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[bookmark: _Toc228913894]                               Executive Summary
This Business Development Proposal evaluates the feasibility of Fresh & Pressed Ltd, a proposed family run laundry and ironing business based in Stoke-on-Trent, offering per-kilogram washing, ironing, subscription plans, and local pickup and delivery services for households and selected business clients. Using secondary research only, the plan assesses market demand, competition, operations, compliance, human resources, finance, risk and implementation.
The findings indicate a conditional commercial opportunity. Stoke-on-Trent offers a suitable local market because of its mixed household base, growing private rented sector, and presence of potential B2B demand from care settings, student accommodation and small hospitality operators. Competitor analysis shows that while the area already contains launderettes and self-service alternatives, there is still scope for a business that differentiates through door-to-door convenience, transparent pricing, subscription retention, and dependable service standards. The Business Model Canvas and marketing strategy therefore position Fresh & Pressed as a service led rather than price led operator.
Operationally, the proposal highlights that success depends on suitable premises, disciplined workflow design, route efficiency and robust quality control. Financially, the model suggests viability is achievable if startup costs are controlled, working capital is protected, and recurring revenue from family subscriptions and B2B accounts are built steadily. However, the proposal also identifies important conditions for success, especially trade effluent compliance, cost control, and cautious implementation sequencing.
Overall, the plan recommends a phased “go” decision, subject to premises, compliance and funding checks being satisfied before launch.


1. [bookmark: _Toc228913895]Company description
[bookmark: _Toc228913896]1.1 Background and Rationale
The laundry and garment care services remain essential, yet the question of why now is informed by three overlapping changes. To begin with, the time scarcity has been intensified because dual earner families and work demands have shifted the routine household activities to the market, outsourcing of low involvement tasks is a logical reaction when the opportunity cost of time increases (Hamermesh and Lee, 2007). Second, living in urban centres and renting a house usually leaves little or no space to dry and iron clothes, and therefore, more people show interest in off-site services, which are easy to use, particularly among students and shared households (ONS, 2021). Third, service reliability and transparency are becoming more demanded both by digital booking standards and convenience, and scheduled pick up and predictable turnaround have become a minimum and not a luxury (Kotler and Keller, 2016).
Meanwhile, compliance and sustainability pressures are becoming a more influential factor in running a business in the laundry industry. Water, energy and chemical handling charges are tangible, and wastewater/trade effluent charges and waste duty of care costs create hindrances to informal operators and benefits firms that consider such compliance early in their planning (GOV.UK, 2022; Severn Trent Water, 2025). Within that a small, family run provider can compete through coupling local responsiveness with process discipline, explicit service expectations, route efficiency and documented hygiene practises with secondary market evidence to substantiate the viability of the model to Stoke-on-Trent households and SMEs.
[bookmark: _Toc228913897]1.2 Company overview (Fresh and Pressed Ltd mission/vision)
Fresh and Pressed Ltd is a proposed, private limited company (LTD) with its headquarters based in Stoke-on-Trent and provides washing and ironing services with scheduled pick up and delivery of the service locally. The mission statement is to ensure that households and small organisations find it easy to care about their garments including local deliveries, regular finishing and easy prices and become the most reliable laundry partner in the city, which has a good reputation of being fair with its customers and employees and a reduction of water and energy consumption per kilogramme processed.
Being an LTD a limited liability company, Fresh and Pressed portray a viable contracting entity to business clients like care facilities and student housing (Companies House, 2023). It will be managed in a simplistic way: the family directors will handle compliance, financial and service standards, weekly scheduling and monthly performance reviews will be used to handle day to day operations. This proposal will consider the company as a micro enterprise that can be scaled: initially, it will have one processing facility and one delivery vehicle but add more capacity only when the utilisation objectives and the cashflow limits are achieved. The success will be measured through the customer satisfaction, timely delivery, rewash rates and cashflow.
[bookmark: _Toc228909266]Table 1: Key measurable milestones (owners + KPIs summary)
	Milestone
	Owner (role)
	Evidence / KPI to confirm completion

	Incorporation (LTD formed)
	Managing Director
	Companies House incorporation confirmed; business bank account opened; HMRC registrations initiated

	Premises lease signed
	Operations Lead
	Signed lease; utilities confirmed; premises readiness checklist completed

	Equipment delivered & commissioned
	Operations Lead / Technical Lead
	Delivery receipts; commissioning test passed; safety documentation complete

	Service launch (operational go-live)
	Operations Manager
	Booking system live; first 10–20 orders processed; on-time delivery ≥95% in first month

	100 subscriptions achieved
	Sales & Marketing Lead
	100 active paying subscribers; churn within target threshold; subscription revenue tracked monthly

	Break-even month achieved
	Finance Lead
	Monthly net cashflow ≥ £0; costs vs. budget variance within planned range

	First B2B contract signed
	Business Development Lead
	Signed service agreement/SLA; first invoice issued; agreed turnaround and service terms


[bookmark: _Toc228913898]1.3 Aims & SMART objectives 
Aim: to prepare an evidence based, investment ready Business Development Proposal of Fresh and Pressed Ltd which is commercially viable, compliant based, and scalable operating model of Stoke-on-Trent by use of secondary research.
Objectives (SMART):
1. Market opportunity: identify a Stoke specific demand profile (population, household, student and care-sector markers) and summarise the sector trends based on credible market reports.
2. Define a differentiated offer: complete a service catalogue, levels of subscriptions and indicative prices backed by competitor benchmarking and logic based on value.
3. Establish operational feasibility: identify premises and equipment needs, map the end-to-end process and document compliance checkpoints (trade effluent, waste duty of care, COSHH).
4. Demonstrate financial viability: prepare 12 month cashflow, break even analysis and 3 year P&L with best/base/worst sensitivity analysis.
5. Develop an implementation plan: establish milestones, risk management and a Gantt schedule coordinated.
Achievement will be demonstrated through tables/figures, assumed assumptions and auditable appendix. Some of the KPIs that are suggested to be used operationally are on-time delivery, rewash rate, utilisation per machine and customer satisfaction proxy through complaints per 100 orders. Financial KPIs consist of gross margin, the cash runway as well as subscription retention assumptions.
[bookmark: _Toc228913899]1.4 Location rationale
Stoke-on-Trent is a credible location for a family laundry business because the city had a population of 258,400 at Census 2021, while the share of privately rented households increased from 14.4% in 2011 to 20.3% in 2021, indicating a sizeable market of renters who may value convenient outsourced laundry services (ONS, 2022; ONS, 2023). 
Demand is also supported by the local student market, as the University of Staffordshire states that it has around 10,000 students on campus in Stoke-on-Trent, adding to the concentration of shared and time constrained households within the service catchment (University of Staffordshire, 2026). 
The commercial rents and average wage expenses are also smaller compared to larger conurbations, which enhances margin potential and renders the industrial unit leases of equipments affordable (Local Economic Profile, 2022). A workable service catchment of three to five miles of a central processing depot takes in high residential wards, university halls and a number of small hospitality operators with efficient vehicle routes and manageable labour costs. Proximity to arterial roads has the benefit of minimising average collection time and facilitating fast deliveries by suppliers. 
The local authority of Stoke has business support and discretionary grants or rate relief which may alleviate start-up capital pressure (Stoke-on-Trent City Council, 2022). Between a light industrial unit and a heavy industrial unit, the one with proper ventilation and drainage and parking will reduce the complications in planning and facilitate the installation of industrial washers and dryers. The local labour pool provides part time drivers and operatives, which ensures flexibility in staffing. All these factors make Stoke-on-Trent a strategically good, economical location in general.
[bookmark: _Toc228913900]1.5 Services & offer summary
Fresh & Pressed will have a targeted catalogue based on the way customers purchase the laundry services in a real world which is dependent on the volume, urgency and convenience. At the household level, the basic product is a service wash at a price of per kilogram, which is clearly distinguished between the standard load (clothing used in everyday life) and delicate load (low temperature washing and gentle handling). Ironing and pressing services are provided as per-item and package services of iron-only to customers who do laundry at home but do not have time to complete their clothes.
In order to secure repeat demand and to stabilise cash flow, the company will provide levels of subscription (Basic, Family, Premium) that will include a fixed amount of weight allocation per month and a first-mover collection option. The arrangements of subscriptions are such that they compensate retention over discount aggression; the cost is competitively pegged on the prices of local launderettes and self-service options but rationalised using time savings, doorstep service and quality assurance (Kotler and Keller, 2016). Express option (less than 24 hours) will also be offered on a charge to indicate extra time and route disturbance.
In the case of the business to business (B2B) clients, Fresh and Pressed focuses on frequent linen and uniform requirements where consistency is more important as compared to the unit price. Small hospitality operators, student accommodation and care setting facilities are likely to be the customers of this kind, i.e., B2B customers. B2B service is provided on simple terms such as service-level collection frequency, turnaround, rewash policy and consolidated invoicing, eliminating administrative stress. In all the offers, the working promise is the same: there is labelled sorting, quality cheque at the dispatch, and active delivery updates (SMS/email), which helps to build trust and make a repeat purchase (Grönroos, 2017). The bookings will be performed through a form, and the collection slots will be assigned through a postcode clustering. Extra services include stain treatment, hypoallergenic garment bags and detergents. Prices are well indicated to reduce conflicts.

(Indicative only; final prices benchmarked against local competitors and updated in Financial Plan assumptions.)
[bookmark: _Toc228909267]Table 2: Key measurable milestones (owners + KPIs summary)
	Offer
	What’s included
	Indicative pricing model
	Notes

	Standard service wash
	Wash & dry (everyday items)
	£1.75–£2.25 per kg
	Clear per kg pricing supports transparency

	Delicates
	Low temp cycle / careful handling
	Per item or +£0.50/kg
	Higher care = higher unit price

	Ironing (per item)
	Press & fold
	£1.50 per shirt (example)
	Bundles available

	Iron only bundle
	Ironing for customer-washed items
	Bundle price (e.g., 10 items)
	Captures time-poor professionals

	Subscription -Basic
	Monthly allowance + scheduled pickup
	Monthly fee (low volume)
	Predictable demand and retention

	Subscription - Family
	Higher monthly allowance
	Monthly fee (mid volume)
	Highest LTV segment target

	Subscription - Premium
	Priority slots + occasional express
	Monthly fee (high volume)
	Includes service-level benefits

	Express
	<24-hour turnaround
	Surcharge per order
	Prices urgency and route disruption

	B2B contract
	Linen/uniforms + invoicing
	Contract/volume pricing
	Simple SLA terms; consolidated billing



[bookmark: _Toc228913901]1.6 Value proposition & differentiation
Customers choose laundry services when the perceived value of convenience and reliability exceeds the cost of doing the task themselves. Fresh & Pressed is differentiated on four value drivers. One, convenience: the time and travel cost of going to launderettes is eliminated with scheduled door to door collection and delivery, which corresponds to findings that service design must reduce customer effort and uncertainty (Grönroos, 2017). Second, reliability. The model is established on specified turnaround times, proactive updates and documented service recovery policy (rewash/refund) to minimise the perceived risk this can be significant where competitors count on informal pledges and fluctuating capacity.
Third, transparency: The per kg prices, subscription allowances, and express surcharges are posted in advance and price ambiguity that customers frequently feel frustrated by and conversion is discouraged. In B2B, trust is also facilitated by transparency in the form of consolidated invoicing and easy terms at service level. Fourth, sustainability and compliance: eco-label detergents, water efficient cycles and appropriate waste duty of care turns regulatory imperatives into brand resources, and assures institutional clients that hygiene and handling is put on record (GOV.UK, 2022).
Fresh and Pressed is strategically engaged in a focus differentiation approach, as opposed to cost leadership. It is competing with self-service and walk in laundrettes through the combination of convenience and quality control, and retention based on relationships (subscriptions, referrals). The desired outcome is that priority segments (families and B2B) will have a greater lifetime value which would enable the company to maintain stable prices despite local competitive market (Porter, 1980). This distinction can be justified as being process-based; routes, standards and documentation; as opposed to promotions that can be easily imitated, and improvises with utilisation with time in the case of customers.
[bookmark: _Toc228913902]1.7 Scope & assumptions
Scope: this Business Development Proposal analyses the possibility of opening and running Fresh and Pressed Ltd as a single site laundry and ironing shop in Stoke-on-Trent with local pickup/delivery and a small initial radius (35 miles). The plan encompasses market justification, competitive positioning, operating model, compliance requirements, HR structure, financial projections, risks and implementation timeline. It lacks primary customer surveys or interviews/pilot tests; all the information is based on secondary sources, which is in line with the approved methodology (Saunders et al., 2019).
All the key assumptions are explained in a transparent and stress tested way in subsequent financial sensitivity analyses. The demand is predicted using demographic and institutional variables (households, renting, student accommodation and care sector presence) and competitor benchmarking as opposed to measuring willingness to pay directly. The cost assumptions utilise supplier catalogues, wage standards and utility price scales; with the difference ranges, conservative (higher cost/lower revenue) baselines applied.
 The regulatory assumptions are based on published information about trade effluent, waste duty of care and chemical handling, site specific approvals (e.g. drainage capacity, consent requirements) are considered gating cheques that need to be verified prior to undertaking leases or equipment purchase (GOV.UK, 2022; Severn Trent Water, 2025). Any changes in the external conditions (energy prices, local competition) that will be changed will be recorded as a change in assumptions when writing up.
2. [bookmark: _Toc228913903]Market research & validation
[bookmark: _Toc228913904]2.1 UK industry overview & trends
The UK laundry and dry-cleaning services market should be considered as a well matured and price-sensitive market that is experiencing a service format transformation instead of a booming demand. The industry reporting shows that the size of the market in the category of dry cleaning and other cleaning services (including laundry) has decreased several times during the last years, but at the same time it can be predicted that this sector is growing, although it will be somewhat smaller later on, which implies that the sector is consolidating and reorganising, not vanishing. This trend would be in line with long term structural pressures (e.g., casualisation of dress codes decreasing the demand of dry cleaning) and opportunities in pockets within managed laundry, pickup/delivery formats and institutional services.
A small local operator is especially pertinent when three demand drivers come into play. Household outsourcing is more appealing to utilise convenience and time scarcity first: household outsourcing is increasingly appealing to consumers who value less effort, predictable service windows and have simplified routines. This is supported by the market and consumer researches that underscoring the changes in the fabric-care behaviours and expectations of the fabric care solution based on convenience. 
Second, institutional and hospitality need: care facilities, student housing and short-stay hospitality create cyclic linen/uniform requirements, which can be fulfilled in a consistent manner by either in-house laundry units or a contracted service; this generates a reliable B2B prospect where quality at the marginal unit price is less significant than dependability. Third, cost and sustainability forces: the burden of utilities (energy, water) and chemical treatment may have a significant impact on margins. This drives operators towards effective equipment, optimised wash cycles, and reported environmental practices, both in the form of cost control and as an amenity in risk management.
Throughout supply side, a wide range of substitutes determines the competition. Competitors in the traditional launderette sector are competing on price and access to machines, whereas new formats in the contactless / self-service sector extend operating hours and allow wash with large loads at nominal prices, putting pressure downwards on the perceived value of basic washing. In the meantime, the specialist operators distinguish themselves by quality finishing, care and reliability of garments. To a new player, it means that it is not easy to defend washing alone; the proposition that can be defended is more likely to be one involving bundling convenience (door-to-door collection, subscriptions), service quality (turnaround, quality cheques) and reliability of the contract (B2B service level commitments).
Lastly, regulatory and compliance issues are becoming more and more influential on operating models. Although this is not specific to the laundry sector, the necessity to handle waste in a responsible manner and meet the corresponding environmental requirements has an impact on the design of the services and their pricing regarding waste water processing and the storage of chemicals.
 An example of this is that GOV.UK instructions regarding the waste duty of care emphasise that any business should dispose of the waste in a responsible manner and record the transfer of waste, which is then included in the operational plans and cost structure. Cumulatively, the UK setting implies that a small and local laundry business is doable in cases where it targets convenience based segments, applies disciplined operations to defend its margins and integrates compliance into the model at its inception and not an afterthought.
[bookmark: _Toc228913905]2.2 Local market profile: Stoke-on-Trent demand indicators
The local circumstances of Stoke-on-Trent favour the use of convenience based laundry and ironing service as the demographic shift, tenant tenure and institutional demand do provide the potential of the need signals at plausible levels without use of primary surveys. The 2021 census indicates that the population of Stoke-on-Trent grew to approximately 258,400 people (compared to approximately 249,000 in 2011) which has a balanced demand base on household services and also makes the city a competitive place of operation as compared to others in larger cities.
 Household structure and tenure mix of the city is very pertinent in the case of laundry outsourcing. The analysis of Census 2021 by ONS shows that the amount of privately rented buildings in Stoke-on-Trent has increased significantly (14.4% in 2011 to 20.3% in 2021), which means that the number of renters is increasing. The lack of space, the existence of common facilities and greater mobility of the residence are often linked to the private renters, which makes them more receptive to door-to-door services (when on-site machines are scarce or inconvenient).
Targeting at the segment level is also supported using the local authority data. The pages in the Stoke-on-Trent city council, ward information include household composition and tenure breakdowns based on the census 2021 that can be used to plan the proposal; household with higher rates of private renting, one-person household and family household as the area of marketing and service radius. Practically, this enables a desk-based method to deduce in which areas subscription packages (families) or flexible pick-up times (renters/students) can be better served in terms of potential demand.
There are institutional demand indicators that add to the support. The service economy in Stoke will consist of care providers, supported housing and small hospitality operators that create recurrence in linen and uniform requirements. Although this proposal does not purport to provide accurate volumes of contract without primary procurement data, it is natural to consider the care industry and accommodation market as stable B2B opportunity spots, which is in line with UK trends regarding outsourced cleaning and hygiene service provision on a wider scale. Furthermore, the economic policies at the city level prioritise the entrepreneurship and home business growth, which is also applicable in the feasibility as it indicates the presence of the facilitating policy environment and access to business support resources. 
In a practical sense, Stoke-on-Trent may also be operationally appealing. Local commercial property and labour costs may be lower than in big metropolitan centres, making services which are equipment intensive more viable particularly when the model relies on achieving utilisation levels to meet fixed costs. The proposal thus contextualises Stoke as a balanced location: the population density is adequate, and the customer type is mixed (families, renters, students, care/hospitality) and the cost base is capable of targeting competitive pricing.
In general, the local data confirms the targeted approach to launch: concentrate on wards with greater amounts of private renting and family (to achieve volume and subscriptions), and develop a parallel B2B channel with care and accommodation clients where reliability and documented procedures are essential. Even the desk based indicators are good enough to warrant a conditional go, although they are subject to operational gating cheques like premises suitability and effluent/compliance requirements which will be considered in the later Operations chapter.
[bookmark: _Toc228913906]2.3 Customer segmentation (STP) with desk based evidence
Customer segmentation is based on the STP logic: divide the market into meaningfully different groups and select priority targets and position the offer to satisfy those needs (Kotler and Keller, 2016). Five segments prove the most suitable in Fresh and Pressed Ltd in Stoke-on-Trent using desk-based indicators (ONS household structure, tenure, age profile; local student and care-sector presence; and competitor formats).
Mainly students (both privately-run and shared rentals) are a high-elastic segment, high-convenience. It is not whether they can wash but rather the hassle of organising laundry with regard to the scarce facilities, queues, travelling and drying space. Demand is seasonal (high during term-time) and promotional, hence the segment is best attracted by straightforward, low commitment promotions (collection, discounts on a bundle) instead of high-end pricing. In terms of operations, neighbouring collections around halls lower delivery expenses, thus, it is possible to offer a price sensitive offer.
Families (homes with 3+) are a large, relatively elastic market. Their pain source is the time and workload: the weekly loads, school uniforms, and bedding are predicted. They place greater emphasis on reliability and capacity as opposed to the lowest unit price, which fits with subscription levels that turn irregular purchases into recurrent revenues. Strong lifetime value is also found in families since the frequency of use is not low throughout the year and it provides capacity planning and route efficiency.
Professionals/commuters is a smaller higher margin but moderate elastic segment. Their pain point will be lack of time and need to have a fast turnaround on work wear. Most likely, they will pay express options or guaranteed delivery times, but they will also request no surprises pricing and a quality that is of a consistent level. This section will be appealing in terms of ironing packages (shirts/trousers) and high-end subscriptions that comprise priority slots.
Customers and care recipients are not homogeneous: some of them are price sensitive, although most of them tend to be comparatively inelastic in case laundry provision is associated with wellbeing, mobility limitations, or care habits. The three fundamental needs include trust, safe handling, and assisted collection/delivery. The main danger is to promise more than is possible in terms of time; that is why placing should be focused on reliability and active communication, but not on speed. Collaboration with carers or other local support networks would cut on the costs of acquisitions but would facilitate the social value intentions.
B2B customers comprise of care homes, supported housing, small hospitality operators and student accommodation managers. Their area of concern is continuity in operations: the availability of linen and uniforms directly creates an impact on the quality of services and on the customer experience. When there is a contract price elasticity is generally less due to the high switching costs (disruption to the service, reputational risk). They anticipate documented processes, turnaround and invoicing regularly. This renders service-level promises and quality cheques a key element of positioning.
Substitution pressure should also be taken into consideration by desk-based segmentation. To do simple washing, students and cost-conscious tenants may replace to self-service launderettes or high-capacity “per machine fixed price” vendors; now pickup services must be of higher perceived value. This means that Fresh & Pressed will need to position pickup not as more affordable washing but as time saved and quality guaranteed with transparent per-kg charges and explicit service guarantees (Grönroos, 2017). To families and professionals, substitution is less strong since time is a constraint, rather than access to machines; convenience aspects (scheduled slots, doorstep delivery, ready to wear ironing) diminish the appeal of substitutes.
The level of attractiveness of the segments can be measured on four standards: expected frequency (weekly vs occasional), operations density (capability to cluster routes), price sensitivity (elasticity), and compliance sensitivity (requirement of documented hygiene). The frequency and density are high in families, compliance sensitivity in frequency is high in B2B, price tolerance in professionals, density in students, lower price tolerance. 
This will be in support of a positioning statement: Fresh and Pressed offer reliable and convenient door-to-door laundry and ironing services through a subscription model to busy households and by the service level to local businesses. What it means to the product design is a dual-track offer: a subscription based on a weekly volume and B2B offer with transparent service conditions; students are placed under an off-peak or term time offer that cushions margins.
When the number of low-margin customers targeted is too high, it can increase utilisation, but not profitability. The plan thus gives preference to segments that enhance both the utilisation and the contribution margin and applies sensitivity analysis as a later test to determine whether the segment mix can sustain break-even as based on conservative demand (Damodaran, 2012). As a matter of fact, channel choice will be informed by STP decisions: family subscriptions through digital marketing, B2B through direct outreach and proposals, and student bundles through campus partnerships. This congruence of segment requirements and pricing rationale and delivery skill minimises strategic drift and implementation risk.

[bookmark: _Toc228909268]Table 3: Segment attractiveness matrix (desk based assessment)
	Segment
	Size (proxy)
	Frequency proxy
	Accessibility (reach)
	Margin potential
	Overall attractiveness
	Rationale (1–2 lines)

	Students
	2
	2
	3
	1
	8 / 12
	Dense clusters near halls; high convenience need but high price sensitivity and substitution to self-service.

	Families (households ≥3)
	3
	3
	2
	2
	10 / 12
	High weekly volume and repeat demand; good fit for subscriptions; moderate price sensitivity.

	Professionals/Commuters
	2
	2
	2
	3
	9 / 12
	Lower volume but higher willingness to pay for express/ironing; valuable for premium bundles.

	Elderly / care recipients (domestic)
	2
	2
	2
	2
	8 / 12
	Trust and assistance valued; demand can be stable but requires careful service design and scheduling.

	B2B: Care homes / supported living
	2
	3
	2
	3
	10 / 12
	Regular contract volume; lower elasticity once contracted; requires documented hygiene/QA and reliability.

	B2B: Student accommodation providers
	2
	3
	3
	2
	10 / 12
	Concentrated pickups; recurring demand; procurement may be price-driven but volume supports efficiency.

	B2B: Small hospitality (B&B/short-stay)
	2
	2
	2
	2
	8 / 12
	Recurring linen needs; moderate volume; sensitive to turnaround and peak-season variability.



Scoring key: Low (1) • Medium (2) • High (3)
(Scores are based on secondary indicators such as ONS demographic mix, presence of student/care sectors, and service characteristics observed in competitor listings.)

[bookmark: _Toc228913907]2.4 Competitor analysis
This competitor analysis will rely on desk evidence that is provided by Google Maps and directories to define the key laundry and garment-care providers in the area of Stoke-on-Trent and the surrounding area. There are five immediate competitors in the form of local launderettes and service laundries that also compete on the same household spending on the wash-and-iron category: Posh Wash Laundretto (London Road), Cottage Laundry (Hartshill Road), The Laundette in Hanley (Bucknall New Road), Fenton Laundretto (Victoria Road) and The Washtub in Stone (regional, though in the greater choice set) (Yell, 2026a; Stoke Sentinel Directory 2026.
 These are normally walk-in washing and drying type of businesses and some also provide service washes and limited ironing. The complete pricing information is not always complete on the internet; published prices are often in per load or per machine but not per kg transparency, and therefore comparison by the customer is challenging.
[image: ]
[bookmark: _Toc228909435]Figure 1: Stoke-on-Trent local 3-5 miles of the suggested location map and competitors

Substitution and buyer expectations are influenced by five indirect competitors. First, the Wash.ME/Revolution locations (e.g., Longton and Festival Park) are contactless, self-service, usually 24/7, large drums, and per-machine pricing, which is favourable when it comes to bulk loads (Revolution Laundry, 2026; Wanderlog, 2026; Wash.ME, 2026). Second, high value garment care and pressing (e.g. Johnsons) is competed by specialist dry-cleaners (e.g. Johnsons Cleaners, 2026). 
Third, institutional contracts (linen hire and contract processing) are the target of regional commercial laundries, including Sunrise Laundry Services, which compete with B2B accounts even though it is not necessarily located on a city centre (Sunrise Laundry Services, 2026; Yell, 2026c). Fourth, student housing has in-house laundry rooms, which serve as an alternative to basic washing, especially in cases where the facilities are located with the student. Fifth, DIY home washing is the final alternative to provide an ultimate alternative that will have a reference price of no-fee to customers, who are price-sensitive.
The main dimensions are presented in a competitor matrix, including pricing model, the scope of the services, location and opening hours. The traditional launderettes have presence and price as their competitive factors but are less differentiated in terms of service experience; many of them use long opening hours and convenience of positioning as their key strengths, instead of door-to-door service delivery. The self-service chains lead to increased competitive pressure due to standardisation on large load value and convenience, although they fail to address customer aches such as time, transport and ironing. Professional dry cleaners also specialise in the expertise of garment care, but are not a replacement of bulk home laundry. Regional contract laundries provide volume and conformity to B2B, but might be less accommodating to small and mixed loads and last-mile scheduling.
The overall strategic implication is that the competition is stiff in basic washing whereas it is easier to defend it (see Appendix C1 for positioning map) when the offer is packaged with convenience, reliability and final quality (Porter, 1980). Fresh & Pressed will be able to avoid direct price competition through the positioning around the scheduled pickup and delivery, convenience of subscribing and well-defined standards of its service. Three differentiation gaps are actionable according to the local listings.
 To start with, pricing and offer transparency: most of the competitors do not post regular per-kg pricing or subscription levels on the Internet, which causes discontinuity at the point of reference. Second, reliability and service promises: reviews are likely to note friendliness and cleanliness but are unlikely to note any formal guarantees of turnaround; a firm promise to be on time and offer to rewash/refund will turn reliability into trust. Third, B2B preparation: the majority of local launderettes seem to target walk-in customers as opposed to service level contracts, integrated invoicing and formal processing; this presents an opportunity to a micro enterprise that would be willing to professionalise arrangements to care and accommodation customers.
Porters Five Forces may be viewed in the following local way. The threat of substitutes is high since it is the self-service and home wash; buyer power is mediocre since the households can be dependent on industrial machines and maintenance but it can be high in B2B procurement processes; supplier power is moderate since premises fit-out and compliance can create dependency; entry barriers are moderate since small operators can create competition (Porter, 1980).
 Overall, the competitor analysis indicates the differentiated launch with the target of families and some B2B deals, where the students would receive off-peak offers competing with self-service value but keeping the margins intact. The direct rivals are also geographically spread out along corridors (London Road, Hartshill, Hanley, Fenton), which means that the processing location will be centrally located and will cover several catchments because the delivery radius is 3-5 miles. The competitor map must then be utilised to determine those residential wards which are underserved and to determine the density of routes instead of deciding to locate a site based on its proximity to a competitor. In desk language, the most defensible space cannot be an empty street but an offer of service that the competition cannot always demonstrate on the internet: the delivery at the doorstep on a regular basis with documented specifications.
[bookmark: _Toc228909269]Table 4: Competitor matrix
	Competitor
	Indicative price
	Services (wash / iron / pickup)
	Typical location (area)
	Typical hours

	Posh Wash Launderette. Address listed: 882 London Rd, Stoke.
(Posh Wash Launderette)
	(1.8 - £2.5/kg)
	Wash, dry, reported ironing service, walk-in + possible local pickup. 
	London Road / ST4 area (eastern Stoke).
	07:00–19:00

	Cottage Laundry — 542 Hartshill Rd. (directory listings). (Stoke Sentinel Business Directory)
	(2.0 - £2.5/kg); local directories list as commercial/domestic laundry
	Laundry & dry-clean category (likely wash & some ironing).
	Hartshill Road (north-east Stoke). 
	07:00–19:00

	The Launderette (Hanley) — 103 Bucknall New Rd (Hanley). (Yell)
	Per-load pricing (coin / machine) for self-service; per-kg for service not always published
	Coin-operated self-service and drop-off/collection service; some offer wash & fold.
	Hanley (central Stoke).
	07:00–19:30

	Fenton Launderette — 37 Victoria Rd (Fenton). (West Wickham Launderette)
	(1.8 - £2.5/kg)
	Self-service launderette; on-site machines; no clear collection service listed. (West Wickham Launderette)
	Fenton area (ST4).
	07:00–19:00

	The Washtub (Stone) — 68 Pirehill Ln (Stone). (nearby town). (Yell)
	Example listing shows per-load pricing for larger loads (1.6 - £2.5/kg)
	Full launderette services (wash/dry); walk-in; some report quick turnaround.
	Stone (north of Stoke) — within regional competitive set.
	07:00–20:00

	Wash.ME / Revolution (Wash.ME sites) — Longton / Morrisons Festival Park / other sites. (Revolution Laundry)
	Example: 20 kg wash ~£13.50 (example for Revolution machine) — note self-service fixed price per machine.
	24/7 self-service, contactless, large drum machines; limited/no pickup; sometimes app booking.
	Multiple sites across Stoke (Longton, Festival Park etc.).
	24/7 for some locations (contactless kiosks), others have shop hours. 

	Sunrise Laundry Services — (regional commercial laundry; listed in Crewe with domestic enquiries). (Sunrise Laundry)
	Commercial/contract pricing (listed as linen/contract); domestic service possible
	Contract laundry, linen hire; commercial clients; may accept domestic drop-off in some sites.
	Crewe base (regional competitor for B2B contracts).
	08:00–19:00

	Local dry-cleaners & specialist services (various) — e.g., Johnsons & independent dry-cleaners. (Johnson Cleaners)
	Per-item pricing; higher than per-kg laundry of (1.8 - £2.5/kg)
	Specialist dry-clean, stain removal, pressing; push customers wanting specialist care.
	Town centre and shopping districts.
	07:00–19:00

	DIY / home washing (substitute)
	£ (home cost depends)
	In-home washing/drying — closest substitute for price-sensitive users
	Everywhere
	24/7



[bookmark: _Toc228913908]2.5 Market structure instruments: Porters Five Forces and SWOT
The Porters Five Forces is a rigorous method of evaluating the appeal of the local laundry services market through evaluation of competitive force and profit restraint (Porter, 1980). In the case of Stoke-on-Trent, the framework suggests that the market is highly competitive in terms of the basic access to the washing services, but the service differentiation and discipline of the process can still be used to create value.
Risks of new entry (moderate): The informal pickup-and-drop operators have a relatively easy time getting into the business due to low cost of initial marketing and booking tools. The obstacle however intensifies steeply to a compliant processing site due to premises fit-out, investment of equipment and regulatory gating cheques (especially drainage capacity and trade effluent factors) (Severn Trent Water, 2025). It implies that professional entrants have increased fixed costs and planning requirements, but also achieve defensibility on completion of systems and compliance.
Supplier bargaining power (low-moderate): There is a high vendor power as there is a large supply of detergent, packaging and consumable. Conversely, industrial laundry machinery and service may result in dependency due to lead times, parts supply and maintenance and servicing agreements being important in uptime. The supplier power is moderate when the business uses one supplier of maintenance or machine ecosystem. Multi-source and strong maintenance contracts are mitigation (GOV.UK, 2024).
Buyers bargaining power (moderate): Home washing, launderettes and service providers are easy to switch especially when prices are not clear to the household buyers. This makes it price sensitive and promotes competition through promotions. The customers who attach importance to time saving (families/professionals) have a lower buyer power due to reduced substitutability by convenience. In B2B customers, procurement is where the bargaining power is high and may decline after the award since operations would be at risk; demonstrating reliability, clarity of invoicing and documented processes is the key (IBISWorld, 2023).
Threat of substitutes (high): The substitution pressure is high due to the ability of households to do the laundry at home and have a perceived marginal cost low, and due to the fixed-price large-drum washes that are offered by self-service suppliers, which are appealing when loading the laundry in bulk. Ironing substitutes and customers who have time constraints, limited mobility or equipment access are not as strong as they could be in service bundling (Mintel, 2023).
Rivalry (moderate to high): Rivalry on walk in and basic washing services is enhanced by the competitor environment (local launderettes with self-service chain and specialists dry cleaners). Competition is diminished when a company gets on other dimensions where it battles on the basis of forecasted pickup/delivery, predictability subscriptions, and reliability of services on a B2B basis as opposed to literal price matching (Porter, 1980).
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[bookmark: _Toc228909436]Figure 2: Porter’s Five Forces diagram (Stoke Context)
A SWOT explains the way these forces can be translated into strategic decisions. Strengths: the responsiveness of local services, possibility to design uninterrupted processes and quality checks; the possibility to stabilise subscription revenues. Weaknesses: intensive use of capital (equipment and premises), variable cost coverage (utilisation), new unreviewed entrant. Opportunities: the increase in local private renting; institutional and hospitality market; gaps in the competitors related to subscriptions/SLAs and price transparency (ONS, 2023; Stoke-on-Trent City Council, 2024). Threats: threat of self service and home washing replacement; threat of volatile costs in energy/ water, non-compliance with regulations in case of inadequate premises (GOV.UK, 2022; Severn Trent Water, 2025).
In general the market is not structurally easy, but it can be defended by a differentiated operator that minimises substitution by offering convenience and maximises defensibility by compliance, standardised service and selective choice of segment.
[bookmark: _Toc228913909]2.6 Synthesis of market gap and its validation conclusion
Making up the desk evidence, Stoke-on-Trent is a viable opportunity to Fresh and Pressed Ltd in case the company focuses on the segments where convenience and reliability are more important than the lowest-cost washing. Demographic statistics indicate that the local population has an increasing portion of the private rented sector, as well as families and an institutional foundation (care and accommodation) capable of producing repeated demand indicators (ONS, 2023). Rival listings indicate a bunch of launderettes, self-service locations, but few signs of subscription principled deals, clear per kg rates, or SLA like dependability to B2B consumers. This is in favour of a gap-based approach: compete based on scheduled doorstep delivery, predictable subscription packages, and documented service quality instead of price reduction washing.
Conclusion of validation: it is justified to issue a conditional go on secondary evidence on a subject to two gating cheques. To begin with, there should be premises supporting compliant wastewater management and any form of necessary trade effluent consent route should be verified prior to committing to lease or equipment (Severn Trent Water, 2025). Second, financial assumptions should be conservative due to the pressure in substitutes; sensitivity analysis should show resilience in cases of lower uptake and high costs of utility. In case these conditions are fulfilled, the plan is to continue with differentiated launch targeting families and one B2B vertical (care or student accommodation) then scale after attaining the utilisation and cashflow targets.
3. [bookmark: _Toc228913910]Business model & strategy
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[bookmark: _Toc228909437]Figure 3: Business Model Canvas for Fresh & Pressed Ltd.

[bookmark: _Toc228913911]3.1 Business Model Canvas
The Business Model Canvas as shown in above figure transforms the evidence of feasibility that was presented in market research and validation section into a coherent operating logic of Fresh and Pressed Ltd. The model presented in accordance with the Osterwalder and Pigneur (2010) framework, shows that the business will produce, distribute and capture value by combining convenience, quality of service and local responsiveness. The Fresh and Pressed business should not be competing as a generic launderette, but instead as a family owned service company who eliminates effort by the customers with scheduled pickups and deliveries, giving trusted prices and quality services in terms of clothing care.
The value proposition at the core of the model is convenient door-to-door collection and delivery, subscription rates to use regularly, environmentally friendly washing technologies and stable expectations in terms of service levels among business clients. This suggestion will fill the greatest needs found in the market analysis: time-saving among families and professionals, continuity of operations among care and accommodations clients, and accessibility of services by customers not interested in the inconvenience of self-service facilities. The model then transforms a simplistic service product into a superior service product through bundling washing with reliability, communication and convenience (Grönroos, 2017).
The targeting decisions made above are explained by the customer segments in the canvas. It is significant to the families as they produce huge and frequent volumes of laundry that justify subscription services and convenient route planning. They include students because they can be easily targeted by the density of their location, yet they are highly price sensitive and, therefore, are likely to be targeted selectively. Premium convenience and ironing packages are applicable to professionals and commuters. Care dependent or older customers are also accommodated since they appreciate trust and assisted collection. Lastly, the B2B customers like care homes and student accommodation suppliers form a strategically relevant market due to the fact that the institutional demand is recurring, hence ensuring a predictable cashflow and better utilisation.
The model is service-based, which is strengthened by the channels and customer relationship blocks. Fresh & Pressed uses a basic reservation pathway with the use of a Web page form, phone and social media interaction, backed by local leaflet distribution and alliance advertisement. Subscriptions, SMS or email updates, referral incentives and named account management as used by B2B customers all assist in building customer relationships. This transforms the business into a one-off transactional customer to retention and repeat purchase which is absolutely necessary in a service with medium fixed costs.
The other side of the canvas (infrastructure) is not less important. The main processes involve the overall washing, drying, ironing, optimisation of routes and quality control. The main resources are industrial machines, a delivery van, trained employees and compliance documents. The scale is supported by key partners including: equipment suppliers, detergent vendors, institutional contacts, etc.; they reduce operational risk. The source of revenue is anticipated to be a mix of per-kilogramme charges, monthly plans, express charges and B2B agreement earnings, whereas the cost plan is made up of equipment, utilities, wages, vehicle expenses and compliance. Together, the canvas has shown that creation of value is not tied to the lowest price, but rather by combining convenience, reliability and efficient operations into a single consistent business model.
[bookmark: _Toc228913912]3.2 Explanation of Business Model Canvas 9 blocks
1. Customer segments: The customers served by the business include families, students, professionals, elderly/care recipients and the B2B clients. The idea behind the strategy is to offset high-frequency household demand with contract-based institutional demand, which enhances the route density and gets out of overdependence on a single segment (Kotler and Keller, 2016).
2. Value propositions: The model also guarantees convenience, open pricing, eco-friendly laundry services and quality turnaround. In the case of B2B customers, the proposal goes further to mere service-level guarantees and consolidated billing and transforms operational reliability into a competitive advantage source.
3. Channels: The low-cost customer access consists of web-based booking, phone booking, social media and local leafleting. Collaboration with student accommodation and care providers has broader reach. Channel choice will ensure that there is minimal acquisition friction and this will facilitate trust building at the local level.
4. Customer relationships: Retention is promoted through subscription packages, SMS or email updates, referral bonus and named B2B account manager. This is significant as consistent repeat purchase reduces pressure of customer acquisition and increases predictability of cashflow.
5. Revenue streams: The sources of income include per kilogramme service washes, ironing price, subscription price, express surcharges and business to business contracts. The business rationale is the diversification: the business becomes stable through recurring revenues, and the ad hoc demand is seized through transactional purchases.
6. Key resources: Primary resources comprise washers, dryers, presses, vehicle capacity, personnel capacity, and staff compliance records. The rationale behind it is that the presence of tangible assets allows delivering, whereas documented quality and regulatory compliance enhances trust and minimises the impact of operations.
7. Key activities: The activities that create value directly are washing, drying, ironing, route planning, quality assurance and customer service. The importance of process efficiency is that the quality of service delivered and the cost containment is determined by the consistency of operations.
8. Key partnerships: The vehicle service providers and local institutional contacts reduce the risk of execution and facilitate growth through suppliers. Partnerships are not incidental: they form the basis of equipment reliability, quality of consumables and the B2B selling channel.
9. Cost structure: The company has moderate fixed costs in terms of premises, equipment, labour and vehicle operation, and variable costs in terms of detergents and utilities. The model logic then demands adequate utilisation and repeat custom in order to safeguard margins (Osterwalder and Pigneur, 2010).
[bookmark: _Toc228913913]3.3 Strategic positioning
Fresh & Pressed adopts a focused differentiation approach instead of competing as the lowest cost washing solution. Self-service laundrettes and home washing are strong substitutes at the low end of the market and cost leadership is hard to maintain. Rather, it positions its business according to value: saving time, ensuring quality, pickup convenience and consistent turnaround. This serves better appeal to families, professionals and select B2B accounts, where the purchase criterion in question is not merely price per load, but the total experience of the service and a decreased amount of effort (Porter, 1980). Practically speaking, strategic positioning manifests itself in transparent levels of subscription, doorstep delivery, clear standards of service and documentation which fosters institutional trust. The objective is strategized growth where quality of the service especially in defence becomes the focal point instead of competing in terms of prices.
[bookmark: _Toc228913914]3.4 Key assumptions and secondary validation approach
The business model assumes there is sufficient local demand for subscription-based household laundry and a small but stable B2B pipeline. It also presumes that the customers like the convenience so much that they would pay more than self-service prices and that the premises are able to serve the drainage and compliance requirements. Such assumptions can only be proven by secondary evidence: ONS household data, local competitors listing, industry reports, supplier benchmark and regulatory guidance. There is also uncertainty management that is carried out in the financial plan section using conservative pricing, cost ranges, and cost scenarios analysis instead of primary surveys or pilot testing.
[bookmark: _Toc228909270]Table 5: Business model assumptions
	Assumption area
	Indicative assumption
	Strategic purpose

	Pricing band
	Standard wash priced within local service wash range
	Remains competitive while supporting service quality

	Subscription model
	Basic, Family and Premium tiers
	Encourages repeat custom and predictable revenue

	Turnaround target
	Standard 48 hours; express under 24 hours
	Creates service differentiation

	Delivery radius
	Initial 3-5 miles
	Protects route efficiency and cost control

	B2B focus
	Care, student accommodation, small hospitality
	Builds recurring volume and improves utilisation

	Operating model
	Single site + one van at launch
	Keeps scale manageable in the start-up phase

	Quality control
	Dispatch checks and rewash policy
	Protects trust and repeat purchase

	Sustainability
	Eco detergents, efficient cycles
	Supports value proposition and compliance positioning



[bookmark: _Toc228913915]4. Marketing & Sales strategy
[bookmark: _Toc228913916]4.1 Target segments & positioning statement
At launch, Fresh & Pressed should find two priority groups: families within a 3 to 5 mile radius and a selected B2B clientele, particularly care facilities, student housing and small hoteliers. Families have foreseeable laundry quantities on a weekly basis, can be put on a subscription programme, and are highly responsive to convenience of having scheduled pick up and deliveries. B2B customers offer repeat demand, higher density of routes and more predictable cashflow which is prized in the business with moderate fixed cost and utilisation risk (Kotler and Keller, 2016).
Professional/commuters and students are the secondary segments. Professionals would be appealing in terms of ironing bundles and express services due to their prioritisation of time over the least price. Students are still considered to be significant in terms of off-peak demand yet they should not be the main launch market as their price sensitivity and the availability of a self-service substitute can weaken the margins.
The positioning statement will be the following: Fresh and pressed will be a trusted, family-owned laundry and ironing shop that will provide convenient door to door delivery, clear pricing and turnaround that is trusted to busy households and local organisations. This marketing does not directly compete in price with self-service laundrettes on the prices. Rather, it focuses on convenience, trust, consistency in communication and service, which is more justifiable in a local service business than promotional discounting on its own (Grönroos, 2017).
[bookmark: _Toc228913917]4.2 Marketing mix (7Ps)
[bookmark: _Toc226801415][bookmark: _Toc228913918]Product (Service Offering)
Fresh & Pressed offers a structured range of laundry and garment care services designed around convenience, reliability, and quality. The core service is a wash and dry service priced per kilogram, with differentiation between standard and delicate loads. Additional services include ironing (per item or bundled), express turnaround, and specialist treatments, allowing customers to tailor services to their needs (Kotler and Keller, 2016).
To encourage repeat demand and stabilise revenue, the business will introduce subscription packages (Basic, Family, Premium), offering monthly allowances and scheduled collections. For B2B clients, services will include linen and uniform processing with defined service-level agreements (SLAs), focusing on consistency and reliability rather than one-off transactions (Grönroos, 2017).


[bookmark: _Toc226801416][bookmark: _Toc228913919]Price (Pricing Strategy)
The pricing strategy is based on value differentiation rather than competing on the lowest price, positioning Fresh & Pressed within the upper-middle range of local service providers.
Although self-service laundrettes may appear cheaper, they require significant time and effort from customers. Fresh & Pressed justifies its pricing through: Door-to-door convenience, reliable turnaround times, integrated ironing and finishing, predictable subscription-based services 
Standard service wash pricing will be benchmarked locally but reflect this added value. Subscription packages will provide a more attractive effective price per kilogram, encouraging repeat usage and improving revenue stability. Additional services such as express turnaround, specialist ironing, and premium detergents will be priced as transparent add-ons, ensuring clarity and flexibility.
For B2B clients, pricing will be structured based on volume and frequency, with simple contractual agreements and discounts linked to order size and regularity. This transparent approach reduces perceived risk and supports long-term retention (Kotler and Keller, 2016).


[bookmark: _Toc226801417][bookmark: _Toc228913920]Place (Distribution & Service Delivery)
Fresh & Pressed will operate a door-to-door service model, eliminating the need for a customer-facing storefront. Service delivery will be organised through postcode-clustered pickup and delivery routes, maximising operational efficiency and minimising travel costs.A 3–5-mile service radius is strategically appropriate, as it provides sufficient market coverage while maintaining control over fuel costs, delivery times, and service reliability.
For B2B customers, “place” extends beyond physical logistics to relationship-based access, where customer acquisition depends on trust and direct engagement. This will involve site visits, local networking, and relationship-building activities, reflecting the nature of institutional procurement (Kotler and Keller, 2016).

[bookmark: _Toc226801418][bookmark: _Toc228913921]Promotion (Communication, Channels & CRM)
The promotional strategy combines low-cost digital visibility with targeted local partnerships, while embedding a Customer Relationship Management (CRM) approach to maximise retention and customer lifetime value.
Digitally, the business will prioritise:
A clear website or landing page outlining services, pricing, service areas, and booking procedures. A Google Business Profile to capture high-intent local searches (e.g., “laundry service near me”). Selective use of social media, focusing on service outcomes (e.g., before-and-after presentation), convenience messaging, and collection reminders 
Beyond acquisition, Fresh & Pressed will implement a structured CRM strategy focused on retention, repeat usage, and relationship development. This includes: Customer database management: capturing customer data (preferences, order history, frequency) to personalise services and improve scheduling efficiency 
Segmentation-based communication: Families subscription reminders and usage updates, Professionals express service and ironing offers, B2B clients service performance updates and account management contact 
Automated communication systems (email/SMS): Booking confirmations and delivery notifications, subscription renewal reminders, follow-up messages after service completion. Loyalty and referral incentives: discounts or credits for repeat usage and successful referrals, encouraging organic growth. Service feedback loops: simple post-service feedback requests to monitor satisfaction and identify service issues early 
Complaint and service recovery system: structured handling of issues (e.g., rewash/refund policy), reinforcing trust and reliability This CRM approach aligns with relationship marketing theory, where long-term value is created through customer retention, satisfaction, and trust rather than one-off transactions (Payne and Frow, 2005).
In addition to digital channels, local partnerships will support growth:
Care facilities and supported housing, student accommodation providers, independent landlords and estate agents, small hospitality businesses. 
Partnerships with relocation services, moving companies, and student societies will help generate clustered and repeat demand, improving route efficiency and customer lifetime value. In this model, channels are not only tools for awareness, but mechanisms for building predictable, recurring demand, which is critical for operational stability.
[bookmark: _Toc226801419][bookmark: _Toc228913922]Process (Service Delivery System)
The service process is designed for efficiency, consistency, and quality control. It includes booking, scheduled collection, sorting, washing, drying, ironing, quality checks, and delivery with customer notification.
Standardised procedures such as garment labelling, quality control checks, and service recovery policies (e.g. rewash or refund) reduce service variability and perceived risk. This ensures consistent service quality and reinforces customer trust.
For B2B clients, processes include defined SLAs, scheduled collections, and consolidated invoicing to ensure reliability.

[bookmark: _Toc226801420][bookmark: _Toc228913923]Physical Evidence
As a largely intangible service, quality is communicated through tangible cues such as branded bags, staff uniforms, clean packaging, and digital confirmations. These elements signal professionalism, reduce perceived risk, and build trust, particularly for new and institutional customers.
Physical evidence supports the brand’s positioning as a reliable and professional service provider, helping justify its value-based pricing and reinforcing perceptions of quality.

[bookmark: _Toc228913924]4.3 Marketing KPIs & monitoring
A limited number of pragmatic KPIs should be used to monitor marketing performance. The Customer acquisition cost (CAC) can be calculated by taking local marketing expenditure and dividing it by the number of new paying customers obtained each month. They should be converted at three levels enquiry to booking, booking to repeat and repeat to subscription. Churn is to be observed since the percentage of subscribers who cancel a service per month, whereas retention can be represented by the average subscription period. 
Other additional indicators involve the website enquiries, Google profile activities, referral rate and the proposal to contract conversion of B2B. These measures can be tracked every month to differentiate between weak awareness, weak offer fit and weak retention, and take corrective measures before spending on marketing is employed on an unnecessary basis (Lemon and Verhoef, 2016).
[bookmark: _Toc228909271]Table 6: 12-month marketing actions + budget assumptions

	Period
	Main actions
	Target segment
	Indicative budget assumption
	Purpose

	Months 1–3
	Website/landing page, Google Business Profile, branding materials, launch leaflets
	Families, professionals
	Front-loaded setup spend
	Build local visibility and credibility

	Months 4–6
	Paid local social ads, referral campaign, introductory subscription offer
	Families, students
	Moderate monthly spend
	Generate trial and first subscriptions

	Months 7–9
	Direct B2B outreach, capability sheet, networking, account proposals
	Care, student housing, hospitality
	Lower ad spend; higher sales time cost
	Build recurring contract pipeline

	Months 10–12
	Retention messaging, review generation, upsell to premium/ironing
	Existing customers, B2B
	Lower-cost CRM spend
	Improve repeat purchase and lifetime value



[bookmark: _Toc228913925]5. Operations & compliance plan (Stoke-on-Trent)
[bookmark: _Toc228913926]5.1 End to end operations workflow
Fresh & Pressed should operate a simple, streamlined workflow, which is consistent, efficient and has low rates of error and achievable turnaround times. The process starts with order acceptance and allocation by postcode. Collection should include counting, tagging and separating into bags to minimise potential loss and to identify standard washes, delicates and ironing only. At the depot, washes should then be weighed, colour, fabric and temperature sorted, inspected for visible stains and special instructions, and allocated to a machine cycle. Once washed and dried, items are either folded and packaged or ironed/pressed, then final quality control check (ISO 9001, EN 14065, SOP.), before being dispatched for delivery (see Appendix D1 for full service workflow). This is in line with the service management approach, as standardisation of processes helps to eliminate variations and enhance customer trust in the quality of the service (Grönroos, 2017).
Service times should be specified. A household order should be delivered within 48 hours, and express service in less than 24 hours (if route and staff capacity permits). Business-to-business (B2B) customers should work to a scheduled window of service. This is particularly important for care, accommodation or hospitality customers where continuity is important. Benchmarking helps with this process. JLA sells commercial laundry equipment designed for high volume production and its JLA 990 rotary ironer is claimed to be capable of processing up to 15 kg of dry linens an hour, which is a small start-up ironing load in a small laundry (JLA, n.d.) These benchmarks demonstrate a small service operation can enable the service promise without initial large-scale investment. 
[bookmark: _Toc228913927]5.2 Premises requirements & layout
A small light industrial/serviced premises is preferred to a costly retail shopfront. In terms of operations, the premises will need to accommodate at least four functional areas: receive and sort, wash and dry, iron and finish, pack and ship. A small admin/office, staff amenity, a locked detergent store and off-road loading/unloading are also required. Location is key because cross-flows between "clean" and "dirty" items can slow the process, with a greater chance of error. So, a straight-through process is ideal.
Utilities and building services are critical. Adequate electrical supply, water, drainage and ventilation is required. The HSE notes that employers should ensure there is sufficient ventilation in enclosed workspace areas, particularly where there is machinery that can emit heat, humidity and fumes. Further HSE guidance for cleaners also notes the importance of safe storage and avoidance of leaks and spills of chemicals, PPE (such as gloves and aprons) and adequate ventilation of the workplace (HSE, n.d.)
The status of planning permission (Stoke On Trent City Council) should also be checked prior to lease. Planning Portal advice states that a change of use from one class to another will typically require planning permission, and building work might also need permission. It also recommends that business owners check what is likely to be required before leasing or purchasing property for a business use (Planning Portal, n.d). Building regulations can also apply for work on drainage, services and fittings (Planning Portal, n.d.). In Stoke-on-Trent, a unit with main road and parking access is ideal, as it allows efficient routes rather than a high footfall.
[bookmark: _Toc228913928]5.3 Equipment plan & supplier benchmarking
Equipment should be reliable, efficient and economical. The typical initial configuration would be two commercial washers, two commercial dryers, one small ironer or pressing system, scales, packing benches, garment rails and one van. Publicly available supplier information implies two main procurement options. First, a lease route: JLA's "Total Care" package claims customers pay nothing upfront, get free installation, and have 24/7 emergency service, aiding early cash flow and minimising maintenance risk (JLA, n.d.). Second, a purchase/finance route: MAG Laundry Equipment lists commercial and industrial washing machines, with capacities ranging from 8 kg to 133 kg, and price advertised from £80 per month, which can be used as a guide for low-end finance packages (MAG Laundry Equipment, n.d. 2025).
For smaller, supplementary or overflow capacity, Miele's UK washer-dryer range offers a point of reference with products listed at £1,649 and £2,349 on the product page (Miele, n.d.). These are not commercial machines, but can provide a price reference in considering back-up and support equipment. More broadly, procurement should not be solely on the basis of purchase price. Total cost is more important: up-time, maintenance, spare parts and warranty cover are important to reliability and therefore customer service. JLA's preventative maintenance regime shows the operational benefits of scheduled maintenance in a business where downtime is a threat to service levels (JLA, n.d.). So, a startup should seek offers from at least three suppliers against the same criteria: capacity, financing, maintenance response, warranty and efficiency. An operational value procurement model is then a reality. 
[bookmark: _Toc228909272]Table 7: Equipment list and benchmark cost ranges

	Equipment
	Suggested launch quantity
	Benchmark range / route
	Notes

	Commercial washers
	2
	Finance/lease from c. £80 pm; quote led purchase
	MAG advertises 8-133 kg machines; final specification should be quote based

	Commercial dryers
	2
	Quote led / lease package
	Pair with washer capacity and site power supply

	Small ironer / press
	1
	Quote led
	JLA 990 benchmark: 15 kg dry linen/hour

	Compact backup washer-dryer
	1 (optional)
	£1,649 - £2,349
	Miele domestic grade benchmark for overflow only

	Intake scales / rails / benches
	As needed
	Local supplier quote
	Essential for control and QA

	Delivery van
	1
	Lease or used purchase
	Final size depends on route model

	Detergent dosing / storage
	1 set
	Quote led
	Important for consistency and safety


[bookmark: _Toc228913929]5.4 Logistics & route model
The route model should be based on density, not coverage. The launch area of 3-5 miles is suitable because it provides the right urban catchment area, while minimising time, fuel and delivery failure costs. In terms of collections and returns, these should be scheduled on the basis of postcode or ward and for particular route blocks, for instance, collections in the morning and returns in the afternoon on particular days. This is more practical than offering customers any time and place they want, within the city limits.
So, customers should be offered a few slots, rather than bespoke appointment times. For business customers, the appointment service time should be fixed within the scope of the contract so route planning can be part of the weekly schedule. And express services should be capped by a deadline; otherwise, last minute bookings can throw workflows out of balance and result in cost blowouts.
At launch, route management does not need to be technologically complex. Postcodes can be clustered, orders can be sent to a driver via SMS or email, and there should be a driver's checklist. If order volume increases, then more sophisticated routing software should be considered. The sound strategy here is not to fill up the vehicle, but to safeguard unit contribution per run. A single vehicle should be sufficient if the initial focus is on high density residential and grouped B2B customers. This also supports the previous segmentation approach, which used families and some institutional customers instead of one-off customers across a much larger area.
[bookmark: _Toc228913930]5.5 Quality assurance & service standards
Quality assurance must be visible, recorded and applied. Pre-packing, each order should have a unique number, weight, service and notes. Any pre-existing garment faults should also be documented to minimise disputes. At delivery, a further check should be made of the quantity, presentation (appearance, folds), label and press. The rewash policy is critical: if the retailer is at fault with an avoidable service issue, the item should be re-collected and rewashed free of charge. This is not just good service; it is a control tool that delivers insights into process problems and trust (Grönroos, 2017).
Service standards should be tracked via a small number of KPIs: on time delivery rate, rewash rate, complaint rate (number of complaints per 100 orders), machine utilisation and compliance for B2B customers. At the beginning, monthly review is fine, with serious issues reviewed immediately. For B2B customers, delivery and hygiene procedures are important to establish confidence and minimise disputes. This becomes part of the brand and enables the company to charge a premium over self-serve.
[bookmark: _Toc228913931]5.6 Compliance & licences checklist
Compliance is a "go or no" factor for Fresh & Pressed. The first, and most important issue is trade effluent. Trade effluent, according to Severn Trent, is the discharge of any liquid waste to sewers from a business or industrial process and if a business intends to discharge anything other than domestic waste to a drain connected to a public sewer, then the occupier must seek consent before the discharge is made (Severn Trent Water, 2025). Severn Trent also states that running a small launderette is just one example of a business which may require trade effluent consent, and that it is illegal to discharge without consent (Severn Trent Water, 2025).
 On its trade effluent consent page, Severn Trent states that applications for consent are made to the retailer of the customer, using the standard form and must be accompanied by a drainage plan detailing the comprehensive drainage assessment, and that once the application is received the consent must be granted or refused within two months. This means due diligence, and retailer consultation, must be done in advance of finalising leases and installing equipment (see Appendix E1 for integrated compliance framework).
The second element is waste management. GOV.UK's waste duty of care code states businesses must handle waste safely and legally. It mentions the use of waste transfer notes and “season tickets” for recurring non-hazardous transfers, which means the business must have a legitimate disposal route, and transfer notes if applicable (GOV.UK, 2022). GOV.UK's waste guidance for businesses also sees businesses storing waste safely and using licensed waste carriers.
Chemical safety is covered in COSHH and other HSE guidance. HSE's guidance for cleaners includes limiting exposure to hazardous substances, safe storage of cleaning products, the use of personal protective equipment (PPE) such as gloves, aprons and safety googles if required and maintaining good ventilation. HSE’s general principles of good control practice also stress minimising the dispersal of hazardous substances, and establishing and maintaining control (HSE, n.d.). For this business that means written COSHH risk assessments, provision of safety data sheets (SDS) and training and spill procedures.
Partly, insurance is also required. Employers must have Employers' Liability insurance of at least £5 million, from an authorised insurer, as soon as they become an employer (GOV.UK, 2024). Public liability, motor and equipment insurance is not a legal requirement, but is necessary. Lastly, planning and building control should be investigated before leasing. Planning Portal states that a change from one use class to another will require planning permission and that businesses should check this prior to leasing or purchasing. Building control may also apply in respect of changing drainage, services or fittings (Planning Portal, n.d.).
[bookmark: _Toc228909273]Table 8: Compliance checklist

	Authority / source
	Requirement
	Evidence needed
	Status

	Severn Trent Water
	Trade effluent consent if discharging non-domestic effluent to sewer
	Drainage plan, completed consent application, written approval/decision
	Pre-lease gating check

	GOV.UK / waste rules
	Waste duty of care
	Waste contract, authorised carrier details, waste transfer notes
	Set up before trading

	HSE (COSHH)
	Assess and control chemical exposure
	COSHH assessments, SDS files, PPE policy, staff training records
	Set up before trading

	HSE / workplace safety
	Adequate ventilation and safe chemical storage
	Ventilation assessment, storage layout, spill procedures
	Before fit-out sign-off

	GOV.UK
	Employers’ Liability insurance (minimum £5m)
	Insurance certificate from authorised insurer
	Before hiring staff

	Planning Portal / local planning authority
	Check need for planning permission / change of use
	Planning advice / consent if required
	Before lease completion

	Building control
	Approval where drainage/services/fittings altered
	Building regulations approval or confirmation not required
	Before works commence

	Commercial insurers
	Public liability, equipment and vehicle cover
	Policy schedules / certificates
	Before launch



[bookmark: _Toc228913932]5.7 Sustainability operations
Sustainability is something that should be factored into operations, rather than being sold. MAG promotes its commercial washing machines with up to 60% energy savings, and Miele promotes energy efficient washer driers on its product pages (MAG Laundry Equipment, n.d.; Miele, n.d.). Combined with eco labelled detergents, route clustering and good waste management, this helps to control costs and better environmental claims.
[bookmark: _Toc228913933]6. Human resources & organisation
[bookmark: _Toc228913934]6.1 Organisation structure & roles
Fresh & Pressed should start with a minimalist functional organisation to minimise labour costs and maintain quality service. The proposed initial structure is: Managing Director/Owner (business strategy, finance and compliance), Operations Supervisor (workflow, work schedule, quality and inventory), Laundry Operatives (sort, clean, dry, iron and pack) and Driver/Customer Support (pick up, drop off and service information). This is an effective structure for a small service company as roles are clearly defined, lines of communication are brief and problems are easily escalated. As the business grows, the administrative and customer service can be separated from delivery but, at the start operations will be combined. The organogram should be simple as the focus is on good execution discipline, not organisational depth.

[bookmark: _Toc228909438]Figure 4: Organogram


[bookmark: _Toc228913935]6.2 Staffing plan & training
The staffing plan for the start-up should be two full time operators, one driver/customer service, and the owner for administrative support and management. Staffing cost calculations should be based on the UK current minimum wage rate: from 1 April 2026, the National Living Wage (for workers aged 21+) increases to £12.71 per hour (GOV.UK, 2026). Health and safety training, supervision and information should also be provided for all employees, including new starters and changes in equipment and tasks (HSE, 2025). For this particular business, key induction areas include safe operation of machinery, manual handling, COSHH/handling of chemicals, reporting of stains, communicating with customers and complaint recovery. Employees should not be required to undergo training in their own time and should be re-trained if processes or equipment is altered (HSE, 2025).
[bookmark: _Toc228913936]6.3 HR policies
HR policies should be uncluttered and compliant. The ACAS website notes that workers and employees should be given a written statement of employment particulars, and provides samples of the minimum information to be included (ACAS, 2025). So, Fresh & Pressed should provide written statements contracting their employees from the start. Equality and diversity should also be captured in an equal opportunities policy; ACAS advises that this can help explain acceptable behaviour, promote fairness and avoid potential legal problems (ACAS, 2025). Absence policy should be documented in an absence policy and basic trigger review system because, according to ACAS, absence procedures help to ensure fairness and consistency (ACAS, 2025). Shift allocation should consider peak periods but should also allow for flexibility to cover sickness and peak periods.
[bookmark: _Toc228913937]6.4 Capacity planning
Capacity planning should allocate labour hours to meet orders and turnaround times. Demand is likely to peak before weekends and after holidays, but with B2B orders, on particular service days. So, labour triggers should depend on the number of orders and machine usage. Appropriate productivity KPIs are: orders per labour hour, kilograms per machine hour, on-time deliveries and rewash rates. A suitable trigger to increase part-time staff would be if machine utilisation is persistently above 80%, or where overtime is used to secure the 48-hour standard. This maximises the variable nature of the labour cost and prevents service quality deterioration due to labour shortage.
[bookmark: _Toc228909274]Table 9: Role summary
	Role
	Hours
	Cost band
	Core responsibilities

	Managing Director / Owner
	Full time oversight
	Owner draw / deferred
	Strategy, finance, compliance, supplier liaison

	Operations Supervisor
	37.5-40 hrs/week
	Skilled hourly / salaried
	Workflow, rota, QA, stock, incident handling

	Laundry Operative (x2)
	37.5-40 hrs/week each
	National Living Wage + uplift
	Sorting, washing, drying, ironing, packing

	Driver / Customer Support
	30-40 hrs/week
	National Living Wage + uplift
	Collections, deliveries, customer updates, proof of delivery


Source: Wage floor benchmarked to National Living Wage 2026 (GOV.UK, 2026).
[bookmark: _Toc228913938]7. Financial plan
[bookmark: _Toc228913939]7.1 Assumptions & benchmark sources
This financial plan should be seen as a best-case feasibility scenario, not a lender-ready estimate. It is based on four areas of assumptions: manpower, premises, equipment and pricing.

Labour costs are based on statutory minimums. The UK National Living Wage rate for those aged 21 and over is £12.71 per hour (GOV.UK, 2026) from 1 April 2026 and is utilized here as the base wage for both operatives and the delivery driver. Real pay rates may need to climb to recruit or retain personnel, but this assumption is in line with industry benchmarks where labour is often approximately 25–35% of operational costs for laundry services (IBISWorld, 2025). 
Premises estimates are based on existing Stoke-on-Trent light industrial listings. Small units are marketed from around £450 pcm (545 sq. ft) and £575 pcm (820 sq. ft), with larger spaces reaching around £1,875 pcm (2,270 sq. ft) (Zoopla, 2026). These estimates are feasible for a start-up site and are consistent with larger UK industrial rental standards of around £8–£15 per sq. ft per annum (Royal Institution of Chartered Surveyors, 2024).

Equipment expenditures are modeled through leasing rather than outright purchase of equipment. For example, JLA provides a “Total Care” plan that includes installation and maintenance without the need for up-front financial investment, whereas MAG Laundry Equipment promotes commercial machines from roughly £80 a month, with capacities from 8 kg to 133 kg. This is consistent with industry practice and helps to lower entry barriers as equipment accounts for 15–30% of operating expense in small laundrette enterprises (IBISWorld, 2025).
Pricing assumptions are intentionally conservative. Local competition analysis shows service washes are often priced in the low to mid-single digits per kilogram range with self-service setting the expected bar for value. The model prices sit within the broader UK benchmark range of around £3-£6/kg, in line with penetration pricing methods commonly employed by new entrants (Mintel, 2024).

As a general matter, both start-up and working capital estimates are in line with industry averages. Start-up costs for a typical UK laundrette are estimated to be between £20,000 and £60,000, with a suggested working capital buffer of three to six months of operational expenses (Start Up Loans Company, 2024; British Business Bank, 2023).

[bookmark: _Toc228913940]7.2 Startup costs & working capital
The startup costs consist of equipment and fit-out, pre-opening costs and working capital. This structure is consistent with UK startup cost frameworks that differentiate between fixed assets, setup costs and working capital needs (British Business Bank, 2024). Smart companies don’t overcapitalise themselves with equipment, they lease or finance it.
 The JLA rental option can lead to much cheaper upfront capex as the installation and servicing costs are incorporated into the monthly lease fee (JLA, n.d.). In comparison a commercial washer can cost £2,000-£3,000 to purchase therefore confirming the cost-saving effect of leasing (Capalona, 2024). However, in a lease-driven model, the company still requires start-up capital for the premises deposit, minimum interior fit-out, signage, detergent/dose set up, packaging, software/booking system, PPE and a lease/new (used) car. Typical costs for establishing a small service in the UK vary from £2,000–£10,000 and provide a reasonable benchmark (Bsness, 2025). Local estate brokers confirm that a modest working unit can be obtained at a lower cost than a large industrial unit; with current local rates it is reasonable to anticipate a rental cost of between £800–£1,200 pcm (depending on size and condition) (Zoopla, 2026). This is consistent with lower-end business rentals for secondary sites (Capalona, 2024). 
 Working capital should be at least 3 months of cash flow as it will take a bit of time to ramp up subscriptions. This is especially the case when it takes time to acquire clients and turn them into business. Industry advise recommends between £3,000–£10,000 working capital for small service enterprises (Bsness, 2025). So “less capex, more working capital” is the most effective way to start out. Rather than buying everything out-right, the company should keep the cost of its initial washers and driers down, while keeping cash for staff and marketing costs and initial power and water bills. 
This bias towards liquidity is often advocated to manage early-stage risk (British Business Bank, 2024). So, the initial budget will probably be in the low-to-mid five figures with majority of the funding going to working capital not holding assets. This is consistent with UK estimates of £10,000–£40,000 for lean service-based businesses (Bsness, 2025). This reduces the danger of insolvency and allows management to get more experience with the route density and consumer approval of the service before investing in more expensive equipment.


[bookmark: _Toc228909275]Table 10: Startup cost summary
	Cost category
	Indicative allowance (£)
	Basis

	Lease deposit / advance rent
	2,000-3,600
	Based on local rent range and standard upfront leasing practice

	Premises fit-out / minor works
	3,000-6,000
	Benches, rails, basic zoning, signage, storage

	Equipment setup / initial finance deposits
	2,000-6,000
	Lower if using JLA-style rental/service route

	Delivery vehicle (initial deposit or used purchase allowance)
	3,000-8,000
	Route model dependent

	Detergents, PPE, packaging, stock
	800-1,500
	Opening consumables

	Booking/admin tools, website, branding
	1,000-2,000
	Basic launch setup

	Insurance / compliance setup
	600-1,200
	EL, public liability, vehicle, documentation

	Working capital reserve (3 months)
	18,000-24,000
	Core protection during ramp-up

	Indicative total
	30,400-52,300
	Conservative launch range


Source: based on JLA, MAG, Zoopla, and wage/operating assumptions.
[bookmark: _Toc228913941]7.4 12-month cashflow
12-month cashflow is a build-up plan, Months 1-2 will be pre-opening and heavy on deposit and setup expenditures with little to no earnings. Months 3-4 is a mild commercial launch with revenues covering variable costs but not fixed costs. Months 5-8 will show gradual progress as routes are saturated, re-purchases improve and initial subscribers mature. The critical months are 9-12 when home subscribers and at least one B2B customer come on stream and begin to stabilise the business. This staged trend is consistent with UK start-up benchmarks, which show early losses followed by progressive revenue stabilization (FSB, 2024; ONS, 2025).

Starting monthly operating costs are estimated using conservative estimates to be in the neighborhood of £7,000 - 8,000 (assumes two operational workers with the owner taking on certain managerial chores, premises rented at the low to medium local market rate). This is in line with the cost of two full time employees at the National Living Wage minimum (approx. £2,203 each per month before on costs for a 40-hour week), rent, utilities, vehicle, consumables and marketing (GOV.UK, 2026; Zoopla, 2026). Assumptions are based on UK small company benchmarks, where employment is a major cost component and overhead structures are similar in service-oriented SMEs (FSB, 2024). This means the cash flow will be negative for the first few months and improve as income becomes more predictable.

The model attempts to show that the business can survive the early months without unrealistic fast growth. Yes, but only if you keep the working capital and don’t expand radius and staff too soon. This is indicative of common small business survival strategies focusing on limited expansion and cash discipline (FSB, 2024). And so cashflow discipline is a KPI for the board from day one.

[bookmark: _Toc228909276]Table 11: 12-month cashflow summary
	Month
	Revenue (£)
	Operating costs (£)
	Net cash movement (£)

	1
	0
	9,500
	-9,500

	2
	1,000
	8,500
	-7,500

	3
	3,000
	7,800
	-4,800

	4
	4,800
	7,700
	-2,900

	5
	6,300
	7,750
	-1,450

	6
	7,600
	7,800
	-200

	7
	8,900
	7,850
	1,050

	8
	10,100
	7,950
	2,150

	9
	11,200
	8,000
	3,200

	10
	12,000
	8,050
	3,950

	11
	12,700
	8,150
	4,550

	12
	13,300
	8,250
	5,050


Note: full monthly spreadsheet, assumptions and financing treatment see appendix B1.
[bookmark: _Toc228913942]7.5 3-year P&L summary and breakeven analysis
The three-year P&L needs to show an approach that builds up the utilisation in a measured way. Year 1 should be considered a consolidation year: the service proves route density, demand for services and emphasises repeat purchase. On the headline model above, Year 1 starts with losses in the first half but becomes largely profitable by the second half of the year (with monthly surplus), but the overall year is not profitable due to initial costs. Year 2 should be better with a greater proportion of revenue coming from subscription and one or more of the B2B deals becoming established. By Year 3, it can begin to focus on gross margin and scale-up with small capacity and efficiency, rather than new fixed cost.
Breakeven should be calculated as assuming core monthly operating costs are about £7,500 and the business operates at an indicative blended gross margin (after variable costs) of about 65% the monthly revenue breakeven is about £11,540 (£7,500/0.65). At a monthly breakeven revenue of approximately £11,540, this equates to around 288 subscribers at £40/month if subscriptions were the sole revenue stream. However, in practice, customers generate additional value through ad hoc services, ironing, and B2B demand, increasing the effective revenue per customer. On this basis, the breakeven level is closer to approximately 190 active customers when considering blended revenue per user.
The point is not the month of breakeven, but in what circumstances the break-even occurs: there must be greater route density, marketing acquisition must translate to repeat business and labour should not grow faster than stable volume. In a local service business, margin discipline is achieved not via price increases but through density, rewashes and productivity. When these business conditions hold, the projected three-year P&L is viable.
[bookmark: _Toc228909277]Table 12: Breakeven Scenarios Comparison

	Metric
	Scenario A (Base Case)
	Scenario B (Higher Value / Mixed Revenue)

	Monthly Fixed Costs
	£7,500
	£7,500

	Blended Gross Margin
	65%
	65%

	Breakeven Revenue
	£11,538
	£11,538

	Effective Revenue per Customer
	£40
	~£60

	Subscription Equivalent
	288
	~190

	Interpretation
	Subscription-only model
	Mixed revenue / higher spend per customer



[image: ]
[bookmark: _Toc228909439]Figure 5: Breakeven chart

[bookmark: _Toc228913943]7.6 Sensitivity/scenario analysis
The key inputs to focus on in sensitivity analysis are: subscriber growth, timing of B2B route conversions, rent, labour and utilities. The most likely case is that the business breaks even monthly late in Year 1 with recurring income from family subscriptions and one B2B customer. In the best case, higher retention and quicker route density reaches breakeven one to two months earlier. In the worst case, lower than anticipated subscriber growth, or higher rent and utilities or machine downtime delays break-even until late in Year 2.
Sensitivity analysis is valuable for management, rather than maths. It highlights where it is important to be disciplined. If the initial volumes are low the right response is typically to narrow the radius, put extra hiring on hold and concentrate on conversion, rather than a price cut.
[bookmark: _Toc228913944]7.7 Funding strategy
The optimum funding strategy is founder equity + Start Up Loan + local support. Start Up Loans provides personal loans for business use of up to £25,000 at a fixed rate, which will be 7.5% from 6 April 2016, plus mentoring (Start Up Loans, 2016). Equity should be used to fund founder commitment and support, debt should not exceed the level that can be supported by the conservative cashflow case.
[bookmark: _Toc228913945]8. Risk analysis & mitigation
[bookmark: _Toc228913946]8.1 Risk sources and mitigation strategies
At launch, Fresh & Pressed has eight material risks. The former is trade effluent non-compliance: According to Severn Trent, any business that releases to a public sewer anything other than domestic waste might need consent and a discharge without permission is an offense. The second is non-compliance with waste duty, since companies dealing with waste should ensure that it is safe and they should use approved routes to dispose their waste. Third, chemical, slips, burns or manual handling health and safety failures might hurt business; the HSE needs employers to define hazards, evaluate risk and control them. Fourth, 48-hour turnaround may not be possible due to equipment downtime and reputation may be ruined. Fifth, there may be inefficiency in routes, which increase the fuel and labour cost per order, particularly when the expansion of the catchment is very rapid. 
Sixth, sluggish customer acquisition may put the breakeven point on hold, assuming subscriptions and B2B contracts may not increase as fast as projected. Seventh, substitute pressure (self-service laundrettes, and home washing) can undermine margins particularly with students and low-income. The summary of the UK dry cleaning and other cleaning services provided by IBISWorld reveals that the industry incorporates the self-service laundry and laundry/dry cleaning services and has experienced growth over the past years, meaning that it does not have a market gap but a competitive market. Eighth, working capital pressure could also be experienced in case expenses are paid before the recurring revenue is collected.
[bookmark: _Toc228909278]Table 13: Risk register
	Risk
	Likelihood
	Impact
	Mitigation
	Owner
	Trigger

	Trade effluent consent delay/refusal
	Medium
	High
	Pre lease drainage check; retailer application early
	Managing Director
	No consent decision before fit-out

	Waste duty non-compliance
	Low
	High
	Licensed waste carrier; transfer-note process
	Operations Supervisor
	Missing documentation

	H&S/COSHH incident
	Medium
	High
	Risk assessments, training, PPE, storage controls
	Operations Supervisor
	Near-miss / spill / injury

	Equipment breakdown
	Medium
	High
	Service contract; preventive maintenance; backup plan
	Operations Supervisor
	Missed turnaround

	Route inefficiency
	Medium
	Medium
	Postcode clustering; fixed slots; radius discipline
	Driver / Ops
	Rising cost per stop

	Slow subscriber uptake
	Medium
	High
	Family focused launch; referral incentives
	Sales lead
	Enquiries not converting

	B2B conversion delay
	Medium
	Medium
	Pipeline of multiple prospects; phased overheads
	Managing Director
	No contract by target month

	Cashflow shortfall
	Medium
	High
	Three month reserve; staged hiring; cost control
	Finance lead
	Cash runway falls below threshold


[bookmark: _Toc228913947]8.2 Mitigation plan & controls
Controls should be preventive first, the second is corrective. Preventive measures involve the completion of the Severn Trent drainage / consent prior to commitment of the lease, records of waste transfers and the implementing HSE style risk assessments for chemicals, equipment and manual handling risk assessments. Corrective controls comprise a rewash/recovery policy of service failures, maintenance call out procedure of machine failures and an escalation rule in case of cash runway or on time delivery less than target. Disciplined launch sequencing the most effective mitigation, commercially, is to have a single B2B account and the foundation of family subscriptions before the route radius is extended, regardless of the labour hours or marketing budget.
[bookmark: _Toc228909279]Table 14: Risks, mitigations and control strategies

	Risk Area
	Specific Risk
	Mitigation Strategy
	Preventive Controls
	Corrective Controls

	Regulatory / Compliance
	Drainage or consent not approved prior to lease commitment
	Ensure approvals are secured before contractual obligations
	Complete Severn Trent drainage/consent before lease signing
	Escalation and contingency planning if approval delays occur

	Environmental
	Improper waste handling or non-compliance with disposal regulations
	Maintain traceability and compliance processes
	Record and track all waste transfers
	Investigate discrepancies and implement corrective procedures

	Health & Safety
	Chemical handling risks, equipment misuse, manual handling injuries
	Apply structured HSE risk management approach
	Conduct HSE-style risk assessments (chemicals, equipment, manual handling)
	Incident response procedures and retraining

	Operational
	Service failure (quality issues requiring rework)
	Define service recovery standards
	Standard operating procedures and quality checks
	Rewash/recovery policy for failed services

	Operational
	Machine breakdowns disrupting service delivery
	Ensure maintenance readiness and rapid response
	Preventive maintenance scheduling
	Maintenance call-out procedure for breakdowns

	Financial / Performance
	Cash runway deterioration or missed delivery targets
	Monitor KPIs and enforce escalation triggers
	Financial tracking and delivery performance monitoring
	Escalation rule if cash runway or on-time delivery drops below target

	Commercial / Growth
	Overexpansion before stable demand base
	Controlled and phased rollout strategy
	Secure one B2B account and establish family subscriptions before expansion
	Pause expansion and reassess if targets are not met




[bookmark: _Toc228913948]8.3 Monitoring & governance cadence
Monthly management review and quarterly board reporting should have risk monitoring. Each risk in Table has a named owner, triggers and status of each risk. The monthly dashboard will monitor: cash runway, on-time delivery, rewash rate, subscription growth, B2B pipeline stage and any outstanding compliance activities. The HSE guidance focuses on the fact that risk assessment is not a single piece of paper but a process of identifying the hazards, making judgement and action where necessary. It should be a traffic-light system (green/amber/red) in which the missed triggers should result in a corrective action during the same reporting cycle as opposed to being delayed.
[bookmark: _Toc228913949]9. Timeline & implementation plan
[bookmark: _Toc228913950]9.1 Implementation roadmap
There are four stages to be followed in implementation. Incorporation, premises due diligence, drainage checks, supplier quotes, equipment procurement route, insurance and compliance documentation, are covered under setup. Launch commences when premises are in place, equipment and approvals are operational and the booking process, route schedule and service standards are operational. 
Stability relies in the development of repetitive household demand, managing the quality of the services and turning the first B2B account. Scale is initiated when monthly operation is predictable and the contribution margin is steady, it could involve the addition of route days, slight increase in staff or 2nd vehicle. This is realistic as staged approach since Severn Trent will take up to two months to approve or reject a trade effluent consent following an application that has been already submitted and thus compliance timing should be factored in project schedule, but not an administrative consideration.
[bookmark: _Toc228913951]9.2 Milestone tracking & reporting
The milestone reporting must be connected to the previous milestones which are measurable: incorporation completed; lease signed; equipment commissioned; service launched; 100 subscriptions, breakeven month and first B2B contract. Each milestone must have a milestone owner, a date and a completion evidence. KPI dashboard to monitor monthly should include the number of subscriptions, ratio of enquiry to booking, route density, on time delivery, rewash rate, proposal status and cash runway of B2B. 
Board reviews every quarter should look at the feasibility of the milestones based on the current cost base and the need to revise any of the assumptions in the financial model. This process of governance turns the implementation plan into a plan of action and not a symbolic gesture: the decision to add labour, extend the radius of routes or make new capital investments may be made only when it is supported by the evidence of milestones.
[bookmark: _Toc228909280]Table 15: Milestones & owners
	Milestone
	Owner
	Evidence of completion

	Incorporation completed
	Managing Director
	Companies House confirmation

	Premises lease signed
	Managing Director
	Executed lease / heads of terms

	Trade effluent / drainage route confirmed
	Operations Supervisor
	Consent outcome / drainage evidence

	Equipment delivered & commissioned
	Operations Supervisor
	Installation and commissioning record

	Service launch
	Operations Supervisor
	Booking system live; first deliveries completed

	100 subscriptions reached
	Sales lead
	Active subscriber report

	Break-even month achieved
	Finance lead
	Monthly accounts / dashboard

	First B2B contract signed
	Managing Director
	Signed agreement / first invoice



[bookmark: _Toc228913952]10. Conclusion
[bookmark: _Toc228913953]10.1 Summary of feasibility judgement
The secondary evidence makes a conditional positive feasibility judgement of Fresh and Pressed Ltd. At market level, the opportunity has credible changes in tenure that support a mixed household service market and the local economy is actively seeking to grow and support business through its economic development strategy hence credible. On sector level, according to IBISWorld UK industry summary, the dry-cleaning and other cleaning services encompass self-service laundry and service laundry and the market has increased between 2021 and 2026, which implies that there is a demand, but it is competitive. Locally, competitor evidence indicates that there are a few launderettes and self-service sites, but the desk research still reveals that there are untapped opportunities in the area concerning transparent pricing, subscription-style retention and an SLA style reliability in B2B accounts. Regulatory requirements are not accidental: Severn Trent needs approval to some discharges to sewer which are not domestic, and the GOV.UK/HSE regulations confirm that the waste and safety and risk management should be formalised in the very beginning. Put another way, the business is not viable since the market is empty; it is viable since a service-led operator who is disciplined can find differences where convenience, process control and compliance are important.
[bookmark: _Toc228913954]10.2 Conditions for success
To be successful, three conditions have to be fulfilled. First, the premises should be appropriate in both regulatory and operational aspects: they should be used legally, adequately equipped in terms of utilities and confirmed trade effluent route or consent position prior to capital investment. Second, when it comes to startup capital, it needs to be adequate not only to cover fit out and equipment, but also working capital to cover ramp-up. Start Up Loans now provides up to £25,000 to each applicant and as of 6 April 2026 the unchanging interest rate of new applications will be 7.5% which renders blended funding (equity and debt) achievable but demands careful borrowing. Third, commercial initiation should focus on family subscription and chosen B2B accounts over scattered one-off demand since route density and recurring revenue is what transforms the idea to a sustainable operating model.
[bookmark: _Toc228913955]10.3 Final recommendation & next steps

The final recommendation is therefore to proceed on a phased “go” basis. Fresh & Pressed will need to finish premises and compliance inspection, make sure that the equipment they prefer to buy is purchased through the preferred route and have a funding package that will cushion at least three months of operating runway. A family subscription and a single B2B vertical should be the first commercial focus, to be backed by transparent pricing, fixed route windows and simple yet strong KPI reporting. With these premises, the business will be able  to start with a realistic probability of making a Year 1 operational breakeven. The proposal thus offers a plausible implementation foundation, which is subject to rigorous implementation as opposed to wishful demand projections.
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Table: C1[image: ]
	Competitor Type
	Price
	Convenience

	Self-service
	Low
	Low

	Launderette
	Medium
	Medium

	Dry cleaners
	High
	Medium

	Fresh & Pressed
	Medium
	High


Figure C1 illustrates the competitive positioning within the local laundry services market. Fresh & Pressed is positioned in the high-convenience segment, combining doorstep collection, delivery, and subscription-based services. This supports a focused differentiation strategy, where value is created through service reliability and customer experience rather than price competition.
[bookmark: _Toc228913961]Appendix D1: Operations Workflow
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Table: D1
	Stage
	Activity
	Control Point

	Booking
	Order
Customer selects service
	Record
Order recorded in system

	Collection
	Pickup
Items collected and labelled
	Track
Item tracking and counting

	Sorting
	Separate
Separation by fabric/colour
	Reduce error
Error reduction and quality control

	Wash
	Clean
Machine processing
	Hygiene
Efficiency and hygiene standards

	Dry
	Dry
	Process

	Iron
	Finish
Pressing and Finishing
	Quality
Presentation quality

	Quality Check
	Check
Final inspection
	Rewash
Rewash decision if required

	Delivery
	Return
Return to customer
	On time
On-time delivery KPI



Figure D1 presents the standardised operational workflow of Fresh & Pressed Ltd. The structured process ensures consistency, efficiency, and quality control at each stage of service delivery. Defined control points reduce operational errors and support key performance indicators such as on-time delivery and rewash rates. This process-based approach strengthens reliability, which is a central component of the company’s value proposition
[bookmark: _Toc228913962]Appendix E1: Compliance Framework
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Table: E1
	Area
	Requirement
	Control

	Trade Effluent
	Consent required before discharge
	Drainage plan and formal approval

	Waste Duty of Care
	Legal waste handling and disposal
	Licensed waste carrier and documentation

	COSHH
	Safe handling of chemicals
	PPE, risk assessments, staff training

	Workplace Safety
	Safe working environment
	Ventilation, storage controls, procedures



Figure E1 summarises the compliance framework required for the operation of Fresh & Pressed Ltd. It integrates environmental, health, and safety obligations into a structured system of control measures. Effective implementation of these requirements ensures regulatory compliance while reducing operational and legal risks, particularly in relation to wastewater management and chemical handling.
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BDP Finances Final.xlsx
Assumptions

		Assumption		Value

		Monthly fixed operating costs (core)		7500

		Blended gross margin (after variable costs)		0.65

		Family subscription price		40

		Break-even revenue (monthly)		11538

		Subscription-only equivalent (illustrative)		288





Monthly Cost  

		Cost Category		Monthly Cost (£)

		Wages (2 FTE; owner covers some management)		4406

		Rent (light-industrial unit)		850

		Equipment lease (washers/dryers; serviced)		600

		Utilities (water + electricity)		700

		Vehicle (fuel/insurance/maintenance)		400

		Marketing (local + digital)		250

		Other overheads (insurance/admin/software)		294

		Total		£7,500





Startup Costs

		Cost Item		Estimated Cost (£)		How it aligns 

		Lease deposit / advance rent		3000		 (£2,000–£3,600)

		Premises fit-out / minor works		4500		(£3,000–£6,000)

		Equipment setup / initial finance deposits		4000		(£2,000–£6,000)

		Delivery vehicle (deposit or used purchase allowance)		6000		 (£3,000–£8,000)

		Detergents, PPE, packaging		1200		 (£800–£1,500)

		Booking/admin tools, website, branding		1500		 (£1,000–£2,000)

		Insurance / compliance setup		1000		 (£600–£1,200)

		Working capital reserve (3 months)		20000		 (£18,000–£24,000)

		Indicative total		30,400-52,300





12 Month Cashflow (Table11)

		Month		Revenue (£)		Operating Costs (£)		Net Cash Movement (£)		Cumulative Cash (£)

		Month 1		0		9500		-9500		-9500

		Month 2		1000		8500		-7500		-17000

		Month 3		3000		7800		-4800		-21800

		Month 4		4800		7700		-2900		-24700

		Month 5		6300		7750		-1450		-26150

		Month 6		7600		7800		-200		-26350

		Month 7		8900		7850		1050		-25300

		Month 8		10100		7950		2150		-23150

		Month 9		11200		8000		3200		-19950

		Month 10		12000		8050		3950		-16000

		Month 11		12700		8150		4550		-11450

		Month 12		13300		8250		5050		-6400

																								50





3 Year P&L

		Year		Total Revenue (£)		Subscriptions (£)		B2B (£)		Service Wash (£)		Ironing (£)		Express (£)		COGS (£)		Gross Profit (£)		Gross Margin %		Operating Costs (£)		EBITDA (£)		Interest (£)		Net Profit (£)

		Year 1		90900		40905		4000		32196.5		9199		4599.5		31815		59085		0.65		90000		-30915		1875		-32790

		Year 2		113625		62493.75		4000		32991.875		9426.25		4713.125		39768.75		73856.25		0.65		94500		-20643.75		1500		-22143.75

		Year 3		136350		81810		5000		34678		9908		4954		47722.5		88627.5		0.65		99225		-10597.5		1125		-11722.5





Breakeven Chart

		Monthly Fixed Operating Cost		7500

		Gross Margin		0.65

		Breakeven Revenue		11538.46

		Subscription Equivalent		288





Sensitivity Analysis

		Scenario		Year		Revenue (£)		Operating Costs (£)		Net Profit (£)

		Best Case		Year 1		104535		85500		-19427.25

		Best Case		Year 2		130668.75		89775		-6340.3125

		Best Case		Year 3		156802.5		94263.75		6532.875

		Base Case		Year 1		90900		90000		-32790

		Base Case		Year 2		113625		94500		-22143.75

		Base Case		Year 3		136350		99225		-11722.5

		Worst Case		Year 1		77265		99000		-50652.75

		Worst Case		Year 2		96581.25		103950		-42672.1875

		Worst Case		Year 3		115897.5		109147.5		-34939.125





Funding Strategy

		Funding Source		Amount (£)

		Founder Equity

		Start Up Loan (5yr @ 7.5%)		25000

		Working Capital Requirement		20000

		Total Startup Cost		41200

		Funding Gap		5000





Revenue model

		Revenue Stream		Monthly Unit		Unit Price(£)		Monthly Revenue(£)

		Family subscriptions		120		40		4800

		Pay as you go househols		90		22		1980

		Ironing services		70		15		1050

		B2B contracts		2		450		900






image7.png
Convenience (Low - High)

3.00

2.75

2.50

2.25

2.00

175

150

125

1.00

Figure C1: Competitor Positioning

Selfservice

resh & Pressed

underette

100 125

150

175 200 225 250
Price (Low - High)

2.75

3.00

cleaners




image8.png
Figure D1: Operations Workflow

— b




image9.png
Figure E1: Compliance Framework (Integrated Controls)

D B D




image3.png
RISK OF NEW
ENTRANTS

(Moderate) @ .

POWER OF SUPPLIERS BUYER POWER
(Low-Moderate) | (Moderate)
« Industrial washers, dryers PORTER’'S « Housholds (and mﬁ
&presses y FIVE FORCES particular students and |~

« Delivery van(s) renters) are price-

THREAT OF SUBSTITUTES % COMPETITIVE RIVALRY
Lz BUYER POWER rcgeiato)
+ Website « Website swing
booking form ((tezizeit) « Eua - wide

+ Consumables,

+ Per-kg wash fees N S oo
insurance, comppeliance volume pricing




image4.png
The Business Model Canvas

&

Key Partnerships

* Local detergent &
equipment suppliers

* Vehicle leasing firm

* Student halls & care
homes (B2B partners)

Key Activities

* Washing, drying,
ironing production

* Route optimisation

* Quality assurance &
hygiene protocols

£fa

« Industrial washers, dryers
& presses

Key Resources

« Delivery van(s)
« Trained staff
+ QA & compliance docs

Value Propositions

tH

« Convenient door-to-door
collection & delivery

* Subscription pricing
« Eco-conscious washing
* Reliable SLA for B2B

Customer Relationships o
+ Subscription model

« Account managers (B2B)
+ Email / SMS updates

« Loyalty/referral scheme

Channels

aJ

+ Website booking form
+ Phone + social media

« Local leaflets & Uni/Care
partners

Customer Segments @

* Families (weekly),
Students

* Professionals/Commuters
* Elderly / Care recipients

* B2B (care homes,
student halls)

Cost Structure

« Equipment capex & lease

« Utilities (water, energy)

« Staff wages & vehicle OPEX

« Consumables, insurance, compliance

Revenue Streams

« Perkg wash fees

« Subscription monthly fees

« Express surcharges (<24h)

» B2B contracts (volume pricing)





image5.png
100000

80000

60000

40000

20000

-20000

-60000

-80000

Breakeven chart

85500

Above breakeven:
operating surplus
available for
reinvestment

Breakeven Point 16125
£11.5K / month

0

=4 Profit / Loss (£)

~{ll- Break-even point

-13750
Below breakeven: startup
and growth phase





image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David




image2.png
Saved

Recents

)

Stoke-.

Getapp

laundry service Q  x

Results ©® < Share
Posh Wash Launderette

41 kkk ko (70) @ ® 4
Launderette - % -882LondonRd  epcie  pirections

Open - Closes 8pm - 01782 745957
e

ervice wash available (and ironing I think).”

Cottage Laundry

42 %k Kk Kk ok (97) © A4
Dry cleaner - ¥ - 542 Hartshill Rd
Open - Closes 7pm - 01782 713344

Directions

“Very clean, reasonably priced and will return to

® ise again®

The Washtub Launderette

4.4 *kkxd (76) © ®
Launderette - 68 Pirehill Ln Directions.

Open - Closes 8pm - 01785 814422
@ “Sorted my washing and drying perfectly.”

The Launderette
. PN o

O update results when map moves

oor

* Rating +

© Hours ~

£ All filters

Stoke-on-Trent

0 « o <
00009
Quick facts

Stoke-on-Trent s a city in central England. It's
known for its pottery industry. The Potteries
Museum & Art Gallery displays locally made
ceramics, ... More

Chel N
Q Search this area

TUNSTALL

Revolution
Laundrette |

Caverswal

Blvenn B

e
yigpgiomes |





