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1 Executive Summary
The George is a grade II-listed pub in Wickham Market which was severely damaged by fire in 2013. It was
the last remaining pub in the village and, following a failed planning application by a property developer, a
public meeting proposed that it was purchased and restored by the community as a Community Pub.
Consequently The George Community Pub (Wickham Market) Ltd, a Society for Community Benefit, was
formed with the objective ‘to take ownership of the George and restore it to use as a viable community pub
and social enterprise offering services, facilities and opportunities for the community benefit.
As a Community Benefit Society, it will allow individuals in the community to have a democratic stake in a key
enterprise and will engage in other village activities with a view to re-investing any surplus for the benefit of
the Social Enterprise, the community and stakeholders’
Its aims are to
 Save, share, and protect the heritage of our ancient Grade II listed pub long into the future.
 Bring the pub to life as a thriving and successful community asset inclusive to all
 Make it more than a pub and maximise the opportunity that restoration presents.
They carry with them two additional benefits  Employment: The George will provide permanent employment for 12 people (new jobs) equating to 8.4
Full Time Equivalent, making it the one of the largest employers in the village
 Contribution to local economy: The Institute for Policy Research have reported that "Pubs inject an
average of £80,000 into their local economy each year."
This formal structure involves the sale of Community Shares with each shareholder becoming a member of
the Society with an equal vote on how it is run and the decisions it makes. There is also a potential for
holders of Community Shares to receive a modest interest return on their investment.
In saving the heritage assets the reconstruction costs are relatively large but, because of the listed status and
condition of the building, the Society has access to grants for use in its restoration without the need for their
recovery and which are not available to individuals or commercial organisations. The Society, with the support of grant-funding bodies and income from community events, prepared a
Viability Report and an extensive and comprehensive Feasibility Study Report which can be found on our
website www.wmgeorge.co.uk. The study demonstrated that following restoration, The George could be
managed as a sustainable business and after community consultation and a successful Community Share
campaign, the Society bought the pub in September 2018.
The Share Offer in 2018 and its underlying Business Plan achieved the award of a Community Shares
Standard Mark. It raised a total of £128,750 from 325 shareholders and it was followed by a successful bid for
a grant from the National Lottery Heritage Fund (the Heritage Fund). This Grant was for the Development
Phase of the project to restore the George and took it up to successful planning application and Listed
Building Consent in June 2021.
The total cost of the Development Phase was budgeted to be £116,100 but the actual costs were lower at
£111,022. This was covered by £78,270 from the Heritage Fund, with £16,926 from the Society's own funds
and £15,826 from other grants and various fundraising activities.
We now stand ready for the final push to complete the Delivery Phase of the project, which is restoration,
rebuild and fit out of the building. The estimated total cost of this phase is £1,445,200. The Heritage fund
have awarded the Society £988,200 and the remaining £457,000 will be funded by a combination of own
funds and fundraising activities.
Fundraising is therefore a major and immediate task. A Fundraising Strategy and Plan has been prepared,
with funding amounts targeted but prudently set lower than the levels that might be obtained. We have
earmarked £30,000 of our existing funds and have already secured £22,000 of funding from grants and
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sponsorships. We anticipate at least a further £33,000 from grants and at least a further £32,000 from
sponsorships, donations, and fundraising events. To cover these last two items we have agreed £65,000 of
unsecured loans with a number of individuals which, it is agreed, will be drawn down only if other
fundraising falls short. The remaining gap is therefore £340,000.
We plan to raise at least £290,000 through a second issue of Community Shares with matched equity funds
up to £50,000 from the Community Shares Booster Programme. We ran a Share Pledge campaign in early
2021 and this received £246,000 of pledges from 212 potential investors, of whom 109 were new investors.
That means there are now over 430 actual or potential shareholders in The George. We are, therefore, very
confident in raising the targeted share amount in a share issue to be launched in February 2022. Alongside
this, we are applying for Shareholder Tax Relief through the Social Investment Tax Relief Scheme.
The Delivery phase costs of £1,445,234 cover Capital Construction £960,123, Professional fees £181,531,
Activities £67,192 and Other Costs including property running costs pre-construction and publicity £35,265.
There is an allowance for inflation on Capital Costs and Professional fees of £82,085 (7.19%) and a
contingency of £119,038 (10% for Capital costs and professional Fees and 5% for Activities and Other Costs).
On completion, the pub will draw custom from and serve Wickham Market residents, currently c. 2,400
people, and surrounding settlements, plus visitors to the area. As a community pub it will not only serve food
and drinks but also have sufficient dedicated space for social activities and extensive community
engagement.
To ensure the Society delivers a pub the community wants and giving the maximum possible social benefit
while, crucially, being commercially viable, a village survey was conducted which achieved 576 returns from
approximately 30% of the adult population of the village. The results of the survey informed the design
criteria. The food and drink offering proposed at The George is based on the survey, with results and income
calculations scaled down for prudence. The community activities planned are also based on the survey but
significantly expanded to ensure inclusivity. They have also been developed in response to the survey
findings, along with further consultation with key stakeholders working in the community.
The benefits of a pub to a local community are well-established, contributing to both the well-being and
financial wealth of the local community. In a research paper by Professor Robin Dunbar of Oxford University
in 2016, he concluded ‘This study showed that frequenting a local pub can directly affect peoples’ social
network size and how engaged they are with their local community, which in turn can affect how satisfied
they feel in life. Our social networks provide us with the single most important buffer against mental and
physical illness'.
We have, therefore, built in a comprehensive programme of heritage and community activities during the
rebuild and plan to engage all areas of the community when operational. From mid-2022 we will employ a
Community Engagement Co-ordinator (CEC) to ensure this happens. This post will initially be supported by
the Heritage Fund grant, then by surplus generated by the pub.
Restoration of the building allows the first floor to be provided as a new and additional Activity Space, not
previously available to the public. This space will be used for those activities which will help with issues such
as social isolation and mental health, and, facilitated through the permanent part time employment of the
CEC, we will be working in partnership with Suffolk Wellbeing (NHS Foundation) to co-curate a programme of
activities to deliver against the 5 wellbeing themes. There is no similar space or programme of activities
elsewhere in the village or its surrounds. To assist with inclusivity this initiative will be subsidised from pub
operations.
The George is expected to make a profit in year 1 of c£2,000 after paying set-up costs and as it becomes
established. This is expected to grow to a profit of c£55,000 in year 5. The sales levels have been set lower
than expected and we have also examined a pandemic lockdown case which the projections show could be
break even on much reduced sales and staffing levels. We have built in conservative estimates of future
trading levels of the George to ensure the operations of the pub and the Society remain profitable. Surpluses
will be reinvested back into the pub and community.
A marketing strategy has been developed covering all aspects of the Project and pub operation. This will be
refined in line with community needs to establish and increase usage by locals and visitors. Our survey
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results and the profile of our shareholders indicate that The George will appeal to a wide demographic. It
will benefit a non-traditional heritage audience and probably include more older men as volunteers, often
under-represented in heritage projects.

2 Project Development
2.1 History & Heritage
The George dates back to the early 16th century, sits in a Conservation Area and is Grade II-listed with
substantial historically important structures and design features. In particular the timber frame is of regional
significance. During the development phase it has been recognised that the building is more important than
previously thought.
The Project will secure the survival of historically-significant structural elements (heritage assets) of The
George which are currently in danger of deterioration and loss. By incorporating them sympathetically into a
new structure, with a viable commercial future and designed to enhance the conservation area, it will ensure
their accessibility and appreciation for future generations. There is an opportunity here to create a building
around these historical assets which can be tailored to the needs of the community and which exploit the
assets to the full by providing future access to, and understanding of, its historic architectural features.
Similarly, opportunities will be available during the reconstruction process, where hands-on or other related
learning activities can be provided - concentrating mainly on the historic fabric. Throughout the
reconstruction, there will be educational opportunities relating to the fabric of the building and its historical
significance.

2.2 Community Consultation
Consultation has been a thread throughout the project from when it was founded in an open public meeting
in July 2016 which was called by the Parish Council at which 209 residents were present.
With a planning application in place by the then owner to demolish the pub, there was strong opposition to
the loss of the grade II-listed pub, and the Parish Council called the meeting to consider its response. The
Council formally opposed the application and their objection included the words“The Parish Council is cognisant of the wishes of the villagers for a pub in Wickham Market. It is felt that the
only secure way to achieve this aim is to take control of the project to ensure it meets the needs of the
villagers”
The public meeting considered the option of community ownership and restoration of the grade II-listed pub,
and a volunteer project group was established to consider feasibility.
Prior to being damaged, The George was, in general, not well-used and the clientele was not representative
of the demographics of the village. It was in poor internal order with an atmosphere which tended to be
‘male-orientated’ and not generally considered by the community to be a welcoming, safe or comfortable
place to visit. There was a poorly fitted-out room in which typical Sunday lunches were served and occasional
bar meals – again limiting the pub’s wider appeal.
The extensive damage to the pub presents an opportunity to have it rebuilt and restored in a different, more
viable, flexible and useful configuration. The George can also be re-imaged to create the sort of community
pub the village would want and use and to be attractive to the community as a whole and to outside visitors.
To take this initiative forward the volunteer project group incorporated into the Society, becoming a
Management Committee, in order to raise funds for a feasibility study. With significant financial support
from AHF and the local authorities the study began by consulting the community with a questionnaire which
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was delivered to every house and business in the village in November 2016. Its purpose was to canvas
information on what facilities would make a difference to the way the residents would use The George and to
provide data on how frequently they would visit it.
576 people responded which represented about one third of the adult population of the village, a response
considered sufficiently large to be representative of the community views. Of these, there were four
responses against the project.
From these responses, the principles of a design brief to meet the community aspirations became evident as
a Lounge bar, Separate restaurant, Separate room for flexible and community activities, Patio/garden area,
Car park – sized as possible.
The returns also covered information on proposed pub usage which, using industry norms, allowed cost
projections to be made which gave an encouraging outcome on viability.
The results were fed back to an open public meeting in February 2017, which was positive in supporting the
Management Committee in continuing to investigate the potential of the community taking ownership of the
George and restoring it to become a successful pub.
A substantial feasibility report was produced and presented to an open public meeting in February 2018 and
placed on the website. The feasibility study included costs based on conceptual designs prepared by an
appropriate architect and included in the report. The conceptual designs had been submitted to the Planning
Authorities for pre-planning advice and all the comments received were incorporated
The open public meeting was given the option vote on whether to proceed to ‘sell shares, buy the pub so it is
community-owned and proceed with the actions to raise money and restore’ for which there was
overwhelming support.
Subsequently, a share campaign raised £128,750 from 325 shareholders and the pub was bought. Since the
closure of the campaign further requests for shares have been received raising the total share value to
£129,150 from 329 shareholders
Success of the project was dependant on a Heritage Fund grant award and having sold shares and bought the
pub an application to the Heritage Fund in March 2018 was unsuccessful. At this stage the options were to
assess the reasons for not being successful with the application and resubmit or maximise the value of the
site, sell it and return as much money as possible to the shareholders. In March 2019, all 326 then current
shareholders were consulted and given the vote on which option to take - 204 voted to proceed with a
second application and 28 voted to sell the site. Consequently, a second application was made in May 2019,
which was successful.
Following the successful application to the Heritage Fund, an on-line survey was conducted in April 2020 to
gather information on the preferred food offer to guide the architect on the size of the kitchen and influence
the layout. The opportunity was taken to include general questions about when the pub was operational. The
survey included all those people for whom we had email addresses. They were the shareholders and Friends
of the George* totalling 424 people from which there were 156 responses which was considered to be a
sufficiently representative sample for the purposes of the architect in creating the RIBA stage 2 concept
design.
On 14th and 15th August 2020 the RIBA Stage 2 layouts provided by the architect were posted up in the
courtyard of the pub for review and comment. COVID-19 rules placed restrictions on numbers in the
courtyard at any one time to 30 people.
Over the two days, 124 people attended from which 36 Feedback Forms were completed. In summary there
was overall agreement on the design with some issues to take forward into the RIBA Stage 3 design.
*The “Friends of the George” are a group of people mainly residing in Wickham Market who have registered an interest
in being kept informed about the George but who are not necessarily Society Members.
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In August 2020, there was also a survey to test the public’s interest in potential interpretation themes and
approaches to display and heritage activities which had been developed for the NLHF Round 1 submission.
Due to Covid-19 an online questionnaire was developed, with images embedded in it to provide visual
stimuli.
Shareholders and Friends of the George, totalling 424 people, were sent a link to a questionnaire and paper
copies were also available during the on-site consultation over 14-15 August. Overall there were 170
responses which were used to inform a draft Interpretation Plan and Interpretation Design Scheme (RIBA
2/3).
In December 2020, a further village-wide survey was carried out with a questionnaire delivered to all the
houses in the village to seek the views and ideas from the local community that may impact on the RIBA
Stage 3 design, particularly in relation to the external appearance and features and to also provide an
opportunity for other comments. There were 466 returns of which two opposed the project as a whole.
The responses to this questionnaire were incorporated into the RIBA 3 designs and the layouts were then
circulated to those 13 households which could be considered to be in ‘sight and sound’ of The George in
order to confirm there were no outstanding design concerns which might affect them. The outcome was
design changes to windows to prevent potentially overlooking adjacent property and addition of ‘acoustic
screening’ to some heat pumps and condensers.
In summary, consultation has embraced
 open public meetings
 2 surveys delivered to all the houses in the village
 Two on-line surveys
 A two-day open event with the RIBA 2 drawings on display
 A focused consultation on final RIBA 3 layouts to the immediate neighbours

2.3

The George Layout/Designs

A design brief was developed from the results of the questionnaire delivered to every house in the village
and a subsequent public meeting. Input from the design brief and from further consultation within the
community was passed to an architect who produced RIBA Stage 2 drawings which were presented for
consultation by both the community and near neighbours. The final RIBA stage 3 drawings were submitted
to East Suffolk Council where they received unanimous approval of Planning Consent subject to conditions,
all of which can be met.
The options for the layout are very significantly constrained by the requirement to restore and reconstruct
the historically significant elements of The George. However, working within these constraints the
design/layout principles are:


Ground Floor
o Lounge Bar. There is a lounge with spaces for seating and standing at 46m2.
o Separate Restaurant. There are two distinct dining areas at the front of the building, which can
accommodate circa 42 covers. This allows flexibility on dining/drinking mix as one dining area
could be used as temporary overflow drinking. It is also possible to use the lounge bar to further
add covers for basket type meals if appropriate.
o Kitchen. The kitchen has been enlarged to be flexible and accommodate the larger restaurant
and the space has been broken down into three key areas - dirty kitchen, prep kitchen and
storage
o A Pizza oven



First Floor
Community activity space which is flexible allowing three separate areas, at 22m2, 36m2 and 17m2
respectively
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Outside at the Rear
This is a courtyard area with seating for use in summer, a secure cycle rack with power point for
electric cycles, a dedicated smoking area.



Outside at the Front
This is a small garden area with some seating without tables



Accessibility/inclusivity
o To ensure full accessibility an Access Consultant has been employed as part of the Design team
and provision is made for an additional wide entrance door, a wheelchair accessible lift, and a
wheelchair accessible toilet enlarged to help a carer if needed.
o Surface materials and colours will be chosen in consideration of those with sensory difficulties,
and the building will be designed to meet the latest dementia friendly design features.

The layouts, which may be subject to further revision in the RIBA Stage 4 technical design phase, are shown
in Appendix 1.

2.4 Valuation
In order to establish the value of The George both before and after restoration we commissioned Christie &
Co. to perform an RICS-certified valuation.
Christie & Co. are Chartered Surveyors established and renowned in offering advisory, consultancy and
valuation services within specialist sectors including pubs. They have the largest pub brokerage team in the
UK working across the board, from single assets to large portfolios.
They produced a report for us in 2017, updated in 2018 and updated again in February 2021 and August
2021. It is a comprehensive and detailed report, which also considered the viability of The George. The
opinion below is a direct extract from their report “Valuation Summary
In our opinion the Market Value of the freehold interest in the Property in its existing use and present
condition as a fully-equipped and operational entity, having regard to its trading potential as at the Valuation
Date is: £0
MVSA1 - Market Value subject to the Special Assumptions set out previously is: £290,000
MVSA2 - Market Value subject to the Special Assumptions set out previously is: £345,000
The valuations set out exclude any liability that arises or could arise in respect of VAT, Taxation and the costs
of acquisition or realisation. The definition of Market Value should be interpreted in the context of the 2013
International Valuation Standards Framework (paragraphs 29 to 34), which includes the conceptual
framework.”
Note that MVSA 1 is the market value at the time that The George is ready to trade and MVSA 2 is the market
value when it is “trading at maturity” which is anticipated to be 18 months after MVSA1.
The Special Assumptions mentioned in the valuations are:
redevelopment works have been undertaken and completed as per the plans provided;
● for MVSA 1 the Property is ready to trade on a day 1 turnkey basis;
● for MVSA 2 the Property is trading at maturity; and
market conditions remain the same as at the time of inspection
In response to a query about the current quoted value, Christies & Co replied that they understood “that it
may seem contrary to logic that a £0 (Nil) Market Value is attributable to the site, however, given all the
restrictions in place and the extensive costs which would be incurred in redeveloping the site it represents a
liability rather than an asset, hence the value attributable”.
However, if we proceed and restore The George it would clearly have value to the Society by allowing the
opportunity to secure the last pub in the village and construct it in a configuration and character that would
benefit the community.
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3

The New George

In meeting the Society aims the ‘new' George is divided into two distinct areas. Downstairs will be the usual
pub facilities including bar, restaurant and kitchen while upstairs there will be flexible space in which will
allow a programme of activities, co-curated with Suffolk Wellbeing, to deliver against the five NHS wellbeing
themes.
Open 7 days a week, the pub (downstairs) will be the responsibility of an experienced Pub Manager
supported by a staff team of a chef (FT)*, 2 assistant chefs (FT), 5 bar kitchen staff (PT, equivalent to 3FTE),
admin bookkeeper (PT, equivalent of 0.5 FTE)* and a cleaner (PT, equivalent to 0.5 FTE).
Although there will be some oversight by the Society, the Pub Manager, working within the boundaries of the
aims, will be largely autonomous.
The Activity Space (upstairs) will be the responsibility of the Community Engagement Co-ordinator (CEC), also
employed by the Society. This person will be appointed early in the Delivery Phase.
A key value and determination of the Society is accessibility and inclusivity all so that all have easy access to
the facilities and the health, wellbeing and social benefits The George will offer. These are included in the
design as covered in section 2.3 above and also in pub operations through training of staff and volunteers in
deaf awareness and communications, visual awareness, disability awareness and dementia awareness.
The Community Engagement Coordinator will reach out and proactively engage with the community and
community groups to deliver workshops, lectures, learning opportunities and social activities.

4 Organisation and Structure
4.1 The Society
The Society is registered as a Community Benefit Society with the Financial Conduct Authority (FCA).
A Community Benefit Society (BenComm) is an incorporated body that exists for community benefit, rather
than the benefit of its members. Membership of the Society is open and voluntary and operates on a one
member, one vote principle which combines to ensure a democratic community control of the Society by its
membership.
It is governed by a set of Rules approved by the FCA.
Membership is open at all times to any person over the age of 18 who wishes to buy shares and meets the
conditions of the Rules. The widest possible community ownership is encouraged and to assist with this the
minimum share value is set low at £50. Corporate bodies can also become members.
At meetings of the Society voting is on the basis of one member one vote, regardless of how many shares a
member holds. This means that the community will have input into how the pub is managed and improved.
In operating the business The Society has established an organisation structure as shown in the diagram
below.
*FT – Full time, PT – Part time, FTE – Full Time Equivalent
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4.2 Management Committee
The Management Committees is elected from amongst the members. It can comprise up to 15 people,
appointed on a 3-year rolling basis, and is responsible for managing the affairs of the Society in compliance
with the Rules.
It has overall responsibility for all aspects of the aims and conduct of the Society, including, but not limited to
 Compliance with all Health and Safety and other applicable legislation
 Agreement and resolution of legal and commercial issues impacting the running of the Society.
 Development and delivery of the Business Plan including the provision of funding and resources
 Reporting to all stakeholders as required
For the Development Phase, the Committee appointed a full team of professionals to manage and deliver the
project up to submission of the Planning Application and to assist with input to the Heritage Fund Round 2
application.
The current members of the Management Committee are presented in Appendix 2.

4.3 User Group
To help ensure the pub delivers against the wishes of the community a group representing the users will be
established in early 2022. Its purpose is to consider and provide input on community views on issues
associated with pub operations and detailed design - to include such matters as furnishings, décor, facilities,
detailed layout, supply chains for food, drink and consumables etc.
The Group will meet at key stages of the design and fit out in order to have a formative input and will be in
place at the RIBA Stage 4 (Technical Design) stage.
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Membership will be approximately 12 people drawn from the community representing a range of ages and
personal circumstances. They will not be members of the Management Committee although one member of
the Committee will be included in order to provide good communication between the two groups.
Membership will have gender balance; age balance; people with disabilities (or knowledge of them as
carers); and representatives of community groups.

4.4 Management
Management of the Business will be the responsibility of two of the employed staff – The Pub Manager and
the Community Engagement Co-ordinator. The Management Committee will delegate the majority of
decisions to these individual but with regular oversight.

4.4.1 Pub Manager
Employed by the Society, the Pub Manager will run the licensed business selling food and drink in our
premises and manage the pub staff. This position is key, and we will ensure that the person recruited has a
track record of managing a profitable pub but is also fully in tune with our community aspirations. This
person will be in post two months before scheduled opening to assist with advice on fit out, take control of
all the practical activities in preparation for pub operations, recruit and train the pub staff.
They will also be responsible for the maintaining the condition of the building in accordance with the
Management and Maintenance Plan.

4.4.2 Community Engagement Co-ordinator (CEC)
The CEC will be a separate Society appointment. It is a permanent part-time (2 days a week) paid position
from appointment part way through RIBA stage 4 and then throughout the life of the pub.
The role is to proactively engage and build relationships with various community and special interest groups
to maximise the delivery of the outcomes of the project and the benefits of a community pub. This will
include delivery of the Activities Plan.
The CEC will be responsible for all aspect of use of the Community Activity Space and has specific
responsibility for the recruitment and supervision of all volunteers outside of the management committee.
The position will be funded by The National Lottery Heritage Fund until six months into trading (the end of
the grant period) after which the Society will continue to support and fund the role.
Working with the George Management Committee, the Community Engagement Co-ordinator will lead on
the delivery of the plan and its implementation and will include building relationships and liaising with the
various audiences and groups which will be involved in the activities. They will hold and manage a budget
In the initial phase up to 6 months after the pub opens support will be given by the Heritage, Activities and
Evaluation Consultant.

4.4.3 Volunteers
During the Delivery Phase there are 33 volunteering opportunities for engagement in the implementation of
the Activity Plan and the management of the heritage related activities. Additionally, in the Operations
Phase there are up to up to 42 volunteer opportunities in place for pub gardening, allotment management,
building maintenance, bookkeeping, website update, beer and cellar management, and supporting activities
in the Activity Space.
In addition to on-the-job training, formal training will be provided as described in the Training Matrix
attached to the Transition Plan. To support inclusivity, training of Activity Support Volunteers will include deaf
awareness and communication, visual awareness, disability awareness and dementia awareness.
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There will be continuing volunteering opportunities for up to 15 members of the Society Management
Committee and 12 members of the User Group.

4.5 Transition
Monies for beginning activities associated with restoration cannot be released until the Heritage Fund give
permission to start and the Delivery Phase begins at that point. In this phase the same team of professionals
from the Development Phase will remain in place and, together with a main building contractor, will manage
and deliver the pub restoration. When the pub opens it moves into its Operations Phase which begins on
handover.
For the purposes of the Heritage Fund award the Delivery Phase extends into the Operations Phase by six
months. In order to be fully ready for business on pub opening there is also a pre-Operations Phase which
begins three months in advance of opening, as represented below.

Organisations for the Development Phase and Operations Phase, together with the management of the
transition between them are presented in the Project Management Structure presented in Supporting
Document 5 to the Heritage Fund Round 2 Application.

5 Financial Analysis
5.1 Overview
The Society’s finances are divided into three distinct time frames:
Initial, feasibility and Development Phases, purchase of The George and Development of the Project. This
stage has recently completed.
Delivery Phase, covering the period from obtaining the Heritage Fund permission to start until six months
after the opening of The George for business, extending to June 2024.
Operations Phase, after the rebuilding, restoration and fit out is complete; this phase begins with The
George opening for business in December 2023. It is noted that the Heritage Fund award continues for the
first six months of this phase.
The Delivery Phase and the Operations Phase overlap in time but their finances are recorded separately.

[13]

Business Plan January 2022

5.2 Overall Summary and Cashflow
In the Initial, Feasibility and Development phases the Society received £129,000 in Share Capital, up to
£82,000 from the National Lottery Heritage Fund, £35,000 in other grants and £8,000 in other income. A
total of £254,000. Expenditure in this period has been £47,000 on the property (including associated
purchase costs), £114,000 on professional fees, £15,000 on property insurance and maintenance and
£26,000 on Publicity and Society costs. A total of £202,000. This leaves a balance of cash carried forward to
the Delivery phase of c£52,000.
The cash movements for the remaining two phases can be summarised in the 7 Year Cash Summary below
which shows cashflows for the 30 months of the Delivery phase to the end of June 2024 and the first five full
years of trading.
There is a cost overlap of c£6,000 relating to the six month's pay for the Community Engagement Coordinator which is within the scope of the Heritage Fund grant. However, there is considerable overlay in
cashflows between the Delivery and Operations phases due to natural one month cash delays and retentions
- which apply to contractors and certain professional costs and also the resultant grant receipts from the
Heritage Fund.
The Delivery phase cashflows are shown in black and the Operations phase cashflows in blue.
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Delivery
Phase
2021
2022
Dec

Income
Shareholder Capital
NLHF Grant
Other Grants
Sponsorship & Donations
Events and Other
Society room rental
Profit from Pub Trading
Total Incoming Cash
Outgoings
Building Preliminaries
Re-building Costs
Fitting Out Costs
Digital Outputs
Equipment & Materials
(Sundry)
Professional Fees
Heritage/Community Activities
Other
Evaluation
Society running Costs
Staff (non-pub)
Share interest
Share withdrawal
Sub total
Inflation at 7.19%
Contingency/Risk at 10% or
5%
Total Outgoings
Cash Surplus/(Deficit)
Balance Brought Forward
Balance Carried Forward

Operating
Phase
Dec
Dec
23 –
24 –
Nov
Nov
24
25
ForeForecast
cast
£'000
£'000

2023
JanNov

Total

Forecast
£'000

8
2
1

Fore
cast
£'000
340
101
41
2
14

10

498

744

Forecast
£'000
340
830
48
4
30
0
0
1,252

101
667
15
12
5

101
667
15
12
5

3
36
121
0
0

102
10

57
45

159
55

22
12

0

14
0
3

4
2
3

18
2
6
0
0
0

0
4
3
6

0
0
0

129
7
12

912
62
89

1,041
69
100

0
10
52
61

148
351
61
412

1,062
(319)
412
93

1,210
42
52
93

Forecast
£'000

729

15

Dec
25 –
Nov
26
Forecast
£'000

Dec
26 –
Nov
27
Forecast
£'000

Dec
27 –
Nov
28
Forecast
£'000

3
2
17
22

3
2
27
32

3
2
39
44

3
2
55
60

3
13

3
14

3
14
9

3
14
9
19

207
13
19

16

17

26

45

239
(75)
93
19

16
6
19
25

15
15
25
40

26
18
40
58

45
15
58
73

158

3
2
2
165
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5.3 Delivery phase costs
The Delivery phase is forecast to cost £1,445,234 allocated as follows:

Building Preliminaries

£104,000

Re-building costs

£703,168

Fit out and other Capital Work

£152,955

Professional Fees

£181,531

Activities

£67,192

Other*

£35,265

Contingency - 10% on Capital and Professional fees; 5% on Activities and Other
Inflation – 7.19% on Capital and Professional fees
Total

£119,038
£82,085
£1,445,234

*There are a number of ongoing costs associated with management of the Society until commencement of
income at the start of the operational period. They include such items as making and keeping the site safe,
insurances, marketing, administration, on-going IT costs, bank fees and project evaluation.
The above costs are based on estimates and quotations obtained. The construction and fit out costs are from
the Cost Manager's report which has been based on the Architect's design. For the Professional fees we have
a Delivery phase cost of £158,131 for services procured for both the Development and Delivery phases.
These services and costs are contracted. The remaining £23,400 is based on estimates.
Note that all figures shown are net of vat. The Society is vat registered and reclaims input vat monthly.
When the pub is operational we shall be net vat payers and so will move to quarterly accounting.
Throughout this phase, costs will be continuously monitored to ensure as far as possible that there is little or
no overrun outside of minor variations and to identify efficiency savings. This close monitoring has been very
effective in the Development phase.

5.4 Delivery phase income
5.4.1 Overview
On 6th December 2021 we were notified of our National Lottery Heritage Fund second round grant of
£988,200. The balance required (matched funding) has to be raised by the Society and it is planned that the
additional funding requirements of £457,034 is sourced from:
Grants - £48,000
Own Funds including sales of community shares - £370,534
Other (events, sponsorships, donations, etc.) - £38,500
This fund-raising profile differs from that described in the previous Business plan (2019) in that more reliance
has been placed on raising funds from the issue of community shares and less on grant funding.
The rationale for this approach is driven by the need to mitigate the risk of grant providers changing their
award criteria to meet the challenges of the Covid-19 pandemic. In early 2022, when we launch our
Community Share offer, it is likely the economy will be healthier and confidence will be returning. Also, the
risk to the Community Shares subscribers will be much lower than in May 2018 when the Society had little or
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no funds, nor did it have any fixed assets as it was yet to purchase the George. The Society now owns the
George with Planning Approval and we have been successful in our Heritage Fund Round 2 grant award.

5.4.2 Grants
We have demonstrably established that The George is eminently eligible for grant funding under a farreaching range of criteria: principally, those of heritage, social need and well-being and community
engagement. There is also proof that there are more than enough potential funds available to meet the likely
needs and that they have previously been made available to similar projects.
The Society has researched potential sources of grant funding in order to determine the availability of
sufficient funds to make the proposed project viable. The outcome of that research has been a
comprehensive analysis of the grant funding sources.
We are delighted to receive the Heritage Fund award, but there can be no guarantee that each of the
Society’s other grant applications will be successful, or the grant awards will not be delayed beyond a
reasonable time-frame.
In order to accommodate these risks, it has been established that potential funding exceeds the total amount
of grant income the Society requires to meet its objectives by approximately 300%. A key point to note is the
impact of Covid-19 which has radically altered or suspended many funder's normal activity or priorities and
although we believe that The George will have an important post-Covid role, the timescale for the
resumption of these is uncertain and may not open up for some time. We have, therefore, sought to limit the
amount of funding required from Grants and also to spread the net as wide as possible with grants as small
as £1,000 considered. We will, of course, promote the Covid-recovery benefits of the Community pub,
particularly with all the activities planned during construction and when in operation, so some grants
believed closed may be available. This is confirmed by support received from Wellbeing Suffolk where they
state 'We are all very aware of the impact that Covid 19 has, and will have, on our communities. Having
something like the George will allow us, and other organisations, the opportunity to work with communities
to rebuild, strengthen and heal'.
In total other grants are planned to account for £48,000 and to date we have secured £16,000 of this amount
– including a grant of up to £8,140 from the Community Share Booster fund to cover the costs of the
forthcoming share issue.

5.4.3 Community Shares
The 2018 Share Issue raised £128,750 from 325 shareholders. There have subsequently been further
applications, so there are now £129,150 of shares held by 329 members. The Society plans to have a second
Share Issue in February 2022.
Unlike shares on the stock market, shares in a Community Benefit Society cannot increase in value so trading
in the shares is solely between the Society and the individual investor. It should be noted that shares can
decrease in value if the Society were to dissolve but this is mitigated by the majority of the investment being
locked into the capital value of the building itself. Importantly, the legal structure of the Society also
guarantees an “asset lock” that ensures the assets of the society will only be used for the benefit of the
community and cannot be disposed of for private profit now or at any time in the future.
The Society will be suspending the withdrawal of share capital until 2027/28 to allow us the space to rebuild
the George and develop it into a profitable business. There may be exceptions e.g. bankruptcy or death of an
investor. After that there will be a period of notice required prior to any withdrawal, which remain at the
discretion of the Management Committee.
In order to give an indication of the likely interest in this second Share Issue, the Society launched a Share
Pledge campaign in January 2021.
A Share Pledge is an indication that an individual will invest in a subsequent share issue on the basis of
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criteria set out. These would include most importantly:
 the success of a Round 2 application
 a Business Plan showing that the build/reconstruction costs are affordable and the pub operation will
be sustainable
 the expectation of an interest return in the future and the possibility of share withdrawal, albeit only
with the agreement of the Management Committee, and if affordable
 the expected achievement of Advance Assurance from HM Revenue & Customs that 30% tax relief
for individual tax payers under the Social Investment Tax Relief Scheme will be available. The Society
will apply for this in January 2022. This potential major investment incentive was not emphasised in
the Pledge Campaign as at the time it was not certain.
The Pledge Campaign stands at £246,310 from 212 investors. Of these 103 are existing shareholders and 109
potential new investors who, when they invest, would increase the number of shareholders to over 430.
Based on these numbers the Society expects to raise at least the pledge total in the 2022 Share Issue, as the
marketing reach will be significantly wider.
Alongside the Share Issue sits the Community Shares Booster programme which will match share purchases
up to £50,000. Until recently Community Shares advised that community pubs, in the first instance, apply
instead for 'More Than a Pub' grant/loan funding but this programme has now closed so we are eligible for
the Booster Programme.
Share Booster equity has been specifically set aside for Architectural Heritage Fund-led Transforming
Heritage scheme investments. Under pathway 1 of the Share Booster programme we applied and were
successful in obtaining cover share offer costs of £8,140 and in late January have received an award of
£50,000 match funding to our share offer.

5.4.4 Sponsorship
During the rebuilding of the George, The Society will be seeking sponsorship income from commercial
organisations that see a business benefit in association with The George and the Society. We are seeking
direct funding or through the provision of products and services – a non-cash contribution. We believe that
significant amounts could be raised, but at this stage the target has been set at just £3,500 for sponsorship
and £5,000 for non-cash contributions. We have already secured sponsorship of £1,500 and an offer of free
consultancy time worth £2,000.
At this stage, we have not approached a major sponsor such as a Brewery as we need to debate who, and
what we require from them. The sponsorship receivable from a brewery could cover the amount planned
many times over.

5.4.5 Community Fund Raising
Other income can come from any number of sources but in particular it includes the Society’s Community
Fundraising Activities. A target of £30,000 has been set and we have prepared a full list of events which could
potentially yield £75,000. This includes quiz evenings, musical events, themed gatherings and a major ball in
2023.

5.4.6 Loans
In this Business Plan there is no current plan to receive Commercial Loans or finance through Asset Leasing
during the Delivery phase. However two risk areas have been identified in Section 7. These cover the
possibility of the payment of grant instalments lagging behind the need to pay invoices during the
construction phase and also shortfalls in currently unsecured income from grants, events and sponsorship. In
such circumstances the Society will need to find a short to medium term source of funds.
We have approached a number of investors and have secured a maximum total £65,000 loans to underwrite
any short or medium-term cash shortfall. These loans will only be called in the event that funds are required
in the latter stages of construction leading into the Operating phase. The loans will be unsecured, interestfree and repayable five years after operations commence – or convertible to shares at any time. By having a
repayment more than three years after issue, the loans will also qualify for 30% tax relief through the
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Government's Social Investment Tax Relief scheme.
These loans and their repayment do not feature in the main forecasts set out above but are a contingency to
give us an additional amount up to £65,000 as required. We shall continue to pursue more such loans going
forwards alongside our other fundraising efforts.

5.5 Operating Phase Financial Projections
5.5.1 The Society
The cashflow summary below shows the full Society cash movements for the five years to 2028.

2024
Year 1
£'000
351
349

2025
Year 2
£'000
365
349

2026
Year 3
£'000
384
357

2027
Year 4
£'000
407
368

2028
Year 5
£'000
434
380

Pub Profit

2

17

27

39

55

Society Income
Income from events, etc.
Income from Community Room hire

3
2

3
2

3
2

3
2

3
2

Total Income for society

7

22

32

44

60

Society
costs
Running costs (non-pub)
Community Engagement Coordinator

(3)
(6)

(3)
(13)

(3)
(13)

(3)
(13)

(3)
(14)

Net Profit before and after tax

(3)

6

15

27

43

-

-

-

(9)
-

(9)
(19)

Net cash movement

(3)

6

15

18

15

Cash brought forward

21

19

25

40

58

Cash carried forward

19

25

40

58

73

Pub Trading – from December 2023
Sales (net of vat)
Costs (net of vat)

Interest at 2%
Share Withdrawal allowance at 4%

Notes:
1. Trading cash flow will in practice be positive and therefore higher than stated because sales are received and
banked almost daily and suppliers + staff are generally paid in arrears. Vat cashflow will also be positive.
2. Because depreciation of Building over 50 years and Equipment over (average) 5 years is almost equal to the
release of deferred Capital Grants there is a negligible cash effect.
3. There will be Corporation Tax at 19% of taxable profits but, as there will be capital allowances due on equipment purchases and excess management costs brought forward, nothing will be due in this period
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The Society’s business model, in the operational phase, is based on profits from the Pub operation and
income from fundraising events. Although the Activities Space is not an income stream it is likely there will
be requests for its hire, so a modest income is anticipated. The income assumption for events is a modest
£3,000 per year and from room hire £2,000 per year.
The Society expenses will include the Community Engagement Co-ordinator employed for two days a week at
a Salary plus on-costs of £12,660 per year (with the first six months being covered by the Heritage Fund
grant) and Society running costs at £3,000 per year.
Interest on shares will not be payable until the Society’s reserves have reached £50,000 - a level that is
deemed by the Management Committee to be sufficient to meet the Society’s liabilities and guard the
Member’s interests. Based on this projection, interest payments to shareholders can begin in 2027 with a 2%
payment. This will amount to £9,383 based on shares in issue of £469,150. This is the existing £129,150 of
share capital plus £340,000 from the second issue and Share Booster Community Programme. The payment
of interest can only be funded from the Society’s surplus income and not from shareholder capital.
While Members are not entitled to withdraw their shares, the Management Committee can at its discretion
allow the withdrawal of a limited amount of shares each year. The projections show that a 4% allowance
would be possible in year five, or alternatively a higher level of interest, with up to 5% allowed. It is not
anticipated that share withdrawals will be permitted before 2027.
The above assumptions for share interest and repayment assume that the £65,000 underwriting loans are
not required. If they are then a repayment of this amount will be required in 2028 (year 5 of trading) and so
interest and share withdrawals will be postponed. At this stage the cash reserves available (without interest
and withdrawal) are forecast to be in c. £109,000.
In future years, beyond 2028, the Society will endeavour to maintain a level of reserves in excess of £50,000,
necessary to ensure that the Society always has sufficient funds to meet anticipated liabilities, including a
contingency to meet share withdrawals and also meet Capital and Revenue obligations under the
Management and Maintenance Plan.

5.5.2 The George
For the Society’s business model to be successful the George must be run profitably. The Society has
therefore built a business model which forecasts and projects the cashflow and profitability of The George
over a five-year operating period from December 2023 to November 2028. Of course, as a community pub
the focus is not t on profit, but it is essential that the pub is viable.
The critical factor governing profitability in the first year of business is the number of customers The George
can attract. The George will have been closed for at least ten years by the time it is opened again so there is
no trading history available to validate the results which the model predicts.
Instead, the projections use data from the questionnaire which the Society distributed in Wickham Market in
December 2016. We received 576 returns representing approximately 30% of the village.
The questionnaire obtained detailed responses about individual frequency of use and volume of food and
drink purchased per visit. Note that, nationally, pub beer sales have been reducing year on year and all
publicans (from major breweries to small independents) have greatly increased the food offering. In our
financial model we have assumed a drink to food ratio of 44:56, which is based on survey results and advice
from experienced and successful publicans.
Careful consideration has been given to the interpretation of the questionnaire data given that it received an
enthusiastic response which may result in an over-optimistic estimate of the initial consumption of food and
drink. To compensate for that the data has been scaled back to 75% of the custom the questionnaire
predicted.
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There are, however, factors to suggest that levels are likely to be much higher. The numbers are the
summation of information from only one-third of the adult population of the village and from 2024 onwards
there will be an additional c. 200 homes in the community representing c. 400 additional residents. There is
also a wide network of local villages that were not surveyed. The critical factors contributing to this
assumption are that The George will be the only pub in a substantial village of what will be c. 2,400 people
and that, as a community-owned pub, with potentially 250 – 300 shareholders living in the village, it should
be very well-supported.
It is noted here that a report by the Plunkett Foundation in November 2020 Community Pubs: A Better form
of Business Report it was concluded that “[the underlying survey] shows us just how robust the health of the
community pub sector was by the end of 2019. In fact, the sector had grown by an impressive 19% with 19
new community owned pubs opening last year alone, welcoming over 3,700 new community share owners to
the movement from all over the world. No community pubs ceased trading or transferred out of community
control into private ownership during 2019, maintaining an impressive survival rate of 100%”
A follow up survey by Plunket showed In 2020, 11 community pubs opened, and one closed, and Plunkett
received 156 enquires from groups considering a community pub.
At the 75% level of custom, the model predicts that The George can be profitable from, and including, the
first year of trading – a year including £7,550 of one off early and set up costs. The detailed Sales and
Expenditure figures for Year 1 figures are set out below. These figures are net of Vat.
Note the business model uses whole year forecasts so Year 1 runs to 30th November 2024. The Society's
Financial Year runs to 31st December so future published results will reflect a marginally different picture.
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Dec 23
£

Jan 24
£

Feb 24
£

Mar 24
£

Apr 24
£

May24
£

Jun 24
£

Jul 24
£

Aug24
£

Sep24
£

Oct 24
£

Nov24
£

TOTAL
£

INCOME
Cash Sales - Wet
Cash Sales - Food

19,312
18,690

12,875
13,375

11,266
9,367

11,266
9,367

11,266
13,375

11,266
13,375

11,266
17,383

12,875
21,391

12,875
24,049

12,875
20,040

12,875
18,690

16,094
16,032

156,108
195,135

Total Income

38,002

26,250

20,633

20,633

24,641

24,641

28,649

34,266

36,923

32,915

31,564

32,126

351,243

6,840
7,476

4,560
5,350

3,990
3,747

3,990
3,747

3,990
5,350

3,990
5,350

3,990
6,953

4,560
8,557

4,560
9,619

4,560
8,016

4,560
7,476

5,700
6,413

55,290
78,054

2,775

2,775

2,775

2,775

2,775

2,775

2,775

2,775

2,775

2,775

2,775

2,775

33,300

10,738

10,738

10,738

10,738

10,738

10,738

10,738

10,738

10,738

10,738

10,738

10,738

128,852

966
250

966
250

966
250

966
250

966
250

966
250

966
250

966
250

966
250

966
250

966
250

966
250

11,597
3,000

167

42

42

42

42

42

42

42

42

42

42

42

625

167
167
125
167
125
500
2,078
200
20
100
60
410
456
33,786

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
167
125
500

167
167
125
500
125
500

167
167
125
167
125
500

200
20
100
60
410
315
27,036

200
20
100
60
410
248
24,795

200
20
100
60
410
248
24,795

200
20
100
60
410
296
26,447

200
20
100
60
410
296
26,447

200
20
100
60
410
344
28,098

200
20
100
60
410
411
30,338

200
20
100
60
410
443
31,433

200
20
100
60
410
395
29,782

200
20
100
60
410
379
29,559

200
20
100
60
410
386
29,309

2,000
2,000
1,500
2,333
1,500
6,000
2,078
2,400
240
1,200
720
4,920
4,215
341,824

OUTGOINGS
Purchases (wet)
Purchases (food)
Manager Salary, including on-costs
Gross wages – Other
Staff
Payroll expenses (NI,
pension, etc.)
Outside services
Supplies (office and
operating)
Repairs and maintenance
Advertising
Travel expenses
Accounting and legal
Telephone
Utilities
Waste Disposal
Insurance
Interest, etc.
Staff food
Other expenses
Business Rates
Credit Card Charge
Subtotal
Manager cost pretrading
Other start-up costs

5,550
2,000

5,550
2,000

Total Outgoings

41,336

27,036

24,795

24,795

26,447

26,447

28,098

30,338

31,433

29,782

29,559

29,309

349,374

Profit/(Loss)

(3,334)

(786)

(4,163)

(4,163)

(1,806)

(1,806)

551

3,928

5,490

3,133

2,006

2,817

1,869
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These projections were tested during the Feasibility Study by comparing the projected figures for The George
to a similar operating pub in Suffolk. Recently, we have also benchmarked the results against an anonymised
data set provided by the Plunkett Foundation relating to six similar Community Pubs. These pubs reported
average 2019 sales of £369k (our year 2 sales are £365k) and net profits of £21k (our year two profit is £17k).
They had an average gross margin of 61%, our model shows 62%.
In addition, the future pub operation has been discussed at length with our professional pub consultant - the
landlord of a successful pub six miles from The George. He has confirmed the likely levels of food and drink
sales given our location and staff levels. He also confirmed likely drink purchase prices, mark ups and
overhead levels. The projections above show a net turnover in 2024 of £6,750 a week – which is £8,100
gross with vat. The pub consultant considered that, when established, the gross turnover could be at a level
of £15,000 a week, although here we are cautiously predicting just £10,000 a week in 2028 (£8,300 net).
It can therefore be argued that the 75% scaling back factor used in the model is a reasonable if not, indeed,
cautious assumption.
Other key trading assumptions are:
 The George will be open seven days a week. Notionally 8 hours a day
 In year 1 there will be 45 social drink visits, 12 main meals and 14 lighter meals per day
 Sales levels are forecast to rise by 4% - 7% p.a. This reflects expected population growth in the
village and also increased trade as the pub becomes established
 The food: drink percentage is 56:44. This is in line with similar pubs
 The gross margin on food is 65% and on drink 60%
 There will be 8 Full-Time Equivalent staff employed in the Pub. This includes a Manager and three
chefs. If in fact the manager were a chef then overall staff costs could be lower.
 Outside services and repairs and maintenance are in step with a professionally prepared
Management and Maintenance Plan
 An allowance has been made in year 1 for extra salaries pre-launch and additional set up costs £7,550 in total
The Pub financial model has been tested for sensitivity.
With the existing currently projected staff complement, sales would have to drop by 9% to break even
(ignoring one-off year 1 costs). However on lower sales volumes there is scope to reduce the staff
complement. In the short term this could be bar staff, in the medium term the number of chefs.
The pub business is fully costed with no allowance for volunteer hours. It is accepted that if trading was low
or if there was a break between managers then volunteer help could be used for a short period. This is one
of the great strengths of a community pub.
The food offering will be boosted by the proposed Pizza oven, but no specific allowance has been made for
the extra sales this may give.
The cash position at the end of 2024 as shown in the table at 5.5.1 is £18,474. This is likely, however, to be
higher as sales will be received and banked almost daily but expenses, on credit accounts, and wages mainly
paid at the end of the month or following month. Also VAT would be payable a month after the quarter to
which it relates, giving a one to four month cash advantage of c£5,000 a month.
We have assumed that, by late 2023, the hospitality industry is back to pre-Covid levels of trading. If
however there was another pandemic and full lockdown then we have looked at the effect on profit.
In this scenario it is assumed that we would operate perhaps a pizza takeaway service which would require
just 1.5 staff members (assumed cost £42,000) and all other staff on furlough. Overheads would reduce to
half levels (assumed cost £18,000). To cover the total costs of £60,000 we would need sales of £1,200 a week
which would be about 120 pizzas, which is less than 20 a day. This is clearly quite possible and so this
scenario is manageable in the short term.
We plan to build up Society reserves to £50,000 so there are also reserves in hand to cushion any downturns,
allowing time to make business operation adjustments.
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6 Marketing
6.1 Marketing Community Shares, etc. during the Delivery phase
The principal fundraising task will be to raise at least £340,000 (including Community Share Booster
contribution) through a second Share Issue in January/February 2022. To seek confirmation of how much is
likely to be raised, in late January 2021 we launched a Share Pledge Campaign. At a cost of £2,680 this was a
full-scale multi-media campaign with emails to all shareholders and Friends, news items on the village
network, a mail drop to 8,500 households and free editorial in the local paper.
We do not however restrict our marketing to the local communities but also include local businesses,
identified high net worth individuals and a much wider audience across Suffolk, nationally and even overseas.
Since January we have continued to remind the community about Share Pledges with news items and
specific approaches to individuals and companies.
Our target market is always Wickham Market and the wider community it serves. This wider area
traditionally includes 24 smaller villages that have relied on Wickham Market as their hub for services. The 24
villages have a combined total of around 3,000 households of which Wickham Market has approximately
1,100.
The George is Grade II- listed and is regarded to be of high importance by many heritage groups and this
feature is to be focused upon where appropriate in the Society’s marketing campaigns.
Going forward, the marketing plan includes:













A succession of public open days, which may centre around a Pop-up-Pub to provide information on
pub designs, future operations and formal or informal question and answer session.
Share Launch prospectus in February 2022 which will be posted into every household in Wickham
Market and surrounding area
A Save the George Newsletter that will be produced and distributed to households throughout the 24
Villages in the area. The content of the newsletter will give project history and why the community
have shown the need for a pub. What it will be like when open and how it’s to be used and guidance
into how to buy shares.
Advertorial campaigns using a Suffolk and North Essex newspaper group
Campaigns using social media, Facebook etc.
PR Campaigns to cover local and nation news in printed media, radio and online.
Banners and posters are already displayed on the Pub Hoarding and these will continually be updated
Consideration given to using a Crowd funding campaign
Continuous mailing campaigns to Friends of the George on pub events and activities.
Regular events and educational lectures about the Heritage and rebuilding skills needed for the
Grade II-listed building involving schools and heritage enthusiasts. These will be run as part of the
Delivery Activities programme
Encouraging future user groups to take part in fund raising activities.

6.2 Marketing the George Pub
We will develop a marketing strategy to meet customer needs, provide quality products and great customer
service. This will be at the heart of the pub's business ethic. Here is a list of key principles we are aiming for:
 Excellent beers, artisan and guest beers, ciders and lagers
 Excellent range of wines and non-alcoholic drinks
 A focus on food and local seasonal produce
 Warm, welcoming atmosphere and well-trained staff
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Comfortable and well-decorated interior within an historic and interesting building
A Local pub not a Gastro pub feel

6.3 Events & Activities
A series of activities and events aimed at engaging all sections of the local community, as well as visitors will
be developed, including regular day and evening events. These will be social events to build and grow
networks and also learning opportunities through workshops, classes and lectures.
Maintaining a watching brief on review websites such as TripAdvisor will enable us respond to any negative
reviews / comments quickly and directly, showing the wider potential customer base that we are engaged
and committed to improving services. Events will be prompted by this and other customer feedback.

6.4 Increasing the facilities available under one roof
Previously, The George functioned only as a small pub business mainly in wet sales. Lack of investment and
facilities limited the revenue generation opportunities, as well as the audience likely to enter the building. By
rebuilding and reshaping the footprint and adding the community space on the first floor, we aim to attract a
wider audience to the facility, increasing the value of revenue generated from each visitor. For example,
those that may not otherwise visit the pub may be encouraged to do so by first visiting as a daytime
customer for a community space activity when the bar is closed, converting into a customer of the pub
through a better understanding of the facilities on offer.
Recognising that value is much more than financial but also includes social and wellbeing benefits; new
partnerships have been established with Norfolk and Suffolk NHS Foundation Trust (Wellbeing SuffolK),
Wickham Market Art Project, and Connecting Communities

6.5 Increasing the time spent in the Activities Space
One way to increase the value of each visit made by customers is to increase the amount of time spent in the
facility; people popping in for a drink may be encouraged to stay for a meal or snack by prominently
displaying an eye catching and tempting menu, whilst those visiting just for a coffee may be enticed to return
for a drink after seeing a range of craft beers on offer. Newspapers can be used to encourage longer dwell
times and good WIFI connections can also encourage visitors to stay longer, particularly those who do not
have access to this elsewhere, e.g. tourist visitors. Ultimately, creating a comfortable and pleasant
environment, that meets the needs of the customer, will encourage longer, more valuable visits.
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7 Assessing Risk
A risk assessment review has been completed with the principal risks and mitigations shown below.

7.1 Community Shares
The plan is to raise at least £340,000 through an issue of shares in February 2022. This has been tested with
a Share Pledge campaign and this currently has a funding total of £246,310 from 212 investors, including 109
non-shareholders.
We believe this will be a very good indicator of support as although some pledges may drop away, others
who have not pledged will do so. Indeed, when the time comes to launch our Community Share Offer, it is
most likely that confidence will be returning to the economy. Also, the risk to the Community Shares
subscribers will be much lower than in May 2018 when the Society had little or no funds nor did it have any
fixed assets as it was yet to purchase the George. The Society now owns the George, has received planning
approval and has been awarded the Heritage Fund Round 2 Delivery Grant and £50,000 matched equity
funding from the Architectural Heritage Fund supported by the Community Share Booster Programme.

7.2 Grant funding
The big risk for grant funding was the award of the Heritage Fund Delivery grant and we are very grateful that
this has been achieved.
The other grant funding targeted is £48,000 and is supported by a long list of possible providers. To date the
Society has been highly successful in raising non-Lottery grant funding on the basis of the heritage and
community benefits of the project. We are confident of exceeding the target.
However we may still fall short of the required £1,445,234 required to cover all the costs. This could be
because the Community Share issue and other grant applications and events, etc. fail to raise sufficient
funds. In this event we would apply for additional grants as they fall available, or have a third share offer, or
approach investors, high net worth individuals and companies for a loan or seek to cover some of the costs
with leases. To add some certainty to this we have approached a handful of investors and have secured loan
underwriting commitments totalling £65,000. These loans will be unsecured and be convertible to shares at
the lender's option or otherwise repaid after five years of trading. The repayment date must be after three
years in order for the investors to qualify for Social Investment Tax Relief.

7.3 Sponsorship and event fundraising
The Society has planned a series of Fundraising event. These include Quiz evenings, a 'sponsor a brick/beam'
fundraiser and a major ball in early 2023. The possible amount in total is £75,000 – we are highly confident
of raising at least £30,000 from Events. We have also engendered much goodwill with existing commercial
sponsors, including indications of future support in monetary or non-cash contributions 'in kind'.

7.4 Cashflow
During the period from now to the completion of the pub reconstruction there is a risk that income does not
keep in step with the stage payments stipulated in the construction contracts and other costs. However this
is unlikely to be a factor until late in the Project because Capital expenditure will be low in 2022, but we
anticipate £340,000 from the share issue and Community Share Booster fund as well as substantial other
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grants and events income in 2022. We forecast that cash balances at 31st December 2022 will be over
£400,000. We also understand that a payments programme will be agreed with the Heritage Fund that
should substantially keep pace with cash outgoings given normal suppliers’ terms.
Any cashflow issues therefore will arise in the last few months of this Phase and may be linked to retention of
part of the Delivery grant. This should be matched by retentions we will hold back on construction costs.
Failing that there is a contingency in the Fundraising Strategy and Plan to raise amounts by way of loans from
Shareholders. Loan commitments of £65,000 have already been obtained.

7.5 Business Viability
The Society’s financial projections for George are conservative and it is highly likely that the pub will be run
profitably.
However, in the event of this not being so, the Society will need to examine the reasons for that failure and
take appropriate action to enable the George to return to profitability. It should be noted that being a
Community Pub we will have access to extensive goodwill and volunteer time, if required – a resource not
normally available to commercial ventures.
If viability is ultimately not possible then the Society may decide to close the George and sell it on the open
market. The estimated value of the property is £345,000 as a going concern but could be higher than this if
change of use to residential were permitted. In that event, if the share capital value is below the net cash
balance of the Society after it has met all of its debts and liabilities, then a proportion of the resulting cash
balances will be returned to the shareholders. The George is Asset Locked which mean the maximum
shareholders can expect to receive is their original investment.
In making its grant award the National Lottery Heritage Fund has stated that they require a charge on the
property to allow them to “… have a say in the use of the property in a manner sympathetic to the heritage
objectives of the project… “. This means that we would risk having to repay all or part of the Heritage Grant
or lose ownership of the pub if we attempted to change the use of the property to one incompatible with
those objectives.

7.6 Loss of Key Staff
As set out in section 4.4.1, the Pub Manager will be key to the success of The George. To mitigate the short
or medium-term loss of this position, recruitment will be thorough, including using the services of outside
industry help. To help cover periods between appointments the Society will have at least two trained
volunteers in Pub Licensing, Beer and cellar management and Marketing for pubs. In addition, the
advantages of a community pub include access to willing volunteers and although the Business Plan does not
include unpaid operational roles, this option would be, to some extent, available.

7.7 Demand for Share Withdrawal
The Society may experience an unpredicted demand from Members to withdraw their shares. In that event
the Management Committee would take a view as to how the Society could meet such a demand but if it was
not able to do so then it would refuse withdrawal requests, so this risk is controllable.

7.8 Shareholder Interest Payments
The Society’s financial projections demonstrate that the interest payable on shares could reach 5%. However,
if the Society’s income is insufficient to fund interest payment at this level, then payment will be reduced to a
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level which is affordable, so this risk is also controllable.

7.9 Unforeseen conditions within the existing building fabric.
During restoration unforeseen condition within the existing building fabric may be exposed resulting in
conservation/ repairs works exceeding the available budget. Areas identified are the timber frame, repairs to
building street frontage elevation, chimney repairs and existing plaster work.
The risk is minimised as a result of a detailed condition survey carried out and input to a Conservation Plan,
prepared during RIBA Stage 3. Nevertheless a budget allowance has been included for any additional
comprehensive surveys/opening up works required during RIBA 4, and a contingency of 10% been allowed.
Specific allowances have been made within the Capital Cost Plan including: Timber Frame; £30K;
Front Entrance Repairs; £15K: Plaster Repairs; £6K: Chimney Repair: £7.5K

7.10 Pandemic during restoration
A continuing Pandemic could cause disruption during restoration relating to availability of sub-contracting
staff, unforeseen and immediate shut down of works, change in government policy leading to working
practices, changes and reduction in productivity rates, prolongation to programme, significantly increased
lead in on utilities, building materials shortages. Mitigation will include a detailed review of form of contract
and specific clauses relating to force majeure and pandemics with regard to contractual liabilities. A
proposed mitigation of risk will form part of Invitation to Tender evaluation under risk management with a
proposed weighting of 5% of total scores available. There will be a review of contractor’s procurement
schedule and suppliers to establish materials/building elements at risk of long lead in times and seek to
promote early purchase/orders. Contractors will be audited to ensure compliance with latest construction
council guidance on all H & S/house-keeping policy and procedure relating to Covid.

7.11 Pandemic during pub operations
Due to government restrictions the pub could be forced to close on a temporary basis. In this scenario it is
assumed that we would operate perhaps a pizza takeaway service as set out in Section 5.5.2 which should
achieve at least break-even. As this is a community pub, there will also be a willing army of volunteers to
cover staffing shortfalls and help maintain the pub – as has been shown for other community pubs in the last
two years.

8 Useful Links
Our website www.wmgeorge.co.uk contains lots of useful information and links, including the Rules
governing the Society.
The Plunkett document ‘A Better Form of Business’ explains the principles of community ownership:
www.plunkett.co.uk/better-business-reports
Community Benefit Societies are regulated by the FCA
CAMRA is working to protect pubs from closure: www.camra.org.uk
Pub is the Hub helps pubs to diversify: www.pubisthehub.org.uk
For information about community shares go to www.communityshares.org
The Community Shares Standard Mark is awarded by the Community Shares Unit to offers that meet national
standards of good practice. For more information about Community Shares go to
www.communityshares.org.uk
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Appendix 2. Management Committee Members
The current Committee members are shown below. None of them have any declared conflict of interest with
the objectives of the Society:
Mike Cooper - Mike is a retired qualified accountant with experience of large and small enterprises. He
worked for a major international firm of accounts for 17 years and then was finance director for two
prominent local companies. Mike has been Treasurer of St Elizabeth Hospice and currently sits on the
Finance & Employment Committee at Suffolk New College. Mike is the Society’s Company Secretary and
Finance Officer.
Steve Elliott – Steve has had a career in a large utility company in technical roles. His background is broad
and includes working in multi-disciplinary teams to deliver large-scale projects – with much of his work in a
formal project management environment. Steve is the Society’s Compliance Officer.
Sue Hering – Sue is an experienced office administrator and bookkeeper and has worked independently for a
number of clients in Suffolk. She has run a busy accounts office, payroll for up to 75 personnel and accounts
preparation. Sue is the Society’s Treasurer.
George Hering – George is a business owner and consultant with expertise in marketing and brand
development. He is currently involved in the community as a Trustee of the Wickham Market Partnership
and as a Director of Inspirations CIC, a community led shop.
Robin Nielsen – Robin is a heritage consultant experienced in the project management of large constructionrelated archaeological and historic buildings projects. He is a member of the Chartered Institute for
Archaeologists and is responsible for coordinating the Society’s grant applications and addressing heritage
issues. Robin is Vice Chair of the Society.
Colin Owens – Colin has many years’ experience in General Management, Change Management and Project
Management of multinational, multidisciplined teams. Community engagement includes successful funding
and project management of the construction of Wickham Market Youth Football Club Pavilion: Founding
Director of Suffolk Libraries IPS: Founding Director of Inspirations CIC (community shop); Member of the
community group that established the community/commercial partnership for purchase and operations of
Lehmann House (a health, care and wellbeing centre) and Founding Chairman of Wickham Market Town
Team.
Tony Stroker – Tony is a retired teacher who has written prolifically and seen some of his work performed on
the professional stage. He has a deep interest in music and the performing arts and is hoping to encourage
and support a wide range of cultural activities in the pub, as well as editing a new book telling the story of
The George and its place in Wickham Market’s history.
.
Bill Wolff-Evans – Bill is a local business owner with experience in brand management, marketing, design,
communications, hospitality and food. He managed Manchester United’s brand for 10 years and ran his own
graphic design agency for 15 years. Bill is the Society’s Chair.
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