Business Plan for a Self-Sustaining Organisation: 'The Commercial'
Executive Summary
This business plan for The Commercial, a small local pub in Gowerton, Swansea, displays the ways in which it can not only create long-term sustainability, but improvements to generate a higher level of profit. The plan consists of changing the identity of the pub into a community focused hub with a higher focus on a younger demographic, where there will be a variety of both private and public events. The Commercial has a loyal customer base currently, with limited events weekly. However, there are opportunities to be considered such as adding food and changing how it is marketed. The plan looks at partnering with local breweries and food suppliers to further develop the idea of community, as well as utilising technology to create a social media presence and a website to promote customer engagement. Tapping into a younger audience will provide more stable long-term success, which can be achieved through the use of technology and creating an environmentally friendly approach, which is becoming imperative in the success of businesses at this time. Having promotions and events posted through social media will attract more new customers, capitalising on the fact that the pub is located next to the train station. Increasing what the pub offers is important, with new seasonal menus, opening earlier for coffee to cater to travellers due to the pub's location, and having an events calendar for customers all increases customer experience and, in turn, loyalty. 
Financial projections show steady increases in profit which is essential for success and survival. This is impacted by initial investments such as a kitchen and installing new digital systems for management, however the benefits of these will greatly outweigh the costs in the long-term. Cost saving strategies will reduce the impact of change and help create financial stability in the business. 
Assessment of the state of the business needs to take place frequently as there is a large amount of competition in the hospitality industry, and many factors could impact the profitability of the business. This is achieved through quarterly meetings and a large annual meeting, assessing customer feedback through social media and the website, and creating an organisational culture which has transparent communication at its core. This plan will give the pub a much larger role in the community, which will increase the number of both loyal customers and new customers, creating a sustainable and resilient business with a large and diverse customer base. 
Introduction
‘The Commercial’ is a small independent pub in Gowerton, Swansea, which has a large customer base including local regulars, families, cyclists and travellers. At this moment in time, it sells soft and alcoholic drinks and bar snacks such as basic nuts and crisps. With regards to events, The Commercial has live music on the last weekend of every month, with poker nights and a pub quiz weekly for the locals (WhatPub).  While the pub has a community of regulars in the local area, there is little to no attraction for newer customers, especially the younger demographic who will be the lifeline of the business in the long term (next 5-10 years).  The Commercial holds itself well when looking at its position in the market locally compared to other clubs such as the con club, which is not far away but contains a function space for events and carveries (Camra). However, there are certainly aspects that could be taken from the competition to improve and grow in the market.
The Commercial was chosen due to its traditional and community focused approach to business. The events that are currently available are personal and create a sense of community among the locals and promotes interaction. The main challenges that they are facing currently include increasing competition from newer bars in the area which are marketed well, focusing on an older audience and neglecting opportunities, and investment needs to make key partnerships and market properly. 
While there are a few challenges to overcome, there are also many opportunities to seize such as taking advantage of being located next to the train station and the cycle path, making partnerships with local breweries such as the Gower Brewery, which supplies different lagers and ales to many pubs in the area (Gower Brewery). Another partnership opportunity would be with food companies to create more reason for customers to show up as opposed to selling exclusively snacks. This would also be beneficial when looking at the macroeconomic factors, such as the rise in alcohol prices, as it provides an alternative income source that more people will use during the daytime (HM Revenue & Customs). There are many sources which look at digital marketing and show that customers are affected by a range of different factors, with technology now playing an important role in what customers are interested in (Jung and Shegai, 2023). It has also been shown that businesses that use digital marketing experience high levels of growth and increased sales (Yunis, Tarhini and Kassar, 2018). 
Strategy
In order to ensure stability, any business needs to look at the macroenvironment and factors that could possibly have both positive and negative effects on the business. From an economic standpoint, The Commercial will need to use cost efficient operations and reinvesting profits in key areas to ensure survivability in the long term. By partnering with local food trucks, produce and breweries there will not only be a strong supply chain, but it will enhance the idea of being a community-oriented pub and reduce food miles, which will improve economic and environmental sustainability. While discussing environmental sustainability, The Commercial will introduce better waste management and energy saving strategies to promote environmental sustainability and attract younger, more conscious customers. There has been a growing need for environmental sustainability in the hospitality industry, with many companies introducing methods to maintain and grow their customer base (Sun and Nasrullah, 2024). By using reusable materials and implementing energy saving lighting and water usage, The Commercial can get a step ahead of the competition in the local market as a more sustainable business. 
When looking at customer retention, there are a few methods that the business could use to create a loyal customer base. Keeping loyal customers is just as important as gathering new ones, with it being between 5 and 25 times harder to gain new customers as opposed to keeping regulars and retaining customers increases profits (Gallo, 2014). The Commercial currently retains customers through themed nights with events such as pool tournaments, pub quizzes and poker nights. These events are great for increasing the number of customers during the week and will greatly increase the amount of returning customers weekly specifically for the events (Kelly, 2025). The plan is to not only continue these events but to add more such as darts tournaments, battle of the bands events for local musicians and food festivals for local restaurants to advertise. Currently, there is no online presence for the business which is greatly impacting their ability to market. By creating accounts for social media, The Commercial will advertise these events weekly and promote feedback from customers, further increasing the sense of community. Social media marketing is a tool that every business should utilise regardless of size due to the number of customers that not only view social media but use it to look at recommendations and influence their purchasing decisions (Jamil et al., 2022). Giving regular customers first access to tickets for major events will make them feel valued and make them more inclined to purchase tickets and keep returning. 
In a constantly evolving industry with increasing levels of competition, using social media for feedback will be crucial in both acquiring new customers and retaining them. Using the analytics from social media will also play a large part in assessing customer engagement, allowing the business to decide when to launch promotions or events. Having seasonal themed menus with both food and drinks such as special cocktails will create some uniqueness in the business, with plenty of vegetarian options to expand the customer base as much as possible. With the location of the pub being next to the train station, opening in the morning and serving coffee will be beneficial as it will attract travellers to stop even for one drink or a snack. 
To ensure financial stability, The Commercial will need to diversify their income streams. This can be achieved not only through proper meals and seasonal menus, but also through utilising extra space for private hire, such as small wedding parties. This paired with having large events which require paid entry would be beneficial and reduce reliance on just making money from drinks. Utilising the garden space to host sales for local products and crafts would evolve The Commercial into a space where the community comes together for promotion and events. These can be organised through the use of technology, which will now be used beyond just creating a social media presence. Having booking systems for private hire events, stall booking for any craft fairs, and any updates will be posted through a website. This website will contain all events for the month, the current seasonal menu with specials for both food and drink, and a suggestions section where customers can request certain events or items. Using online data analytics will allow better judgement of the business’ position in the market and newer databases will allow better stock management, especially when dealing with the new partnerships with local breweries. 
Organisational culture is very important and maintaining a stable workforce is crucial for long term success in any business in evolving industries (Saif, 2024). The Commercial will ensure motivated staff by offering flexible schedules for workers and a good salary. Partnering with local schools to promote work experience will promote the idea of community while keeping costs low and will have skills training such as customer service and using the online systems/databases. Open communication with employees is crucial as transparency increases productivity in employees and gives them more of a sense of purpose and fulfilment, which will increase chances of employee retainment (Musheke and Phiri, 2021). 

Business Model Canvas
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Financial Considerations
[bookmark: _Int_sqtrn4yG]To properly analyse a business and determine its viability long term, there needs to be financial considerations and planning. By doing basic financial forecasting for the first few years, it is possible to see if the pub is projected to have stability. Firstly, by looking at the averages for a small-town pub from the BBPA, it is assumed that the current average weekly takings are around £4,000 across the whole year with a 98/2 ratio of drinks and food (Howtorunapub.co.uk, 2018). This will set The Commercial at around £208,000 a year estimated with no changes. This is due to the fact that there are limited food options available and limited weekly events.
By incorporating a diverse food menu and introducing more events which are community focused (therefore reducing cost when compared to large scale events from big companies) the number of customers is expected to increase. According to a report in Ireland (Macha, 2023), 37% of consumers go out weekly for food, with an increased focus on food-led pubs as opposed to wet-led. Based on this, implementing and placing a higher priority on food could result in a possible average 15% increase in earnings weekly, taking the annual earnings up to around £239,200. This could be increased through private event hires and good use of digital marketing.
By using effective digital marketing strategies and private hire and the previously stated customer retention strategies, it will be assumed that there will be around a 5%-10% increase in returning customers and profitability, taking the business up to a possible £257,140 annually after three years of development using an effective business strategy. 
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The graph shows steady growth and therefore projects financial stability for the business if developments continue. 
When estimating costs for the business there are some up-front costs that need to be considered such as installing a kitchen, setting up digital systems and setting up promotion/marketing. This could be added up to around £50,000 up-front, and will be assumed that fixed costs will be around £3000 weekly. This means that the business has potential to make a profit after the first year, but it is more likely that there will be a profit in the first half of the second year.
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To create better financial stability, saving on costs where possible will be imperative. Creating long term fixed contracts with providers will reduce energy costs long term and seeking funding for community projects will benefit greatly. Having volunteers where possible for events will reduce costs for staff. Having goods delivered when needed will reduce waste and allow for better inventory management (Banton, 2025).
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Implementation Plan
[bookmark: _Int_sCBml0nx]With regards to implementation of the systems, most operations and systems will be launched at the beginning of the year in order to accurately depict the state of the business by the end of the year. There will be reviews every 3 months with a final analysis at the end of the year. Seasonal Menus will be launched at the beginning of summer and continue to run until the end of the year. Launching the digital systems at the beginning of the year is beneficial as it will directly affect the operation of the business and ultimately affect customer experience. Launching the website is planned to take some months as there is lots to consider and change depending on customer feedback, however events calendars will be posted as soon as possible to inform customers on what to expect in the coming months, for example, the Battle of the Bands event in July. When reviewing every quarter, the business is aiming to measure success by having at most 20% staff turnover, with a high number of returning customers and an increase of spending from each individual customer in each visit. The risks of having high staff turnover will be mitigated by having a large number of part time staff and using the schools to advertise jobs, and good training for each staff member so they can cover all aspects of the business and feel like a team. Hosting events such as jazz nights in colder seasons will attempt to reduce the effects of seasonal downturn and more food offers will be available in times of economic struggle and for loyal customers. By having deals with local businesses, there is a lower chance of any disruptions with supplying stock and by having multiple partnerships there is a contingency where change in suppliers should be easier. Once the company has broken even, having a reserve of the profit will be beneficial in case of a financial issue such as rising prices of stock, energy bills or events such as COVID-19 which would prevent people from attending the pub. Having a large meeting at the end of the financial year is a necessity to ensure growth and sustainability of the business, as any issues that were brought up in the quarterly meetings can be addressed and changes can be implemented to improve customer retention and therefore profitability. 
Conclusion
To conclude, this plan gives a good strategy to turn The Commercial from any other local pub into the heart of the community and area. By assessing the current issues with the pub, and looking at the opportunities that have been presented, it can evolve and grow its customer base to ensure sustainability in the long term, especially while trying to stay traditional in a technologically advanced world. This can be achieved through creating a community focused business, primarily through partnerships in the local community with suppliers and event managers which will also diversify the income streams to create financial stability. Creating a successful business in this instance is retaining both staff and customers alike. Altering marketing strategies with a much heavier focus on social media will boost customer activity greatly as the business was lacking any social media presence. This will appeal to a younger audience, who will eventually be relied on for long-term survival. For any issues that are presented throughout the year, the business has increased its adaptability through the use of frequent reviews which means they can be addressed and squashed quickly. When considering all these factors, it is evident that The Commercial will transform and not only survive but excel in the hospitality industry. 
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