collaborating with a local coeliac blogger further reinforced the power of authentic storytelling. Inviting her for a tasting and allowing her to share genuine feedback strengthened credibility within the local community. This experience highlighted the power of influencer marketing in niche communities and taught me that authentic, third-party endorsement can build trust far more effectively than traditional advertising alone.
Conducting competitor analysis also shaped my strategic thinking. By analysing local cafes’ branding, social media presence, customer feedback and promotional strategies, I identified gaps in the market. Rather than competing on price alone, I differentiated my business through specialised dietary knowledge, premium quality ingredients and a strong inclusive identity.
Overall, this year has developed my resilience and strategic awareness. I have acknowledged that long-term success requires financial discipline, operational efficiency, strong branding and meaningful community engagement. Most importantly, I recognise that sustaining success requires continuous evaluating, adaptation and commitment to the inclusive values at the heart of the brand.
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