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1.0 Executive Summary 
This business plan outlines the proposal for a German bakery van operating in Portsmouth, offering freshly prepared, authentic German baked goods to customers in convenient, high footfall locations. The concept is designed to respond to local demand for high quality, artisan bakery products while using a mobile trading model that allows flexibility in location and operating costs. Core products will include pretzels, artisan breads, pastries and seasonal items, aimed primarily at students, commuters and families.
The initial investment required is £20,000, with £10,000 from personal funds and the remainder through external financing. This will cover the van purchase, baking equipment, initial stock, and marketing. Operating as a mobile business keeps overheads low and allows flexibility to trade in areas with the highest demand. 

2.0 Mission Statement 
The mission of the German bakery van is to deliver authentic German baked goods to customers across Portsmouth through a flexible and accessible mobile service. The business aims to maintain traditional baking standards while operating responsibly through mindful sourcing, waste reduction and efficient use of resources. By offering consistent product quality, fair pricing, and friendly service, the bakery aims to build trust and long-term relationships within the community. The goal is to create a reliable, values driven mobile food business that reflects Portsmouth’s vibrant culture and appreciation for authentic, artisan products.





3.0 Industry at a Glance 
The UK bakery industry represents a well-established market valued at approximately £5.74 billion, with annual sales exceeding 4.5 billion bakery items (Federation of Bakers, 2024). Although the sector remains dominated by large industrial producers and supermarket bakeries, there has been a noticeable shift in consumer preferences toward premium, artisan and speciality bakery products (The Grocer, 2025). Independent bakeries continue to play an important role, with over 2,500 operating across the UK (Bakery & Snacks, 2022). These developments suggest that niche concepts, such as a German bakery van offering authentic and freshly prepared products, can find opportunities within the wider market.
Figure 1 “What do you see as the (three) main threats for the bakery over the next 12 Months?” (Bakeryandsnacks, 2022)
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4.0 Key External Drivers (PESTEL Analysis)
Several factors will shape the success of the German bakery van. Rising ingredient and energy costs remain a challenge, but demand for bakery goods is steady (Statista, 2024). Social trends are promising, with growing interest in artisan and convenient food options (The Grocer, 2025). Food-safety regulations and mobile trading requirements also influence operations (Food Standards Agency, 2023). Combined, these factors create both opportunities and challenges for a mobile bakery in Portsmouth’s vibrant food scene.

Figure 2. PESTEL Analysis for the German Bakery Van (Natalia Schwenk (own work), 2025)
	PESTEL Analysis

	Factor
	Key Points

	P
	Political
	Food hygiene and safety standards enforced by the Food Standards Agency; local council requirements for mobile food trading licences.

	E
	Economic
	Rising costs of flour, butter, fuel and utilities; stable consumer demand for bakery goods; potential for strong sales in high-footfall areas.

	S
	Social
	Growing preference for artisan and speciality baked goods; increasing demand for convenience and takeaway formats; interest in European bakery styles.

	T
	Technological
	Use of mobile POS systems, contactless payment options and social-media marketing; improvements in compact baking equipment for vans.

	E
	Environmental
	Expectations for reduced food waste, recyclable packaging and responsible sourcing; pressure to adopt environmentally conscious operations.

	L
	Legal
	Compliance with allergen labelling regulations; adherence to UK food business registration rules; insurance and vehicle-safety requirements for mobile catering.




5.0 SWOT Analysis
Strengths
• Authentic German baked goods that differentiate the business, supported by mobile flexibility in high-footfall areas.
• Lower overheads than fixed premises and fresh, artisan-style products that attract quality-focused customers.
Weaknesses
• Limited production capacity and dependence on weather and footfall.
• Operational challenges in storage, power and hygiene (Food Standards Agency, 2023), alongside low initial brand recognition.
Opportunities
• Growing UK demand for artisan and speciality bakery goods (The Grocer, 2025).
• Potential to expand into events and build awareness through low-cost social media marketing.
Threats
• Rising ingredient and energy costs (Statista, 2024).
• Competition from supermarkets and bakeries, plus possible regulatory changes for food safety and mobile trading (Food Standards Agency, 2023).







6.0 Market Analysis
The UK bakery market is mature and highly competitive; however, recent trends indicate growing demand for artisan and speciality baked goods (Federation of Bakers, 2024). Consumers are increasingly seeking products that offer freshness, quality and distinctive flavours, which has strengthened the position of independent and craft bakeries (The Grocer, 2025). In addition, convenience-based food purchasing continues to rise, with mobile vendors benefiting from on-the-go consumption patterns at markets, events and city-centre locations (Mintel, 2024). Despite the presence of major supermarket competitors, independent bakeries remain influential, supported by consumer interest in authenticity and product variety (Bakery & Snacks, 2022). These conditions create favourable opportunities for a mobile German bakery operating in high-footfall areas.
Figure 3. UK Bakery Product Market Size & Forecast (2024-2033) Source: Straits Research 2024
[image: United Kingdom Bakery Product Market Size]
7.0 Competition Analysis
Competition in the South of England bakery market comes mainly from supermarkets, independent bakeries and mobile food vendors. Supermarkets hold the strongest position due to pricing power and wide product ranges (Statista, 2024). However, growing demand for fresh, high-quality and artisan-style goods has strengthened smaller craft bakeries (The Grocer, 2025), many of which compete through authenticity and local reputation (Bakery & Snacks, 2022). Mobile units add further competition by offering convenience and flexible locations (Mintel, 2024). A German bakery van can stand out by providing speciality products not commonly found in mainstream outlets.
8.0 Marketing (7P’s)
The marketing strategy positions the German bakery van within the growing demand for artisan, speciality and convenience-based bakery goods. Consumers increasingly prefer higher-quality, handmade products and quick, accessible food options (The Grocer, 2025; Mintel, 2024). By offering authentic German baked goods through a mobile model, the business can differentiate itself from mainstream competitors and appeal to customers seeking freshness, novelty and convenience. The 7Ps framework guides this approach.
Figure 4. 7 Ps Analysis for the German Bakery Van (Natalia Schwenk (own work), 2025)
	7 Ps Element 
	Strategy

	Product
	Traditional German baked goods such as pretzels, sourdough loaves, pastries and seasonal items; focus on quality, authenticity and freshness.

	Price
	Value-based pricing that reflects the artisan quality while remaining affordable for everyday purchases.

	Place
	Operation in high-footfall locations across the South of England, including markets, business districts, events and residential areas.

	Promotion
	Social media marketing, local partnerships, attendance at regional events, loyalty incentives and visually appealing product displays.

	People
	Friendly, customer-focused service; knowledgeable staff capable of explaining products and ingredients, reinforcing authenticity.

	Process
	Efficient ordering and service system, consistent food hygiene, reliable preparation methods and smooth customer flow.

	Physical Evidence 
	Branded van, clean and attractive display area, branded packaging and clear signage that communicates freshness and quality.


8.1 Target Market Profile
The primary target market includes working professionals, students, families and food-conscious consumers who value convenience, authenticity and freshness, and are often willing to pay more for artisan or speciality goods (Mintel, 2024). A secondary market consists of visitors to local events and markets, where demand for unique, freshly prepared foods is high. The mobility of the bakery van enables it to serve different customer groups throughout the week by aligning locations with peak footfall and community activity.
8.2 Integrated Marketing Strategy
The German bakery van’s marketing strategy positions the business as a distinctive and accessible provider of authentic, high-quality German baked goods. Product decisions emphasise freshness and authenticity, while pricing reflects the artisan nature of the offer without excluding budget conscious customers. Trading in high-footfall areas and at events increases visibility and supports convenient purchasing, which continues to grow across the UK bakery market (Statista, 2024). Promotion will focus on visual branding, social media and community engagement. The people, process and physical evidence elements reinforce consistency and professionalism, helping attract a broad customer base.









9.0 Management (Year 1 Personnel Forecast)
In the first year, the German bakery van will operate with a lean structure to maintain financial sustainability and operational control. The owner will manage production, daily operations, procurement and customer service, ensuring consistent quality while keeping labour costs low. A part-time assistant may be added during busy periods such as weekends, markets and seasonal events to support service flow and hygiene compliance. Keeping a small team allows the business to understand demand patterns before expanding. As sales grow, additional roles, such as a baker or sales assistant, may be made available.
Assumptions: Trading 6 days per Week
· Average revenue per day: £180-250
· Seasonal peaks included (events, markets)
Figure 5. Cost Analysis for the German Bakery Van (Natalia Schwenk (own work), 2025)
	Category
	Monthly (£)
	Annual (£)
	Notes

	Revenue
	£5,000
	£60,000
	Approx. £200/day average revenue

	Cost of Goods Sold (COGS)
	£1,500
	£18,000
	Ingredients: flour, butter, fillings, packaging

	Van Finance / Depreciation
	£300
	£3,600
	Loan or asset depreciation

	Fuel & Vehicle Costs
	£250
	£3,000
	Fuel + maintenance

	Insurance (food + vehicle)
	£120
	£1,440
	Typical combined policy

	Food Hygiene, Licensing & Compliance
	 
	£500
	One-off yearly fees

	Utilities (gas/electric for equipment)
	£80
	£960
	Generator / battery costs

	Marketing & Promotion
	£100
	£1,200
	Events, flyers, social media ads

	Events Fees / Market Stall Charges
	£150
	£1,800
	Occasional trading pitches

	Staffing (Part-time helper)
	£400
	£4,800
	Only during busy periods

	Misc. Operational Costs
	£100
	£1,200
	Repairs, cleaning supplies, uniforms



Total Annual costs: £39500
Estimated Annual Profit: £ 20500
9.1 Assumptions (Year 1)
· Average selling price per item (ASP): £3.50
· Average customer spend per transaction: £6.00
· Variable cost per unit: £2.10
(ingredients, packaging, transaction fees)
· Fixed costs per month: £3,292
(van finance, insurance, fuel, events fees, utilities, marketing, staffing etc.)
· Operating days per month: 26
· Average customers per day: 30–40



9.2 Break-Even Formula 
Break-even point (units) = Fixed Costs divided by Selling Price – Variable Cost
Contribution per unit = 3.50 – 2.10 = 1.40
Break-even units per month = 3,292 divided by 1.40 = approx. 2352 units
Break-even units per day = 2352 divided by 26 = approx. 90 units/day
Since the average customer buys approximately 1.7 items per visit, this equals:
Break-even customers per day = approx. 52
Figure 6 Break-even Metric for the German Bakery Van (Natalia Schwenk (own work), 2025)
	Break-Even Metric
	Amount

	Fixed costs (monthly)
	£3,292

	Selling price per unit
	£3.50

	Variable cost per unit
	£2.10

	Contribution margin
	£1.40

	Break-even units (monthly)
	2,352

	Break-even units (daily)
	90

	Break-even customers per day
	52






10.0 Operations
Operational activities for the German bakery van will focus on efficiency, food quality and compliance with regulatory standards. Production will be planned daily using standardised recipes to support consistency while aligning output with expected demand to reduce waste. As a mobile food business, the van must meet strict food hygiene, temperature control and safety requirements set out by the Food Standards Agency (2023). Ingredient procurement will prioritise freshness, supported by regular stock rotation and limited inventory storage. The service process will be designed to ensure fast ordering, clear product displays and smooth customer flow, particularly during busy trading periods. This operational approach allows the business to maintain product quality while remaining adaptable and cost-effective.

11.0 Financial Highlights 
Financial forecasts for the German bakery van indicate a reasonable cost structure and realistic revenue expectations during the first year of operation. Projected annual revenue of £60,000, combined with estimated costs of approximately £39,500, results in an anticipated profit of around £20,500. The mobile business model helps control expenditure by avoiding the fixed costs associated with permanent premises. Profitability is further supported by lean staffing arrangements and favourable contribution margins typical of artisan bakery products (Mintel, 2024). The calculated break-even point of approximately 2,351 units per month suggests that projected sales volumes are sufficient to sustain operations in Year 1.







12.0 Conclusion 
Having lived and worked in Portsmouth, I have noticed the strong presence of community events, student gatherings, and busy waterfront areas where people look for quick, high-quality food options. Markets like Southsea and events at Gunwharf Quays attract diverse crowds who appreciate unique, authentic products. This environment creates an ideal opportunity for a German bakery van to stand out by offering something different from typical fast-food choices. The city’s mix of students, professionals, and families means there is a consistent demand for convenient yet premium food experiences, which aligns perfectly with the bakery van concept. 
This business plan shows that a German bakery van in Portsmouth can thrive in a market that values quality, convenience, and authenticity. The mobile model and distinctive product range support early financial sustainability. From my experience attending local markets and waterfront events, I’ve seen strong demand for unique, freshly prepared food. While competition exists, flexibility and product differentiation create real opportunities. Looking ahead, this concept has strong potential as a sustainable small business with room for growth.
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