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BUSINESS PLAN
UK Made-to-Order Personalised Embroidery Business


Executive Summary
The proposed business is a UK-based online personalised embroidery service. It will launch with T-shirts and use a made-to-order model: after an order is confirmed, the business purchases the required blank garment, embroiders it, checks quality, packages it and dispatches it. This limits the need to hold finished personalised stock and reduces the risk of unsold items; however, it also makes the business dependent on supplier availability and accurate delivery estimates (Rao et al., 2021).
Customers will choose garment colour and size and personalise an item with a name, initials, number, date, short phrase or simple design. Complex artwork and larger orders will be handled through a Custom and Business Orders service, including a quotation and digital proof before production. The website will be supported by TikTok and Instagram content, while direct outreach will target small businesses that need branded clothing. The proposed start-up funding requirement is £3,500, sought as start-up investment from a prospective investor.
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[bookmark: _Toc243419199]1. Overview of the Business Idea
The business will sell personalised embroidery products online to customers across the UK, without a physical retail shop at launch. T-shirts are the first product because they allow the founder to test demand, learn production times and establish quality standards before expanding into hoodies, sweatshirts, caps, towels, bathrobes, baby products and occasion gifts. A narrow launch range also makes it easier to control costs and identify which designs customers actually buy. Starting with a focused range enables a more manageable test of customer demand (Barringer and Ireland, 2019).
The website will show a catalogue and digital preview where customers select garment, colour, size, position, font and thread colour. The embroidery machine is budgeted at £1,500. Blank garments will be bought after confirmed orders, reducing stock exposure but increasing dependence on reliable suppliers and delivery estimates.[image: ]
Figure 1. T-short examples


 Custom and Business Orders
Customers requesting complex images, logos or larger quantities will use a Custom / Special Request route through the website, email or live chat. The business will separately check whether the customer has the necessary rights or permission and whether the design can be embroidered clearly at the requested size. Requests that cannot lawfully or practically be produced will be declined or offered an alternative (GOV.UK, n.d.-a; GOV.UK, n.d.-c). This manual review is appropriate at launch because it avoids the cost of an advanced automated design system.
For an order of 50 staff T-shirts, the parties will agree garment type, colour, quantity, logo, placement, thread colours, deadline and price. A digital proof will be approved before payment and production. The quotation should include setup time, test stitching, garment availability, possible spoilage and quality checks. For larger orders, the business should request a deposit or full payment before buying garments, so it does not carry the entire cost if a customer cancels.
Management Structure and Legal Format
At launch, the founder will manage purchasing, embroidery, quality control, customer service, marketing, order administration, suppliers and finances. This keeps payroll costs low but creates a capacity risk: production, marketing and customer enquiries may compete for the same working hours. The founder should track time per order and set a weekly production limit. If repeat orders make the workload unsustainable, the first recruitment priority should be part-time production or customer-service support.
The proposed legal structure is a private company limited by shares (Ltd). It can provide a separate legal identity and limit shareholder liability, but it also requires company records, annual filings and director responsibilities. These obligations create administration that a sole trader may initially avoid. The Ltd option is most appropriate if the founder expects to seek investment, build a business brand or take on B2B contracts; the final choice should be made after comparing setup and ongoing costs (Barringer and Ireland, 2019; Mariotti and Glackin, 2016).
Unique Selling Proposition
The USP combines personalised embroidery, made-to-order production and direct support for complex or business orders. The promise is: “The customer brings the idea; the business turns it into an embroidered product.” Personalisation alone is not unique, because competitors already offer custom clothing. The business must therefore prove its difference through clear communication, an approval proof for special orders, consistent stitching, transparent pricing and dependable delivery. Customer reviews and repeat-order rates will help test whether this promise is being delivered.
 Website and Digital Customer Journey
The website will be the main sales channel. A clear catalogue, product photographs and simple previews are more realistic at launch than an expensive 3D customiser. The standard journey is: choose product, colour and size; enter personalisation; select font, thread and placement; review the preview; confirm price and delivery; and pay. The business then sources the blank garment, embroiders it, checks the result and dispatches it. Clear product information and a straightforward checkout are important because uncertainty about sizing, delivery and final appearance may cause customers to abandon an order (GOV.UK, n.d.-b; Yin and Xu, 2021).
Custom journey: request → feasibility and rights checks → discuss requirements → agree price/deadline → approve proof → payment → production and dispatch. Product details, total price, delivery costs, payment steps and contact information must be clear before checkout (GOV.UK, n.d.-b).
Sustainability and Community Support
Made-to-order production can reduce unsold personalised stock because garments are purchased in response to confirmed demand (Rao et al., 2021). The business will consider reduced or recyclable packaging and more responsible garment materials where these are affordable and supported by supplier information. Embroidery still uses textiles, electricity, thread, packaging and transport, so it would be misleading to describe the business as impact-free. Progress should be monitored through unsold items, rejected garments, packaging used per order and the proportion of products sourced with documented material information.
As the business grows, it could use local suppliers where practical, collaborate with other small businesses and create local employment. These actions would support the community while remaining realistic for a small start-up. Community benefit should be evaluated against actual local purchasing and jobs created rather than assumed (Collavo, 2023).
[bookmark: _Toc243419200]2. Market Research and PESTEL Analysis

Political and economic factors
The UK has a large small-business base: the Department for Business and Trade estimated 5.7 million private-sector businesses at the start of 2025, including 5.64 million small businesses (DBT, 2025). This indicates a sizeable potential pool of business customers, but it is not proof that these firms need embroidered clothing. The business should validate demand by contacting a small sample of local firms and recording enquiries, required quantities and acceptable prices. Costs for blank garments, thread, postage, advertising and utilities may rise; purchasing garments after confirmed orders limits stock exposure but can also create supplier delays and higher per-unit costs.
Social and technological factors
Personalised products may appeal to gift buyers marking birthdays, weddings, christenings and family occasions, while small businesses may need staff clothing or branded textiles. These segments have different buying motives: gift buyers may value presentation and delivery dates, whereas business buyers may prioritise durability, consistent sizing and repeat availability. Demand should be tested rather than assumed. A website, online payments and social-media content can make ordering accessible, but customers may hesitate if the preview does not accurately represent the finished embroidery. Real product photographs and clear notes about colour variation can manage expectations.
Environmental and legal factors
Made-to-order production reduces the need for unsold finished stock but does not eliminate the impacts of materials, energy and transport. The business should compare packaging and garment options using supplier evidence and avoid unsupported environmental claims. Legally, the website should clearly explain product details, total price, delivery arrangements and customer contact information. Custom designs also require intellectual-property checks: a customer upload does not automatically grant permission to reproduce a protected character, logo or artwork (GOV.UK, n.d.-a; GOV.UK, n.d.-b; GOV.UK, n.d.-c).
 Competition
Competitors already offer personalised embroidery, online customisation and individual seller support. Direct competitors include specialist embroidery businesses and independent online sellers; indirect competitors include print-on-demand clothing platforms and personalised-gift retailers. Larger platforms can offer broader ranges, established websites and scale economies, while independent sellers may compete through personal service and niche designs. The business cannot claim that names, thread colours or online ordering are unique. Its opportunity is to combine a simple standard checkout with a clearly managed custom/B2B process. The weakness is limited brand awareness and production capacity, so it should compete on service reliability and carefully chosen orders rather than price alone. (Barrow, Barrow and Brown, 2021, pp. 61-71).
[image: ]

[bookmark: _Toc243419201]3. Marketing Communications
The website will convert interest into orders; TikTok and Instagram will support content marketing through short production videos, close-up stitching, gift ideas and customer-approved examples. Each post should direct viewers to a relevant product or request form. Content should demonstrate workmanship and answer common questions, not only advertise products. The business should measure website visits, enquiries, conversion rate, average order value, rework and repeat orders; views alone do not show commercial success. A small referral or repeat-customer offer can be tested only after the contribution margin is known.
For B2B sales, contact local cafés, salons, gyms, cleaning companies and independent shops with a clear quotation process. Test referrals or repeat-customer offers only after margins are known.
The website will be the main sales channel. A clear catalogue, product photographs and simple previews are more realistic at launch than an expensive 3D customiser. The standard journey is: choose product, colour and size; enter personalisation; select font, thread and placement; review the preview; confirm price and delivery; and pay. The business then sources the blank garment, embroiders it, checks the result and dispatches it. Clear product information and a straightforward checkout are important because uncertainty about sizing, delivery and final appearance may cause customers to abandon an order (GOV.UK, n.d.-b; Yin and Xu, 2021).
Custom journey: request → feasibility and rights checks → discuss requirements → agree price/deadline → approve proof → payment → production and dispatch. Product details, total price, delivery costs, payment steps and contact information must be clear before checkout (GOV.UK, n.d.-b).

[bookmark: _Toc243419202]4. Financial Plan
The initial funding requirement is estimated at £3,500. The proposed source is start-up investment from a prospective investor, subject to agreeing terms. This would finance equipment, the online sales channel and initial working capital. The figures are planning estimates, not supplier quotations (Barrow, Barrow and Brown, 2021, p. 213-288).
Table 1. Cash flow
[image: ]
The £750 working-capital and contingency allocation will be retained as a cash reserve rather than treated as an immediate expense. The proposed £3,500 would be sought from a prospective start-up investor, as it would finance the embroidery machine and initial operations without requiring the founder to fund all equipment personally. Any equity share or repayment terms would need to be negotiated before accepting the investment.
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