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1. Executive Summary  
 
This business plan presents a proposal to purchase and run the 250 year old ‘White Hart’ as 
the last traditional pub in St Dogmaels, Pembrokeshire. To achieve this objective The White 
Hart Community Inn (WHCI) Committee has been formed to establish the facility as a 
community‐owned pub.  
 

Vision: 
Our vision is to purchase and reinstate the White Hart Pub (a recently closed 
establishment) as a central focal point for village life. The acquisition will contribute to the 
development of the local economy and enhance a sense of community for the village of St 
Dogmaels.  

 
In order to purchase the pub and undertake initial essential building modifications to trade 
successfully we will:  

 sell shares,  

 accept peer to peer loans,  

 apply for loans, and  

 apply for grants/funding. 
Donations will be accepted in order to achieve essential administrative operating costs for 
WHCIC, for example posters/leaflets, general stationary items, and postage etc. 
 
In order to promote the initiative and regularly update the community on the progress of 
the venture we will:  

 hold public meetings,  

 develop and maintain an online presence through our website and social media 

 attend the award winning weekly village market,  

 distribute bilingual leaflets to every home, 

 contact all local businesses, and  

 seek advice from other community ventures and support organisations (for example 
the Plunkett Foundation and the Wales Co-operative Centre’s Community Shares 
Wales Team). 

 
Our target is to re-open The White Hart Inn by mid September 2019. 
 
We would welcome your feedback and opinions on this business plan. You can raise 
questions or comments to info@WHCI.cymru.  
  

mailto:info@WHCI.cymru
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2.Introduction  
2.1 Business Plan Purpose  
This business plan has been produced to support the development of a community pub for 
the village of St Dogmaels and the surrounding Pembrokeshire, Ceredigion and 
Carmarthenshire areas. The community pub is intended to help safeguard the local 
economy and provide a vibrant, economic heart to the village that responds to a range of 
needs all year round.  
 
This business plan (version 1) will cover: 

 the fundraising project, 

 the purchase of the White Hart Pub, and 

 the first phase of operations (anticipated to be up to twelve months) 
The plan will be reviewed and revised no less than every twelve months, and at the point 
where significant milestones of the project being achieved. 
 
2.2 Structure of the document  

This business plan sets out the proposals for the realisation of this community facility. The 
plan is divided into the following sections: 

Section 1  
Executive Summary 

Provides a one page summary of the business plan  

Section 2 
Introduction  

Sets out the purpose and structure of the business plan  

Section 3  
Project Development  

Gives more detail about the context for the project 
including the history and development of the project to 
date, background to the local area, community 
consultations and the need for this project.  

Section 4   
The Vision, Aims & Objectives For 
The Project  

Outlines the overall vision for a new community pub, 
explains the underlying aims and objectives and how 
these support the local needs identified in section three.  

Section 5 
The Business Proposals  

Explains the plans for the new community pub in more 
detail, including capital costs and implementation plans. 
More information is given to the controls and rules that 
the Committee will operate within, as well as an outline 
of the skills and knowledge base of individual committee 
members.  

Section 6  
Building and Renovation  

Looks at the main costs for repair, renovation and 
modification.  

Section 7  
Marketing plan  

Outlines key activities to promote and encourage use of 
the facilities.  

Section 8  
Management and Operation  

Describes the ongoing management and operating plans 
for the facility following purchase and reopening.  
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Section 9  
Financial Forecasts  

Details the three year revenue forecasts for the 
operation of the community pub.  

Section 10 
Risk and SWOT Analysis  

Identifies the key risks associated with the project, with 
avoidance and mitigation strategies designed to prevent 
and minimise each risk assessed to be a significant threat 
to the project.  

Appendices Relevant supporting information: 
1. White Hart Community Inn Committee 
2. Community Benefits Societies 
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3 Project Development  
This section explores the local history and context for the project. It details the local census 
statistics, which give a flavour of the composition of the area. It goes on to outline the 
current difficulties associated with operating a business within the village and explains the 
various consultations and community involvement in the development of plans for the 
reinstatement of a local village pub.  
 
3.1. The Background to the Project  
The White Hart 
The White Hart is the last traditional pub in the village. In recent years, other licensed 
premises such as ‘The Ferry’ has developed into a successful and popular restaurant with a 
smaller bar provision and the former ‘Teifi Netpool Inn’ closed as a pub in January 2018, 
being remodelled as a Guest House with restaurant.  

The White Hart was once a thriving pub with a good restaurant, attracting visitors from the 
immediate area, the local community and the summer tourism trade that supports the local 
economy. The reduction in opening hours and the withdrawal of the kitchen service meant 
that the pub was less popular to visit and was less attractive to both visitors and many in the 
local community. Whilst the business remained profitable these changes have had the 
inevitable knock‐on effect of it losing custom and a reduction in turnover. 

The most recent landlord of the White Hart made changes to the provision in the pub by 
reducing operating hours and withdrawing the bar food provision. Due to a change in 
personal circumstances the decision was made for the pub to be put on the market in 2016. 
Following a lack of interest in the £270,000 asking price the business gave notice of closure 
to cease trading from 5 May 2019. 

As a result of the notice of closure an initial group of concerned villagers began discussions 
about how to prevent the permanent loss of the pub in the village and an open meeting was 
arranged to explore the options for saving the facility. This meeting took place on 13 March 
2019 and was attended by about 60 residents.  The meeting concluded with an agreement 
that there was local support to retain the pub. A further meeting was held on 22 March 
2019, again with 60 further attendees, leading to the formation of a committee to explore 
the options to retain the pub under community ownership. 

At this time a ‘Share Offer’ and ‘Peer-to-Peer’ loan option were launched. By 9 May, the 
committee had been notified of interest to the value of £71,800. In addition, donations of 
£400 have been made by local organisations that regularly used the pub, alongside a further 
£114 given in cash donations during public meetings and at the local producers market. 

 
3.2 Local Consultation  
At a meeting with local residents on 13 March 2019, villagers were asked if they would like 
to see the pub retained by the local community. There was a 100% positive response to the 
motion. 

From attendees at that meeting and individuals confirming interest in advance, 75 residents 
offered their support to the initiative and made suggestions on how the provision could be 
developed. Since that initial meeting suggestions and ideas continue to be offered.  The vast 
majority of the suggestions included a desire for a traditional pub, facilities for local groups 
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and clubs, reinstating longer opening times and the reopening of the kitchen service. In 
addition, requests for a meeting place for the isolated is seen as being an opportunity for 
future provision (e.g. carers/those working in rural situations/older single residents etc)  

From the public meeting on 22 March, committee members have actively engaged with the 
community and visitors to the area at the award winning weekly local producers market. 
This has allowed thoughts and opinions to be aired and the committee to gather 
suggestions and ideas on the project. Views have been expressed that people want to see a 
pub with more convenient opening hours, sees that it offers an opportunity to meet with 
like minded people, for example a ‘Welsh learners discussion group’ and that customers are 
given something different (such as a themed food night just serving ‘puddings’). 

The vast majority of these suggestions could be provided through the community purchase 
of the White Hart building although some renovation, accessibility remodelling and building 
repairs will be needed.  

3.3 The Local Community  
St Dogmaels is a medium to large village, defined by the ‘Regional Learning and Skills 
Partnership’ as a ‘Rural Village and dispersed in a sparse setting’. Consisting of 1,240 houses, 
with a population of 2,225 people, the village sits at the most northerly point of the county 
of Pembrokeshire, and is 2 miles away from the historic town of Cardigan, Ceredigion. The 
village is conveniently sited for the Wales Coastal Path and has regular walking visitors from 
both the Pembrokeshire and Ceredigion Coast Paths. Statistics from Pembrokeshire County 
Council confirm that between 2010-2012, there was an annual average of 2.1 million nights 
accommodated stay in the county with a primary purpose of tourism. Pembrokeshire is the 
3rd most popular Welsh unitary authority for sports and activity day trips and enjoys the 
2nd highest overall spend for those visiting friends and relatives (VFR) 
 
The village is accessible by ‘A’ roads, and there is a declining public transport provision. The 
nearest rail networks are 20 miles distant in the south or 40 miles in the north. The village 
was the former home of an Abbey of monks from the Tironensia order and has recently 
celebrated its 900th anniversary. As a traditional rural village, there is a high number of first 
language Welsh speakers, and farming and fishing continues to support the local economy. 
In recent years, tourism and crafting have become a feature of the village. In the mid 1800’s 
there were 17 pubs in the village, but over time these have closed and the White Hart was 
the last traditional establishment. The village continues to have a post-office, shop, a chip 
shop, two local art galleries/pottery shops, an historic water-mill, The Coach House (with 
museum, coffee shop) adjacent to the Abbey ruins, BV Rees Fiat garage and the primary 
school for around 100 students.  
 
The village is listed as the start and finish point for the Pembrokeshire Coast Path and has a 
range of paths and trails around the area which receives visitors every year for walking. The 
village has ‘Walkers are Welcome’ status, with some businesses offering provisions for 
visitors travelling with dogs. 
 
Employment in the area is seasonal with high levels of claims for Job Seekers Allowance 
between September and March each year. 1:6 properties are listed as ‘second’ or holiday 
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homes. This in turn has a seasonal effect to the population, with a high number of 
temporary residents to the area between April and September.  
 
3.4. The Current Position  

Developing a Sustainable Business  
St Dogmaels is a beautiful place to live and many visitors aspire to move to this area. Due to 
the increasing second and holiday home network there is pressure on the residents in the 
village to maintain local services that have traditionally been developed and thrived with 
volunteers and donations. Cuts in services (transport, health, support initiatives) challenge 
the local community and businesses and initiatives operate in a difficult market. It is 
challenging for any business to survive in a rural location with a limited, seasonal market. It 
has become clear during the development of this business plan that maintaining the local 
pub is essential to the local economy, the wellbeing and welfare of residents and the 
tourism market.  A community pub would further support the local economy, providing local 
employment, as well as purchasing local produce, goods and services, supporting local food 
producers and other service providers.  

To progress this proposal, the WHCI Committee, set up in the wake of the proposed closure 
of the pub have:  

 Registered with the Plunkett Foundation to gain assistance in registering as a legal 
entity for the Financial Conduct Authority.  

 Received support from organisations that assist initiatives such as ours: Wales Co-
operative Centre’s Community Shares Wales Team and PLANED.  

 Started discussions with the owner of the former pub to negotiate the purchase of 
the pub.  

In addition the committee will apply for advanced assurance from HMRC to obtain tax relief 
for investors. White Hart Community Inn is the trading name of the legal entity The White 
Hart Community Inn (St Dogmaels) Limited/Tafarn Cymunedol Hudd Gwyn (Llandudoch) 
Cyfyngedig which is registered under the Co-operative and Community Benefit Societies Act 
2014. Its registration, number XX , was approved by the Financial Conduct Authority on XXX. 
1  
 
We have adopted the Plunkett Model Rules for community pubs and are now registered 
members of Plunkett and their community pub network which consists of over 330 
community pubs across the UK. A copy of our rules will be available on the website or by 
request to info@whci.cymru. 
 

Further information of community benefits societies is detailed in Appendix 2. 

 
3.5 The Future  
There are now 57 examples of communities that have saved their local pub by taking it into 
community ownership and offering a different business model, involving either voluntary or 
professional management. In all of these models the income from the business can be 
invested back into the pub or other facilities/activities in the locality. For community 

                                                             
1 An application is being progressed with the final registration yet to be approved 
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shareholders, there is the knowledge that their investment is being put to worthwhile 
causes as well as offering some small financial reward through a dividend (or interest).  

Community ownership of the pub would also offer a solution to the economic and social 
development of the village, achieving transformative community‐led service in the historical 
building of the White Hart and will provide a foundation for future community initiatives. 
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4. Vision, Aims & Objectives  
4.1. Introduction  
This section sets out the overall vision for the new community pub and explains the 
underlying aims and objectives for the project. These are linked to, and directly support, the 
local needs and demands identified in section three.  
 
4.2. The vision for the project  
Our vision is to purchase and reinstate the White Hart Pub (a recently closed 
establishment) as a central focal point for village life. The acquisition will contribute to the 
development of the local economy and enhance a sense of community for the village of St 
Dogmaels.  

 

4.3. Project aims and objectives  
The project aims and objectives which underpin this vision have been developed based on 
the local needs identified in section 3. They are as follows:  
4.3.1 Operating as a traditional local village pub the WHCI will serve real ale, and 

sensibly priced wholesome food where possible sourced from local and Welsh 
supplies.  
Objectives:  
a. Source and deliver products and produce that have been identified from Welsh 

and local suppliers, thereby support local producers in the area to help maintain 
a vibrant local economy and generate jobs.  

b. For visitors to feel welcomed.  
c. Deliver a focussed service to the residents of St Dogmaels who express the 

desire of reinstating their community pub.   
d. Provide an attractive space that local residents, groups and businesses are keen 

to access, increasing the earned income potential of the building  
 

4.3.2. The WHCI will protect essential services for the village  
Objectives:  
a. Protect the last pub as an historical building protecting a valuable part of Welsh 

history and heritage 
b. Offer a base for community activities that complements existing providers in the 

village, support local tourism provision and offer opportunities to minimise the 
social isolation that may occur in a rural community. 

4.3.3 The WHCI will provide a facility that develops opportunities for employment, work 
experience and social engagement 

Objectives:  
a. The business will be overseen by a volunteer committee sourced from the local 

community which can bring together experience and knowledge to self manage 
the operation of the WHCI. 

b. Ideally staff will be sourced from the local area and will be employed to offer a 
high level customer service. Their position in the community and their customer 
focus will allow them to contribute to the development and modification of 
products and services.  
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c. We will welcome volunteers to the bar team as a valuable resource in 
developing and delivering the front line services.  

d. Operating in an area where 60-75% of the population speak Welsh, where 
possible, services will be provided with a dual language provision. 
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5 Business Proposals  
5.1. Introduction  
This section explores the structure for the WHCI Committee, and the plans for new 
community pub in more detail. It also provides a breakdown of the capital costs of the 
project.  
 
5.2 Governance 
The Committee for the WHCI is made up of volunteers who have an enthusiasm in retaining 
the pub at the heart of the village. The Committee has a range of knowledge and experience 
which is detailed in appendix A. White Hart Community Inn is the trading name of the legal entity 
The White Hart Community Inn (St Dogmaels) Limited/Tafarn Cymunedol Hudd Gwyn (Llandudoch) 
Cyfyngedig which is registered under the Co-operative and Community Benefit Societies Act 2014. Its 
registration, number XX , was approved by the Financial Conduct Authority on XXX. 2  

 
We have adopted the Plunkett Model Rules for community pubs and are now registered 
members of Plunkett and their community pub network which consists of over 330 
community pubs across the UK. A copy of our rules will be available on the website or by 
request to info@whci.cymru. 
 
5.3. The Business Proposals  
The vision we have for WHCI is for it to be reinstated as the heart of the St Dogmaels 
community and for us to run it directly ourselves under a community managed model, 
rather than under a tenanted model, through the provision of various initiatives which are:  
 

5.3.1 A traditional local village pub serving real ale and sensibly priced food.  
We want the pub to embrace the community and therefore provide food and facilities for 
the whole family. Providing ‘Theme Nights’ would help to harness the talents in the 
village including music and folk nights, film nights, quiz nights, and food nights. The WHCI 
has previously been open from lunch time, being busier early evenings with people 
dropping in after work and for food, but quieter later in the evenings. We aim to change 
this by having events and activities on as many evenings as possible to give different 
groups of people in the village a reason to go to the WHCI.  
 
We aim to start offering simple bar snacks and traditional pub food as soon as 
practicable. The target is to recruit a chef in autumn 2019 to develop and offer a varied 
menu. 
 
Re‐engaging with the pub sports teams (especially darts and pool) and having a 
fortnightly quiz night would also help connect the community and bring trade through 
the door.  
 
The pub would serve the local community and passing visitor trade as well as supporting 
other local businesses. 
  

5.3.2 A place to meet or daytime venue. 

                                                             
2 An application is being progressed with the final registration yet to be approved 

mailto:info@whci.cymru
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To promote a social venue for village residents who are looking for licensed venue to 
supplement provisions in the cafe, The Coach House and as a place to meet, hold events 
and chat. 
 
5.3.3 A place to rest. 
The local accommodation providers suggest that around 35% of the business comes from 
guests who walk the Wales Coast Path. The WHCI is perfectly situated for walkers for any 
part of their journey. Many walkers arrive in the village and this facility is a great 
opportunity to take refreshment before check-in as other providers close from 4.00pm.   
 
5.3.4 A place to socialise. 
There are residents in the village that may be isolated because of circumstance; caring, 
living alone, working in isolation. The WHCI will be able to provide a friendly and 
welcoming place to meet others and re-establish social links. It has the opportunity to 
offer the chance for parents to meet after school where children can continue friendships 
as the weather becomes inclement over the autumn and winter months. This may 
present an opportunity to introduce new activities, such as chess or draughts clubs. 

 
5.3.5 A resource for visitors. 
We know that with the seasonal population variation the WHCI will need to meet the 
needs of local people, as well as travellers who currently pass through the area or holiday 
in the village. We would hope that by offering good quality but sensibly priced, 
wholesome, traditional pub food and providing a welcoming and attractive venue for 
walkers and cyclists we can build up a strong visitor clientele. As families visit the area 
they need access to earlier meals for younger children, as well as family friendly facilities 
(baby changing, table distraction techniques, such as drawing, quizzes etc.) 
 
There is space at the side of the pub that could be converted as storage for walkers and 
cyclists to safely leave their equipment whilst they use the WHCI for meals and drinks.   
 
5.3.6 A resource for regeneration in the village. 
Attracting more visitors to the village can only be a good thing as it will provide more 
income and employment for the community and can go on to give valuable work 
experience for individuals who may have limited opportunities in this rural area.  

 
5.4 Business Model  
We believe that the best way of achieving our aims for the WHCI is to buy it and directly 
manage as a community pub.  We have formed a co‐operative which aims to, through a 
share issue, to purchase the pub for the village and members of the co‐operative. The 
co‐operative is being established as a legal entity to enable this to happen once fund raising 
achieves a viable level.   
 
The benefits of this are:  

 The local community would own the building in perpetuity.  

 People will feel more committed to the facilities offered by the pub and reinvesting 
through the purchase of products and services through the WHCI.  

 Setting up a co‐operative will allow us to apply for grant aid.  



15 Business Plan 190612 
Version 1 – Review date 190831 

 

 Purchasing shares will provide a modest annual return by way of an interest 
payment payable to members if this is viable for the business.  

 This approach is based on a replicable model which has been implemented over 50 
times around the county. 

 The operation will be able to develop policies and procedures that address both 
statutory requirements and best practice. Examples include ‘Welsh Language Policy’,  
‘Environmental Policy’ and ‘Embracing diversity and equality’ 

 
5.5 Future options  
As the building will be purchased as a freehold, the community will have the option to 
develop the range of services to meet their needs. Given that the proposed business is 
viable within its current form (see financial forecasts), additional services could be added 
later at low risk. Suggestions include:- 

 Gradually extend opening hours 

 Open exhibitions for local artists  

 Development of a micro‐brewery  

 Tourist Information Point  

 Supporting other vital services from the area should they be threatened with, or are 
forced to close. 

 
These opportunities are limited only by the space available and demand for the service. The 
management team will continue to explore further opportunities.  
 
5.5 Shares issued by the WHCI 
As a means of raising the required capital, shares in the project will be issued by the WHCI 
and will be made available once an agreement is in place to purchase the freehold. Unlike 
shares on the stock market these shares cannot increase in value so trading in the shares is 
solely between the WHCI and the individual investor. It should be noted that shares can 
decrease in value if the WHCI were to dissolve but this is mitigated by the majority of the 
investment being locked into the capital of the building itself.  It is also intended to make an 
advanced assurance application to HMRC to seek tax relief for investors.  

The cost of each share is £200. The minimum amount that can be invested is £200 and a 
maximum investment of £20,000 per member. Owning a share automatically entitles the 
member to having a say in how the community society is managed. Being a co‐operative, 
each member would retain one vote, no matter how many shares they own in line with the 
democratic nature of the society.  

The membership will elect a Board of Directors that will, amongst other things, advise the 
members on what they think the annual level of interest should be.  

There is a tie‐in period associated with the shares (except at the board’s absolute discretion 
if a member faces a crisis) of at least 3 years in order to maintain the level of capital. After 
that there will be a period of notice required prior to any withdrawal. The Directors will 
have discretion in exceptional circumstances to allow shares to be withdrawn sooner than 
the requisite time.   
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6. Building & Renovation  
6.1. Introduction  
This section sets out some of the key headings for repair, renovation and conversion costs. A 
survey of the building has been undertaken and the results of this have been incorporated 
into the costs. In terms of the building’s condition, the survey has identified a number of 
areas that should be prioritised after purchase and are anticipated to cost in the region of 
£30,000. In the medium to long term, allowances for major repairs must be included below. 
The full survey estimates the cost of the immediate works needed at around £30,000. 
 
The work that is required prior to opening includes:  

 Wood worm treatment 

 Work on the roof to include reinforcing ‘A’ frames, new purlins and steel strappings. 

 Strengthening the kitchen floor 

 External rendering where necessary  

 Roof tile replacement 
 
Other work identified by the Committee includes: 
 
6.2. Short Term Works Required  
The following are areas of work which would be addressed as soon as funds, potentially 
including grant funding or via volunteer input, allows:  

 Refurbishment of the toilet provision – including baby changing facilities 

 Assessment of accessibility requirements for modification to respond to mobility 
impairments 

 Refurbishment of the staff accommodation to make at a welcoming place to live. 

 General routine maintenance work (e.g. gutters to be cleared)  

 Handrail to staircase 
 
6.3. Medium to Long Term Works Required  
Long term works will require a schedule which enables areas to be completed during quiet 
trading periods: 

 Bar area redecoration to make the area welcoming and attractive to villagers and 
target visitors.   

 Roof/gutters/windows/external stonework and pointing. 

 Repair to front canopy 
Currently none of these are urgent repairs and will be carried out as the business surpluses 
allow. Although grant funding to purchase buildings is limited, funding opportunities may be 
more available to fund repairs and we will continue to seek these funding opportunities to 
resolve these works.  
 
6.4 Delivering the building works 
As the project to buy the pub develops a schedule of works will be outlined to deliver on 
these priorities. Being a community venture we hope to be able to undertake a significant 
proportion of the works with the support of local trades staff, and/or with donated funds or 
equipment/hardware etc from local individuals or businesses. Information on those 
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requirements will be distributed at the appropriate time. Individuals already in a position to 
make a commitment for such should contact info@WHCI.cymru.  
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7.  Marketing Plan  
7.1 Introduction  
The marketing plan for the WHCI is based on three fundamental aims:  

 To increase the number of customers using the facilities and their reasons for visiting 
the WHCI  (building the customer base)  

 To increase the frequency with which customers use the facilities (building customer 
loyalty)  

 To increase the value of each visit made (building customer value)  
 
The target market segments that we hope to attract through the marketing proposals are: - 
 

7.1.1 Local people: 
Families, young people, older people, school parents – both from St Dogmaels and the 
wider areas including Moylegrove, Cardigan, and Poppit 
 
7.1.2 Day visitor – activity based: 
Particularly walkers and cyclists taking advantage of the spectacular walks along the 
Coast Path and inland. These groups are predominately middle aged to older visitors, of 
professional status with higher levels of disposable income.  
 
7.1.3 Day visitor – tourist 
Visitors interested in the local area, its history and leisure options, including the nearby 
Poppit Beach. These visitors can be generations of families holidaying together, with a 
range of social and personal needs. Statistics from Pembrokeshire County Council 
confirm that the total tourist expenditure in Pembrokeshire was estimated to be £569.9m in 

2011. The main direct areas of expenditure are in accommodation (£116.0m) and food and drink 
(£101.3m); the supply chain to the industry (“indirect expenditure” below) benefits to the tune of 
£150.9m. 
 
7.1.4 Former regulars 
The closure of the pub has had an impact on former regulars, the village and residents alike. 
Whilst, a number will bide their time until the community initiative is successful, there will be 
others who may be lost to the WHCI on the medium to long term and an appropriate campaign 
will be required to reinstate this level of goodwill now lost. 

 
To enable the committee to gain a full understanding of what facilities the local community 
required in WHCI, a series of well attended events were held to encourage the community 
to put forward their ideas of what facilities they wanted. The proposals were all recorded 
and sorted by activity, e.g. traditional (darts, pool, real ale) community (by age group or 
service requirement) etc. The proposals were then sorted by most popular and it is these 
most popular ideas that will be considered for viability and sustainability during the initial 
months of opening. Ideas not considered suitable or viable at the initial stage may be 
considered for inclusion at a later date. 
 
In addition to the community meetings, considerable input has been sourced from visitors 
to the local producers market. It has been possible to capture feedback from residents and 
tourists alike, who have been open with their views and suggestions for opportunities. 
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These views are also been assessed and collated for adopting and developing future 
operating strategies.  
 
Proposed methods for achieving the marketing objectives in the early days of operation of 
the business are outlined below. The marketing plan will be updated regularly in 
conjunction with the management team as the business grows and develops.  

 
7.2 Increasing the number of customers  
The first part of the marketing strategy relies on raising awareness of the new community 
facility and the services on offer. This will be done through an extensive outward facing 
marketing campaign incorporating all forms of media including:  
 

7.2.1 Print media  
Articles in the run up to the launch of the new facility will be placed in local print media, 
for example, The Tivyside and the Western Telegraph (and in medium where there is also 
an on-line version), plus others to ensure good coverage across our nearby border 
location for Pembrokeshire, Ceredigion and Carmarthenshire. Additionally, the 
committee can rely upon a team of local volunteers to carry out periodic leaflet drops to 
every home within the village. This will ensure a regular update to the majority of the 
1,240 residences about events and activities. The aim of the marketing campaign will be 
to create awareness and interest in the facilities, by emphasising the community aspect 
of the project. The ultimate goal of the activities will be to convert readers from a general 
awareness to active interest in visiting.  

 
7.2.2 Social media  
Mirroring the print media campaign, the social media campaign will help raise awareness 
amongst a potentially different demographic to the printed word, generating awareness 
and interest amongst a younger, and more geographically diverse audience. 

7.2.2.1 Website 
Website articles (on our own, and other’s websites) will be used, along with a 
Facebook group, Twitter and specific marketing articles to special interest groups 
such as cyclists and walkers. The website will be designed to be easily navigable for 
whatever service or activity the end user is interested in. A monitored contacts page 
will ensure that any enquiries are dealt with efficiently. 
7.2.2.2 Mail shots 
 The collection of email addresses given by people who have expressed an interest in 
being kept informed about the project will enable GDPR compliant email shots 
maintaining awareness in events, activities and to offer incentives.   
7.2.2.3 Facebook 
Facebook content will be designed to be a storytelling page keeping stakeholders up 
to date with events via invites and improving awareness by promoting likes’.  
7.2.2.4 Twitter 
Using Twitter will develop ‘sound bites’ of information, promoting curiosity to find 
out more from the other medium or in person at the WHCI. 
7.2.2.5 Imagery 
Photography will capture interest and can be used in other social media routes such 
as Pinterest for the ‘visual’ reader.  
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7.2.6 Calendar of events 
Specific detail and photographs will be used to describe activities, be that a daily 
menu of ales on offer, or monthly events. 
 

7.2.3 Local businesses, groups and clubs  
Developing associations with groups, businesses and clubs is an essential element of the 
marketing strategy. These groups can form strong allegiances with organisations that 
support and promote their interests and can be very lucrative to the operation.  

7.2.3.1 Businesses 
We will seek to work with local businesses, groups and clubs to raise awareness of 
the project amongst their customers, users and visitors. This will be done through 
the attendance of business network events, leaflets and/or poster distribution within 
local businesses, and through giving talks and presentations to local groups.  
7.2.3.2 The local school 
The local primary school is nearby and offers an important marketing channel to 
engage parents picking up and dropping off children. There are currently around 100 
children attending the local school many of which live in St Dogmaels, in addition to 
families who transport their children from nearby villages. Opening hours will be set 
to capture these opportunities. 
7.2.3.3 Second and holiday homes 
There are a significant number of holiday lets within the village which will also be an 
important area from which to generate business. Identifying the owners of such 
accommodation is key to creating interest amongst visitors to the area 
7.2.3.4 Clubs and groups 
The WHCI has traditionally been the home for a number of groups, including the 
football club, regular quiz team nights, the allotment association and the pool group. 
Developing ongoing links with these organisations is essential, as is the development 
of associations with other clubs that have not been customers of the WHCI in the 
past.  

 
7.3 Increasing the frequency of visits  
In developing our return market the following should be embraced: 
 

7.3.1 Creating a welcoming and attractive atmosphere  
Having attracted customers through the door, our main marketing tool will be to create a 
great impression and build a positive reputation to encourage repeat visits. To do this we 
will offer favourable terms and conditions to staff and ongoing training to enable them to 
provide a great customer experience. We will invest in the fabric of the building on an 
ongoing basis to provide the kind of environment that our customers will expect. We will 
ensure that visitors are warmly welcomed, customers are served promptly, with a 
friendly positive manner and any feedback will be dealt with to reach a satisfactory 
outcome for the customer.  
A regularly changing food menu and drinks offer, using where possible locally sourced 
ingredients and real ales, will also help to retain customer interest, resulting in repeat 
visits.  
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7.3.2 Events & Activities  
A series of activities and events will be developed aimed at engaging all sections of the 
local community and visitors. Plans will be made for regular day and evening events e.g. 
social meetings, hosting events for local organisation, for example Pembrokeshire 
Tourism, book clubs, parent groups, darts and pool competitions and quiz nights etc. 
Larger one‐off events such as wine tasting, speciality food evenings and beer festivals can 
be offered to target audiences. Each event and activity, whilst being designed to meet a 
local community need will also increase the frequency of visits by a wider customer base. 

 
7.3.3 Promotions and Loyalty Cards  
One off promotions will be used to generate interest, especially at off‐peak or 
traditionally quiet times. These will be developed in conjunction with the staff and 
management to gain their feedback and knowledge on the most appropriate form of 
promotion. Loyalty cards offering discounts or freebies are being considered to entice 
users to return on a regular basis.  

 
7.3.4 Tripadvisor and other online travel forums  
Maintaining a watching brief on review websites such as Tripadvisor and Google will 
enable the pub management to respond to all reviews and comments quickly and 
directly. This shows current and potential customers that we are engaged and committed 
to improving services. All comments will be reviewed and appropriately replied to; it is 
noted that establishments that engage with all feedback are well perceived by their 
actual and potential customer base. If corrective action is deemed necessary, this will be 
taken and feedback given. The aim will be achieve a rating of 4/5 within 6 months. 

 
7.4 Increasing the value of each visit  

7.4.1 Increasing the facilities available under one roof  
Prior to its closure in May 2019 the WHCI functioned only as a wet pub no longer serving 
food. This significantly limits the revenue generation opportunities, as well as the 
audience likely to enter the building. By reinstating food and co‐locating other services 
(for example work by local artists) we aim to attract a wider audience to the pub, 
increasing the revenue generated from each visitor.  Reinstating the kitchen services will 
greatly benefit future turnover in the high season, as visitors to the area have been 
repeat returners to the WHCI just for this reason. 

 
7.4.2 Increasing the time spent in the Community Pub  
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 persuaded to stay for a 
meal or snack by prominently displaying an eye catching and tempting menu, whilst 
those visiting just for coffee may be enticed to stay for a bite to eat after seeing the 
locally sourced bar snacks and traditional pub food. Newspapers and second hand books 
could be used to encourage longer dwell times. Good wi-fi connections can also 
encourage visitors to stay longer, particularly those who do not have access to this 
elsewhere e.g. tourist visitors. St Dogmaels benefits from an excellent fibre broadband 
service. Ultimately, creating a comfortable and pleasant environment, that meets the 
needs of the customer, will encourage longer, more valuable visits.  
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7.4.3 Promoting accessibility 
St Dogmaels is an historic village that has evolved outside of current building and 
planning regulations. As such there are very few facilities for individuals with mobility 
impairment, and the WHCI is equally affected. In developing a more inclusive provision, 
there is a marketing opportunity in developing a more accessible design for future and 
existing customers. This will encourage a space that can be accessed and increasing the 
time that individuals can remain in the establishment. It will also go a long way to 
respond to the statutory access provisions. 
 

7.5 Lets ‘get this party started!’ 
On achieving the purchase and reopening of the pub there will be a launch party for 

investors, shareholders and supporters of the project. This will be in recognition of the input 

individuals, businesses and organisations have made in welcoming the WHCI to the village of 

St Dogmaels. It is also anticipated that there will be a further ‘opening’ event for the village 

and local communities to launch the formal return of our traditional local pub. 
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8. Management & Operation  
8.1. Introduction  
This section describes the ongoing management and operating plans for the Community Pub 
following opening. Attention is given to the set-up process prior to a manager being 
appointed, who, in conjunction with the WHCIC, will be directed to develop a range of 
operating procedures which are essential to the statutory and effective management of the 
WHCI. 
 
8.2. The WHCI 
The community asset will be owned by White Hart Community Inn (St Dogmaels) Limited. 
This legal model has been chosen because it emphasises the social benefit of the project, 
whilst giving directors the protection of limited liability. It guarantees an “asset lock” that 
ensures the assets of the society will be used for the benefit of the community and cannot 
be disposed of for the private profit. The Co‐operative rules will be approved by the 
Financial Conduct Authority and are available separately.  
 
8.3 Management & Operation of the Community Pub  

8.3.1 WHCI 
The strategic management of the venue will be overseen by the elected board which has 
been set up specifically for this purpose. Our intention is to establish a broad 
membership drawn from across the local community through the purchase of community 
shares. The Members (shareholders) will elect a Board of Directors at its Annual General 
Meeting.  

 
8.3.2 Day-to-day operation  
Experienced general manager(s) (GM) will be appointed for the day‐to‐day management 
of the pub. In order to achieve the operating requirements for the WHCI, it is envisaged 
that two individuals would be appointed, leasing the onsite domestic accommodation. 
Ideally the appointment would be  prior to the opening of the WHCI for the appointees to 
be involved in stock choice, fixtures and fittings, other staff/volunteer recruitment and 
training and recruitment etc. Consideration will need to be given to the challenging 
recruitment market for such roles and skills sets and the process will have to be 
instigated with suitable lead times. Initial funding and costs for the recruitment will be 
financed through the working capital detailed in section 9. Finance.  
 
The community will retain significant input into the primary aims for the pub and through 
the shareholders and their appointed directors, set the strategic direction. The 
community will be involved in key decisions in relation to the running of the facilities in 
the pub.  
 
Staff will ideally be sourced from the local community and will be recruited through 
competency frameworks; using the values that are important to the WHCI and its 
shareholders. All staff and volunteers will be expected to undertake timely and relevant 
skills and development training.  
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8.3.3 Achieving community engagement 
Shareholders and the community will be encouraged to contribute to the management 
and delivery of the services of the WHCI. Contributions may be made by volunteering 
time, assisting with promotional activities, giving feedback and input to the direction of 
the pub. A shareholder is, and can be, an active member of the business success. 
 
8.3.4 Work placements 
The WHCI will work with local education providers to offer work based training at NVQ 
levels 1, 2 and 3 in areas such as hospitality and tourism, catering and customer service. 

 
8.4 Operating standards 
The following table outlines policies and procedures essential for the operation of the WHCI; 
who will be responsible for their initial development, review and future amendments:  

Activity Version 1 Review and 
modification 

Final 
approval 

Policies 

 Code of conduct 

 Drugs and alcohol 

 Diversity and equality 

 Bullying, harassment and discrimination 

 Health and safety 

 Fire risk assessment 

 Disciplinary and grievance 

 Environment 

 Welsh Language 

 General Data Protection Regulations 

 Health and Safety 

 Social media and internet 

 Safeguarding 

WHCIC WHCIC WHCIC 

Staff Handbook 

 Cash Handling 

 Security 

 Hygiene 

 Cleaning/Closing 

 Licensing rules 

 Staff training 

 Volunteer training 

 Lone working 

 Customer service 

 Challenging customers 

 Working with volunteers 

 Financial controls 

 First Aid 

 Leave and absence standards 

WHCIC WHCIC and 
GM 

WHCIC 
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9. Financial Forecasts 

9.1. Introduction  
This section outlines the anticipated income and expenditure forecasts for a three‐year 
period following opening. This is consistent with industry standard revenues for a rural 
aspect pub.  
 
9.3. Assumptions 
Financial forecasting for a new business is inevitably speculative. We are fortunate that we 
have access to financial figures for at least three years and we will use the latest figures (non 
audited 2018/19) to inform our forecasts.  
 

9.3.1 Capital 
The marketed price of the White Hart is £270,000. Costs and capital assume that the 
purchase is achieved at the current advertised price. 
 
Additional starting costs include: 

 Opening stock £  10,000 

 Initial refurbishment and maintenance work  £  30,000 

 Working capital £  10,000 

 Electronic Point of Sale System £    1,500 

 Total capital required £321,500 
 
Capital required versus capital committed is detailed as follows:    
 Required Committed 3 

 Shares £200,000  £ 58,400 

 Peer-to-peer loans £  50,000 £ 20,000 

 Donations £    5,000 

 Grants £  30,000 

 Interest free loan Pembrokeshire lottery  £  35,000   

 Total £320,000 £ 78,400    
 
The next section outlines the anticipated income and expenditure forecasts for a three-year 
period following re-opening of the pub. The values presented are exclusive of VAT. The 
income and expenditure forecasts have been laid out in the same way as the previous 
published accounts for the White Hart, to make direct comparisons easier.  
 
9.4 Income and Expenditure 
The numbers used in the spreadsheet are based on the figure published by The British Beer 
& Pub Association (BB&PA) in 2017 for similar sized rural pubs earning roughly 50% from 
drinks (wet) and 50% from food (dry). We have been informed that, in 2018, food made up 
only 28% of total turnover, giving a lot of scope for increasing this proportion. 
 
In the first year after re-opening we expect that wet sales will be lower than in the years 
2016, 2017 and 2018 because of having to rebuild customer confidence after a period of 

                                                             
3 12 June 2019 
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closure. Compared with 2018, if we assume a cut of 15% in wet sales, we get a wet sales 
figure of £117,000. By focussed marketing we can be reasonably confident of achieving a 
similar figure for food sales. In the second year we assume that wet sales will return to pre-
closure levels, with equal value for food sales. In year three we assume a 5% increase in 
turnover. An example of how we could achieve these figures for Year 1 is given below: 
 

Food turnover weekly average 
      

 

Mon Tues Wed Thurs Fri Sat Sun Weekly Year 

Lunch £100 £100 £100 £100 £150 £150 £400 £1,100 £57,200 

Evening     £200 £200 £325 £325   £1,050 £54,600 

         

£111,800 

Wet sales turnover weekly average 
      

 

Mon Tues Wed Thurs Fri Sat Sun Weekly Year 

Lunch £100 £100 £100 £100 £150 £150 £200 £900 £46,800 

Evening £100 £100 £200 £200 £325 £325 £200 £1,450 £75,400 

         

£122,200 

       

Total Turnover = £234,000 

 
This example assumes that the Food and Bar Managers have Monday and Tuesday off and 
that we offer simple non-Chef food Monday to Thursday lunchtimes. Historically Sunday 
lunchtime have been a busy period, therefore no food would be served on a Sunday 
evening. 
 
The purchases figure is based upon 50% of wet sales (similar to the overall figure for the 
White Hart 2018) plus 40% of food sales (more added value). Cost of wet & food purchases 
to increase by same rate (17.6%) as sales in Year 2. Assume 5% increase in cost of sales in 
Year 3. This enables us to achieve a Gross Profit Percentage of approximately 55% in each 
year. 
 

9.4.1 Employee hours and wages 
The following tables represent an example of staffing to enable the White Hart to be 
open from 12 noon to 11pm seven days per week 
 
Employee Hours & Wages Example - Year 1 

    Extra Staffing Food – Total hours from midday 

     

 

Mon Tues Wed Thurs Fri Sat Sun Hours 

Lunch 6* 6* 0 0 0 6* 6 24 

Evening 0 0 6³ 62 62 6³   24 

       

Total 48 

Extra Staffing Bar – Total hours from midday 

    

 

Mon Tues Wed Thurs Fri Sat Sun Hours 

Lunch 62 62 0 0 0 0 62 18 

Evening 6 6 0 0 6 6   24 

       

Total 42 

Weekly total 90 
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Annual total 4680 £38,423 @ £8.21 per hr (working wage rate) 

 
         

 

302 hours 24 hours 18* hours 12³ hours 6 hours 
   

         

 

Wages 
   

£38,423 
   

 

NI (13.8% employer's contribution) £5,302 (assumes all employees pay NI) 

 

Total 
   

£43,725 
   Support staff salaries will be paid at the minimum wage rate, up to £8.21 per hour or the 

current minimum wage rate, whichever is the greater. It is assumed that the employer’s 
pension contribution of 3% is paid for all employees. (It should be noted that should 
individual salaries be below the minimum thresholds, automatic pension enrolment will 
not apply to all employees.) 

 
9.4.2. Projections 
The majority of the overhead figures have been taken from the White Hart published 
accounts for 2018 after increasing for inflation (2.48% for 2018 plus 2.17% projected 
inflation for 2019). 

White Hart - Business Plan Financials 
    

 
Year 1 

 
Year 2 

 
Year 3 

 

 
£ £ £ £ £ £ 

Sales 
 

234,000 
 

275,200 
 

288,960 

Cost of Sales 
 

105,300 
 

123,415 
 

129,586 

Gross Profit 
 

128,700 
 

151,785 
 

159,374 

       Overheads 
      Rates & Water 1,807 

 
1,897 

 
1,992 

 Light & Heat 6,056 
 

6,359 
 

6,677 
 Managers' Salaries 40,000 

 
42,000 

 
44,100 

 Wages 47,933 
 

50,330 
 

52,846 
 Pensions 2,463 

 
2,586 

 
2,715 

 Marketing 1,000 
 

1,050 
 

1,103 
 Insurance 1,251 

 
1,314 

 
1,379 

 Telephone 6,938 
 

7,285 
 

7,649 
 Post & Stationery 148 

 
155 

 
163 

 Motor Expenses 500 
 

525 
 

551 
 Licences 823 

 
864 

 
907 

 Subscriptions 500 
 

525 
 

551 
 Repairs & Renewals 5,613 

 
5,894 

 
6,188 

 Cleaning 6,878 
 

7,222 
 

7,583 
 Sundry Expenses 75 

 
79 

 
83 

 Staff Training 500 
 

525 
 

551 
 Accountancy 484 

 
508 

 
534 

 Bank Charges 2,288 
 

2,402 
 

2,523 
 Peer to Peer Loan Interest 600 

 
600 

 
600 

 

  
125,857 

 
132,120 

 
138,696 

NET PROFIT (LOSS) 
 

2,843 
 

19,665 
 

20,678 
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The repairs and renewals figure assumes that all necessary work is carried out before 
opening. 
 
The figure for cleaning includes paying a cleaner for 10.5 hours weekly cleaning.  
The repairs and renewals figure assumes that all essential work is carried out before 
opening.   
 
The figure for cleaning includes paying a cleaner for 10.5 hours weekly cleaning.  
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10. Risk and SWOT Analysis 
10.1 Risk Assessment  
Table 10.1 details the key risks in purchasing and running the WHCI as a community pub: 
 
Table 10.1 

Risk Level Mitigation 

10.1.1 Purchase falls through 
The purchase of the site falls though 
after costs have been expended, or 
the society fails to raise sufficient 
finance to purchase the site, resulting 
in losses. 

Medium Share and  peer to peer money will be 
returned in full. Set up costs would be 
covered through donations made 
towards the project. 
Local support organisations have 
confirmed a 70:30 ratio in assisting in 
fund set up costs. 

10.1.2 Delayed purchase 
As the business has now closed there 
will be an increasing loss of ‘good will’ 
from existing and potential 
customers. Further delays will have an 
ongoing impact requiring significant 
investment in time and good 
customer service to encourage 
customers to return to the WHCI on 
opening.  

Low Promotion and marketing as detailed 
in section 7.Marketing will address 
the point. 
Ongoing communication and 
engagement by the WHCIC will ensure 
that the community and investors are 
updated on progress on a regular 
basis. 
Achieving a purchase price lower the 
marketed value. 

10.1.3 Lower than predicted turnover 
‘Wet’ sales or food orders are lower 
than anticipated.  
 

Medium Financial assumptions have been 
conservative. 
Marketing and promotion would seek 
to raise the profile of the WHCI 
through a range of initiatives.  
Plan events or activities to boost 
footfall and revenue on the quietest 
evenings.  
Should the need present itself the 
WHCI could close on the quietest 
times to save money.  
Use more volunteer staff. 
Sensitivity workings for the  financials 
will be developed to identify best and 
worst case scenarios. 

10.1.4 Recruitment challenges 
Recruiting and retaining skilled and 
experienced staff in the field food and 
beverage can be challenging, 
particularly in a rural area. It should 
be noted that other establishments in 
the local area have faced difficulties in 
identifying, starting and maintaining 

Medium Review opportunities with agencies 
experienced in the area. 
Promote opportunities through word 
of mouth. 
Consider flexibility in salary and 
reward structures. 
Develop a performance based salary 
structure to reward achievement and 
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Table 10.1 
Risk Level Mitigation 

employment for pub managers and 
appropriately qualified chef/catering 
staff.  

outcomes. 
Development of a trained and 
committed volunteer pool of staff 
Seek to refurbish the living quarters 
above the pub sooner rather than 
later to attract a suitable manager(s) 

10.1.4 Employment challenges 
Employment concerns may arise; staff 
suitability, turnover of staff and 
unexpected departures.  
 

Medium Employment terms that address meet 
practice and statutory requirements.  
A robust competency based 
framework will be put in place, 
alongside probationary periods, staff 
training and reviews/appraisals will be 
a feature of employment. 
Succession planning will be 
established and a personal license 
holder will be appointed to step in at 
short notice. 
Achieving support from a positive 
volunteer team. 

10.1.5 Building and/or structural 
issues 
A major repair not picked up in the 
survey becomes apparent in a few 
years time.  
 

Low A thorough survey has already been 
undertaken and members of the 
WHCIC who are qualified in building 
and carpentry have inspected the 
building.  
We would then have a trading track 
record on which to raise finance.  
In the worst case if the repair was 
unaffordable we could offer a new 
share option or close the business and 
seek to sell the building. 

10.1.6 Withdrawal of share capital 
Several large shareholders may seek 
to withdraw their capital at the same 
time resulting in cash flow problems 
for the society.  
 

Medium The company rules will define the 
rules for share withdrawal and the 
right for the committee to assess 
affordability of such.  
Decisions will be made on a case by 
case basis up to the defined 
threshold. 

10.1.7 Board membership challenges 
The board fails to develop an effective 
succession plan to attract new board 
or sub-committee members or there 
is a fundamental breakdown of the 
membership structure.  
 

Medium Planning for the natural evolution of 
the project and business development 
is key.  
The committee will look to identify a 
development route for all roles and 
responsibilities and keep 
communication channels open for 
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Table 10.1 
Risk Level Mitigation 

constructive and critical dialogue. 
Support will be sourced from relevant 
routes should external facilitation be 
required. 

10.1.9 Catastrophic failure of the 
business  
 

Low The WHCI would be sold and the 
money from the sale used to refund 
shareholders as far as possible. 
Assuming people have claimed EIS tax 
relief, so long as the building was sold 
for at least £200,000 people should 
get all their money back. However, 
this is an ‘at risk’ investment and 
people might lose some or all of their 
money 
 

  
 

10.2 SWOT analysis (Strengths, Weaknesses, Opportunities, Threats) 
Table 10.2 analyses a range of impacts of this project to promote wider planning and 
consideration by the Committee, the community and investors to the project.  
 

Table 10.2 
Strengths Weaknesses 

 A focused and experienced Committee 

 Strong local knowledge and the support 
of the wider community 

 A range of knowledge from both the 
community and the committee in 
managing and running business and 
community initiatives 

 A quick response in receiving significant 
financial support. 

 Committee members with pub trade 
experience and personal license holders. 
and customer care experience. 

 Passion, commitment, seeking out 
support when needed, development of 
“more than a pub” 

 Community goodwill 

 Strong local property market 

 A community and committee that is 
both local and Welsh speaking.  
 
 

 Limited experience in running a pub. 

 There is a lot of administration required 
for the project and we may not have the 
finances or resources for set-up: 
photocopying, time of volunteers or 
committee members, venues for 
meetings, IT etc.  

 No experience of setting up a community 
initiative in St Dogmaels 

 Limited detailed access to 
second/holiday home owners that could 
be engaged in this opportunity  

 Not having a dedicated resource for 
website content to keep it fresh and up-
to-date 
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Opportunities Threats 

 Benefitting from fantastic support from 
organisations experienced in community 
initiatives: 
o The Plunkett Foundation, Welsh 

Share Cooperative, PLANED 

 To build on lessons learnt. We are not 
the first in instigating a community pub 
– there is considerable knowledge out 
there that can be ‘borrowed’ or 
‘remodelled’ for the WHCI. 

 Other local businesses, including existing 
pubs and restaurants, and people of 
influence support the initiative.  

 The project will evolve giving 
opportunities for others to become 
involved developing their skills and 
knowledge for their personal 
progression.  

 To build on the goodwill of our 250 year 
old pub, to innovate and attract, and 
satisfy a broader base of customers 
through offering a wider range of 
products and activities. 

 To build good two-way communication 
with share holders to help develop a 
special customer base of regular pub 
customers. 

 As a not for profit entity, the WHCI will 
have the opportunity to apply via grant 
funding avenues for building repair and 
improvement.  

 The loss of the last local pub affects: 
o the local economy,  
o community cohesion and 

wellbeing,  
o the value of properties in the area, 
o the success of other businesses,  
o tourism 
o local employment,  
o skills development, 
o and training opportunities. 

 

 Not agreeing a realistic purchase price 
with the vendor. 

 Not achieving the financial commitment 
needed. 

 Delay in achieving financial targets with 
potential investors waiting to see if the 
project is a success before deciding to 
commit. 

 Loss of goodwill with the ongoing 
closure of the pub, this impact will be 
compounded as time elapses.  

 Brexit resulting in less tourists come to 
Wales or food costs going up? 
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Appendix 1 
 
WHCI Committee 

White Hart Community Inn is the trading name of the legal entity The White Hart 
Community Inn (St Dogmaels) Limited/Tafarn Cymunedol Hudd Gwyn (Llandudoch) 
Cyfyngedig which is registered under the Co-operative and Community Benefit Societies Act 
2014. Its registration, number XX , was approved by the Financial Conduct Authority on XXX. 
4  
Our committee is made up of volunteers who are interested in retaining, promoting and 
developing a community pub. No paper qualifications or financial commitments are 
necessary.  In being a successful committee member you will be enthusiastic, look for the 
positive even in pressing times and will keen to work with others to keep our pub at the 
heart of St Dogmaels. 
 
Committee Members  
Chair – Jo Pitt  
I originally moved to the village with my family seven years ago to develop the former 
Bethsaida Chapel into a bed and breakfast which I now own and manage. Previously I 
worked for 25 years in the private and public sectors in Human Resource roles. During that 
time I advised on employment law matters and worked with senior management teams to 
restructure businesses to increase profitability and performance.   
 
I was previously MCIPD qualified (Human Resource qualified), but I’ve let that lapse being 
focussed on hospitality. Not yet a Welsh speaker, but I try.   
 
I love this village and the community. I want to support and grow an active and successful 
community pub that welcomes residents and visitors to the area by providing quality, 
locally sourced food and drink throughout the year. I hope that the involvement of the 
community group will encourage other residents and visitors to enjoy this venue which has 
been at the heart of the village for 250 years.    
 
Treasurer – Steve Czech  
I have been associated with Llandudoch since meeting my wife Angela in 1973, who was 
born and brought up in the village. We moved to the village in January 1981 to run the 
grocery store which belonged to a family member Siop y Sqwar. A change in occupation 
saw us move to Llangoedmor in December 1989. Thankfully we moved back to Llandudoch 
in February 2017 and live at Can y Gloch, Mwtshwr Lane.  
 
I am still working as a Financial Adviser, which I have done for the last 34 years. I have been 
Treasurer of Cardigan RFC for some 20 years and Treasurer of the Club Male Voice Choir, 
formed 10 years ago. I was Treasurer of Poppit Surf Life Club for 9 years.  
 
The White Hart is one of several unique community venues in the village. We cannot lose it-
you notice it as soon as you enter the village. It is a place where friends and visitors can 

                                                             
4 An application is being progressed with the final registration yet to be approved 
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enjoy its unique atmosphere and heritage.  
 
Secretary – Diana Evans  
I have lived in the village of Llandudoch all of my life and I have been part of many groups 
and associations:  

 Ysgol Feithrin Llandudoch Committee Member   

 Chair/Vice Chairman of the PTA and Parent Governor of Ysgol Llandudoch  

 Church Hall Treasurer  

 Parish Secretary of St. Thomas Church St. Dogmaels  

 Secretary for the Poppit Sheep Shareholders at the Webley Hotel - raising moneys 
for local Charities over the last 30 years.) -Eisteddfod Llandudoch Committee 
Member  

 
I work as an Office Manager for a local cleaning Company having previously worked as a 
Legal Secretary for over 20 years.  
  
I would wish to ensure that the village keeps a successful community pub so that both 
residents and visitors can enjoy.  It also has a sentimental meaning to me as my great 
grandfather Johnny Jones who was a seine fishermen/RNLI member and very much a 
regular at the White Hart and the Teifi Netpool Pub so it’s important to keep its history 
going.  
 
Fiona Andrews   
I live on the High Street in St Dogmaels with my husband, who was born on a local farm at 
the top of Longdown bank.   
 
Previously I have worked in both the private sector, (specialising in marketing, strategic 
planning and market research), and the public sector, (with over 20 years in the NHS 
working to prevent ill health and promote wellbeing). Current experience includes property 
management including commissioning health & safety/fire risk assessments. I have a MBA 
in business administration specialising in marketing.  I have managed teams, budgets and 
regional programmes delivering across the South West of England.  
 
I believe a village, a ‘real’ village where people can meet up, socialise and get to know each 
other well enough to celebrate the good times and pitch in to help each other is hard times 
needs a few things. The brilliant thing about St Dogmaels is it’s kept its school, its shop, its 
village hall, churches and developed a prize winning Tuesday market next to the Coach 
House. Let’s hang on to our last pub for ‘locals’ – the White Hart Inn. I hope the community 
will work together to keep it.   
 
Victoria Goddard– Deputy Secretary 
I’m the General Manager at Theatr Mwldan and the designated premises supervisor for the 
building which also means I hold a Personal Licence (handy for running a pub!). Prior to 
Mwldan I worked at Folly Farm as the Marketing and Education Manager and before that 
I’ve worked in various Theatre’s as a freelance Stage Manager or Education practitioner. 
 
I have worked part time in pubs as a supplementary income for 25 years (until my current 
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job at Mwldan) and I’ve done holiday cover for pubs too so I know how to pull a pint and I 
can do a nifty shamrock on a pint of Guinness. Local pubs I’ve worked at include the 3 
Horse Shoes in Cenarth for several years and The Plough in Newcastle Emlyn. 
 
We moved to St Dogmaels 5 years ago and our children go to the local school. We used to 
live near Capel Iwan where we saw what happened to the community spirit when the local 
pub ‘The Fox and Hounds’ closed. You don’t have to be a regular drinker in a local pub to 
know how important it is for the community and local economy, pubs inject an average of 
£80k into their local economy each year; employing local people, buying in beer and food 
from local suppliers etc. Villages with a thriving pub are 40/50% more likely also to have 
community social events and activities and a community run pub has even more support 
and activity opportunities. Finally though, on a completely selfish note, the White Hart 
needs saving, so I get my fortnightly quiet Thursday nights in while the Hubby goes to the 
Pub Quiz! 
 
Mike James – Deputy Chair  
I was born in St. Dogmaels as were my father and grandfather. After attending school in 
Llandudoch and Cardigan I went to work in local factories. After 32 years I worked as a 
Learning Support Assistant before being elected to represent St. Dogmaels Ward for 
Pembrokeshire County Council in November 2010.  
 
I am active in my community and in projects in Wales including: a member of 
Pembrokeshire Coast National Park Authority Chairman of National Parks Wales (Brecon 
and Snowdonia), a Governor in Ysgol Llandudoch and Ysgol y Frenni, member of the Dyfed 
Powys Police and Crime Panel, Trustee of Ceredigion Citizens Advice Bureau, Deacon and 
Trustee at Capel Blaenwaun. 
 
With a keen interest in football I played for St. Dogmaels Football Club for over 18 years 
and was a referee for 10 years, officiating all over Wales.  
 
Along with my family, Llandudoch is my life. There are some things within a community that 
we cannot lose, a village pub is one. It is a meeting place for family, friends and visitors. 
Making new friends. Tourism is vital for our community; a welcoming watering hole brings 
tourists back. The "White Hart Community Inn" is a group of volunteers who are totally 
committed to the cause. We are all going to do the ground work but it is the shareholders 
and peer to peer people who will determine if we are successful. YOUR VILLAGE NEEDS 
YOU.   
 
Julie Owen 
Born in Port Talbot, trained as a teacher in Carmarthen and then spent 25 years teaching, 8 
years running a business and 7 years working at an open air museum as a Victorian! – all in 
England. Moved to St Dogmaels in July 2018 and currently having a bit of a ‘gap year’ 
travelling around the UK in our motorhome.  
  
Always been involved in school PTA’s and more recently the WI. I led a community project 
called ‘Broseley Totally Locally’ in my previous town which drew together lots of groups and 
businesses to keep the town thriving. I’m a real fan of independent businesses. I have spent 
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years researching my family history and am currently researching the people who lived in 
our house, many of whom probably used The White Hart.  
  
Having always wanted to return to Wales we chose to come and live in St Dogmaels after 
visiting because we could feel the sense of community. We want to be fully part of the 
community and as our garden overlooks The White Hart we want to see it thrive and be 
used by residents and visitors.  
 
Wyn Owen – Deputy Treasurer 
I was brought up in Newport Pembrokeshire and, after training at Trinity College, 
Carmarthen, moved away from the area to teach in the south of England. After 21 years 
teaching maths in various secondary schools I left teaching and trained in accounts, gaining 
my AAT (Association of Account Technicians) qualification. I then spent 10 years working as 
an Assistant Accountant for a multi-national company in Telford followed by 5 years as an 
Assistant Accountant for the Ironbridge Gorge Museum Trust.  

  
I enjoy real ale and firmly believe that serving good quality, well looked after real ale is an 
asset to any pub in these challenging times. At the same time, I recognise that it is very 
important that a pub caters for all tastes.  
  
I have always been a great believer in community ventures whether they be pubs, shops or 
other enterprises. A pub is so important to any village but as well as serving good quality 
drink and food, I would love to see the pub developing ideas to support all groups in the 
community. As a community asset I would hope that the building will be used as much as 
possible, both within and outside of licensing hours.  
 
Simon Rees 
I grew up in the village, attended the junior school, cleared the sand pit in the long jump on 
sports day, and played football for the village. I moved away due to work and always found 
myself coming back; a few months here or a year there. Two years ago I moved back 
permanently with the aim of involving myself as much as I could in the community. 
 
I have 5 bicycles 
 
I hope to make the White Hart a place that people want to frequent, where new ideas (be 
they food, drink or events) are welcomed. A community pub with community ideas. 
 
Beryl Rees 
I was raised in the village, as were generations of my family before me. I received my early 
education in the village school before moving on to Ysgol Uwchradd Aberteifi and 
University. I returned to live in the village in 2003, although close connections meant that I 
was a very frequent visitor in the intervening years. My vocation was teaching, 
predominantly History, Economics and Business, but I have also spent some time running a 
business. 
 
Although I have now retired from teaching I still work for the examination board, WJEC, 
mainly as the Chief Examiner for Business. I am a member of many organisations in the 



37 Business Plan 190612 
Version 1 – Review date 190831 

 

village.  I am the Secretary for Merched y Wawr and run and organise the Pensioners’ 
Luncheon Club. Additionally, I am a community councillor and a governor for the village 
school. 
 
The White Hart has been a feature in the village for centuries, a place to meet and gossip.  
It is a homely and friendly place, no-one who sits in the White Hart is lonely!  Although it 
has seen many changes in the village over the centuries it has not lost this virtue. 
 
I would like to see the White Hart keep and enhance its friendly and welcoming character, 
becoming the hub for village organisations and all villagers.  I see The White Hart as a place 
where everyone can enjoy and socialise. 
 
Jane Roberts 
I taught for three years in Slough before taking a temporary job at HMRC. I stayed with them 

for 16 years, most of them as a VAT inspector. After holidaying in Pembrokeshire for many 

years, my partner and I finally saw sense in 2012 and moved to St Dogmaels. Since then I 

have worked for Ceredigion Council, Cardigan Castle and I am currently the Finance Officer 

at PLANED. 
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Appendix 2 
 
Community Benefits Societies 
The purpose of a community benefit society is to serve the broader interests of the 
community, in contrast to co-operative societies that serve the interests of members. The 
society is an independent entity owned and controlled by its member shareholders who 
have democratic voting rights. Each member has the right to stand for election as a director.  
 
In common with all societies, community benefit societies normally have members who 
hold shares and are accorded democratic rights on the basis on one-member-one-vote. The 

FCA says “it is not usually appropriate for a community benefit society to give any 
particular group of members greater rights or benefits”, because the society must be 
conducting its business for the benefit of the community. So, for example, we would expect 
to see community benefit societies run democratically on the basis of one-member-one-
vote, which avoids opportunity for capital gains and gives everyone in our community and 
equal say and voice.  
 
Any profit made by the community benefit society must be used for the benefit of the 
community. Interest on share capital is an operating expense. This does come with its own 
caveats as this is based on affordability and the board have the right to not make interest 
payments if it is deemed unaffordable or could impact on the solvency of the business.  
 
Community benefit societies must only use their assets for the benefit of the community. If 
a community benefit society is sold, converted, or amalgamated with another legal entity, 
its assets must continue to be used for the benefit of the community and must not be 
distributed to members. This lock on the assets of a community benefit society can be 
reinforced as our rules have a prescribed asset locally which means that the asset would be 
locked to our community for perpetuity and cannot be sold off for private gain.   Community 
shares cannot go up in value, but potentially could go down if the society gets into any 
financial difficulties.  The risks associated with capital based share offers are lower risk, as 
there is equity held within the asset however we do recognise that should the value of the 
property reduce this could impact on shareholding values.  
 
WHCI as a Community Benefits Society 
We recognise that we are a new enterprise and our enthusiasm remains undimmed. We 
recognise that enthusiasm alone is not sufficient and that the Society does not have a track 
record of running such a business or have all the relevant skills and experience to develop 
this venture. Therefore the Society will appoint a manager to run the pub and the 
management committee will directly manage the staff. The reason we have adopted this 
model and not leasing the pub to a tenant is our passion to ensure that we are in control of 
our destiny and will have influence over how the pub is run and what activities are delivered 
there.  The society will employ responsible staff for the day-to-day running of the business, 
overseen by the management committee who will set the overall direction.  
 
We have explored the community owned model in detail to ensure that this is the right 
business model and have been assured that research undertaken by Plunkett has noted that 
there are more than 50 pubs across the UK. 


