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Introduction
Company: Alex Gooch Artisan Baker is a Welsh, plant-based artisan bakery known for long-fermentation sourdough and sustainable ingredients, supplying cafés, restaurants and Waitrose across Wales and England and operating cafes in Cardiff (Whitchurch Road) and Monmouth (Company website; Instagram bio). The brand emphasises craft, provenance and animal-free baking—strengths that create clear differentiation in a market where “sourfaux” (fake sourdough) and quality concerns have become mainstream topics of debate and reporting (The Guardian, 2023; The Times, 2025; FT, 2024).
Market context: Wales’ food and drink sector grew nearly 10% in 2023 with turnover reaching £9.3bn and targets exceeded early creating favourable conditions for scale-ups (Welsh Government/Business Wales, 2024). At same time, national craft bakery chains are expanding aggressively and these raising competitive pressure (British Baker, 2024; FT, 2024). Consumers increasingly want transparency and proof of authenticity in fresh foods (Deloitte, 2023; EIT Food Trust Report, 2024).
Problem The bakery has an excellent reputation and can reach a lot of people through wholesale but it does not have enough direct customer relationships, recurring income, or proof-of-impact messages for these changes in the market.
Target project: This plan proposes a twelve-month growth programme combining three workstreams:1) Direct-to-Consumer e-commerce with two subscription bundles to create recurring revenue and first-party data; 2) structured wholesale expansion in Wales to add scale and physical presence; 3) a measured community initiative, “Real Bread for Wales,” to publish transparent monthly impact and strengthen trust.
The three streams reinforce one another: D2C deepens loyalty and insights; wholesale builds reach and throughput; the campaign provides credible proof in a category prone to misinformation about real sourdough (The Guardian, 2023; The Times, 2025; FT, 2024). Thus, targeted combination addresses competitive and trust gaps while preserve bakery’s artisan quality and plant based ethos.



Project Aim, Objectives and Scope
Project Aim: The aim of the project is to grow revenue and loyalty without diluting artisan quality by launching D2C service with subscriptions, adding 20 Welsh wholesale doors and running one transparent, cause-led campaign.
SMART Objectives.
By Day 90:
· Online shop live with eight to twelve best sellers and delivery across Wales.
· Two subscription bundles live called Bread Basics and Weekend Treats with at least one hundred and fifty paying subscribers.
· 5 new wholesale accounts live.
· On-time-in-full (OTIF) must be at least 92%, the monthly online run-rate must be at least £20,000 and Net Promoter Score must be at least 55.

By Month 12:
· 1000 active subscribers; 20 net new wholesale doors.
· OTIF ≥95%; returns ≤2%; repeat purchase ≥35%; NPS ≥60.
· Publish 12 monthly impact updates; 10,000 loaves equivalent donated.
Scope in and scope out
In scope: Set up a simple online shop, add an easy subscription option, send helpful automated emails, use recyclable insulated packaging, agree courier service rules, create a wholesale guide, produce campaign materials, build a small performance dashboard, and train staff on new tools and processes.
Out of scope: New bakery sites or shop build outs, next day delivery across the whole United Kingdom, and implementation of a complex enterprise resource planning system.
Benefits and success criteria: Benefits include recurring revenue, stronger loyalty, wider reach in Wales, and transparent community impact. Success is measured by the month three and month twelve targets above, with a tolerance of plus or minus ten percent for time and cost, and by readiness to operate evidenced through signed service levels, training completion, and live dashboards.
Theoretical framework: Why this plan should work
PRINCE2-7 (project governance): PRINCE2-7 focusses on people, sustainability, and data, and it is based on customisation and outcomes (PeopleCert, 2025).  The project will set clear roles, hold short weekly meetings and have monthly steering to help people and decisions flow. It will also publish easy to understand sustainability KPIs like how is the recyclable packaging and how quickly deliveries are made. It will also manage by stages at the first, third, sixth, and ninth months with time and cost tolerances of plus or minus ten percent and quality standards that include on-time-in-full, returned and Net Promoter Score (PeopleCert, 2025; PMI, 2024).  This observation is in line with research that shows that hybrid and adaptive governance leads to better delivery outcomes (PMI, 2024).
The Resource-Based View (RBV) (strategies):  RBV contends that valuable, rare, inimitable and non-substitutable (VRIN) resources and competencies provide a long term advantage.  Distinctive assets for this bakery include long-fermentation expertise and quality, plant-based positioning, trusted provenance and supplier relationships and community credibility (Helfat et al., 2023; Lubis, 2022; Komakech et al., 2025). Implications of this framework are Monetise VRIN capabilities via D2C subscriptions to build recurring revenue and first-party data (Helfat et al., 2023) and protect inimitability by codifying fermentation practice, supplier stories and transparency content while enforcing cold-chain and OTIF standards (Lubis, 2022) and invest in hard-to-copy capabilities such as analytics, email automation and packaging performance; avoid broad nationwide roll-out until service reliability is proven (Komakech et al., 2025). Overall, this framing links governance discipline to the strategic use of scarce capabilities, ensuring growth without eroding artisan quality.  

Project Outputs (Deliverables and Direct Results)
	Deliverable
	Done-When (acceptance)
	Evidence / Owner

	D2C Storefront (Wales)
	8–12 SKUs live; payments, tax, delivery set; five test orders; speed baseline
	Test logs / E-commerce Lead

	Two Subscription Bundles
	“Bread Basics” and “Weekend Treats” launched; churn and MRR baselined
	Live plans / E-commerce Lead

	Wholesale Enablement Pack
	Pricing, shelf cards, onboarding issued; five doors onboarded; first POs OTIF
	Pack, invoices / Wholesale Lead

	Packaging and Cold-Chain
	24–48h tests pass; recyclable insulation; courier SLA; labels and allergens approved
	Reports / Operations Lead

	Lifecycle Marketing Automations
	Welcome, abandoned checkout, reorder, win-back live
	ESP proofs / Marketing Lead

	Customer Service and Returns
	Helpdesk live; SLAs, macros, routing; returns linked to finance
	Dashboard / Customer Service Lead

	Operational Analytics Dashboard
	Orders, AOV, Subscribers, OTIF, Returns, NPS automated; alerts configured
	Dashboard / Data and CRM Analyst

	Compliance Artefacts
	HACCP, allergen matrix, SOPs updated; staff trained; audit recorded
	Records / Quality Assurance Lead

	Transparency Communications
	Monthly “Real Bread for Wales” update with UTM tracking
	URLs / Marketing Lead

	Benefits and Handover Pack
	Lessons captured; SOPs and contracts transferred; benefits confirmed at Gate 5
	Sign-off / Project Manager


Direct results: By Month 3 the project achieves a revenue run-rate of at least £20,000 per month, at least 150 subscribers, on-time-in-full of at least 92 percent, returns no greater than 2.5 percent, and a Net Promoter Score of at least 55. By Month 12 it reaches at least 1,000 subscribers, at least 20 wholesale doors, on-time-in-full of at least 95 percent, returns no greater than 2 percent, repeat purchase of at least 35 percent, and a Net Promoter Score of at least 60.

Activities Required to Deliver the Outputs
The feasibility appraisal compared three options which are remaining wholesale led, launching full UK D2C at once, or staging a Wales-first D2C with two subscriptions, disciplined wholesale, and transparent monthly updates. The staged route is adopted to prove reliability before scaling. Governance applies stage gates and tolerances aligned to PRINCE2 7 and outcome-based planning in PMBOK 7 (PeopleCert, 2025; PMI, 2024).
Establish control and gates. Approve the charter, scope, and ±10% time/cost tolerances. Set cadence (weekly stand-ups; monthly steering) and Gate 1/3/4/5 decision points (PeopleCert, 2025; PMI, 2024).
De-risk last-mile and packaging. Run 24–48-hour temperature trials, select recyclable insulated packaging, and sign a courier SLA covering cut-offs and liabilities. Finalise labels and allergen data per UK guidance, then capture OTIF and damage baselines.
Launch minimum viable D2C and subscriptions. Configure catalogue, tax, shipping, and payments. Publish two packages to make sure the checkout works and then after that fill five end-to-end test purchases to get recurring income and first-party data (PMI, 2024).
Activate targeted wholesale. Issue pricing and onboarding packs, conduct sampling, and open five doors by Month 3 to extend reach while D2C stabilises (PMI, 2024).
Build lifecycle communications with deliverability assurance. Map welcome, abandonment, reorder, and win-back flows.
Returns and stand up service are required because protecting margin and experience requires implementation of helpdesk, service level agreements (SLAs), macros, routing and finance linked returns flow (PMI, 2024).
Set up the dashboard and notifications.  Set up automatic weekly reports for Orders, AOV, Subscribers, OTIF, Returns and NPS.  As important factors, track the courier's performance, the packaging's specifications, and the health of the email (PMI, 2024).
 Publish monthly reports on the effects that are clear because when releasing findings of "Real Bread for Wales" with UTM proof, it gain confidence throughout planned growth (PeopleCert, 2025).
Maintain and develop is key activity because when determining the extent and pace of the roll-out in the United Kingdom, gate reviews should be compared to the goals for Month 3 and Month 12 (PeopleCert, 2025; PMI, 2024).


Work Breakdown Structure 




Dependency Chart
[image: A diagram of a company

AI-generated content may be incorrect.]

Milestones by month 
	ID
	Month
	What happens
	Depends on

	M1
	Month one
	Charter approved, gates set, baselines fixed, platform chosen
	1.1 to 1.6

	M2
	Month two
	Packaging tests passed and courier service level signed
	2.2

	M3
	Month three
	Shop live, two bundles live, five doors opened; revenue run rate at least twenty thousand pounds; at least one hundred and fifty subscribers; on time in full at least ninety two percent; net promoter score at least fifty five
	2.1, 2.3, 2.4, 2.5, 2.6

	M6
	Month six
	Scale decision and account reviews
	2.7 and wholesale performance

	M9
	Month nine
	Start of full operation and peak plan approved
	2.8

	M12
	Month twelve
	Benefits sign off and handover completed
	3.1 to 3.3




Stakeholders and Governance
Stakeholder map and engagement
· Internal: Sponsor Managing Director, Project Lead, E-commerce Lead, Operations Lead, Wholesale Lead, Marketing Lead, Data and CRM Analyst, Finance, Customer Service Lead, Café managers.
· External: Courier and packaging suppliers, website and CRM vendors, charity partner for Real Bread for Wales, wholesale customers, retail shoppers, UK regulators and assurance bodies including Trading Standards, the Food Standards Agency and local Environmental Health for HACCP and allergen controls and the Information Commissioner’s Office for GDPR.
· Engagement approach: Weekly thirty-minute huddle for workstream leads, monthly steering with the Sponsor, a weekly KPI dashboard to all leads, a monthly stakeholder update, and formal partner check-ins each quarter. Customer feedback loops include post-purchase surveys for Net Promoter Score and service tickets review.


Resources & Cost Management
Roles and effort (who, when)
· Project lead (M1–M12): governance, RAID, benefits.
· E-commerce lead (M1–M3, M4–M12): storefront, subscriptions, payments.
· Marketing lead (M2–M3, M4–M12): automations, launch, “Real Bread” updates.
· Operations lead (M2–M3, M4–M12): packaging, courier SLA, returns.
· Wholesale lead (M1–M3, M4–M12): target list, sampling, new doors.
· Data lead (M2–M12): dashboard, data quality, KPI cadence.
· Customer service lead (M3–M12): SLAs, macros, CSAT/NPS.
· QA/HACCP (M2–M3): HACCP, allergen matrix, audits.
· Specialist support (as needed): web developer, photographer, email deliverability, packaging supplier, courier account manager.

Cost model
Rates and detailed cost accounts are in Appendix 1: Cost Account. The table below gives the roll-up used for approval.
	WBS
	Cost account
	One-off £
	per month £
	Notes

	1.0
	Project setup and governance
	1,500
	50
	PM tools and stage packs

	2.1
	Storefront and subscriptions
	7,500
	650
	Theme, apps, payments

	2.2
	Packaging and cold chain
	4,500
	2,800
	Boxes, liners, tests

	2.3
	Wholesale enablement
	3,500
	500
	Sampling, travel

	2.4
	Marketing and communications
	3,000
	500
	ESP plan and assets

	2.5
	Customer service
	2,000
	180
	Helpdesk licences

	2.6
	Analytics and data
	2,500
	120
	Dashboard hosting

	2.7
	Compliance and training
	2,000
	100
	HACCP refresh

	2.8
	Retention and peak planning
	2,500
	600 (months nine to twelve)
	Seasonal packs, labour

	3.0
	Evaluation and handover
	1,000
	0
	Benefits report



Totals: one-off £30,000; twelve-month £60,600; base total £90,600; contingency ten percent £9,060; authorised budget £99,660.

Run-Up, Handover & Benefits 
From months nine to twelve, operational readiness covers retention playbooks, seasonal bundles and confirmed capacity for stock, labour and courier routes; dry-run fulfilment verifies pick, pack and temperature rules; helpdesk macros and rota are checked against peak hours; data alerts confirm feeds for OTIF, returns and NPS; contingency van and shift plans are signed. Gate five closes with a benefits review comparing actuals to targets: one thousand active subscribers, twenty wholesale doors, OTIF at least ninety five, returns at most two percent, repeat purchase at least thirty five percent, Net Promoter Score at least sixty and delivery of twelve public impact updates. Variances have documented causes and actions. Handover transfers SOPs, dashboards and vendor contracts to named BAU owners (E-commerce, Operations, Marketing, Data) with access rights updated and a 30-day hyper care window. Lessons learned are captured by the project lead, prioritised and embedded into SOPs and the next annual plan.
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Appendices 
Appendix 1: Cost Account
	WBS
	Work package
	Labour days (PM, Ecom, Mktg, Ops, Whsl, Data, CS, QA)
	Labour subtotal
	Expense – material
	Expense – other
	Expense subtotal
	Total
	Notes

	1.0
	Project setup & governance
	3,0,0,0,0,0,0,0
	£1,440
	£0
	£60
	£60
	£1,500
	Stage packs, PM tooling

	2.1
	Storefront & subscriptions
	3,10,2,0,0,1,0,0
	£7,120
	£1,600 (theme, apps)
	−£1,220 credit
	£380
	£7,500
	Dev config, payments, subs

	2.2
	Packaging & cold chain
	1,0,0,6,0,0,0,3
	£3,240
	£900 (tests, liners)
	£360 (labels, probes)
	£1,260
	£4,500
	24–48h tests, SLA, artwork

	2.3
	Wholesale enablement
	1,0,1,0,6,0,0,0
	£2,880
	£900 (sampling)
	−£280 credit
	£620
	£3,500
	Pack, shelf cards, travel

	2.4
	Marketing & launch comms
	1,0,7,0,0,0,0,0
	£2,760
	£700 (photo kit)
	−£460 credit
	£240
	£3,000
	Press kit, assets

	2.5
	Customer service & returns
	1,0,0,2,0,0,3,0
	£1,880
	£250 (helpdesk)
	−£130 credit
	£120
	£2,000
	SLAs, macros, routing

	2.6
	Analytics & dashboard
	1,1,0,0,0,4,0,0
	£2,800
	−£400 credit
	£100 (API connector)
	£100
	£2,500
	Scorecard build

	2.7
	Compliance & training
	1,0,0,2,0,0,0,2
	£2,160
	−£260 credit
	£100 (materials)
	£100
	£2,000
	HACCP, allergen matrix

	2.8
	Retention & peak planning
	1,0,3,1,0,1,0,0
	£2,320
	£500 (gift inserts)
	−£320 credit
	£180
	£2,500
	Bundles, gifting, capacity

	3.0
	Evaluation & handover
	1,0,0,0,0,1,0,0
	£880
	£120 (report layout)
	£0
	£120
	£1,000
	Benefits report

	
	One-off subtotal
	
	£27,480
	£4,370
	−£3,770
	£600
	£30,000
	Rounded to target



Appendix 2: Deliverables & Acceptance
	Month
	Deliverable
	Done-when
	Roles Lead
	Evidence and KPI check
	Risk and fix

	1
	Online shop Wales
	Store live with 8 to 12 SKUs; pay, tax, delivery work
	E-commerce
	Five test orders; conversion baseline; page-speed audit
	Scope creep; fix by freezing MVP and using a weekly change window

	1
	Wholesale starter pack
	Price list, shelf cards, sampling plan and onboarding pack issued
	Wholesale
	Pack PDF; outreach list; leads in CRM
	Slow leads; fix by trial stock and tastings

	1
	Governance cadence
	RACI agreed; risk, issue and decision logs active; weekly huddle on time
	Project
	Minutes; live logs; on-time meetings
	Decision drift; fix by using stage gates and tolerances

	2
	Subscriptions two plans
	Bread Basics and Weekend Treats live
	E-commerce
	Subscriber count; churn baseline; monthly recurring revenue
	Low uptake; fix by simple launch offer and clear FAQ

	2
	Email automations
	Welcome, abandoned checkout, reorder reminder and win-back send
	Marketing
	Test matrix; deliverability pass; open and click rates
	Spam risk and list hygiene

	2
	Packaging and cold chain
	Twenty four to forty eight hour tests pass; courier service level signed; labels and allergens signed
	Operations
	Test report; SLA copy; sign-off sheet; OTIF and damage baselines
	Breakage; fix by stronger inserts and a backup carrier

	2
	HACCP and training
	HACCP, allergen matrix and SOPs updated; staff trained
	Operations
	Audit pass; training logs
	Staff turnover; fix by buddy system and micro-lessons

	2 to 12
	Performance dashboard weekly
	Orders, average order value, subscribers, on time in full, returns, Net Promoter Score reported
	Data
	Four consecutive weekly reports; action log
	Missing feeds; fix by temporary manual sheet then automate

	2 to 12
	Marketing impact monthly
	“Real Bread” update posted each month
	Marketing
	Post URL; referral sessions with UTM tags
	Tokenism; fix by publishing numbers and partner quotes

	1 to 12
	Governance and compliance
	Cadence holds; logs current
	Project
	Percent meetings on time; issues closed
	Slippage; fix by escalation at gates

	3
	Customer service and returns
	Rules, macros and routing live; SLAs set
	Operations
	Helpdesk dashboard; first reply time, resolution time, customer satisfaction
	Volume spike; fix by rota and canned replies

	3
	Five wholesale doors live
	First purchase orders shipped on time in full
	Wholesale
	Signed onboarding forms; invoices; door count
	Missed windows; fix by route review and earlier cut-offs

	3
	Launch communications
	Press note, founder angles, photo kit, posts and launch email scheduled
	Marketing
	Clippings; sessions from UTM tags
	Low pickup; fix by partner amplification and founder outreach

	3
	Month three checkpoint
	Online run-rate at least twenty thousand pounds; at least one hundred fifty subscribers; on time in full at least ninety two; Net Promoter Score at least fifty five
	Project
	KPI snapshot; steering minutes
	Gaps; fix by corrective actions with owners and dates

	4 to 8
	Quality and repeat uplift
	Page speed and checkout improved; service tighter
	Cross-function
	On time in full trend up; returns at or below two percent; repeat rate rising
	Rework risk; fix by root cause and updated SOPs

	6
	Month six review
	Scale decision; account reviews completed
	Project
	Review pack; actions assigned
	Stalling; fix by removing blockers and re-prioritising

	9
	Retention and peak plan
	Nudges, gifting, seasonal bundles; capacity for stock, labour and courier booked
	Project
	Retention playbook; capacity plan; supplier confirmations
	Capacity shortfall; fix by buffers, flexible shifts and backup routes

	9
	Month nine readiness
	Peak plan approved
	Steering
	Sign-off note
	Gaps; fix by additional shifts and extra vans

	10 to 11
	Execute peak plan
	Fulfilment meets plan
	Operations
	Hit rate versus plan; on time in full at least ninety five
	Strain; fix by flexible shifts and rerouting

	12
	Benefits review and handover
	Targets verified; lessons captured; SOPs updated; named owners accept
	Project
	Signed benefits report
	Benefit drift; fix by remedial plan and accountable owners



Appendix 3: Responsibility Matrix 
	Work item
	Responsible
	Accountable
	Consulted
	Informed

	D2C shop go-live
	E-commerce Lead
	Sponsor
	Operations, Marketing, Data, Finance
	Team, Vendors

	Subscriptions
	E-commerce Lead
	Sponsor
	Operations, Marketing, Data
	Team

	Packaging and cold chain
	Operations Lead
	Sponsor
	Courier, Packaging, QA
	Team

	Wholesale pack and onboarding
	Wholesale Lead
	Sponsor
	Operations, Finance
	Team, Key accounts

	Campaign Real Bread for Wales
	Marketing Lead
	Sponsor
	Charity partner, E-commerce
	Team, Customers

	Email automations
	Marketing Lead
	Sponsor
	Data, E-commerce
	Team

	Customer service and returns
	Customer Service Lead
	Operations Lead
	E-commerce, Marketing
	Team

	KPI dashboard
	Data and CRM Analyst
	Project Lead
	All leads
	Sponsor, Team

	Governance and compliance HACCP GDPR
	Project Lead
	Sponsor
	Operations, Legal, E-commerce, CS
	Team, Regulators



 



Preparation month one


1.1 Confirm goals, budget, roles, stakeholders


Execution months one to twelve


2.1 E commerce and subscriptions months one to three
2.1.1 Configure Wales shop, load best sellers, connect payments and analytics, test orders
2.1.2 Build two bundles Bread Basics and Weekend Treats with cut off, skip, pause, gifting, clear terms
2.1.3 Launch four email flows welcome, abandoned checkout, reorder reminder, win back


Evaluation month twelve


3.1 Verify targets one thousand subscribers, twenty wholesale doors


2.2 Packaging and cold chain month two
2.2.1 Select recyclable insulated pack and inserts
2.2.2 Run twenty four to forty eight hour tests
2.2.3 Agree courier service level and claims flow, confirm labels and allergens


2.3 Wholesale growth months one to three
2.3.1 Issue wholesale pack price list, sampling, onboarding, shelf cards
2.3.2 Open five new doors


2.4 Marketing and community months two to three
2.4.1 Real Bread for Wales page and partner agreement
2.4.2 First monthly impact update


2.5 Customer service and returns month three
2.5.1 Rules, templates, routing, answers page live


2.6 Performance analytics months two to twelve
2.6.1 Weekly dashboard orders, subscribers, average order value, on time in full, returns, net promoter score


2.7 Governance and compliance months one to twelve
2.7.1 Weekly huddle, monthly steering, HACCP and GDPR checks


2.8 Retention and peak planning months nine to twelve
2.8.1 Reorder nudges, gifting, seasonal bundles
2.8.2 Peak stock, labour, courier capacity plan
2.8.3 Year end review pack


3.2 Confirm service and quality on time in full, returns, repeat purchase, net promoter score


3.3 Lessons learned, SOP updates, handover and benefits report


1.2 Write and share project charter


1.3 Set stage gates for month one, month three, month six, month nine


1.4 Define time and cost tolerance plus or minus ten percent


1.5 Baseline measures revenue run rate, subscribers, on time in full, returns, repeat purchase, net promoter score


1.6 Select shop platform and analytics, shortlist couriers


1.7 Open risk, issue, decision logs


2
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