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1 Summary
The owner of the village Shop and Post Office is seeking to retire and pass the business
on to the community to take forward. This creates a unique opportunity to build something
special, and to secure and enhance the important services it provides, for Harbertonford
and the surrounding villages.
The vision is to take the Shop and Post Office into community ownership and to create a
Community Hub that will be a Shop, Post Office and Bar-Café. Throughout this document
reference to the Community Hub is shorthand for this overall vision, which will be realised
through the following aims and objectives:



Bring the Shop and Post Office into community ownership and to develop and
enhance the services it offers;



Develop a Community Hub connecting with residents and visitors and supporting
our village halls, local clubs and societies;



Add a Bar-Café to the end of the shop, subject to planning permission, as a place
where the community can meet;



Develop links with other local businesses for mutual benefit;



Provide employment, and continuity for existing staff, and to work with the
community to create new jobs, volunteer and training opportunities;



Support local traders and suppliers to improve sustainability and reduce ‘food
miles’, reduce waste and promote environmentally-beneficial initiatives:



Support and assist socially isolated and less mobile residents;



Support local community projects and groups.
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To achieve these aims and objectives, “The Harbertonford Community Limited” (THCL), a
Community Benefit Society, has been formed and will be seeking to raise the necessary
initial funding through a Community Share Offer. A Community Share Offer Prospectus
accompanies this business plan and can be downloaded from:
https://harbertonford.com/docs/THCL_CommunityShareOffer.pdf
Some funding may also come from grants, donations, loans if required, and fundraising
events, but this business plan seeks to show that if the Community Share Offer is
successful, this will not be necessary.
The rules of the Community Benefit Society require that all profits are used for the benefit
of the community it serves. In this case, the ‘community’ is the village of Harbertonford and
the surrounding villages and hamlets, which amounts to approximately 1,000 households.
All profits will be used to enhance and improve the Community Hub and to support local
businesses and community groups.
THCL also recognises that, to be effective in bringing the most benefit to the community, it
is important to work with the District and Parish Councils, Village Halls and the many other
local community organisations and groups,.

2 Background
2.1 History
The journey started with the closure of the village pub in September 2018, which was not
unexpected. It had struggled for a long time due to lack of investment, its location and the
lack of parking. Because of its generally depressed state, it was only supported by a small
number of regulars. It was a wet-led business with very occasional food available. It was
also burdened with an unreasonably high rental agreement and a tie that rendered it not
viable. It is not an uncommon story, exacerbated by not being a family-friendly venue due
to the dangerous entrance on a busy main road (A381).
Initially, the village came together to see what could be done to save the pub, but it
became apparent that the problems were too intractable. Then in 2020 we were
approached by the owner of the village shop as he was looking to retire and to pass the
business onto the community.
The Shop and Post Office is a business with a turnover of about £400k pa. The current
owner is very willing to work with us to bring the shop into community ownership. With a
little investment and community support it is felt the shop has great potential and would be
able to increase its turnover and reduce its operating costs, and become an important
community asset and revenue source.
The shop opens on to the village green and has the space to include a small bar-café. By
creating a Community Hub based on the shop, access can be significantly improved
offering a small family friendly venue.
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2.2 Geographical Location
Harbertonford is based in the South Hams in South Devon, about four miles south of
Totnes on the A381.

The area around the village is administered by the following tiers of local government:
 Devon County Council. (Ref 1)
 South Hams District Council (ref 2)
 The Parish Councils of:
1. Harberton & Harbertonford
2. Cornworthy
3. Ashprington & Tuckenhay
4. Halwell & Moreleigh
The health authority is the NHS Devon Clinical Commissioning Group (ref 3).
The area is very rural with numerous villages, hamlets and family farms. It is bordered to
the east by the river Dart. It is a beautiful part of the country.
Within approximately 2½ miles of Harbertonford there are six other settlements
(Ashprington, Cornworthy, Halwell, Harberton, Moreleigh, Tuckenhay) and several more
hamlets. Each of these six villages has a pub
The nearest shops are located at:






Harbertonford Petrol Station (200m away) – small garage shop.
Totnes Town Centre (four miles away) – comprehensive shopping centre.
Halwell Petrol Station (three miles away) – small garage shop
Blackawton (5½ miles away) – a small community shop and sub-post-office.
Dittisham (6½ miles away) – a small community shop.
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The nearest Post Office is Totnes Town Centre (four 4 miles away)
2.3 Catchment Area
The Shop and Post Office serves a catchment area of approximately 2½ miles radius. This
area contains about 1,000 households, as determined from electoral register data.
Parish Council Support
Each of the Parish Councils in this area has voted unanimously in support of this project to
bring the Shop and Post Office into community ownership.
Bar-Café
The bar-café will be largely for the residents and visitors of Harbertonford. Many of the
surrounding villages have pubs that are often open during the day. The catchment area will
therefore be much smaller than for the Shop and Post Office and will consist mainly of the
280 households of the village. However, it is clear that the bar-café will also benefit from
customers visiting the Shop and Post Office from farther afield.
2.4 Demographic
The village of Harbertonford has a mixed demographic. It is a working village with a higher
percentage of social housing than the surrounding villages.
The Local Plan for the area is the Joint Local Plan (JLP) for the South Hams, West Devon
and Plymouth. The JLP allocates 20 extra houses to Harberton and 30 to Harbertonford in
its five-year plan.
Below are some figures taken from the Harberton and Harbertonford Parish Profile, based
on the 2011 Census. These are for the parish as a whole rather than just Harbertonford
and generally it would be expected that Harbertonford would be more deprived than these
averaged figures as it has more social housing and lower car ownership.
Totals:

558 households, 1303 people

Deprivation:

184 households deprived in 1 dimension, 71 in 2 dimensions, 15 in
three dimensions

Car
Ownership:
Disability:

48 household with no cars or vans in household

Health:

184 people have fair health, 36 have bad health, 14 have very bad
health

88 people whose day-to-day activities are limited a lot, 118 whose
day-to-day activities are limited a little

According to the survey by End Child Poverty [ref 15], the district of South Hams has one
of the highest incidents of child poverty in the South West at 29% and the ward of West
Dart, which is generally quite affluent but includes Harbertonford, is at 16%, as measured
before housing costs. Within the village the percentage would be expected to be higher
than this average, but across the whole catchment area the average is reflective of the
general situation.
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2.5 Economy
Tourism, hospitality and agriculture are the key industries in the area, providing some local
employment. Many residents work outside the immediate area and commute to centres
like Totnes, Dartmouth, Paignton, Exeter and Plymouth.
In the South Hams ward of West Dart (pop ~2,100), according to Devon County Council
figures there are:
West Dart

Part-time
225

Full-time
322

Self-employed
424

Unemployed
19

Student
39

Inactive
435

There are indications that the area is suffering economically, as reflected in the
unemployment figures for the ward of West Dart. The whole district has a similar profile,
and while Jan 2021 was anomalous due to the impact of Covid, unemployment appears to
have steadily risen.
Unemployment (Claimants) [ref 14]:
Jan 18 Jan 19
West Dart
10
10

Jan 20
20

Jan 21
65

Jan 22
30

Given the current economic outlook, there will be a number of households in the area that
will struggle; many rural locations are not on mains-gas and the use oil-fired boilers may
become prohibitively expensive. There are also other factors which will affect many
residents. This does pose a risk factor and it is addressed in section 6.2.
2.6 Competition
The petrol station, in the northern end of the village, includes a small shop. It is a very
different kind of outlet to the village shop and is geared to the needs of passing motorists.
It has never been a threat to the village shop and they have coexisted for some thirty
years.
Importantly, the village shop has a fully operational post office (i.e. it is not a sub-post
office). This attracts footfall from the outlying villages. Totnes (four miles away) has seen
several bank branch closures with HSBC, Santander & Barclays all leaving the town. Post
Office counters can accept cheques (which now clear in 1 day) and cash deposits which
are virtually instantaneous.
There are several pubs in the area, most provide meals. The bar-café aspect of this
proposal will be offering a very different experience and is largely aimed at the residents of
Harbertonford.
2.7 Community Spirit & Talent
The village of Harbertonford has shown in the past how it can come together and produce
something quite special. During the 14 years from 1994 to 2008 residents set up a music
festival called Fordstock which grew to attract over 3,000 visitors. Ultimately it was a victim
of its own success having to cease events due to potential crowd control issues. A village
street party followed this and ran successfully for many years.
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Every two years since 1999 there has been an Arts Festival known as Harbertonford Open
Studios. The many artists in the village open their doors to visitors who come from miles
around to see their work. It is well supported by 100’s of visitors.
There is a thriving Allotment Society. Both the Football Club and the Village Hall are
community owned and run. Harbertonford has a monthly newsletter (Village Life) sharing
parish news, and the village has many active community members willing to assist.
The Community Hub project will look to harness this energy, talent and commitment and
work with local organisations to bring benefit to the whole community and to the
surrounding area.
2.8 Community Consultation
Initial Online Consultation
An online survey was carried out to see how many people supported the then proposal of
the pub being a Community Pub. This was advertised in the Village Life newsletter. This
result in 60+ responses (10%+) of which were very supportive. The survey also asked for
suggestions about the facilities and activities that people would like to see available. From
this it is clear that the notion of a bar-café that serves the needs of all of the diverse groups
and interests within the community has widespread support.
Full Community Consultation
In October 2019 we did a paper and online survey that went to residents of Harbertonford
and the surrounding villages and area. This survey addressed the proposal of a
Community Hub and the results of this survey are summarised in Appendix B. It is clear
from the results that there is a great deal of support for the project.
Fundraising
We held a Ceilidh on 7th March 2020 in the Harbertonford Village Hall. Local musicians
played for free to raise funds and also help to raise awareness. Many local businesses
(from as far afield as Newton Abbot racecourse) contributed prizes for a raffle.
We received a bursary from the Plunkett Foundation. This was used to fund the structural
survey of the shop and building in which it is housed.
Next Steps
In June 2022 we will launch a Community Share Offer.
We are actively seeking funding through the Power To Change Community Share Booster
Programme.
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3 The Opportunity
As stated in the Summary (page 2), the owner of the owner of the shop would like to sell it
to the community.
3.1 Shop and Post Office
The Shop and Post Office together is a viable business that, with some investment, has
huge potential. This creates a real opportunity to build on these foundations and to create
a sustainable community-owned business which has the potential to generate a significant
surplus for the community.
The shop’s situation close to the A381 means it is convenient for many people commuting
to and from Totnes as well as those living in the area. Parking is an issue, but there are
plans to alleviate this issue.
The Post Office
The Post Office is a much-valued local facility. The Post Office in Totnes is four miles away
and the Sub Post Office in Blackawton, which has limited services, is 5½ miles away. The
Post Office is a full branch providing a range of services. It generates an important income
(see appendix A2) and it also brings in many potential customers to the shop.
The Shop
There is potential to increase the turnover of the shop which currently stands at about
£400k. This is evident from the survey figures (Appendix B1) which suggests there are
many more potential users than those that currently use the shop. There appears to be the
potential for an uplift in usage of about 18%. To realise this potential THCL intends to:
 Improve the décor and layout, making the shop a welcoming and interesting place.
 Install a modern Point of Sale (PoS) facility with integrated stock control and order
management.
 Acquire new, efficient, closed-door frozen and chiller display fridges to replace the
old and inefficient open-display fridges.
 Investigate solar panels on the south facing roof (18 sq m) which could generate
3,000 watts, which would be more than sufficient to power the fridges (chiller is 280
watts, freezer is 380 watts), with Economy 7 for overnight power. This would require
agreement of the building owner.
 Improve the shop’s product range to meet the requests of the community, with an
emphasis on local produce.
 Establish customer communications channels. The shop will be owned by the
community and its support and involvement will be vital to the shop’s success. The
current staff will be retained.
Harbertonford is situated in a rural area with many producers of local foods, arts and
crafts. Some of these already supply the shop and many of the others have also
expressed an interest.
3.2 Bar-Café
A bar-café would be created within the unused ‘garage’ area of the shop with access
through the shop during the day and separate access in the evening. Planning permission
will need to be sorted out, but given the loss of the pub and a change-of-use application
from the pub’s current owners, this is unlikely to be a problem.
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The management committee of THCL includes the owner of a successful wine-bar that
used to exist across from the shop. We also have a very experienced chef who has
designed a menu that will use local produce.
Local Produce and Simple Food
The Bar-Café may serve simple, high quality food in due course, but this will depend on
staffing, volunteer availability and demand. Thought has already been given to a possible
menu and we will be asking the community for feedback. All ingredients will be locally
sourced wherever possible and will be sustainably produced. However, the initial goal is to
be a simple venue where people can meet during the day and in the evenings and to build
on this and to be guided by its users.
Local Beers and Lagers
THCL is working with Barnaby’s Brewhouse (ref 17), a local award-winning brewery which
is in turn working with other local breweries to set up a co-operative to supply pubs with
their beers and lagers. Like larger wholesale suppliers, this co-op will also supply the
pumps, lines and other equipment. By being involved at the start of this initiative THCL will
be able to supply a unique range of local beers and lagers at competitive rates.
3.3 E-Commerce
The shop will have an online presence. In due course it will be possible to order products
for local delivery. It will also provide an online outlet for local produce, arts, crafts and
services.
3.4 Community Hub
The combination of the Shop, the Post Office, Bar-Café and other facilities and activities
has great potential and will provided a unique focal point for the area.
Meeting Place
The village lacks a welcoming and cosy meeting place that is available throughout the day,
as well as in the evenings. There is huge potential to create a space that can be used by
the community.
Accessibility
It is important that all the facilities provided are accessible to all, so that those who are
vulnerable or disabled can enjoy the benefits of the Community Hub. In due course, THCL
plan to purchase an electric buggy to be used for local deliveries as well as a local taxi
service for disabled or vulnerable members of the community.
Promoting Local Produce
The premises will have certified kitchens for local people to use, and health and safety
training will be provided so that those that want to contribute to the shop by making food.
Asset Based Community Development (ABCD)
ABCD seeks to recognise the skills, talents, knowledge, expertise and general
resourcefulness of residents as community assets and to build on these to develop
sustainable and resilient communities. In practical terms this means working with and
helping local groups and organisations, providing advice/leadership and finance.
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4 Marketing
The viability of all aspects of the Community Hub project will not in general depend on
passing trade, although its position close to the A381 means it does get some benefit from
this. However, the facilities and services it offers, and may offer in the future, will still need
to be marketed to the community and to visitors alike.
Initially, the marketing of the Community Share Offer (CSO) is our priority. Our marketing
activities will develop further once this is completed.
The Community Share Offer will be marketed through:
 Local Media Channels: Devon Live, Totnes Times, BBC Spotlight, etc
 Social Media: Facebook, WhatsApp, …
 Leaflet Drop: delivered to 1,000 local households
 Leaflet Pickup: leaflets available in local venues, pubs, etc
 Village Media: email-lists, paper circulars, parish magazines.
The THCL website provides access to information on the CSO and provides a variety of
easy means to purchase shares: https://harbertonford.com/shop/index.php#csopay
4.1 Longer Term Target Markets
We have identified from survey data that almost all of the local community would find all or
parts of the Community Hub a useful proposition. However, there is an opportunity for
more targeted communication in future so that individual groups are able to feel they have
influence over the stocking policy of the shop and the development of the bar-café. The
particular target groups would not be fixed but might include: the old & vulnerable, parents
with young children, young adults, those in financial hardship.
During the holiday seasons, the Shop and Post Office is an excellent and useful resource
for visitors particularly those using Bed and Breakfast, holiday lets and Airbnb. The South
Hams attracts thousands of visitors each year. Making sure visitors are aware of the Shop
and Post Office will be important.
Our marketing will be information-driven. This begins with understanding the demands of
existing customers. We will provide media for feedback and suggestions; forms in the shop
and online.
As stated, we will build on the CSO campaign and establish regular communication with
members and users through WhatsApp, email and social media, and also budget for paper
communication for those who do not use the internet.
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5 Team and Management Structure
The Management Committee of THCL consists of a maximum twelve members. There are
currently 8 members . It will have collective responsibility for the running of the society with
day-to-day responsibilities divided as below. Those posts market with an * may be shared
among two or three committee members but the cited member will be the lead.
5.1 Roles and Responsibilities
Initial roles will be allocated based on experience and expertise. All positions will be
appointed for twelve months and society members will be asked to appoint members to a
new Management Committee at the next AGM which will be held in November 2022.
Role
Chair
Deputy Chair
Secretary
Treasurer
Data Protection Officer *
Safety Officer *
Shop & PO
Management
Volunteers
Management
Buildings *
Communications *
Projects *

Responsibility and Notes
Chair meetings and coordinate the activities of the committee.
Same as Chair. Secretary will normally be Deputy Chair.
Guide the committee on its legal obligations
Monitor the society’s financial position and ensure compliance with recording,
reporting and tax obligations.
Ensure compliance with GDPR regulations.
Ensure Initially this role is key.
While the committee as whole will govern the strategic development of this
crucial facility, this role will be to govern the day-today running of the Shop and
PO and to keep the committee informed.
While the committee as whole will govern the strategic development of this
crucial facility, this role will be to govern the day-today running of the Shop and
PO and to keep the committee informed.
There will be the need for an ongoing maintenance programme. This role will be
to monitor need, to coordinate any projects.
Marketing, awareness and fundraising
All community projects will need to be considered by the whole committee, this
role will be to be the first point of contacts, establish the merits of the proposal
and present to the committee

5.2 The Initial Core Team
Chair

Role

Name
John McKay

Background
Mathematics BSc Hons, IT background in TV, Web, Data Analysis
and AI. Company Director. Environmental Campaigner. Now
District Councillor at South Hams DC, also volunteer at Citizens
Advice. Previously listener for the Samaritans.

Secretary

Matthew Roddan

LLB (Hons), LLM. Experience in business management, marketing
and start-ups. Currently working with YD@No.3 a similar
charitable venture and the Totnes Food Bank.

Treasurer

Graham Clayton

BSc, FCA. Chartered accountant. Relevant skills – working capital
and cash flow management, costs/budgeting, compliance.
Currently involved (financial roles) with a number of local
community organisations.

5.3 Other members
Tim Banks

Engineer

Krystyna Krzyzak

Journalist

Josephine Rodrigues

Marketing Consultant

Amanda Daniel

Fundraising

Linda Allen

Restaurateur – retired

Page 11 of 28

The Harbertonford Community Limited – Business Plan

6 May 2022

5.4 Accountants
THCL has appointed MAP [ref 16] as its accountants and business advisor. They have a
great deal of experience in helping community businesses and local charities. They also
support both Quickbooks and Xero, allowing THCL to manage its accounts so they are
transparent to the Management Committee and readily able to generate reports as it
requires.
5.5 Bank Account
THCL has a bank account with The Co-operative Bank. There are four agreed signatories,
any two of whom may sign on behalf of THCL. These are the core-team plus Linda Allen (a
founding member).
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6 Financial Budgeting and Forecasts
6.1 Profit and Loss Projections for the first three years
The Community Hub will be treated as a single business but for reporting and monitoring
purposes the Shop and Post Office will be accounted for as one business and the BarCafé as another. There will undoubtedly be some overlap in terms of suppliers and goods
but with good systems in place this interaction will be visible to the management team. The
Profit and Loss details in Appendix A are therefore divided into two business strands with
an overall summary.
The Shop and Post Office
An average gross profit margin (GPM) of 24% is used as this is in line with the shop’s
accounts for 2020 and 2021. Locally there are two other community shops: the Blackawton
Community Shop which has a GPM approaching 30% and the Broadhempston Community
Shop that has one of about 20%. The figure of 24% would therefore appear to be a
reasonable expectation and is close to the average cited in Plunkett Foundation’s
Community Shops (ref 10).
The turnover for the shop is taken from recent accounts and is therefore expected to be an
accurate figure on which to base projections for the next three years. It can be seen from
the figures in section A2 of appendix A that the shop should return a reasonable surplus.
The Bar-Café
The proposed Bar-Café will be the subject of further consultation with members and while
it is an important part of the medium term plans of THCL, it is not part of this share offer,
which is exclusively concerned with bringing the Shop and Post Office into community
ownership and ensuring it is has a secure and sustainable future.
6.2 Risk Analysis
The project is subject to a variety of risks. Some of these THCL can and will control but, as
with any other business, it will be subject to unexpected changes in taxation, regulations,
conditions imposed unilaterally by suppliers and bankers and the prevailing economic
conditions. The following are some of the more obvious risks and how it is proposed that
these will be managed.
Funding Risk
A failure to raise sufficient funds with the Community Share Offer may result in the project
having to be redesigned, delayed or abandoned. As detailed in the Community Share Offer
Prospectus, there are various routes the project could take. The Society could explore
other sources of funds in consultation with shareholders of the society. However, failure of
the Community Share Offer would indicate that many of the assumptions in this plan are
incorrect, and would indicate a much higher overall project risk than currently estimated.
The scheme would need to be reconsidered.
Business Risk
The economic situation at the time of writing is full of many uncertainties some of which
could pose a threat to the business. Enumerating these risks is difficult. Rises in fuel and
food prices seem very likely and these will have an impact on the community’s spending

Page 13 of 28

The Harbertonford Community Limited – Business Plan

6 May 2022

power. This could result in a downturn in sales. However, we would seek to mitigate this
risk by (i) providing local produce that would be cheaper and (ii) ensuring that our stocking
policy is adjusted to reflect circumstances and demand. In the event of there being a
failure to achieve the predicted levels of turnover and profit, we would re-assess our
strategy and we may also take independent advice. The performance of the business will
be a standing agenda item for the THCL management committee to ensure any problems
are spotted and dealt with quickly. The shop’s weekly takings will also be made available
to the committee via an online facility.
The valuation of the business at £25k has resulted from negotiations with the owner. There
is an attendant risk with any agreed value, and to mitigate this the owner has agreed that
this may be paid over 5 years. This is reflected in the financial projects in Appendix A.
The Lease
The terms of the lease are important for the long-term viability of the business. These are
summarised in Appendix C. These have been designed to protect the interests of the
business and the owner and have been agreed by both parties.
Volunteers
Insufficient volunteers to help run the shop would put a burden on paid staff. We would
need to review this balance and how we might recruit additional volunteers or take on
additional paid staff.
Management Risk
Lack of management and governance competence and experience could threaten the
project. The existing Management Committee has a good range of skills and competence
and will seek to introduce new members with additional relevant skills wherever necessary.
Business reports will be analysed regularly at management meetings to ensure the Shop,
Post Office and Bar-Café are performing to targets. We will call upon the Plunkett
Foundation for advice where necessary.
Maintenance Risk
A structural survey of the shop building was done in April 2021 by Crofts Surveyors of
Totnes, who are members of RICS. This work was funded by the Plunkett Foundation. It
established that the building is sound, but that there are issues that need to be dealt with.
A list of these issues was passed to the owner who has undertaken to address these prior
to THCL taking on a lease. The lease will be for 25 years and agreement will include:
obligations on the owner to maintain the fabric of the building and there will be obligations
on THCL, the lessee, to maintain the shop. There is therefore a Maintenance Risk that will
need to be monitored.
Public Safety
The safety of the public and staff when using the Shop, Post Office and Bar-Café will be
paramount. A member of the management committee will be appointed Safety Officer with
responsibility to ensure that all regulations are complied with and that THCL has sufficient
public liability insurance.
6.3 Sustainability
Our financial projections give is confidence that the Community Hub will be sustainable
and able to make a significant contribution to the well-being of the area over the coming
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years. As discussed in section 6.2 there are risks, but the management team expects its
strategy (and the projected surplus) to be more than sufficient to provide protection.
6.4 Comparisons and Consultation
There are many examples of Community Shops with a café. We are not aware of a project
with a Bar-Café. However, we have consulted widely: (i) the Tally Ho Inn (Littlehempston),
(ii) the Community Shops in Blackawton and Broadhempston, (iii) the Plunkett Foundation
(iv) a pub and restaurant consultant and (v) several very experienced local publicans and
restaurant owners, and retail specialists.
We believe the proposal to be sound and founded on realistic expectations which, with
good management, we hope may be exceeded.
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Appendix A – Profit and Loss Analysis
Sections A2 and A3 contain the Profit and Loss Analysis. As described above, the overall
project is the Community Hub but for the purposes of this analysis and in future for
monitoring purposes, the business is considered as being divided into the Shop and Post
Office, and the Bar-Café.
A1. Notes on the Profit and Loss Tables
These notes are applicable to the tables in both section A2 and A3.
1. Community Shares
A Community Share Offer will be launched in June 2022. As a result of the
community survey, conducted in October 2019, we received pledges of about
£28,000. However, we believe this will be easily exceeded now the full details of the
project are available.
2. Donations
There have been some informal promises of donations but for the purposes of this
plan no account has been taken of these. We shall be approaching local
businesses over the coming months.
3. Grants
Grant money will be sought from the Power To Change – Community Share Offer
Booster programme. This will provide up to £25,000 funding.
We also expect to receive a small grant of £2000 from the Elmgrant Trust for fridges
and a possible community fridge project.
4. Loans
There will not be a need to take out any loans at this stage.
5. Equipment
Much of the equipment in the shop is at the end of its useful life and needs
replacing. There is also a need to install modern equipment to keep energy costs
down and to make the whole operation as sustainable as possible. There is also a
need to invest in IT systems to assist with the management and security of the
Shop and Post Office.
6. Building works
The Shop has had a structural survey which has documented various issues. Many
of these are the responsibility of the building owner who has agreed to address
these prior to our taking on the lease of the shop. However, the shop is in need of
refurbishment internally; improvements to washing facilities, installation of a small
kitchen area, upgrading of the old garage area, improved lighting, ventilation and
heating, better flooring, etc.
7. Cost of Stock
The cost of the stock will be independently valued at the time of purchase, but is
estimated to be £15,000 in this plan.
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8. Professional Services
This item covers the legal costs that will be incurred to draw up both the lease
agreement and the business purchase agreement.
9. Guarantee Reserve
In order to provide the seller of the business a guarantee, we have agreed to hold
sufficient funds in reserve in order to complete the purchase of the business in the
event of the failure of the business in the next five years.
10. Business Purchase
The owner has agreed a price of £25,000 for the business, to be paid over five
years. This does not include the cost of the stock (see 7 above). See also 9 above.
11. Working Capital
This is the ‘float’ needed to run the business, to purchase products, etc. The profits
after tax are carried over less projected capital expenditure.
12. Gross Profit Margin (GPM)
The estimated GPM (sales – purchases)/sales is taken from the current
performance of the shop as indicated by its accounts for 2020/21 and is
commensurate with other village shops, either private or community-owned.
13. Sales
This is the revenue due to sales (excluding the Post Office). It is assumed this will
increase by approximately 7% per year (rounded down to the nearest £5,000) for
the first two years. We believe there will be an increased usage of the shop once it
becomes community owned.
14. Gross Profit
This is simply the figure before costs calculated using the GPM.
15. Post Office
The Post Office revenue is as stated in the current shop accounts. There is potential
for this to increase, but no provision is made for this in the plan.
16. Employment
The shop currently employs three part-time staff. The community has expressed a
strong desire that they are kept on and the plan includes their wages. Their
experience and presence in the shop will be invaluable and they will be able to train
volunteers as required. One of the current staff is a trained postmistress and we will
be looking for others to train up to the required level.
The Bar-Café may also require a paid employee.
17. General Overhead
Mostly lighting, heating, power and consumables.
18. Equipment
This cost is for maintenance and servicing of equipment. The initial cost of new
equipment is covered in item 5 above.
19. Administration
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Telephone, travel, advertising, software licences, etc
20. Maintenance
It is an old building and there will be ongoing maintenance. This line item also
provides some contingency as it is expected costs to be lower than stated.
21. Professional Services
Ongoing accounts, business and legal advice, contracts. This is separate from the
business acquisition costs (see 8 above).
22. Loans
The cost of servicing any loans (principal repayment and interest) based on an
assumed rate of 8%. There will be no need for loans.
23. Lease
The owner has agreed to lease the shop to THCL at a rate of £900 per calendar
month.
24. Other liabilities
Any loss carried over or other unforeseen liabilities.
Eligible for small business rates relief.
25. Net Profit (after tax)
Assumes a Corporation Tax of 19% as profits less than £50k. If the society decides
to pay interest in accordance with the rules, this is a cost to the business for tax
purposes, and will reduce both the Corporation Tax liability and the profit available
to reinvest in the community.
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A2. Profit and Loss Analysis of the Shop and Post Office
Item
Capital Funding

Sub-Item

Year 1

Community Shares
Donations
Grants
Loans

Total Capital
Capital Expenditure

Equipment
Building works
Cost of stock
Professional services
Guarantee Reserve
Business purchase

Total Cap Expenditure
Working Capital

Gross Profit Margin %

Revenues

Sales
Gross Profit
Post Office

Total Revenues
Costs (using inflation rate 5% pa)

Employment
Employment contingency
General Overhead
Equipment
Administration
Maintenance
Professional services
Loans
Lease
Other costs

Total Costs
Profit (before Tax)
Net Profit (after Tax)
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Year 2

Year 3

Note

£
65,000
0
25,000
0
90,000

£

12,000
16,000
15,000
8,000
20,000
5,000
76,000

2,000
2,000
0
0
-5,000
5,000
4,000

2,000 5
2,000 6
0 7
0 8
-5,000 9
5,000 10
4,000

14,000
90,000

19,558

26,331

24%

24%

24% 12

£
390,000
93,600
12,000
105,600

£
415,000
99,600
12,000
111,600

£
445,000 13
106,800 14
12,000 15
118,800

33,000
20,000
6,000
2,000
6,000
8,000
4,000
0
10,800
4,000
93,800

35,000
21,000
6,300
2,100
6,300
8,400
4,200
0
10,800
4,200
98,300

37,000
22,000
6,600
2,200
6,600
8,800
4,400
0
10,800
4,400
102,800

£11,800

£13,300

£16,000

£9,558

£10,773

£12,960 25

0
0
0

£

0
0
0

1
2
3
4

11

16
16
17
18
19
20
21
22
23
24

A3. Cash Flow for the first year of trading
The following summarises the cash-flow projections for the first year which are based on taking over the shop and post office in August
2022. There is some seasonal fluctuation and these projections are based on how these have varied in the past. It should be noted that
the cash-flow forecast includes the sum of £14,000 set aside for working capital and the £20,000 reserve for the business purchase over
5 years, so the net cash movement after one year includes these sums plus the profit of £11,800 giving a figure of £45,800.
Aug 22 Sep 22
Cash balance b/f
Guarantee reserve
Available funds

Oct 22

Nov 22 Dec 22 Jan 23 Feb 23 Mar 23 Apr 23 May 23 Jun 23 Jul 23

Year 1

0 72,053
20,000
52,053

61,685
20,000
41,685

50,478
20,000
30,478

38,427
20,000
18,427

39,316 38,746 38,694 39,486 40,696 42,328 43,959
20,000 20,000 20,000 20,000 20,000 20,000 20,000
19,316 18,746 18,694 19,486 20,696 22,328 23,959

45,800
20,000

40,400 37,292
1,000 1,000

31,077
1,000

24,861
1,000

31,075
1,100

21,753 24,858 31,070 34,184 37,292 37,292 38,846
900 1,000 1,000 1,000 1,000 1,000 1,000

390,000
12,000

90,000
131,400 38,292

32,077

25,861

32,175

22,653 25,858 32,070 35,184 38,292 38,292 39,846

90,000
492,000

Payments
Stock
Cost of sales
Wages
Contingency Wages
Startup costs
Total payments

30,704 28,342
4,227 3,902
2,750 2,750
1,666 1,666
20,000 12,000
59,347 48,660

23,619
3,250
2,750
1,666
12,000
43,285

18,894
2,601
2,750
1,666
12,000
37,911

23,617
3,252
2,750
1,667

16,532 18,892 23,613 25,980 28,342 28,342 29,523
2,274 2,601 3,248 3,577 3,901 3,902 4,065
2,750 2,750 2,750 2,750 2,750 2,750 2,750
1,667 1,667 1,667 1,667 1,667 1,667 1,667

31,286

23,223 25,910 31,278 33,974 36,660 36,661 38,005

Net cash movement

72,053 -10,368

-11,208 -12,050

889

Cash balance c/f

72,053 61,685

50,478

Receipts
Shop Sales
Post Office
Grants
Share Offer
Total receipts

38,427

39,316

-570

-52

792

1,210

1,632

1,631

1,841

38,746 38,694 39,486 40,696 42,328 43,959 45,800

296,400
40,800
33,000
20,000
56,000
446,200
45,800
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A4. Balance Sheet
Year 1
Fixed assets
Equipment
Leasehold property
Total fixed assets
Goodwill
Total assets
Stock
Cash
Debtors / creditors
Net current assets
Long term liabilities
Total assets
Financed by
Share capital
Profit and loss
Total funds

Year 2

Year 3

£12,000
£16,000
£28,000
£25,000
£53,000
£15,000
£45,800
-£2,242
£58,558
-£20,000
£91,558

£14,000
£18,000
£32,000
£25,000
£57,000
£15,000
£47,858
-£2,527
£60,331
-£15,000
£102,331

£16,000
£20,000
£36,000
£25,000
£61,000
£15,000
£52,331
-£3,040
£64,291
-£10,000
£115,291

£90,000
£1,558
£91,558

£90,000
£12,331
£102,331

£90,000
£25,291
£115,291
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Appendix B – Community Survey Results
A paper and online survey of the village of Harbertonford was carried out over a period of two weeks in
October 2019. There was approximately a 30% response. The following bar-chart illustrates the support for
the Community Hub and gives an indication of the likely level of usage. So 38% or respondents would use
the facilities twice a week or more.
Usage
twiceweekly
weekly
daily
fortnightly
unknown
never
0

5

10

15

20

25

30

35

40

45

Percentage

From this we can calculate the average weekly usage per person to be: 1.8 visits per week or 93.6 per year.

B1. Validation
Number of Users
While the response rate was about 30% there are a variety of reasons why this might not be a good estimate
of the total number of potential users of the Community Hub.
 The diffuse nature of the borders of the catchment area which were not surveyed
 Use by non-residents (passing trade, holiday lets)
 The self-selecting nature of a survey of this type.
The Association of Convenience Stores’ Local Shop Report 2019 (ref 11) states the average spend to be
£6.38 per visit. This gives an annual average spend of £6.38 x 93.6 = £597.17
Assuming the annual turnover of the shop is £340,000 it is then easy to estimate the number of current users
to be about 570.
If one takes the number of respondents as being 30% this implies a total of about 963. Due to the selfselecting nature of the survey, it is necessary to apply a correction to this. So assuming the survey is
representative of about 70% this gives a usage estimate of 674.
The difference between 570 and 674 (18%) is expected due to the circumstances of the shop (described in
section 3) which is depressing its potential usage. It is believed the consistency of these figures provides
some confidence in the validity of the survey results.
Adults and Children
The number of adults was 531. The number of children was 98 being 18.4%. This is very close to the Office
of National Statistics figure for 2016 of 18.9% for children under 15. This correlation helps to provide
confidence that the survey results can be relied upon.
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The bar-chart below shows which services are of most importance to residents. So the Post Office (97%),
the Shop (93%) and the Bar-Café (61%).

Services
poffice
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The following bar-chart is specific to the shop and gives an indication of the types of produce residents would
like to see available.
Produce
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The survey also included a question about the kind of activities that the Community Hub should support and
below is a summary list of the suggestions received ordered by popularity:
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Activities
Cinema
Quiz nights
Evening classes
Pop-up health services
Societies/groups
Sports nights
After-school clubs,
Music
Crafts
Societies/groups
Evening classes
Keep-fit/exercise/pilates
History
Book clubs
Board/card games
Comedy nights
Baby/toddler groups
0

10

20

30

40

50

60

Votes

B2. Provisional Pledges
The survey asked for an indication of how much people would invest in shares or donations. This yielded a
figure of about £28,000.

B3. Volunteers
The number of people offering their services as volunteers was 69. The number interested in serving on the
management committee was 20.

B4. Survey Conclusion
While the survey results did not produce any surprises it has served to confirm the widespread support for
the project which we can now build on.
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Appendix C - Heads of Terms for Lease
The following summarises the leasehold agreed between Gerald Mulrine (“Landlord”) and
The Harbertonford Community Limited (“Tenant”), together referred to as the “Parties”.
Lease Terms
The premises
The Harbertonford Post Office and Shop situated in Old Road Harbertonford to include the
additional storage areas including the garage and excluding the flat above the premises.
Term
An initial term of 25 years with a right to renew the Tenant having a break clause after 5
years exercisable 6 months before the expiry of the 5 year period. Additional break rights
exist on the conclusion of any rent review period.
Rent
£900 pcm with no deposit required. Rent to be paid quarterly in advance and is subject to
a review every 5 years at an open market rent basis settled by arbitration. The Tenant has
the option to break after each review.
Assignment
Either party may assign in whole but not in part.
Repairing
The Tenant undertakes to maintain the premises in the state they are at the
commencement of the lease as evidenced by a schedule of condition. The Landlord
undertakes to maintain the structure of the premises including the roof.
Insurance
The Landlord shall insure at the cost of the tenant.
Additional
The Tenant shall be granted an option to purchase the premises on a call basis and in the
event of an assignment or sale of the freehold.
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Appendix D – Floor Plans
Schematic of shop and bar-café:
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