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Will’'s Fish and Chips (WFC)

“It all started because | had a relative who owned a fish and chip shop and he asked me to
help him out when he was ill. | was interested in the nature of the business and the interaction
with the customers. | took a job in a local fish and chip shop and enjoyed it but felt that | could
do better in terms of product and service.” So said Will Stevenson, the entrepreneur who
opened an award-winning fish and chip shop in Middleton, close to central Milton Keynes.

Will’'s Fish and Chips (WFC) was started in 2007 and finding the right location was a challenge.
Will looked at the plans available from the council, including the plans for house construction
that was to take place. He knew the vast majority of his customers would be local; most
likely living within one or two miles of the shop. Fish and chips is a product that is best eaten
fresh; once out of the shop it does not ‘travel’ well and customers are unlikely to drive for
miles, especially as there are so many other fast-food outlets nearby. Location was therefore
a crucial factor in the business’ success. WFC is currently open six days a week, Monday to
Saturday from 11.30 am until 2.00 pm and from 4.30 pm until 10.00 pm.

The ‘start up’ process for WFC was lengthy. Will chose to establish WFC as a sole trader and
raising the finance was not easy. Despite a very detailed business plan, several banks said
that the venture was too risky and that they would not provide the necessary funding. As well
as purchasing the shop there was a large amount of capital equipment involved; freezers and
fryers are expensive with the typical cost for the equipment between £40,000 and £50,000.
Some of the frying equipment has to be replaced on a regular basis, for example a ‘deep
frying pan’ can cost around £5,000.

However, the finance was eventually raised via a bank loan and some personal savings. To
raise the funds it was necessary for Will to construct a business plan and while doing so he
had to consider a number of legal factors.

Once established, it was obvious that WFC faced a lot of competition and the years following
the 2008 recession were difficult, although the Bank of England’s decision to keep the UK
interest rate very low certainly helped WFC. The combination of the downturn in the economy
and plenty of local competition for trade meant it was clear that a unique selling point (USP)
was going to be of key importance. The shop has a website, although WFC’s marketing has
always reflected the local nature of the business.

WFC’s USP is the product and the way it is served. Although other products are on sale,
such as pies and pasties, WFC offers what Will considers to be ‘the traditional fish and chip
experience’. To ensure this, both the fish and the batter are prepared in small batches and
the frying oil is cleaned twice a day, in order to ensure freshness and good taste. He is very
critical of other fish and chip shops that sell poorly cooked, greasy fish served with a ‘here
you are approach’ rather than a smile and some conversation. Will's aim is to offer a local
service for local customers. This approach is distinctive because the large fast-food national
chains do not do this. If a customer wants to stand and chat, Will and his staff are happy to
do so. This means that, when recruiting, Will looks for potential employees who are outgoing
and friendly.

All staff are trained in customer service and health and safety issues. Will ensures that his
staff are fully aware of his business philosophy and WFC has developed a loyal customer
base that comes mainly from repeat local customers who, knowing that they will get a freshly
cooked meal with some conversation, come back time and again.

WFC has won a number of awards over the past few years, most recently the ‘Regional

Takeaway Fish and Chip Shop of the Year’. WFC also has a 5-star hygiene ‘scores on the
doors’ rating.
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There is some discussion in the industry as to whether fish and chips is a ‘luxury’ or ‘a value
for money meal’. The products on sale at WFC are aimed at those of all income levels. The
average price of a meal is £6 and most customers pay in cash. Demand is considerably
higher on a Friday and Saturday night. On a payday, at the end of the month, the shop is also
much busier.

On average, two weeks’ stock is held in the freezers. WFC’s costs can change quite rapidly,
since fish and vegetable prices can vary according to national supply and demand. Will does
not like to continually alter prices but he recognises that WFC has to react to cost and demand
factors, to a greater or lesser extent. Based on past experience and trends, Will has come
up with the data shown in Table 1. At the current average price of £6, WFC sells on average
3,100 meals per month.

Predicted sales data for WFC

Average price of a meal (£) | Predicted number of sales
7.00 2000
6.50 2700
5.50 3500
5.00 3700
Table 1

WFC is operated in an environmentally responsible manner. Fish is sourced from sustainable
stocks. As many other ingredients as possible are sourced locally to support local trade and
to reduce the carbon footprint. Will believes that sustainability is good for everyone, from the
fishermen to those transporting the fish once they have been caught. He recognises that the
success of one business in the supply chain is dependent on another. All packaging (glass,
tin and cardboard) as well as oil from the shop is recycled.

Within the local community, the business supports several schools through the donation of
raffle prizes, in the form of vouchers to use in the shop. There are collection tins in the shop
for various charities, such as Help for Heroes and for people with Down’s syndrome.

Operating close to the town centre means there is a lot of competition which has intensified
over the years. However, while competition has increased so have the opportunities for growth.
Milton Keynes Development Partnership (MKDP), which is wholly owned by Milton Keynes
Council, is an organisation which exists to help Milton Keynes’ continued growth and economic
success. It plans to release land for development in two areas near WFC in the near future
(see Fig. 1 & Table 2).
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Fig. 1

ut proposed development sites

The Atterbury Development site

Initial consultation indicated that surrounding
residents would prefer residential uses rather
than employment uses which would tend to be
more noisy and an incompatible use so close to
existing housing.

The Campbell Park Development
site

This plan includes a proposed mixed

development comprising mainly residences as
well as shops, small businesses, restaurants/
cafes, hotels and leisure/non-leisure facilities.
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There comes a point where a sole trader operating from a single shop cannot grow any more,
given the local nature of its customer base and the product it sells. Will is not at that point yet
and, even after 10 years, the shop is still operating below full capacity which Will considers
to be 5,000 meals a month, with the shop’s current opening hours. Will's strategic objective
is to increase the number of meals sold in the shop so that its capacity can be fully utilised
by 2020. He has recently been considering ways to achieve this. One way may be via local
advertising including:

* Alocal newspaper, the MK Citizen. This is also published online and readers are able to
access an archive to find past articles and advertisements.

*  Alocal radio station, MKFM which broadcasts across Milton Keynes and Buckinghamshire
as well as three adjoining counties, with a potential audience of two million listeners.

Will has gathered some basic cost data about both of these (see Tables 3 & 4).

Advertising costs in the local newspaper (MK Citizen)

Small single column advertisement to

appear for four weeks £27.80 per week

Small double column advertisement to

appear for four weeks £33.36 per week

Table 3

Advertising costs on local radio (MKFM)

8 x 30-second commercials each day for

30 days and social media support £595 per month

4 x 30-second commercials each day for a

year and social media support £1995 per year

Table 4

NB: WFC is a real business located in Buckinghamshire. However, to protect commercially
sensitive information, the name of the business and of its owner, as well as its actual location,
have been changed.
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