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1. EXECUTIVE SUMMARY 

 
Following the closure of the Post Office in 2008, Stokeinteignhead Village shop was reopened in 

August 2009 as a Community Shop run by volunteers with a Management Committee drawn from 

the village. 

 

£37K was raised from a mixture of £5 shares, non-repayable ‘loans’ of £45-£100 from shareholders, 

grants, and a commercial loan. 

 

It has traded successfully for nearly 5 years in the face of competition from supermarkets and on-

line ordering & deliveries, opening every day of the year except for Christmas Day. 

 

Its achievements were recognised by the Devon County Agricultural Association in 2011 when it 

was presented with the Prince of Wales Award of Honour at the Devon County Show. 

 

The shop’s value to the community has proven to be significantly more than its economic value: it 

increases residents’ sense of safety and well-being by enabling and encouraging better 

communication links between members of the community; it provides a hub for practical help and 

support; it enables the sharing of produce, products, knowledge and resources; it is a meeting point 

for young parents and older residents alike; it provides work experience and volunteering 

opportunities; it helps promote other village activities and events. 

 

Our mission is to continue to provide accessible, affordable, good quality products to 

the rural communities of Stokeinteignhead, Combeinteignhead, Gabwell, Rocombe, 

Netherton and Maidencombe. 

 
Five years on, the grants have been expended, the commercial loan has been repaid and the Village 

Shop is poised for its second cycle of investment and growth. 

 

It now requires further financial support and engagement from the community it serves, in order to 

continue in its mission. 

 

The action needed from all members of the community is outlined in the 

 ‘CALL TO ACTION’ section at the end of this report. 

 

 

 

2. BACKGROUND 

 
Following the closure of the Post Office in 2008, Stokeinteignhead Village shop was reopened in 

August 2009 as a Community Shop run by volunteers with a Management Committee drawn from 

the village.  

 

A Co-operative (Industrial Provident Society) was formed, and a five-year lease was taken on the 

existing premises. 

 

A mixture of £5 shares, £45-£100 non-repayable ‘loans’ from shareholders, grants, a rent holiday 

and a commercial loan was used to fund the refurbishment, shop-fittings and working capital. 

 

Equipment includes various chillers and freezers, a modern EPOS till system providing valuable 

sales and margin data, a debit/credit card payment facility and a CCTV & alarm system for security. 

 

The community rescue has been an undoubted success, with the range of products sold increasing 

and the granting of alcohol and Small Lotteries Licences.  



Stokeinteignhead Community Shop Business Plan 2020                                                                                 Page 4 of 13 

 

A good proportion of goods including bread, meats, fresh produce, eggs and fish are locally sourced. 

Newspapers are sold every day except for Christmas Day, and a major wholesaler delivers dry and 

frozen goods weekly. 

 

The shop has won great acclaim within the community including winning the Devon County 

Agricultural Association Prince of Wales Award of Honour in 2011.                                                                                                            

 

The shop employs a manager (30 hours per week) who provides full training for the team of 37 

regular volunteers. The aim is for there always to be 2 people in the shop. A rota of volunteers is 

coordinated by one of the Management Committee members. This (currently) enables the shop to 

open from 8.30am-5.30pm Monday to Friday and half days on Saturday and Sunday. 

 

The shop provides customers and volunteers with the opportunity of meeting new people and getting 

to know about the local community. It is so much more than a convenience store, providing a focal 

point of contact in the centre of the village and making a significant contribution to community life. 

 

Having achieved its original objectives, as the Village Shop approaches its 5th anniversary the 

Management Committee has undertaken a review of the business in order to build upon its initial 

success and to take it forward for a further 5 years. 

 

The recommendations of the Committee are contained within this 5-year Plan, which will need the 

full support of the Members and the wider community to ensure its successful implementation. 

 

 

 

3. TRADING HISTORY 

 

a.  Set-up costs 

 

Initial investment £K 

Refurbishment 4 

Shop fittings / CCTV 8 

Stock 6 

EPOS system 4 

Bank & cash 10 

Working capital 5 

TOTAL 37 

 

   

b. Funding 

 

Source Initial (£) Current Status 

£5 Shares 1,230 Now £1,580 

Members’ ‘loans’ 5,835  

Co-op loan 11,000 Fully repaid 

Lottery grant 6,500 Fully expended 

Plunkett grant 11,000 Fully expended 

Other grants 1,750 Fully expended 

Retained profits nil Now £1,265 

TOTAL 37,315  

Rent holiday 6,420 First year only 
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The Co-op loan was a buffer to de-risk the venture and has now been repaid.  

Shares continue to be sold, primarily to engage the community in its shop, but also providing 

welcome funding. There are currently 332 shareholders. 

‘Loans’ from shareholders from 2009 are non-refundable. 

Two grants of £250 have recently been awarded by the local Council. 

The rent holiday benefitted the 2009 & 2010 Accounts. 

 

 

c.  Sales 

 

  

2010 

 

2011 

 

2012 

 

2013 

2014 
(budget) 

Net Sales 98,376 117,722 125,675 118,804 119,093 

Transactions 39,955 46,639 42,304 41,853 41,853 

Av gross spend £2.56 £2.81 £3.14 £2.97 £2.97 

 
Double-digit sales growth was recorded year-on-year from 2009 to 2012; then a return to 2011 

levels was seen in 2013. The reasons for this are unclear, but an analysis of sales mix shows a 

fall in cigarette sales which may also have reduced footfall. Online shopping from 

supermarket home deliveries is another possible factor. 

Nevertheless the shop performs strongly for its sector, given its small catchment area. 

 

 

d. Accounts 

 

P & L Accounts 2010 2011 2012 2013 

Gross Profit 21,743 26,302 27,920 26,915 

GP % 21.3 21.1 21.6 21.3 

Wages 11,698 11,924 12,456 12,931 

Rent 3,210 6,420 6,420 6,420 

Other overheads 7,007 8,028 8,020 7,009 

     

Profit (loss) (172) (70) 1,024 555 

 
The shop aims to break even after retaining funds for replacement assets. 

Whilst sales have far outstripped original projections, the actual sales mix has engineered a 

lower Gross Profit % than envisaged – although this is still a good margin when benchmarked 

against other community convenience shops. 

 

Ideally we would like to see additional sales and gross profit to retain more net profit for 

reinvestment. 

 

 

Balance Sheets (£K) 2010 2011 2012 2013 

Fixed Assets  9  7  5  2 

Bank & Cash  12  6  3  2 

Stock  6  7  8  8 

Other current assets  1  1  1  1 

Liabilities  (21)  (14)  (9)  (5) 

Shareholder loans  (6)  (6)  (6)  (6) 

NET ASSETS  1  1  2  2 

     

Represented by:     

Share capital  1  1  1  1 
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Reserves    1  1 

RESERVES  1  1  2  2 

 
As the Shop approaches its 5th birthday, the fixed assets become fully written-off in the 

Financial Accounts. 

 

The bank balance has gradually depleted as the Co-op loan has been repaid. 

 

It can be seen that funding for the next 5 year cycle needs to be put in place, since there are 

insufficient retained reserves from profits to replace fittings and equipment when they 

inevitably wear out during the next cycle. 

 

 

 

 

4. OBJECTIVES  

 

a. Ethos 
It is vital that the management and operation of the Village Shop continues to be underpinned by 

a strong sense of community and team spirit. 

 

 

b. Premises 
Our current lease expires in July 2014, so we need to secure premises for the next 5-year 

business cycle. 

 

 

c. Fittings & equipment 
Whilst we possess working assets that will have been fully written-off in the Financial 

Accounts, they will all need renewing during the course of the next 5 years. 

  

At the same time the Committee will take the opportunity to review the suitability of the existing 

equipment and consider additions and enhancements where beneficial. 

 

 

d. Services 
Turnover growth is required so that the business can become self-funding in future. Opening 

hours will be extended to serve those in the community who cannot access it at present. 

 

 

e. Management Committee 
In addition to jointly overseeing the safe and efficient running of the Shop, Committee Members 

are needed to contribute to one or more aspects of the management of the Shop, including: 

 

- Volunteer coordination / HR / training 

- Marketing 

- Social media & community engagement 

- Secretarial 

- Fund-raising 

- Bookkeeping 

- Management & Accounting & Financial Reporting 

- Health & Safety 

- Maintenance 
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5. FIVE-YEAR PLAN 

 

a. Premises 
Our current lease expires in July 2014, so we need to either: 

-  renew the lease 

-  or raise significant funds to purchase the premises 

-  or find and fund new premises. 

 

The landlord has offered to renew the existing lease for a further 5 years at the same fixed rent 

of £535 pcm. The Committee also carefully considered either purchasing the existing shop or its 

relocation within the village, including alternatives such as a ‘log cabin’ style of premises. 

 

On balance the Committee decided to renew the lease on its current terms, whilst remaining alert 

to other opportunities should funding become available for a more ambitious development in 

future. 

 

 

b. Fittings & equipment 
A review of the shop layout has taken place, and a new counter is proposed. This would make 

better use of the space underneath and behind the existing counter, creating a better wine & 

medicines display, more customer floor space and a better working area for the manager and 

volunteers.  

 

Impulse sales are expected to increase as a result. 

 

In addition, shelving and chillers will be adjusted to maximise display areas, and full 

redecoration will take place.  Please see Appendix 1. 

 

Estimated cost £2,500 

 

Electricity and equipment repairs are a significant cost to the business due to the hot 

environment. An air conditioning unit would provide a better working environment for staff and 

equipment, as well as reducing wastage of fresh produce & bread. 

Estimated cost £2,500 

 

It is very likely that all of our electrical equipment will need renewing and/or enhancing during 

the course of the next 5 years. The Committee has estimated that a sum of £6,000 will be 

needed: 

- Freezer     £1,000 

- Drinks chiller   £1,000 

- Ice cream freezer   £   300 

- Open fronted display chiller  £2,500 

- Under-counter fridge  £   300 

- Under-counter freezer  £   400 

- Provision for enhancements £   500 

 

It is also estimated that a sum of £6,000 will be needed for replacement of: 

- EPOS system / laptop  £4,500 

- CCTV / alarm   £1,500 

 

The maximum total investment required is £17,000 

 

Clearly much of this will only be required if/when the equipment actually fails, but the 

Committee recognises the need to fund this into the future, rather than to be reactive. 
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c. Services 
In order to serve the village and surrounding area as a community ‘convenience’ store, the 

Committee seek the resources to extend opening hours to serve those in the community who 

cannot access it at present because they are out at work. This would mean opening from (say) 

8am to 7pm, and require additional payroll cost (see below) – since we already have difficulty in 

covering enough shifts with volunteers. 

 

A full review is currently under way of the product range, shelf-space, stock turnover, pricing 

and margins using the history in the EPOS system. This will ensure that we maximise the use of 

shelf-space to offer the best range of products we can. The manager continues to negotiate 

directly with suppliers and keeps them under constant review. She also plans to glean market 

intelligence from our main wholesaler and similar community shops. 

 

 

d. Staffing 
Extended opening hours would require the recruitment of a paid assistant for 16 hours a week to 

take responsibility for the shop into the evenings in particular; this also strengthens cover for 

holidays. 

The estimated cost of this would be £6,000 per annum, so we need to generate £30,000 of extra 

sales a year from the longer opening times (a 25% increase). 

 

In the meantime it would be prudent to raise funding for this for a trial period of 6 months 

(£3,000). 

 

The appointment of a Volunteer Coordinator as a Committee role has been very successful, 

taking some operational pressure off the Manager. This should be continued. 

 

The proposed extension of opening hours will require additional volunteers. 

 

 

e. Marketing & community engagement 
The key to success is to sell goods that customers in the community want to buy, at the times 

when they want to shop. 

 

A recent visit from a Marketing Consultant confirmed some of the actions the Committee will 

be considering as part of a Marketing Plan: 

 

- Seeking current insight regarding low-volume ‘convenience’ stores from e.g. Plunkett & 

P&H/Bookers ‘experts’ 

- Conduct a full survey of villagers 

- Extend opening hours to approach those of other ‘convenience’ stores. 

- Better outside signage / window displays / merchandising 

- Build on local product ranges and publicise them. Group crafts in small window display. 

- Focus on the needs of walkers’/visitors’ (Easter-Sept) 

- Email on-line pre-ordering to try and address competition from supermarket deliveries. 

- Consider hot pasties/quality coffee-to-go 

- Embed the Shop into the ‘on-line community’ by seeking a committee member capable 

of maintaining website, social media, & even a customer email database up to date. 

- Funding of £1,000 should be provided for signage/lighting and a website. 

 

 

f. Working capital requirements 
 The repayment of the Co-op loan had left the bank balance depleted to such an extent that 

temporary repayable loans had to be made by two Committee Members.  
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 Whilst the absence of commercial loan repayments every month will slowly redress this 

situation, we do currently require £2,000 of permanent working capital to absorb monthly and 

seasonal cash flow fluctuations. 

 

 

 

g. Funding 
 Two members of the Committee have investigated possible sources of funding: 

-  A new share issue: however this was felt to contravene the one share-per-person rule 

embodied in our philosophy & constitution.  

-  Charitable status (Gift Aid): this has been investigated and found to be cumbersome 

and expensive to set up and administer. 

-  Parish Precept: this is being investigated. 

-  Grants: applications are made as the opportunities arise, but until one of them actually 

comes to fruition we have to seek alternatives. 

-  Friends of the Village Shop scheme: being considered. 

-  Commercial loan: the shop does not generate sufficient profits at present to support 

loan repayments. 

-  Further ‘loans’ from members of the community: see ‘Call to Action’ below 

 

Funds required to assure the place of the Village Shop in the community are: 

 

Immediate: Working capital £2,000 

 6 months trial of extended hours £3,000 

 Counter alterations & redecoration £2,500 

 Air conditioning £2,500 

  £10,000 
 

Imminent: Marketing (signage, lighting, web) £1,000 

 Equipment replacement (say) £3,000 

  £4,000 
 

Years 2-5: Equipment replacement £3,000 

 EPOS/CCTV/Alarm replacement £6,000 

   £9,000 
 

            £23,000 
 

 

This represents a similar level of investment to that initially made in 2009 (excluding the 

commercial loan). 

 

 

 

 

 

7. CALL TO ACTION 

 

a. Community Financial support 
Those community-minded residents who have bought a £5 share have enjoyed the benefits of 

having a shop in their village for just £1 a year for the last 5 years! For the 89 residents who 

donated up to £100 to the cause, it still represented an absolute bargain at £20 per year (38p per 

week!). 

 

We now need to raise further funds from the community to fund the next 5 years - £14,000 of 

that is needed in the near future with a potential extra £9,000 further down the line. 
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We could raise the first £14,000 needed for the near future if: 

- all 332 shareholders donated £42 (equivalent to 16p per week) 

- 140 shareholders donated £100 (equivalent to 38p per week) 

 

Alternatively £14,000 could be generated if we put up prices in the Shop (where we are 

permitted to) by about 20%, but that would contravene our aim to offer affordability to the 

community. It would also mean that we wouldn’t have the funding at the start of this 5-year 

cycle, which is when we need it. 

 

 

b. Community involvement 
The Community Shop cannot function without the volunteers to keep it open! 

  

 If you have never volunteered, or have stopped volunteering please seriously consider whether 

you want a shop in your village or not. 

  

 Apathy is our greatest enemy – please do your bit! 

 

 

c. Use your Village Shop regularly instead of supermarkets! 
Food margins are low, so we have to sell a lot to cover our costs – so if you don’t use your shop 

you will lose it! 

- Do you currently use the shop regularly? If not, please do so! 

- Are you just a ‘newspaper’ or ‘bread & milk’ shopper? If so, please resolve to buy at 

least 5 items regularly. You will be pleasantly surprised at our wide range of local foods 

and at how competitive our prices are! 

 

 

d. Social media expertise 
We need someone to join the Management Committee to specialise in maintaining a website, 

Facebook page etc on a very timely basis. 

 

 

e. Marketing expertise 
We currently lack someone with the ability to publicise & promote the Shop, keep abreast of our 

price competitiveness with supermarkets, new product awareness, look for sponsors or partners 

etc. 

 

f. Bookkeeping 
Three Committee members currently share responsibility for Book keeping, Payroll, VAT, 

PAYE, Management Accounting and Financial Accounting. 

If you have any of these skills (or an aptitude to learn any of them), we would be delighted to 

hear from you. 

 

 

g. Management Committee 
There is always room for one more on the Committee!  

 

We normally meet in the Church House Inn every 6 weeks or so. Please consider giving your 

time. 
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APPENDIX 2 

 

FINANCIAL PROJECTIONS 2015-2020 
 

P & L Accounts 2015 2016 2017 2018 2019 

Net sales 145,000 165,000 170,000 170,000 170,000 

% growth 21% 14% 3%   

Gross Profit 31,175 35,475 36,550 36,550 36,550 

GP % 21.5% 21.5% 21.5% 21.5% 21.5% 

      

Wages 18,000 18,000 18,000 18,000 18,000 

Rent 6,420 6,420 6,420 6,420 6,420 

Other overheads 8,000 8,000 8,000 8,000 8,000 

      

Profit (1,245) 3,055 4,130 4,130 4,130 

 

 Assumptions: 
- All figures are in today’s £ (i.e. they exclude inflation) 

- Extended opening hours are introduced by the end of 2014 

- This generates an increase in sales in 2015 continuing into 2016, before 

settling at a level that will fund future reinvestment. 
- Additional payroll cost of £6K pa 

- Rent fixed for 5 years 

- Other overheads maintained in real terms  

 

 

IF WE DO NOTHING 

 

P & L Accounts 2015 2016 2017 2018 2019 

Net sales 120,000 114,000 108,300 102,885 97,741 

% growth 0% -5% -5% -5% -5% 

Gross Profit 25,800 23,940 22,743 21,606 20,526 

GP % 21.5% 21.0% 21.0% 21.0% 21.0% 

      

Wages 12,000 12,000 12,000 12,000 12,000 

Rent 6,420 6,420 6,420 6,420 6,420 

Other overheads 7,500 8,500 8,500 8,500 8,500 

      

Profit (loss) (120) (2,980) (4,177) (5,314) (6,394) 

 

Assumptions: 

- The same opening hours 

- No reinvestment 

- Sales decline (equipment unreliability reducing stock availability and 

customer confidence) 

- Increase in wastage, reducing GP by 0.5% 

- Payroll costs and rent unaltered 

- Equipment repairs increase overheads by £1,000 pa 

- Villagers lose interest in the project, which quickly becomes loss-

making. 


