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INTRODUCING OUR SCHEME

This is the business case which we think strongly supports our plans, on behalf of the  
community of Elmswell, to refurbish, extend and operate the Elmswell Tavern pub in the 
middle of the village as a community venture working closely with the Elmswell Community Land 
Trust in providing, on the same site, affordable housing under local management and control.

SOME BROAD CONTEXT

Elmswell is the largest village in Mid-Suffolk, itself becoming one of the fastest-growing  
areas of the country. In the Babergh and Mid Suffolk Joint Local Plan, Elmswell is a  
designated ‘Core Village’ and ‘Key Service Centre’.  Situated on A14 and with good rail  
connections mid-way between Cambridge and Felixstowe, the village is an attractive option 
for developers and must accept a 48% uplift in housing stock over the 10-year period from 
2015.   The Elmswell Newsletter is currently delivered to 2,019 households each month,  
increasing with each edition.

The community has punched above its weight from the days some 20 years ago when it 
had a small and aged village hall and no playing field.  The combined efforts of the Parish  
Council, the Amenities Association, the Blackbourne and Wesley Management Association 
and, latterly, Elmswell Community Enterprise together with Elmswell Community Land Trust 
have produced extensive social and sports facilities: 11 acres at Blackbourne, playing fields 
at Grove Lane and, most recently, the Wesley community facilities contiguous with the  
Tavern site.  The physical synergy between the Tavern and Wesley sites, coupled with the 
stated aim of developing affordable housing and facilities at the rear of the extensive Tavern 
plot, encourages the proposed Tavern pub development as part of a genuine community 
hub effort at the physical heart of the village. This proposal has benefits well beyond ‘just a pub’.

SOME HISTORY

There has been a public house on our site [Land Reg. Title No. SK122891] at School Road, 
Elmswell since at least 1844 when Elmswell’s archive has George Randall Baker, ‘beer seller’, 
as the landlord together with his wife, Eleanor and their 10 children.

Elmswell, as a robust agricultural working village had some 11 beer houses and public  
houses similarly recorded serving, in earlier days, the need for small beer brewed in-house 
and offering a safe alternative to the poor drinking water.  In living memory there were  
The Crown, near the railway crossing, which gave its name to Crown Mill, and the Red Lion 
on Station Road, opposite the Mace shop, which, with ‘a small brewer attached’, was sold by 
the Lord of the Manor in 1848 and later, in the 1920’s,  became a garage and petrol station, 
now a private house.

For the last 50 years or so, there have been just 2 pubs in Elmswell, the Fox, which currently 
thrives largely as a Thai restaurant, and the Railway Tavern.

The anomaly of the names, the Fox sits right next to the railway station whilst the Railway 
is in the centre of the village well away from the train line, is explained by the fact that a  
narrow-gauge railway ran down Rose Lane, adjacent to the Railway Tavern site, to bring 
bricks the I mile from the Woolpit Brick & Tile Co. to the railway proper for onward  
carriage nationwide.  The tracks, laid in 1900, are still visible and feature in the 1904 OS map.  
However, the venture was short lived as steam lorries came into their own, offering delivery 
direct to customers’ premises.
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COMMUNITY INVOLVEMENT

In January 2019, Greene King, the then owners, secured planning  consent for the erection 
of 8 dwellings on the extensive site [MSDC Ref. DC/18/02259].  It was subsequently put on 
the market and Elmswell Parish Council, having succeeded in registering the building as 
an Asset of Community Value, purchased the whole site in March 2020 on behalf of the 
community, including the pub as a going concern, for £805,000.00, having secured a loan 
from the Public Works Loan Board following the clear demonstration of public support as 
required by the Board.

A group of 9 residents offering a range of appropriate skills and experience came forward 
to form Elmswell Community Enterprise Limited, subsequently registered with the FCA in 
March 2021, No. 8589.

Parallel with this initiative, Elmswell Community Land Trust [ECLT] has been formed to  
develop the area of the site on which the earlier planning  permission for dwellings was 
secured.  This will become community-owned and controlled affordable homes.   ECE & 
ECLT are in the early stages of discussion towards the possibility of mutual benefits such as 
a ground source heat pump system feeding a community heating scheme to both holdings.

PERSONNEL

The team which has volunteered to take the scheme forward comprises 2 licensed trade 
professionals with considerable local and national hands-on experience of the industry,  
3 individuals currently running small businesses in the community and each with relevant 
training and skills including design, accountancy and team management, a recently retired 
local solicitor who founded and ran his own practice for many years, a retired entrepreneur 
and international business executive, a retired Quantity Surveyor with wide experience 
across building and construction trades, and a retired Head of a Local Authority  
free-standing traded service. They have, in a very short time, established an efficient and 
effective working group as the ‘Designated Members’ of Elmswell Community Enterprise, 
in place until the first AGM.

OWNERSHIP & MANAGEMENT FRAMEWORK
  
It is intended that the Elmswell Parish Council [EPC] will 
lease the pub premises on a fully repairing and insuring 
99 year lease to Elmswell Community Enterprise Limited 
and will charge a reviewable fair-market rent set, for 
the purposes of this exercise, at the starting level of 
£8,000 and £12,000 pounds,  dependent upon the level 
of development achievable.  ECE will raise the funding 
and manage the refurbishment of the premises.  ECE 
will appoint a management team with a brief to follow 
the community’s stated aspirations with regard to the 
shape and style of the service the Tavern will offer.
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THE TRANSITION

The landlord who was in post when the Tavern was acquired as a going concern agreed 
to hold off his intended retirement until the community was in a position to take over.  
Meanwhile, the premises have, both inside and out, undergone a thorough clean-up and 
revamp through the benefit of 1,000+ hours of community volunteer input.  It is currently 
managed by ECE working with the Parish Council as a team headed by an experienced pub 
trade professional and applying the management style and objectives which inform the 
long-term community aspirations.  This will be the case for the several months until vacant 
premises is required for building works to begin.  The anticipated 9 -12 months of closure 
will see ECE advertising for expressions of interest in the management of an entirely fresh 
venture having had the benefit of this hands-on experience. Meanwhile, Elmswell Council 
is liable for all profit and loss and ECE is currently dormant.

ECE is a Plunkett Foundation member and a Community Benefit Society, registered with 
the Financial Conduct Authority [Reg. No. 8589].  It continues to benefit from support and 
guidance from the ‘More Than a Pub’ programme.

THE DESIGN BRIEF FOR THE ELMSWELL TAVERN

The village of Elmswell, through EPC, also owns the former Victorian Wesley chapel building 
immediately adjacent to the Tavern site.  This was acquired for the community in 2018 and  
restored to a 21st century version of its former glory, including a new-build coffee shop which 
has fulfilled the aim of providing a community social hub at the physical heart of the village.  
The architect who designed and oversaw this project was successful in bidding for the Tavern  
scheme and has worked with ECE to produce a design brief which has already had a very  
favourable reception in a pre-application discussion with Mid Suffolk District Council.

THE TAVERN / WESLEY SYNERGY + ‘AFFORDABLES’
- INTEGRATION AS A COMMUNITY HUB

Wesley is an ideal venue for small receptions, weddings and social gathering.  Catering 
facilities do not extend beyond the excellent coffee shop.  Working together, EPC & ECE 
hope to be able to effectively offer complementary provision between the 2 sites, literally 
20 paces apart, to their mutual benefit, offering considerable gain in many important  
practical aspects, such as car parking.  

Although very clearly a pub, the Elmswell Tavern proposal is predicated upon the well- 
established concept within the village of complimentary facilities working together to  
cover as many needs as possible towards fulfilling the crucial social cohesion which was in 
danger of being lost as the community mushrooms well beyond the traditional parish footprint. 

The aspiration for community-led affordable housing on the Tavern land further binds the 
project into a community envelope.

A commonality of personnel across the management of Blackbourne, Wesley, Elmswell 
Community Land trust, and now the Tavern, allows for cohesion and co-ordination towards 
a robust, all-inclusive, community goal. 
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FINANCE
FINANCE - 2 TARGET LEVELS

 
The site is secured.  Refurbishment / new-build costings have been carried 
out by the 3 team members with appropriate qualifications and experience 
and are based on the design brief which has been envisaged at 2 levels.   
	

•	 The ‘Optimum’ scheme delivers the full package at £980,000  

•	 A ‘Modest’ package is costed-out at £470,000

FINANCE - FINDING THE MONEY

A Share Prospectus offers individuals and others the chance to invest in a 
well-tried model, a community pub responsive to the needs and aspirations  
of its shareholders who will have a firm local commitment.  EPC has reserves  
accrued with community development in mind from the Community  
Infrastructure Levy (CIL) / s106 funding required of the local developers who 
are in process of adding some 48% uplift to the housing stock of the village  
over a 10-year period.  EPC has also demonstrated willingness to draw upon 
the Government’s Public Works Loan Board further, if necessary, in order 
that the community can grow healthily and harmoniously in the face of the  
current onslaught of housing development.   There are external funding 
sources available such as the Co-op Community Shares Booster Programme 
offering other options.
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FINANCE - PROJECTIONS

The detailed figures included here and in the Share Prospectus are based on hard-nosed, 
up-to-the-minute, real life trading records as provided by the 2 pub professionals on the 
team.  The overview takes account of the community’s understanding that the bottom line 
may not be set at a commercial maximum and that an element of ‘community premium’ 
must be allowed against the purely profit-driven pubco norm.  

Monthly first year figures - An informed professional approach has been taken towards  
producing projections for both the ‘Optimum’ and ‘Modest’ scenarios.

Relevant factors include:

•	 The assumption of a broadly 70:30 split reflects the industry norm for our region. 

•	 A margin of 60% gp is set for drinks, recognising the prevailing market, the expected 
demand for cask ales and acknowledging relevant local pricing

•	 The ‘middle-of-the-road’ (“not a gastro pub”) food which is strongly indicated as the 
community preference suggests a gp of 65% across the range of differing returns from, say, 
carvery to sandwiches

•	 Equal apportionment of certain admin. costs - communication etc in 12 equal tranches

•	 Certain apportionments following turnover - utilities, wages (although an element of 
wages – Manager / Chef will be salaried)

•	 Maintenance included as prudent despite new kit under warranty etc.

•	 Entertainment deliberately costed as a year-round expense so as to maintain the pattern 
as an established venue

•	 Extra uniform costs in December to cover temporary staff personalised tops etc

Quarterly projections - For the sake of the exercise, a May opening is posited and the split 
follows accepted industry trends.

Two different scenarios - The response to the Share Issue is key as a bellwether in terms 
of the potential available funding.  Parish Council reserves remain as a reliable top-up as 
necessary once other grant / match-share funding sources have been sought.  The material 
difference is one of the built footprint which dictates the scale of the enterprise.  At £470k 
build cost the ‘modest’ package anticipates an income of £349,200 against the ‘optimum’  
realisation of the full concept with an anticipated yield of £582,000. This is further refected 
in the differing rates of rent due in either case. A successful venture will remain open to 
financial input from future share issues for specific purpose. 

FINANCE – SELLING THE SHARES

The community is well prepared for the imminent Share Issue.  The monthly  Elmswell 
Newsletter (EAA@elmswell.org.uk) played a key  role in  publicising, encouraging and  
ensuring the necessary public support for the purchase of the freehold as a going concern.  
It has since delivered regular progress reports, including a 4pp pull-out, ‘What’s happening 
& How Can You Help’ which yielded the 1,000hrs+ of volunteer efforts to tidy the site and 
premises.  This will be the distribution medium for the Prospectus.  Meanwhile a Facebook 
and on-line presence has been successfully established and will ensure a wide  
demographic reach.  At all stages it will be made clear that a secondary Share Issue might 
be launched to build upon the initial outcome.



8

FINANCE – THE TAX INCENTIVE

Proper emphasis will be laid on the EIS tax incentive offering 30% relief to  
investors who are taxpayers,  including the option to spread this over more than one tax 
year if the amount of tax paid is less than the amount for which eligibility is earned.

FINANCE – EXIT STRATEGY

EPC stands ready with bridging finance held as potential CIL (see above 
where CIL is defined) expenditures for a basic refurbishment to ‘Modest’ 
specification.  Meanwhile the site is an appreciated and appreciating asset in the  
febrile and ever-upward property market at the heart of East Anglia, a developers’ honey-pot.  
In the very unlikely event of a failure to achieve the minimum share issue of £100k, there 
would be full reimbursement of any loans and grants, with remaining funds distributed pro-
rata to Shareholders and the Company wound up.

FINANCE – THE RISKS

Four headline risks to the venture are identified and addressed:

•	 Covid or a similar pandemic event could recur; The management team includes 
principals of the Parish Council and the voluntary bodies which successfully managed 
the community enterprises at Blackbourne and at Wesley throughout the recent 
turmoil.  Assuming a similar level of government support they feel confident that the 
cushion afforded by the link with Elmswell Parish Council and other village community 
organisations  would allow the enterprise to survive.

•	 Recession – the impending and inevitable drop in disposable income: There has been 
a policy decision to stay at the lower end of the price range under the current Tavern 
management regime.  This is one of the factors which encourages the statistic of 30% 
new customers currently being logged each trading month.   Until the renovation works 
require closure in some 6 – 8 months’ time, this pattern will be maintained as the pub takes 
advantage of low overheads given the basic facilities on offer and under the guidance of 
the members of the management team who have successfully steered Blackbourne and 
Wesley through the past 2 years’ difficulties.

•	 Customer base – rural pubs suffer from declining numbers of potential customers 
as the reliance on a drive-time cohort comes under pressure from  fuel prices and 
environmental considerations; Elmswell is over half-way through a period of expansion 
of households in the village, ie within a 10 minute walk from the Tavern, which will mean 
an uplift of 48% in population once all current Planning consents are built-out.  The 
recent very successful innovation of family days at the Tavern and the number of new 
faces at the regular quiz and music nights suggest that the new neighbours welcome 
what the pub offers.
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•	 Competition – new pubs opening, As identified elsewhere in making the case for the 
share offer, there are numerous well-established pubs within a 10 minute drive time.   
None has the walk-to population enjoyed by the Tavern.  All enjoy a healthy sharing 
of business, but it is not anticipated that casual car travel is due to do anything other 
than decline.  There do not seem to be premises or business plans for another pub in 
Elmswell and there is no feasible way for the Fox, the village’s other pub, to expand.  
Serious warnings of impending closure have come in the past week from the Tostock 
Gardeners Arms and the actual closure of Cotton Trowel & Hammer is current news.  
Both are close enough to expand our customer base. The Tavern is well positioned to 
take up any slack afforded.

BUSINESS
FINANCIAL DETAIL

PROJECTION

ELMSWELL TAVERN

MODEST 
INVESTMENT
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TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
MODEST INVESTMENT - YEAR 1 PROJECTION BY MONTH
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TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
MODEST INVESTMENT - YEAR 2 PROJECTION BY QUARTER

INCOME	 Q1	 Q2	 Q3	 Q4	 YEAR 2

DRINKS SALES	 £57,024	 £48,576	 £54,912	 £50,688	 £211,200

FOOD SALES	 £60,102	 £51,198	 £57,876	 £53,424	 £222,600

MACHINES INCOME	 £3,888	 £3,312	 £3,744	 £3,456	 £14,400

TOTAL INCOME	 £121,014	 £103,086	 £116,532	 £107,568	 £448,200

					   

EXPENSES	 Q1	 Q2	 Q3	 Q4	 YEAR 2

Drinks Purchases	 £22,810	 £19,430	 £21,965	 £20,275	 £84,480

Food Purchases	 £21,036	 £17,919	 £20,257	 £18,698	 £77,910

Communications	 £750	 £750	 £750	 £750	 £3,000

Wages Inc. NI	 £46,170	 £39,330	 £44,460	 £41,040	 £171,000

Business Rates	 £5,000	 £5,000	 £5,000	 £5,000	 £20,000

Rent	 £3,750	 £3,750	 £3,750	 £3,750	 £15,000

Utilities, Gas, Electric, Water 	 £3,677	 £3,133	 £3,541	 £3,269	 £13,620

Advertising	 £1,125	 £1,125	 £1,125	 £1,125	 £4,500

Insurance / Professional	 £2,063	 £2,063	 £2,063	 £2,063	 £8,250

Refuse Collection	 £315	 £315	 £315	 £315	 £1,260

Maintenance Contracts	 £394	 £394	 £394	 £394	 £1,575

Window Cleaning	 £188	 £188	 £188	 £188	 £750

Consumables	 £1,125	 £1,125	 £1,125	 £1,125	 £4,500

Credit Card Charges	 £1,215	 £1,035	 £1,170	 £1,080	 £4,500

Entertainment	 £2,400	 £2,400	 £2,400	 £2,400	 £9,600

Licenses	 £795	 £795	 £795	 £795	 £3,180

Stocktaking	 £488	 £488	 £488	 £488	 £1,950

Repairs and Decoration 	 £1,125	 £1,125	 £1,125	 £1,125	 £4,500

Uniforms / Signage etc.	 £375	 £375	 £375	 £375	 £1,500

Contingency	 £3,000	 £3,000	 £3,000	 £3,000	 £12,000

TOTAL OUTGOINGS	 £117,799	 £103,739	 £114,284	 £107,254	 £443,075

TOTAL INCOME	 £121,014	 £103,086	 £116,532	 £107,568	 £448,200

INCOME LESS EXPENDITURE	 £3,215	 -£653	 £2,248	 £314	 £5,125
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INCOME	 YEAR 1	 YEAR 2	 YEAR 3	 YEAR 4	 YEAR 5

DRINKS SALES	 £235,200	 £211,200	 £295,200	 £316,188	 £341,508

FOOD SALES	 £100,800	 £222,600	 £297,900	 £317,790	 £342,690

MACHINES INCOME	 £13,200	 £14,400	 £15,600	 £16,200	 £16,800

TOTAL INCOME	 £349,200	 £448,200	 £608,700	 £650,178	 £700,998

					   

EXPENSES	 YEAR 1	 YEAR 2	 YEAR 3	 YEAR 4	 YEAR 5

Drinks Purchases	 £67,440	 £84,480	 £118,080	 £126,000	 £135,900

Food Purchases	 £58,590	 £77,910	 £104,265	 £111,000	 £119,880

Communications	 £3,000	 £3,000	 £3,000	 £3,000	 £3,000

Wages Inc. NI	 £132,000	 £171,000	 £228,000	 £243,900	 £261,000

Business Rates	 £19,200	 £20,000	 £20,800	 £22,000	 £23,200

Rent	 £8,000	 £15,000	 £15,000	 £15,000	 £15,000

Utilities, Gas, Electric, Water 	 £12,360	 £13,620	 £14,880	 £16,350	 £17,730

Advertising	 £4,500	 £4,500	 £4,500	 £4,500	 £4,500

Insurance / Professional	 £7,500	 £8,250	 £9,000	 £9,750	 £10,500

Refuse Collection	 £1,148	 £1,260	 £1,388	 £1,463	 £1,575

Maintenance Contracts	 £1,500	 £1,575	 £1,650	 £1,763	 £1,913

Window Cleaning	 £720	 £750	 £795	 £852	 £930

Consumables	 £4,200	 £4,500	 £4,710	 £4,950	 £5,346

Credit Card Charges	 £3,600	 £4,500	 £6,000	 £6,600	 £7,200

Entertainment	 £8,000	 £9,600	 £11,200	 £12,000	 £12,800

Licenses	 £3,000	 £3,180	 £3,340	 £3,500	 £3,750

Stocktaking	 £1,800	 £1,950	 £2,050	 £2,200	 £2,350

Repairs and Decoration 	 £3,000	 £4,500	 £15,000	 £15,000	 £15,000

Uniforms / Signage etc.	 £3,000	 £1,500	 £1,500	 £1,650	 £1,800

Contingency	 £12,000	 £12,000	 £12,000	 £12,000	 £12,000

TOTAL OUTGOINGS	 £354,558	 £443,075	 £577,158	 £613,477	 £655,374

TOTAL INCOME	 £349,200	 £448,200	 £608,700	 £650,178	 £700,998

INCOME LESS EXPENDITURE	 -£5,358	 £5,125	 £31,543	 £36,701	 £45,625

TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
MODEST INVESTMENT - 5 YEAR PROJECTION
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Scenario 2 Modest
£'000

Profit and loss account

Sales 349.2 448.2 608.7 650.2 701.0

Gross profit 223.2 285.8 386.4 413.2 445.2

Expenses
Staff costs 132.0 171.0 228.0 243.9 261.0
Other expenses 96.5 109.7 126.8 132.6 138.6
Total expenses 228.5 280.7 354.8 376.5 399.6

EBITDA (5.4) 5.1 31.5 36.7 45.6
Earnings before interest, tax and depreciation

Interest - - - - - 
Tax - - - - - 
Depreciation 25.8 25.8 25.8 25.8 25.8

Surplus/(deficit) for the period (31.2) (20.7) 5.7 10.9 19.8

Key Performance indicators
Gross profit as % of sales 64% 64% 63% 64% 64%
Staff costs as % of sales 38% 38% 37% 38% 37%

Cash flow statement

Money in
Sales cash in (including VAT) 419.0 537.8 730.4 780.2 841.2
Total money in 419.0 537.8 730.4 780.2 841.2

Money out
Payment of purchases (including VAT) 267.1 326.5 419.0 443.5 473.2
Net pay 112.2 145.4 193.8 207.3 221.9
PAYE/NI/pension 18.2 25.2 33.4 36.4 38.9
VAT 20.5 31.8 47.2 55.1 60.0
Interest - - - - - 

Share buy back - - - - - 

Total money out 418.0 528.8 693.4 742.3 794.1

Cash inflow/(outflow) 1.1 9.0 37.0 38.0 47.1
Cash at bank at start 23.0 24.1 33.1 70.1 108.1
Cash at bank at end 24.1 33.1 70.1 108.1 155.2

YEAR 1         YEAR 2         YEAR 3         YEAR 4         YEAR 5

MODEST 5 YEAR INVESTMENT
PROFIT AND LOSS AND CASH FLOW
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Net assets

 Opening 
net assets 

Fixed assets
Leasehold improvements 435.0 417.6 400.2 382.8 365.4 348.0
Fixtures and fittings 42.0 33.6 25.2 16.8 8.4 - 
Total fixed assets 477.0 451.2 425.4 399.6 373.8 348.0

Working capital
Stock - - - - - - 
Accounts receivable - - - - - - 
Accounts payable - - - - - - 
Interest payable - - - - - - 
VAT - (4.9) (8.3) (13.0) (14.0) (15.3)
PAYE/NI/Pension - (1.6) (2.1) (2.9) (3.0) (3.3)
Net working capital - (6.4) (10.3) (15.8) (17.1) (18.6)

Cash at bank 23.0 24.1 33.1 70.1 108.1 155.2

Net assets 500.0 468.8 448.2 453.9 464.8 484.6
- 

Equity
Profit and loss - (31.2) (51.8) (46.1) (35.2) (15.4)
Other funding 400.0 400.0 400.0 400.0 400.0
Share capital 100.0

400.0
100.0 100.0 100.0 100.0 100.0

Total equity 500.0 468.8 448.2 453.9 464.8 484.6
-            -            -            -             -             -            

Capital sources for the project and the application of such capital 

Capital sources:
Share issue 100.0
Other funding 400.0
Total funds raised 500.0

Application of capital:

Leasehold improvements
Building renovations/improvements 385.0
Fees/ professional costs 50.0

435.0
Fixtures and fittings
Equipment purchases 42.0

Cash introduced 23.0

Start up funds required 500.0

MODEST 5 YEAR INVESTMENT
BALANCE SHEET
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Fixed assets and depreciation				  

	Depreciation is calculated to write off the cost of an asset over the useful economic life as follows:	
	

Leasehold improvements	 25 years	 straight line		

Fixtures and fittings	 5 years	 straight line			 
	

Share capital				  

Elmswell Community Enterprise Limited is a Community Benefit Society.	

The forecasts assume the Society raises finance through the sale of shares	 .

The forecasts assume the Society does not pay any interest to shareholders and all profit will be reinvested.

Accordingly these forecasts include no provision for the payment of any interest.		
			 

The forecasts do not include share withdrawals as these are governed by members’ decisions based on actual 
trading circumstances.					   
				  

Working capital				  

The forecasts assume stock is financed by accounts payable. For simplicity the forecasts exclude both stock and 
accounts payable.	

VAT is payable quarterly in arrears.				  

	PAYE/NI and pension are paid monthly in arrears.		

Sales are immediately converted to cash. A successful venture will remain open to financial input from future 
share issues for specific purposes.					   
				  

Interest rate				  

The forecasts assumes no interest is payable. (See Share capital above)			 
				  

Tax				  

The committee is fully aware that there will be corporation tax liability on profits.  However, the 
unpredictability of the rates prevailing at any time render this figure unpredictable and it is felt that by simply 
posting awareness of tax liabilities the case is secure.				  
		

Share withdrawels				  

No withdrawels are shown in projections but after 3 years’ trading the aim is that a maximum 5% of 
shareholding may be withdrawn.

				  
	

MODEST 5 YEAR INVESTMENT
FINANCIAL SUMMARY - Key assumptions
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TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
OPTIMUM INVESTMENT - YEAR 1 PROJECTION BY MONTH
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 -  - 

INCOME	 Q1	 Q2	 Q3	 Q4	 YEAR 2

DRINKS SALES	 £95,040	 £80,960	 £91,520	 £84,480	 £352,000

FOOD SALES	 £100,170	 £85,330	 £96,460	 £89,040	 £371,000

MACHINES INCOME	 £6,480	 £5,520	 £6,240	 £5,760	 £24,000

TOTAL INCOME	 £201,690	 £171,810	 £194,220	 £179,280	 £747,000

					   

EXPENSES	 Q1	 Q2	 Q3	 Q4	 YEAR 2

Drinks Purchases	 £38,016	 £32,384	 £36,608	 £33,792	 £140,800

Food Purchases	 £35,060	 £29,866	 £33,761	 £31,164	 £129,850

Communications	 £1,250	 £1,250	 £1,250	 £1,250	 £5,000

Wages Inc. NI	 £76,950	 £65,550	 £74,100	 £68,400	 £285,000

Business Rates	 £6,250	 £6,250	 £6,250	 £6,250	 £25,000

Rent	 £6,500	 £6,500	 £6,500	 £6,500	 £26,000

Utilities, Gas, Electric, Water 	 £6,129	 £5,221	 £5,902	 £5,448	 £22,700

Advertising	 £1,300	 £1,300	 £1,300	 £1,300	 £5,200

Insurance / Professional	 £2,250	 £2,250	 £2,250	 £2,250	 £11,000

Refuse Collection	 £420	 £420	 £420	 £420	 £1,680

Maintenance Contracts	 £525	 £525	 £525	 £525	 £2,100

Window Cleaning	 £313	 £313	 £313	 £313	 £1,250

Consumables	 £2,025	 £1,725	 £1,950	 £1,800	 £7,500

Credit Card Charges	 £2,025	 £1,725	 £1,950	 £1,800	 £7,500

Entertainment	 £3,000	 £3,000	 £3,000	 £3,000	 £12,000

Licenses	 £795	 £795	 £795	 £795	 £3,180

Stocktaking	 £488	 £488	 £488	 £488	 £1,950

Repairs and Decoration 	 £1,875	 £1,875	 £1,875	 £1,875	 £7,500

Uniforms / Signage etc.	 £625	 £625	 £625	 £625	 £2,500

Contingency	 £6,250	 £6,250	 £6,250	 £6,250	 £25,000

TOTAL OUTGOINGS	 £192,045	 £168,311	 £186,111	 £174,244	 £722,710

TOTAL INCOME	 £201,690	 £171,810	 £194,220	 £179,280	 £747,000

INCOME LESS EXPENDITURE	 £9,646	 £3,500	 £8,109	 £5,036	 £24,290

TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
OPTIMUM INVESTMENT - YEAR 2 PROJECTION BY QUARTER
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INCOME	 YEAR 1	 YEAR 2	 YEAR 3	 YEAR 4	 YEAR 5

DRINKS SALES	 £281,000	 £352,000	 £492,000	 £526,980	 £569,180

FOOD SALES	 £279,000	 £371,000	 £496,500	 £529,650	 £571,150

MACHINES INCOME	 £22,000	 £24,000	 £26,000	 £27,000	 £28,000

TOTAL INCOME	 £582,000	 £747,000	 £1,014,500	 £1,083,630	 £1,168,330

					   

EXPENSES	 YEAR 1	 YEAR 2	 YEAR 3	 YEAR 4	 YEAR 5

Drinks Purchases	 £112,400	 £140,800	 £196,800	 £210,000	 £226,500

Food Purchases	 £97,650	 £129,850	 £173,775	 £185,000	 £199,800

Communications	 £5,000	 £5,000	 £5,000	 £5,000	 £5,000

Wages Inc. NI	 £220,000	 £285,000	 £380,000	 £406,500	 £435,000

Business Rates	 £24,000	 £25,000	 £26,000	 £27,500	 £29,000

Rent	 £12,000	 £26,000	 £26,000	 £26,000	 £26,000

Utilities, Gas, Electric, Water 	 £20,600	 £22,700	 £24,800	 £27,250	 £29,550

Advertising	 £5,200	 £5,200	 £5,200	 £5,200	 £5,200

Insurance / Professional	 £10,000	 £11,000	 £12,000	 £13,000	 £14,000

Refuse Collection	 £1,530	 £1,680	 £1,850	 £1,950	 £2,100

Maintenance Contracts	 £2,000	 £2,100	 £2,200	 £2,350	 £2,550

Window Cleaning	 £1,200	 £1,250	 £1,325	 £1,420	 £1,550

Consumables	 £7,000	 £7,500	 £7,850	 £8,250	 £8,910

Credit Card Charges	 £6,000	 £7,500	 £10,000	 £11,000	 £12,000

Entertainment	 £10,000	 £12,000	 £14,000	 £15,000	 £16,000

Licenses	 £3,000	 £3,180	 £3,340	 £3,500	 £3,750

Stocktaking	 £1,800	 £1,950	 £2,050	 £2,200	 £2,350

Repairs and Decoration 	 £5,000	 £7,500	 £25,000	 £25,000	 £25,000

Uniforms / Signage etc.	 £5,000	 £2,500	 £2,500	 £2,750	 £3,000

Contingency	 £25,000	 £25,000	 £25,000	 £25,000	 £25,000

TOTAL OUTGOINGS	 £574,380	 £722,710	 £944,690	 £1,003,870	 £1,072,260

TOTAL INCOME	 £582,000	 £747,000	 £1,014,500	 £1,083,630	 £1,168,330

INCOME LESS EXPENDITURE	 £7,620	 £24,290	 £69,810	 £79,760	 £96,070

TRADING PROFIT & LOSS PROJECTION - ELMSWELL TAVERN
OPTIMUM INVESTMENT - 5 YEAR PROJECTION
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Scenario 1 Optimum
£'000

Profit and loss account

Sales 582.0 747.0 1,014.5 1,083.6 1,168.3

Gross profit 372.0 476.4 643.9 688.6 742.0

Expenses
Staff costs 220.0 285.0 380.0 406.5 435.0
Other expenses 144.3 167.1 194.1 202.4 211.0
Total expenses 364.3 452.1 574.1 608.9 646.0

EBITDA 7.6 24.3 69.8 79.8 96.1
Earnings before interest, tax and depreciation

Interest - - - - - 
Tax - - - - - 
Depreciation 53.6 53.6 53.6 53.6 53.6

Surplus/(deficit) for the period (46.0) (29.3) 16.2 26.2 42.5

Key Performance indicators
Gross profit as % of sales 64% 64% 63% 64% 64%
Staff costs as % of sales 38% 38% 37% 38% 37%

Cash flow statement

Money in
Sales cash in (including VAT) 698.4 896.4 1,217.4 1,300.4 1,402.0
Total money in 698.4 896.4 1,217.4 1,300.4 1,402.0

Money out
Payment of purchases (including VAT) 425.3 525.3 677.6 716.8 764.7
Net pay 187.0 242.3 323.0 345.5 369.8
PAYE/NI/pension 30.4 42.0 55.7 60.6 64.9
VAT 36.9 55.8 82.1 95.4 104.0
Interest - - - - - 

Share buy back - - - 5.0 10.0

Total money out 679.6 865.3 1,138.4 1,218.4 1,303.3

Cash inflow/(outflow) 18.8 31.1 79.0 81.9 98.7
Cash at bank at start 20.0 38.8 69.9 149.0 225.9
Cash at bank at end 38.8 69.9 149.0 230.9 324.5

YEAR 1         YEAR 2         YEAR 3         YEAR 4         YEAR 5

OPTIMUM 5 YEAR INVESTMENT
PROFIT AND LOSS AND CASH FLOW
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Net assets

 Opening 
net assets 

Fixed assets
Leasehold improvements 890.0 854.4 818.8 783.2 747.6 712.0
Fixtures and fittings 90.0 72.0 54.0 36.0 18.0 - 
Total fixed assets 980.0 926.4 872.8 819.2 765.6 712.0

Working capital
Stock - - - - - - 
Accounts receivable - - - - - - 
Accounts payable - - - - - - 
Interest payable - - - - - - 
VAT - (8.6) (14.6) (22.5) (24.3) (26.6)
PAYE/NI/Pension - (2.6) (3.4) (4.8) (5.1) (5.4)
Net working capital - (11.2) (18.0) (27.2) (29.4) (32.0)

Cash at bank 20.0 38.8 69.9 149.0 225.9 314.5

Net assets 1,000.0 954.0 924.7 940.9 962.1 994.6
- 

Equity
Profit and loss - (46.0) (75.3) (59.1) (32.9) 9.6
Other funding 500.0 500.0 500.0 500.0 500.0
Share capital 500.0

500.0
500.0 500.0 500.0 495.0 485.0

Total equity 1000.0 954.0 924.7 940.9 962.1 994.6
-            -            -            -             -             -            

Capital sources for the project and the application of such capital 

Capital sources:
Share issue 500.0
Other funding 500.0
Total funds raised 1000.0

Application of capital:

Leasehold improvements
Building renovations/improvements 770.0
Fees/ professional costs 120.0

890.0
Fixtures and fittings
Equipment purchases 90.0

Cash introduced 20.0

Start up funds required 1,000.0

OPTIMUM 5 YEAR INVESTMENT
BALANCE SHEET
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Fixed assets and depreciation				  

	Depreciation is calculated to write off the cost of an asset over the useful economic life as follows:	
	

Leasehold improvements	 25 years	 straight line		

Fixtures and fittings	 5 years	 straight line		

		

Share capital				  

Elmswell Community Enterprise Limited is a Community Benefit Society.	

The forecasts assume the Society raises finance through the sale of shares	 .

The forecasts assume the Society does not pay any interest to shareholders and all profit will be reinvested.

Accordingly these forecasts include no provision for the payment of any interest.		
			 

The forecasts include a limited number of share buy backs, for instance, on the death of a shareholder.	
				  

Working capital				  

The forecasts assume stock is financed by accounts payable. For simplicity the forecasts exclude both stock and 
accounts payable.	

VAT is payable quarterly in arrears.				  

	PAYE/NI and pension are paid monthly in arrears.		

Sales are immediately converted to cash. 

A successful venture will remain open to financial input from future share issues for specific purposes.	
				  

Interest rate

	The forecasts assumes no interest is payable. (See Share capital above)

				  

Tax				  

The committee is fully aware that there will be corporation tax liability on profits.  However, the unpredictability 
of the rates prevailing at any time render this figure unpredictable and it is felt that by simply posting awareness 
of tax liabilities the case is secure.

Share withdrawals				  

Trading years 4 and 5 show indicative withdrawals of £5K and £10K respectively. The aim is that a maximum of 
5% of share capital can be withdrawn every year after the first 3 trading years.

OPTIMUM 5 YEAR INVESTMENT
FINANCIAL SUMMARY - Key assumptions
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•	 Community pubs thrive within a very few miles of Elmswell:  at Somersham, The Duke 
of Marlborough, at The Case is Altered in Great Bentley, and at the Lamarsh Lion

•	 Villages locally of similar or smaller size to Elmswell rely on at least 2 pubs in order to 
offer a spread of facilities and social environment, e.g. Thurston with the Fox & Hounds & 
The Victoria, and Rattlesden’s 5 Bells & Brewer’s Arms 

•	 With the exception of the 5 Bells at Rattlesden, the licensed trade has, locally, adopted 
a food-led approach towards success, some to the extent of becoming ‘dining destinations’, 
such as at the Haughley Kings Arms, Stowupland Crown, Bildeston King’s Head, and  
both the Weeping Willow and the Three Horseshoes at Barrow 

•	 Recent successful refurbishments which have clearly changed the fortunes 
of rural hostelries include The Weeping Willow at Barrow, The Bull at Troston,  
The Swan at Lawshall, and the Bacton Bull. 

•	 There exists a healthy interchange of customers between the pubs 
within a 10 minute  drive time.  As stated, the whole catchment is in one of the 
fastest growing areas of the country and the experience of these pubs supports 
the idea that the new demographic is very pub / eating-out / family friendly 
in its outlook.  Within that drive-time and even omitting the considerable  
populations of Bury St Edmunds and Stowmarket both easily accessed on A14  
and with an hourly train connection from Elmswell, there are lively, thriving  
hostelries at Bacton, Bardwell, Cotton, Drinkstone, Finningham, Great Finborough,  
Haughley, Ixworth, Norton, Onehouse, Rattlesden, Rougham, Stowupland, Thurston,  
Walsham, Wetherden, Woolpit.  The common customer pool that this affords is a tried  
and tested market which is growing very rapidly and looks to be doing so for the  
foreseeable future.

 - 

A MORE DETAILED PERSPECTIVE
ECE was originally inspired by and has since taken invaluable advice, guidance, support 
and encouragement from the Plunkett Foundation which, as a charity itself, encourages in a 
very hands-on way locally owned and run enterprises in situations where the private sector  
cannot find traction.  It was clear at the outset of the community acquisition process 
that the previous site owner, Greene King, could easily follow the well-trodden path of  
developing the site so as to render the pub business unviable, for example by restricted 
parking and constraints regarding potential neighbourhood nuisance.  What was also  
obvious was that the potential of the Tavern had been massively under-explored and  
developed over several recent years with the tenant merely fulfilling the role of caretaker  
on a peppercorn rent whilst managed decline gradually robbed the enterprise of  
commercial appeal.

Local and national experience suggested  that community ownership could harness  
resources beyond the merely commercial towards reviving and dramatically enhancing  
what had been a valuable community resource over generations of Elmswell residents.  
Plunkett figures suggested that such ventures, in their experience, have, unfailingly,  
survived and continue to prosper.  Locally, the core group are aware that:



24

The group has made presentations to a range of regular community groups in the village 
and has maintained a monthly presence, including a detailed 4pp A4 mail drop through 
the Elmswell Newsletter which  went to over 2,000 households and to local businesses.  
Permanent displays at the 2 major community facilities at Wesley and at Blackbourne have 
invited questions and comment.  The result has been overwhelming support across the 
board and an acknowledgement that there is a need for what the Tavern proposes, being 
family friendly, spacious multi-room spaces with access to sheltered outside facilities and,  
as yet undetermined but oft-mentioned, ‘good pub grub’, often qualified by the phrase,  
‘not gastro-pub’.  Encouragingly, this accords with the initial brief and with the concept  
design which will be taken forward, here amplified as:

THE GUIDING PRINCIPLES:

•	 Community ownership in perpetuity with the fall-back of reversion to EPC as the safest 
possible pair of hands in the event of commercial failure

•	 Community control through ECE with the annual checks and balances of the Members’ 
Meeting to help steer the operations on the ground and their general direction

•	 A clear and stated aim of social inclusion with positive attempts to attract elements of 
the community who might slip through more formal structures, despite Elmswell’s strong 
and comprehensive network of clubs and organisations 

•	 The appointment of a management team which is fully on board with the above and is 
aware of the necessity of being quickly responsive to errors and omissions related to what 
is on offer across the board

•	 Awareness that, although the bottom line is not the absolute guiding force, financial  
viability, including the rental pay-back to the community via EPC, is essential and the  
subsequent balance will be constantly a factor in management decisions. 

SOME GUIDING POLICIES AND PRACTICES:

•	 Everyone must feel welcome.  The design allows for spatial separation so that different 
groups and gatherings can engage whilst the traditional informal social intercourse continues

•	 Management must be responsive and quickly ‘local’, assimilated into the community 
fabric in a non-judgemental and positive way, becoming, traditionally, important eyes  
and ears 

•	 Drinks offered will comprise a full and flexible range across the board, sensitive to  
demand but experimenting as appropriate, reflecting the excellent range of local ales,  
lagers and ciders available 

•	 Food will be key to both turnover and overall impressions - genuine local inputs, fixed 
fare of the standards that are to be expected with a changing menu to encourage return 
visits, and all pitched below the higher-flying culinary offerings that are freely available 
elsewhere locally, but which seem not to chime with those who have expressed a view with 
regard to Elmswell’s ideas 

•	 Food events, including regular weekly / monthly deals and special event menus, and the 
inclusion of ‘plate-size’ pricing to take account of the number of diners who do not want 
large servings

•	 Other events; appropriate music / entertainment  with a particular emphasis on  
encouraging local input via open-mic nights, comedy evenings, and specific genres such as  
folk, jazz, etc.
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FACTORS WHICH ENCOURAGE THE PROJECT

•	 The pub presence has not faltered and a viable business has been  maintained on the 
site for at least 177 years with clear indications in recent history that footfall is directly  
responsive to customer satisfaction, a key factor in ECE thinking

•	 The installation of a new tenant following a very encouraging ‘community spruce-up 
weekend’  has produced a significant uplift in trade indicating a healthy demand for a pub 
experience better tailored to the emerging new customer base as the village grows rapidly

•	 There is considerable inter-trading between the pubs in the other communities within a 
15 minute drive time, with regular individual and group forays to other outlets which bodes 
well for a large new enterprise sensitive to customer demand and with a specific eye to 
‘family’ trade;  at  present the venue is far from the ‘destination’ status that ECE aims for

•	 Public response to the idea, first floated in public meetings in September 2019 and in a 
flyer to all households seeking signed responses of support, was overwhelmingly positive,  
as when a further ‘taster’ flyer went out with the Monthly Elmswell Newsletter in July 
2021 followed by a 4-page update including the community ‘spruce-up’ weekend in the  
following month’s edition.

•	 With a current population of 4,000+, Elmswell is the largest village in Mid Suffolk. 
It is looking at an increase of 814 dwellings in recently built-out or immediately  
anticipated completions within 2 years, an uplift of 48%. This introduces several new  
neighbourhoods of young families and a vastly increased market for what the Elmswell  
Tavern aims to provide

•	 The site is well suited to the creation of attractive, safe, sheltered outside dining and 
drinking space, fulfilling the need demonstrated over recent months which looks likely to 
continue with the benefit of changing climate and weather patterns

•	 The ‘A14’ corridor villages and general Cambridge / Felixstowe hinterlands are  
increasing population right across the region and the success of other venues suggests an  
ever-increasing demand for well-considered licensed outlets

LAUNCHING THE PROJECT IN TERMS OF SHARE ISSUE

The previous successful and well-tried route for reaching every household in the village is 
the Elmswell Newsletter which will, once again, carry the share prospectus.  The Group’s 
Facebook presence closely mirrors this and ensures a reach across a broad demographic. 
The monthly build-up to the launch has been maintained through these media as well 
as the many face-to-face presentations made by Group members to village groups and  
organisations  together with the displays inviting feedback at Wesley, Blackbourne and the 
Co-op.  This pattern of inclusivity will extend beyond the share issue once the venture is 
established by virtue of the fact that the whole enterprise has been and will continue to be 
embedded in the community as providing a key social focus.

[See appendices for some of the publications mentioned here]
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DAY-TO-DAY PRACTICALITIES

The ECE’s elected Management Committee [MC]  will be responsible for the overall running 
of the Company and of the premises within the constraints of the ECE governing  
documents.  MC will report back to the AGM of shareholding members held on the  
premises or in another community building as necessary.  In addition, the Annual Report 
and regular updates on progress, plans and activities related to Elmswell Tavern will be a 
regular monthly feature in the Elmswell Newsletter, delivered free of charge each month to 
all households in the village.

The AGM will function as would the Board of a Limited Company but with the important 
rider of one-member-one-vote.  The executive roles within MC will include Chair, Secretary, 
and Treasurer, with briefs including Business Development / Marketing, Premises, and 
Liaison with the appointed Managers.

The Managers will comprise a team of 2 who will, at the discretion of MC, be invited to 
all MC meetings.  The Managers’ salary will take account of whether or not they opt to 
live in the living accommodation provided above the pub.  If this is not their choice, the  
accommodation will be offered as part of a package to attract a chef or other key staff.

The Managers will be responsible for hiring and managing staff.  There will be a bonus  
payable to the Managers related to annual net profit.

The wide and current experience represented on the current ECE group will inform the 
approach to staffing in terms of training, numbers and shift patterns.  There is a keen  
awareness of the service offered by local pubs in the area and of the difference this can 
make to the customers’ experience of their visit.  

The professional input from the MC thus far has ensured that emphasis will be placed on 
the skill sets necessary for an efficient and community orientated management style and 
ensures that CPD / training opportunities are available and promoted to all staff.

It is anticipated that the responsibilities will include:

MANAGEMENT

•	 Programming events and activities to suit the community aspirations as advised by MC

•	 Ensuring that choice in terms of the food and drink offered reflects the community tastes  
	 and that rotation always allows for fresh choice

•	 Assessing and adjusting the general ambience and atmosphere to suit the prevailing 
	 customer presence, with particular reference to the type and volume of music which 
	 will be controllable in zoned areas 

•	 Working to turnover / profit figures as planned and forecast in conjunction with MC 

•	 Staff recruitment, training, and remuneration levels 

•	 Reporting back to MC any observations regarding statutory regulation shortcomings

•	 Financial recording of takings, stock purchases, VAT, PAYE, NI, and pension 
	 scheme payments 

•	 Identifying areas for development / improvement and feeding back to MC

•	 Marketing in collaboration with MC
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ECE MANAGEMENT COMMITTEE

•	 Sourcing and appointing the Management Team

•	 Ensuring that the Management Team is part of, and setting performance and other  
	 targets, and that they are fully aware of what those targets are

•	 All financial budgets and planning

•	 All statutory compliance

•	 Building maintenance and development

•	 Marketing in collaboration with Management

Broader responsibilities will include:

•	 MC Chair;  

Outward and visible contact & presence of MC in dealings with Shareholders, 
pub management team, media and other agencies 

Identification of roles and issues requiring specific input from individual Members or group 
as Working Party re any premises development and business promotion / diversification 
wider than the day-to-day initiatives of the pub management team

•	 ECE Secretary;   

Administration of share records applications / withdrawals / interest as necessary.

Organise & Minute MC meetings plus other meetings as necessary with working parties 
& other agencies

Be the point of contact for ECE

Undertake all statutory duties including FCA Returns

•	 ECE Treasurer

Preparation of annual accounts

Financial management regarding loans / fixed outgoings as relevant to ECE

Close liaison with pub management team to ensure proper practice in areas that affect ECE
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ENGAGING WITH THE COMMUNITY

The Elmswell Newsletter goes to 2,019 households each month.  The current growth in  
population is, as elsewhere in the region, fast and considerable.  Of 699 extant Planning  
permissions in the village, some 50% are built-out, the rest have spades well in the ground.  
The emerging Local Plan identifies a further 246 dwellings on proposed site allocations.   
The local experience is that windfall sites as large as 20 dwellings are very likely and that 
the development envelope will be under immediate pressure once the final Local Plan is  
published.  This immediate catchment has been involved since, in October 2019, the village’s 
permission was  successfully sought for the purchase of the Tavern site APPENDIX ‘A’ REFERS.

Through the facility afforded by the monthly Newsletter delivery, other publications have 
updated the village on progress APPENDIX ‘B’ REFERS

This material has also been posted on the village notice boards, the ECE Facebook page and 
website and has formed the basis for static consultation displays at Wesley and Blackbourne 
inviting feedback. APPENDIX ‘C’ REFERS

There have been PRESENTATIONAL visits to various of the clubs and societies at their  
regular monthly meetings where ECE Members have explained the concept and responded 
to queries.

Meanwhile the Newsletter has carried regular progress reports and updates - APPENDIX ‘D’ REFERS

The Facebook page and Website have been constantly updated. 

The Share issue will enjoy the benefit of this preparatory background work and will use 
the same avenues for reaching the community, clarifying what is on offer and encouraging  
participation.  The business community presents another potentially fertile market and 
will be approached individually by Members with a business background towards making  
a sound case for community support from this sector.  A strong presence at the  
forthcoming Platinum Jubilee celebration events in the village is planned... some of the  
action will be based at the pub as well as at the Council’s community facilities and displays 
with Members in attendance will explain and promote the scheme.

Beyond the village boundaries there is a further rich catchment within a 10 minute drive time.  
APPENDIX ‘E’ shows, highlighted blue, 18 villages, each with a pub, to which Elmswell residents 
are known to routinely travel for their eating / drinking experience.  The Elmswell Fox has  
appeal as a Thai Restaurant and draws custom from this area as well as from Bury St Edmunds  
and Stowmarket.  Both of these local towns are, in fact, as easily accessed, including by train, 
but have not been counted into a calculation Suffolk Observatory confirms that there are as 
many residents, 32,500, in these villages which places the potential customer base near to what  
Bury St Edmunds offers at 35,470 and in excess of Stowmarket’s 22,000 population.

The current involvement in the community across the board as the scheme develops is a 
result of the presentations made to community groups and the extensive monthly coverage 
in the Elmswell Newsletter which is delivered free to every household monthly.  The interest 
generated by the proposed Share Issue is considerable and the presence of ECE members 
in managing or by frequenting the Elmswell Tavern in its current iteration as a rough-and-
ready but fully functioning community pub allows for a constant interchange of updates and 
ideas with the community.  The pressure for community activity – open mic. nights, regular 
folk club etc. suggests that a refurbished, more comfortable and inviting venue will be a very 
strong community draw. The ‘Community Pub’ thread runs through all of this and will be 
perpetuated and strengthened in the revamped premises with everyone aware of the  
possibilities of taking part in the shaping of what will be a key social focus.



29

A GENERAL WAY FORWARD - THE INITIAL VISION AND ASPIRATIONS

The guiding principles which informed the concept project include:

•	 Flexibility of spaces which can be autonomised or aggregated to offer a wide range of 
	 accommodation beyond the ‘basic’ layout of indoor food area, ‘snug’ bar area, general  
	 bar space, ‘intermediate’ indoor-outdoor space, & outdoor space.

•	 Response to considerable feedback from consultations / local knowledge re menus 
	 directed away from ‘gastro-pub’

•	 Frequent menu rotation as ‘specials’ to encompass seasonal fare and encourage regular  
	 visits, plus standard pub meals as a permanent feature

•	 Always responsive to societal movement including dietary shifts to vegan and 
	 other choices

•	 A deliberate move towards a trading format of 60:40 wet sales / food split by turnover

•	 Themed food evenings / events to broaden appeal and publicise the Tavern presence,  
	 plus regular monthly open-mic nights / stand-up sessions / folk club, etc

•	 Provision made for local groups to meet within the available spaces for informal  
	 gatherings: book club, committee meetings, etc.

•	 Strong emphasis on use of outside space with the aim of this being a feature for  
	 8/9 months of the year

•	 Wide presence advertised in surrounding villages, as is currently the case with Wesley  
	 regulars from Drinkstone, Great Ashfield etc

•	 Essential affinity between MC and the pub management team who will be appointed 
	 with full awareness of the vision and aspirations, and account will be taken of their  
	 suitability for fulfilling the roles thus defined

•	 Local input across the range of possible services, as currently practised at Wesley and 
	 Blackbourne in the village, e.g. the  Allotment Association already keen to supply  
	 seasonal produce.  Current management of EPC facilities already relies wherever 
	 possible on local business

•	 Close liaison with EPC re Wesley facilities and the clear benefits of co-operation, 
	 e.g., wedding ceremony / baby naming / re-affirmation of vows, etc at Wesley, wedding 
	 meal in Tavern, disco back at Wesley with private event bar run under the auspices of  
	 the pub

•	 Deliberate and scheduled re-visiting of the project towards innovation and change  
	 to accommodate feedback from management team & public

•	 Clear intention to remain open to fresh investment 

•	 Always a wide and varied drinks offer including local ales, ciders, and spirits, and always 
	 to remain free of any brewery tie. 

•	 Specific initiatives to continue to seek out individuals / groups who might not ordinarily  
	 think a pub is for them... ’Next Door Nights’ offering discounted drinks / meals to  
	 specific neighbourhoods already suggested.
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PMI ANALYSIS
 
Using Edward de Bono’s PMI (plus, minus, interesting) brainstorming analysis, the following 
emerges towards considering the scheme creatively and freed from the tendency to simply 
back-up a previously determined case.

	 PLUS	 MINUS	 INTERESTING

Long-standing traditional 
village feature is retained and 

strengthened

Could impinge negatively 
on The Fox 

	

Elmswell becomes a pub / food 
‘destination’ as a result of  

wider choice 

Strengthens the concept of 
community hub 

 

Might be clashes with Wesley 
coffee shop sales 

	

Encourages trade for the 
chip-shop / takeaway opposite 

 

An existing location with  
customer base 

	

Probably looking to change 
customer base 

	

Could benefit The Fox 
 
 

Large site - external facilities 
can be extensive 

	

Site close to residential  
properties - noise issue 

	

Opportunities for outside 
events - beer festival? 

Whole site purchase offers 
flexibility if disposal is  

suggested by failure of scheme

EPC have sought community 
permission for borrowing & 

consequently very rent-aware 
	

Possibilities of community 
heating shared with new  

affordable dwellings on site  

Widely experienced MC

	
 

Could change  
 

	

Might get better 
 
 

‘Community premium’ in the 
bottom line calculation  

	

This has to be carried  
ie, reduced margins 

	

Community appeal 

Sympathetic local landlord  
in EPC  

	

Might try to interfere 
 

	

Good community feedback - 
councillors are likely  

shareholders & customers

Central to village 
 
 

	

No immediate on-street  
parking 

	

Tie-in with chip shop /  
takeaway for themed nights

Considerable catchment area 
 

	

Other pubs in catchment 
 

	

Station allows car-free access 
from wide local area
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David Barker

David Barker is a Qualified Solicitor, now retired, having founded his own practice, now 
employing 30 staff, in 1979.

Living in Elmswell for 37 years, he has served on Elmswell Parish Council for over 25 years,  
as Chairman for 11 years and as Vice Chairman for the last 6 years.

He assisted in the acquisition of The Blackbourne and in the building of both the  
Chamberlayne Hall and subsequently, the Jubilee Hall, along with the changing rooms and 
associated facilities.

Serving on Elmswell Amenities Association for 35 years, as Vice Chairman for most of that 
time, he helped to steer the development of the Library and attached Memorial Garden.

More recently, he helped in the acquisition and development of Wesley Hall from concept 
to fruition.

He was delighted to be asked to bring his knowledge and experience to both Elmswell  
Community Enterprise and Elmswell Community Land Trust.

Colin Cassels Brown

Colin has enjoyed over thirty years in the Hospitality Sector as a multi-site leader and is  
currently Head of Safety for the UK’s biggest pub company. Having lived in Elmswell since 
2006 with his wife and two daughters, Colin recognises the need for a quality local pub  
providing good food, drink and entertainment.

Colin has previously set up and successfully led a private regional hotel company and won 
many awards across both managed and PLC businesses. Colin has taken the lead on many 
projects and initiatives and has a track record in driving change.

Colin has always encouraged his array of hotels, restaurants and pubs to proactively  
embrace their local community. He is most passionate about replicating this approach with 
The Elmswell Tavern. With an ever-increasing local population, it will provide a safe and 
welcoming haven where local people can relax, socialise and enjoy a great experience on 
their doorsteps.

Peter Dow

Peter Dow is currently Clerk to the Parish Council having previously served as a member and 
Chairman, a continuous presence of some 30 years, in parallel with significant and current 
involvement with the Elmswell Sports Club, Elmswell Amenities Association, Blackbourne 
and Wesley Management Association and, most recently as a founder-member of both the 
Elmswell Community Enterprise and Elmswell Community Land Trust.  A resident of 42 years  
he has a background in teaching and electronic engineering and, for some 37 years,  
established and ran a wholesale bakery in the village together with catering and retail outlets 
in Bury St Edmunds and Stowmarket.  He offers a wealth of experience of community-driven 
initiatives together with a wide network of local personal and business connections  
extending across the county. 

THE ECE TEAM  .  MC Members
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Sarah Evans

Sarah has lived in Elmswell for over 30 years, since childhood.

She currently runs a successful fitness business in the village, operating from the  
Blackbourne community centre and Wesley. She has a large varied client base from the  
village and surrounding areas.

Previously Sarah worked for many years in the hospitality industry for Greene King as an  
Accountant/Business Analyst so has a great understanding of the pub trade and the  
financials.

Also with a keen interest in interior design Sarah offers a wealth of attributes that will be 
beneficial to our community project.

Di Jackson

Di has been an active Elmswell resident for 18 years being involved on various committees 
as well as volunteering for many local groups. Having studied 3D Design at degree level, 
specialising in Furniture design, textile design & woodwork, she has a broad knowledge of 
design and has a keen interest in interior decoration.  

Di is an experienced graphic designer with a demonstrated history of working in the design 
industry for over 20 years. For over 10 years she has worked freelance and has used her skills 
in many industries with a varied client base including Greene King, John Adams, veterinary 
practices & small independent businesses which has given her a wide range of both design 
& marketing experience. 

Currently involved in promoting local businesses on social media including the Wesley & 
the Tavern she is keen to promote the new venture with a focus on it being an attractive and 
accessible venue for all tastes and walks of life. 

Olly Jackson

Offers 31 years of hospitality experience with the last 22 being in the Independent free trade 
in the Brewery industry. Presently the Regional Manager for Greene King Free Trade for East 
Anglia with 750 independent free-trade outlets under his indirect supervision. Olly has had  
dealings with seven community owned public houses in Anglia alone. 

Degree in International Hospitality Management and lived in Elmswell for 18 years and 
mid Suffolk for 44 years.  Previously served 6 years on the management Committee at Bury  
Rugby Club and 2 years as County Upper Basketball Club Chairman. Also a Fellow of the 
British Institute of Inn-keepers.

THE ECE TEAM  .  MC Members
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Bridget Keevil

Bridget has lived and worked in Elmswell since 1982.  She established the first “Travel 
Stop” branch on the Railway Station in Elmswell in 1991 and, apart from the odd hiccup 
surrounding Covid, has gone from strength to strength.  Her children went to school in 
Elmswell, and her and her family have used/still use many of the amenities that Elmswell 
provides.  In 2015 she decided to see the world from a completely different perspective 
and embarked on a journey like no other. In August she set off from London to become 
a circumnavigator in the Clipper Round the World Yacht Race. Her participation in this  
40,000 mile ocean challenge (having never sailed before this venture) took her miles  
outside of her comfort zone, before returning to London 11 months later in July 2016.  
There will be no more mad adventures - until the next one.......

Fred Pallett

Elected to Elmswell  Parish Council some 10 years ago and served as Chairman for the past 7 
years. Has worked on various Council sub-committees for a range of community  initiatives,  
the most significant being Council’s acquisition of the Methodist hall and land and  
subsequent successful conversion into the Elmswell Wesley Community Centre, a £1.2M 
Project brought in on time and on budget. Also a key player in the £800K acquisition from 
Greene King  of the Railway Tavern and building land. Currently sits on the  Elmswell  
Community Land Trust and as a trustee of the Elmswell Poor’s Land charity.

A design engineer by profession has worked in the Chemical, Oil & Gas and renewable 
energy industries for over 50 years, initially as an engineer with the industry’s major global 
contractors.   Subsequently Director/ Managing Director/ Shareholder of a UK start-up  
manufacturing business serving the energy industries, growing it into a successful £15M T/O 
enterprise. Has also worked as Business Development Director of a UK PLC & as  
Non-Executive Director of UK oil & gas operators’ supply chain organisation.

For the last 10 years has worked as a business development & project management  
consultant serving UK and international energy industry equipment supply, in parallel 
with running a successful property development company. 

Philip Shaw 

As a musician - performer, teacher, and manager - Philip Shaw has served variously as 
Member, Convener, Membership Secretary, and Finance Director of several national  
strategic organisations leading and representing Music Education. A former Managing 
Director of a Community Arts Centre, he led its Board in managing premises, finance, 
staffing, programming, and licencing. Appointed Suffolk County Council’s Senior Music  
Adviser in 1987, he retired in 2017 as Head of Suffolk County Music Service, a  
free-standing traded service within SCC. With a budgeted expenditure of c£3m and 60+ 
full- and part-time staff, he was responsible and accountable for its strategic leadership 
and management, policy, personnel, and finance. A resident of 34 years, he is a Parish 
Councillor and founder member of Elmswell Community Enterprise and Elmswell  
Community Land Trust. He is a Fellow of the Royal Society of Arts and was awarded an 
OBE in the Queen’s Birthday Honours (2005)

THE ECE TEAM  .  MC Members
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THE ECE TEAM  .  CO-OPTED

David Brown

A recently co-opted member of Elmswell Parish Council and of Elmswell Community  
Enterprise, David has been resident in the village for 8½ years. He is a Chartered  
Civil  Engineer and has been able to offer assistance on recent engineering and costing 
issues. He has worked for major UK civil engineering contractors both in the UK and  
overseas for over 40 years, delivering major national infrastructure projects and, more  
recently, cost estimating for a variety of engineering and construction projects. He is 
about to retire and will thus be able to devote more time to both the Parish Council and  
Community Enterprise objectives.

Peter Hancock

Peter Hancock has been an Elmswell resident for 9 years, is currently a Parish Councillor 
and a member of the Blackbourne and Wesley Management Association MC, having  
previously served as Elmswell Village Warden.

He recently retired after a total of 44 years working as a qualified Quantity Surveyor in  
private practice, Local Authority and building contracting.

He is, therefore, well placed to be  able to offer financial and contractual advice on  
construction projects including feasibility studies and budgets, tendering processes,  
tender evaluation, value engineering and best value. 

Appended, please find:

A	 The flyer which successfully sought the community’s permission to  
	 borrow for the site purchase.

B 	 Subsequent flyers to encourage community involvement 

C 	Comments

D 	Monthly newsletter inserts

E 	 Villages with pubs that are currently used by Elmswell residents

F 	 Photographs of the pub before and during the spruce-up weekend

G 	Photographs of the pub after the spruce-up

H	 Concept design drawings

I 	 Aerial view of the site with the Wesley adjacent
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A

	 Letting you know
	 Keeping you in the picture
	 Asking your opinion on a  possible  
	 community	benefit		 scheme	at

THE GREENE KING 
DEVELOPMENT SITE

on  SCHOOL ROAD 
PLUS. . . how you can help Elmswell establish its own  

Community Land Trust to work towards genuine affordable 
homes for Elmswell people with no right to buy so that they 

stay with the village, for the village, forever!

NEW
COMMUNITY

HUB

CHAPEL

TAVERN

SCHOOL ROAD

DEVELOPMENT
SITE

FOR SALE

CAN WE SAVE IT FOR THE VILLAGE?
Photograph courtesy of Lapwing Drone Photography
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B
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C
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D
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E
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F - Before
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G - After
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H - Concept drawings
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I - Ariel View of Wesley & Tavern site


