
Case Study: "Pure & Pressed Soaps" - A Strategic Roadmap for a Mom-and-Pop Soap Company 

1. The Client 

A small, family-owned business specializing in handcrafted, cold-pressed soaps. They currently 

produce and sell approximately 5,000 bars per month, operating from a home-based studio. 

The owners are passionate about their product's quality and natural ingredients but lack formal 

business experience in scaling operations, marketing, and distribution. 

2. The Challenge 

The client seeks to transform their hobby into a sustainable, scalable business. They have a clear 

ambition: to increase production tenfold to 50,000 bars per month, reduce their cost per bar by 

20% through economies of scale, and establish a strong presence in the South Florida market. 

They require guidance in several key areas: 

 * Branding: Developing a compelling business name, mission, and vision. 

 * Strategic Planning: Creating a simple, actionable five-year business plan. 

 * Operational Expansion: Identifying a suitable production facility in South Florida with minimal 

overhead. 

 * Market Entry: Determining the optimal strategy to enter and build a customer base. 

 * Distribution: Building an effective distribution network. 

 * Cost Optimization: Recommending strategies to achieve a 20% reduction in per-unit cost. 

3. Proposed Solution & Recommendations 

a. Naming, Mission, and Vision 

 * Business Name: "Pure & Pressed Soaps" 

   * Rationale: "Pure" evokes the natural, high-quality ingredients. "Pressed" directly references 

the cold-press method, highlighting the artisanal nature of the product. The name is simple, 

memorable, and communicates the core value proposition. 

 * Mission Statement: "To craft exceptional, all-natural cold-pressed soaps that nourish the skin 

and delight the senses. We are committed to using sustainable, ethically sourced ingredients to 

create products that are good for our customers and the planet." 

   * Rationale: This statement outlines the company's purpose, product focus, and commitment 

to quality and sustainability. It serves as a guiding principle for all business decisions. 



 * Vision Statement: "To become the leading brand of artisanal cold-pressed soaps in South 

Florida, celebrated for our commitment to quality, natural ingredients, and a vibrant, healthy 

community." 

   * Rationale: This statement defines the long-term goal and inspires the team. It is specific 

(South Florida), aspirational (leading brand), and connects the business to a broader community 

purpose. 

b. Five-Year Business Plan (Simplified Roadmap) 

Year 1: Foundation & Market Entry 

 * Q1-Q2: Secure a low-overhead production facility (see Section 3c). Establish relationships 

with suppliers to secure bulk pricing on raw materials. Develop packaging and branding 

consistent with the new name. 

 * Q3-Q4: Launch "Pure & Pressed Soaps" with a soft-launch B2C strategy. Focus on local 

farmer's markets and pop-up shops to gain direct customer feedback. Start building a basic e-

commerce website and social media presence (Instagram, Facebook). 

Year 2: Growth & Distribution 

 * Q1-Q2: Increase production to 10,000 bars/month. Begin outreach to small, independent 

retailers (boutiques, gift shops, health food stores) in key South Florida neighborhoods. 

 * Q3-Q4: Expand distribution to spas, yoga studios, and hospitality businesses. Focus on 

building brand awareness through local partnerships and collaborations. Goal: 15,000 

bars/month. 

Year 3: Scalability & Optimization 

 * Q1-Q2: Re-evaluate production processes and equipment to improve efficiency. Implement a 

small-scale wholesale program. Focus on optimizing the supply chain to further reduce costs. 

Goal: 25,000 bars/month. 

 * Q3-Q4: Introduce new product lines (e.g., liquid soap, lotions) to diversify revenue streams. 

Expand marketing efforts to include targeted digital advertising. 

Year 4-5: Expansion & Brand Dominance 

 * Year 4: Hit the 50,000 bars/month production target. Secure a larger distributor to service a 

broader network of retail chains (e.g., Whole Foods, Earth Fare). 



 * Year 5: Establish a flagship retail location or workshop to offer soap-making classes, 

enhancing brand loyalty and community engagement. Explore opportunities for national e-

commerce expansion. 

c. Low-Overhead Production Facility in South Florida 

 * Recommendation: Seek a space in a co-working kitchen or shared commercial space. This 

model offers: 

   * Reduced Initial Investment: Eliminates the need for significant capital outlay for a full-scale 

commercial lease and build-out. 

   * Shared Amenities: Access to professional-grade equipment, utilities, and communal space, 

significantly lowering overhead. 

   * Flexibility: Allows the company to scale up or down as needed without long-term lease 

commitments. 

   * Locations: Look for such spaces in industrial parks or commercial zones in cities like 

Pompano Beach, Doral, or West Palm Beach, where commercial rents are often more 

competitive than in central Miami. 

d. Market Entry & Distribution Strategy 

 * Market Entry (B2C First): The best way to enter the market is to build a direct relationship 

with customers first. This allows the owners to gather valuable feedback on product 

preferences, pricing, and packaging. 

   * Tactics: Participate in high-end farmer's markets (e.g., West Palm Beach GreenMarket, 

Coconut Grove Organic Market). Host pop-up shops at local events or within partner businesses 

(e.g., a local bakery or coffee shop). 

 * Distribution (Phased B2B Approach): 

   * Phase 1 (Small Retailers): Target local, independent businesses that align with the brand's 

values. This includes boutiques, health food stores, and specialty gift shops. 

   * Phase 2 (Hospitality & Wellness): Approach local spas, boutique hotels, and yoga studios. 

These businesses value premium, local products and can serve as excellent brand ambassadors. 

   * Phase 3 (Wholesale & Brokers): Once production volume reaches a sustainable level, engage 

a regional distribution broker or wholesale partner. This will allow for broader market 

penetration into larger retail chains. 

e. Cost Reduction Recommendations (Achieving a 20% Reduction) 



To drive down the cost per bar from the current level, "Pure & Pressed Soaps" should focus on 

the following economies of scale: 

 * Bulk Purchasing of Raw Materials: Negotiate discounted prices on oils, lye, and essential oils 

by purchasing in much larger quantities (e.g., drums instead of gallons). 

 * Efficient Production Workflow: Streamline the soap-making, curing, and packaging processes. 

Invest in simple, semi-automated equipment (e.g., an industrial soap cutter) to reduce manual 

labor. 

 * Standardized Packaging: Purchase packaging materials (boxes, labels, etc.) in bulk from a 

single supplier to drastically reduce the per-unit cost. 

 * Optimized Logistics: Consolidate distribution routes and deliver to a handful of strategic 

locations (or a single distributor) to reduce fuel costs and labor hours. 

4. Conclusion 

By following this strategic roadmap, "Pure & Pressed Soaps" can successfully transition from a 

small-scale hobby to a thriving, profitable business in South Florida. The recommended brand 

identity provides a solid foundation, while the phased business plan, focused on low-overhead 

operations and a smart distribution strategy, mitigates risk and ensures sustainable growth. The 

strategies for achieving economies of scale will directly address the client's goal of a 20% cost 

reduction, paving the way for long-term profitability and market leadership. 


