Hulme Community Garden Centre
Business Plan 2019

Table of Contents
1.

EXECUTIVE SUMMARY .......................................................................................................... 2

2.

INTRODUCTION AND BACKGROUND ..................................................................................... 3

3.

RESOURCES .......................................................................................................................... 8

4.

CURRENT BUSINESS ............................................................................................................ 11

5.

PHASE 1 – DEVELOPMENT OF CURRENT SITE....................................................................... 14

6.

FINANCE ............................................................................................................................. 26

APPENDICES .............................................................................................................................. 33

Hulme Community Garden Centre – Business Plan 2019
Page 1

1. Executive Summary
The Hulme Community Garden Centre (HCGC) Business Plan, completed in January 2018 and updated in
April 2019, is the culmination of planning by the staff, Board and wider community since 2014. Drawing on
internal skills and external business support, HCGC has produced three key documents that are referenced
in the Business Plan.
1. The Forecast Social Return On Investment report;
2. A Strategic Review, highlighting the main areas of development required for sustainability and
growth;
3. A Restructure Business Case, which shaped the staffing structure HCGC needs to adopt, in order to
achieve strategic goals.
A cross cutting theme through these three documents is a strong need to evidence the social value of the
work at HCGC. This includes monitoring and evaluating the services, consultation with service users, and
disseminating the evidence and publicising social value to funders, customers and the community.
Together the actions and evidence in the Business Plan will allow HCGC to address its key aspirations,
outlined in the Strategic Review 2015 and to reach the Visionary Goal:
‘To be seen as an exemplar for a Social Enterprise and be ultimately financially independent’
The key aspirations have been identified as:
Ø To further develop HCGC and make it financially more stable so that it produces surpluses and
builds reserves
Ø To ensure that the core values and culture remain embedded in the business as it grows
Ø To create an organisation that achieves its current goals and future strategic plans and is positioned
in the future to adapt to directional choices
In 2019 the main goal is a capital investment in site development to enable sales and services to expand,
and therefore to improve resources to further our vision. A strengthened Board, consultant advisor support
and a newly expanded membership will work alongside staff and volunteers to carry out the plan.
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2. Introduction and Background
2.1 Scope and Purpose of Business Plan
HCGC is a community garden centre with broad objectives and outcomes (outlined in sections 2.5 – 2.7) for
a charity with a current turnover of around £300,000 per annum and employing nine staff. The centre
confidently delivers outcomes for beneficiaries whilst trading within its primary purpose.
The business strategy since 2014 has been to become less dependent on grants. In 2014, almost 40% of
income was from grants, compared to less than 25% in 2018. From 2014 to 2018 income generation has
increased overall by over 60%, this is largely generated through trading and contracts. To continue this
move towards financial sustainability HCGC have identified a need to significantly grow traded income in
order to break even, and increase free reserves.
In order to increase revenue, HCGC have identified limits to growth and market opportunity through the
lack of warm, functional indoor space. Therefore there is a large capital funding requirement to create a
larger indoor area, which will provide increased sales space, a warm space for volunteers, an improved
production area, and offices for staff. This new build will increase visibility of HCGC from the street,
improve the visitor experience and accessibility, and create space for an improved cafe offer with indoor
seating.
The business plan covers proposed capital expansion plans to commence in 2019 with the major works
being completed in 2020.

2.2 Who we are
The heritage of HCGC goes back to the 1980’s when the district of Hulme had a strong element of
alternative living, cooperation, ecology and environmental activism, which lives on today. The district was a
pioneer of Housing Association expansion and provided other social services to the city of Manchester such as services for those suffering from addiction and disadvantage - all underpinned by its tolerant and
open-minded community.
In the late 90’s the community was in need of inspiration, re-invigoration and most importantly a hub
where community activities could be stimulated and the area’s passion for nature and environment could
be re-ignited. That vision was mobilised by three local residents who in 1998 set out to create a public
green space from an area of scrubland, and to encourage healthy living through gardening and sustainable
food growing. The ‘community garden’ was very much a legacy of Hulme’s regeneration, and today it
allows the district to remain at the forefront of pioneering solutions to the challenges faced by the
residents of Manchester and of wider society, from mental health through social inclusion to climate
change.
Work on the community garden site began in 1999, underpinned by the donation of time and materials
that embodies the spirit of volunteering which remains the bedrock of the Centre today. HCGC opened its
gates to the public on April 4th 2000 and has been developing ever since. The site has recently expanded to
incorporate development of a disused car park, doubling the site size to almost 2 acres. The site
incorporates a small garden centre and a thriving community garden which provides vital green space for
all to enjoy, relax in, learn from and be part of. A wide range of beneficiaries engage: adults with disabilities
and mental health issues; families with young children; school and university students; and mainstream
volunteers who help develop, maintain and manage the gardens.
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HCGC currently delivers activities under 3 broad headings:
•

Plants – a garden centre providing garden plants and specifically edibles with a dedication to
organic and peat-free principles where possible.

•

People – an on-site activity programme running daily with sessions geared towards differing
abilities and needs in order to provide meaningful opportunities to the widest range of
beneficiaries and be responsive to need.

•

Green Project Design – supporting and enabling residents, businesses, schools and community
groups to design and build innovative green spaces across Greater Manchester.

The key aspect of all our work is to ensure a supportive environment, increase social interaction and
reconnect people with nature. Our underlying values are Plants, People and Passion.

2.3 Governance
2.3.1 Legal structure
HCGC is an Exempt Charitable Community Benefit Society (Society No. IP28958R) and subscribes to
international Co-operative Values and Principles meaning that values such as democracy, openness and
fairness are fundamental, as is support for education, concern for others, and working for the good of the
community as a whole.

2.3.2 Governance arrangements
HCGC is led by a Board of seven who are elected at the AGM and provide strategic direction and support. A
new structure was introduced in 2019 to address the previous bottom-heavy model, where there was a gap
at Management level, with all management responsibilities focusing through the Centre Manager, which
was an unsustainable workload for one role. In the amended structure, all staff are managed by the
Business Manager, with Sales Manager and Centre Manager also contributing to the management of HCGC
(see below).

Diagram 1: Staffing structure introduced in April 2019
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2.4 Plans for membership growth
During 2017 we began to grow our membership through a number of initiatives and this continued during
2018. Our current membership sits at 78 (referred to as ‘membership shares’), with a target of 300
additional members to join through the Share Offer.
•

•
•

Board representation: there are seven Board Members, with five living in the immediate area and
one working in Hulme (for a social landlord). There are still skills gaps on the Board and targeted
recruitment is required.
All staff are members.
General membership: we currently have membership shares of around 78 members drawn from
our volunteers, service users and carers.

HCGC has ambitions to increase community involvement in its activities and increase its impact as an
example to other communities who would like to undertake similar projects. The principle means by which
HCGC plans to increase membership is through a community Share Offer aimed at investor members
(referred to as ‘investor shares’). A Community Share Offer will be launched with the aim of selling investor
shares (nominal value of £1, minimum shareholding of £100 for interest payment) to current members, the
local community and our wider supporters in order to raise the capital to undertake our capital
improvements. We aim to raise between £130,000 and £200,000 in shares. Shares will be withdrawable,
non-transferable and subject to a 3.5% annual interest where prudent. For a full outline of this, please see
the Share Offer document.

2.5 Vision statement
Our Vision – We believe in a world with healthy and happy communities, where people are valued,
connected to nature and their local economy. By growing together we are naturally better!

2.6 Mission statement
Our Mission - Hulme Community Garden Centre is a vibrant garden centre and safe, accessible green space
that:
•
•
•
•

Sells ethically and sustainably sourced plants and environmentally friendly home and garden
products.
Improves health and wellbeing by providing opportunities for volunteering and nature-based
activities and a refuge for wildlife in the heart of the city.
Is an inspiring community anchor supporting and nurturing our sustainable local economy.
Utilises in-house expertise to plan and fulfil community and private projects.
‘We are a garden centre with a difference, that makes a difference’
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2.7 Objects of HCGC
For the benefit of the Communities of Greater Manchester:
a) To advance education in gardening, conservation, food growing and nutrition;
b) To advance education and vocational training in horticulture and the operation and management of
a garden centre, particularly among people and communities experiencing disadvantage, exclusion
or some other charitable need;
c) To provide recreation and leisure facilities in the interests of social welfare, improved health and
wellbeing, through the provision of a community garden and activities in horticulture;
d) The advancement of citizenship and community development through the support of communities
to develop their own community garden projects;
e) To support the local community to develop sustainable social enterprise through the provision of
resources and support.

2.8 Social impact
see also Appendix 7 HCGC Theory of Change
HCGC offers a variety of opportunities and its beneficiaries are wide ranging:
Ø People experiencing long term unemployment
Ø People living in poverty and/or financial exclusion
Ø People with addiction issues
Ø People with learning disabilities
Ø People with mental health needs
Ø People with physical disabilities or sensory impairments
Ø Voluntary carers
Ø Older People
A Social Return On Investment evaluation (2015) suggested that every £1 invested in HCGC could return up
to £6 to society in the form of social, economic and environmental outcomes. This includes health and
wellbeing, training and skills as well as environmental and retail behaviours.
The Theory of Change for beneficiaries reveals medium to longer-term impacts arising through
participation in activities around:
Ø Opportunities for the local economy and environment
Ø Improved access to training, employment and volunteering
Ø Improved health, happiness and confidence
Other than direct beneficiaries, there are a large number of indirect beneficiaries including shoppers,
groups and businesses who hire venue space, and the community who access our regular free family
events.
Numbers of volunteers and hours logged are reported quarterly to Manchester City Council (who provide
annual grant funding through their Our Manchester programme). In 2018 we worked with between 60 and
100 individual volunteers each quarter who consistently gave their time, logging an average combined total
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of 260 days at HCGC. This is the equivalent of 4 full time staff members which obviously makes a huge
contribution to the running of the Centre. The majority of volunteers contact us directly through the
website, in the shop or by referral from a support agency. Around 25% of the volunteers experience mental
health distress and the majority report poor wellbeing in general. We also engage with 6 high schools to
provide work experience placements for Year 10 students and accommodate an increasing number of
short- and medium-term placements. These are students from Manchester Metropolitan, Salford and
Manchester Universities (generally Social Care, Education/Early Years Studies and Occupational Therapy)
and work placement providers such as Manchester Young Lives, Motiv8Mcr and The Prince’s Trust. We also
have occasional internships from overseas on a longer-term basis.
We report on the numbers of service users (those with additional support needs) and each quarter engage
with around 20 individuals and the same number of support workers/carers. We work with Sign Health,
Breakthrough UK, Manchester Deaf Centre, Bridge College and others to provide places in twice weekly
sessions based on woodworking or gardening. It is estimated that 85% of service users in this group have
mental health issues.
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3. Resources
3.1 Paid Staff
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3.2 Volunteers
HCGC operates a year-round structured volunteering programme and has around 100 volunteers on the
books at any given time. Volunteers are an integral part of the team and allow the Centre to open seven
days a week with the current staff team. Volunteers are given a thorough induction, which demonstrates
the flexible and responsive nature of the programme and supports learning new skills, building confidence,
meeting new people and spending time outdoors.
A wide choice of options are offered. All volunteers begin by working closely with our Co-ordinators, usually
working as a team. Jobs are displayed clearly in the shop and at the start of each session a Co-ordinator will
delegate tasks for that day. Once volunteers have found their feet, built up skills and demonstrated
commitment, there are options to progress to more independent volunteering.
We have a wide range of volunteering roles on offer, from helping to produce plants for sale, to woodland
management, to serving customers in our shop. These are explained with simple role descriptions under
the following headings:
•

Site development and maintenance

•

Community garden volunteer

•

Garden centre assistant

•

Front of house assistant

•

Production/nursery assistant

•

Enterprise assistant

•

Sessional support assistant

•

Education assistant
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A year-round programme is offered with structured sessions every day of the week and independent
volunteering at all times. The weekly timetable of activities is shown below.

3.3 Other information
HCGC holds a 20-year lease on the site, starting in 2015, with a peppercorn rent. In 2019 this was upgraded
in line with Manchester City Council’s Community Lease.
HCGC buildings mostly comprise of temporary structures such as shipping containers and a portacabin. The
centre also owns a small LPG (Liquefied Petroleum Gas) delivery van. The only permanent structure
currently on the site is an eco-classroom made of straw bales and built by volunteers in 2009.
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4. Current Business
4.1 Current business activities
HCGC has four main strands of business activity. These are:
1. People Activities, which encompass:
• Volunteering - a volunteering (non-fee-paying) programme running daily with sessions geared
towards differing abilities and needs.
• Wellbeing services - supported (sometimes fee-paying) sessions for those with more complex
health and educational needs.
• Education and training – provision of a variety of courses and workshops around growing and
using food. From curriculum-based school workshops to themed weekend workshops for
adults and families.
2. Garden centre - providing garden plants with a dedication to organic and peat free principles. A
small indoor shop stocks chemical free sundries and houseplants along with locally made gifts
and toiletries. The outdoor sales area sells perennials and seasonal edible plants. Edibles
produced on site are certified by the Vegan Organic Network as Stock Free and Organic.
3. Green Project Design and Build - working across Greater Manchester on a variety of projects
such as community allotments, school gardens and community gardens and, increasingly, with
the private sector. Support ranges from ‘design and build’ garden projects to guided
workshops.
4. Facilities Hire - a growth area for HCGC hiring out the eco-classroom, garden polytunnel, yurt
or whole site to a range of clients to host meetings, parties and even festivals.

4.2 Limits to growth
Business planning at HCGC has been ongoing under the current management since 2014 and has been
supported by external consultants through EU funding, SIBS grants (incl. Big Potential) and the Power to
Change Trade Up Programme. Operational plans are updated every January and there have been additional
periods of intense consultation and review all of which have focussed on a strategy of increasing traded
income (which is always supported by primary purpose activities) and decreasing reliance on grant funding.
The key opportunities are to:
•

Develop relationships with existing key commercial customers, to build on these relationships and
identify potential to increase sales through Green Project Design and Build. Current clients include
One Manchester, University of Manchester, Manchester Metropolitan University, Mayfield
Manchester, Projekts Mcr skatepark and Britannia Basin.

•

Exploring market opportunities particularly within GM Housing Associations, Local Authorities
(GMCA), Universities, Colleges, Schools, Museums, Galleries, Hospitals (NHS and Private), Care
Sector, Facilities Management Contractors.

•

Alignment of interests with 3rd Sector Organisations and Community Groups linked to opportunity
and potential new sales. For example: delivery partnerships with Britannia Basin Community Forum
and Trafford Centenary Garden are ongoing and the creation of The Green Health Alliance (a
consortium of like-minded providers) has resulted in exciting new contracts within the Mayfield
Development.
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•

Identification of potential opportunities in new markets, particularly Grounds Maintenance and
Landscaping Works which has resulted in the creation of a new project, The Shed, and three
maintenance contracts within the city centre – this will expand in 2019.

Despite significant progress being made in terms of staffing restructure, increased marketing and stronger
governance the limits created by physical infrastructure have not been addressed. At present there is only a
polytunnel to take breaks in and a tiny caravan serves as a kitchen; the site has an outdoor compost toilet
and no running hot water and the shop and staff offices are currently housed in an old portacabin which is
not fit for purpose. The site also requires a new mains electric connection to address the issue of overload
on the current system and an upgrade to communications and IT.
The main limits to growth are:
1. Lack of warm indoor space, preventing year-round use by volunteers and service users, especially
those with additional needs.
2. Lack of sales space preventing maximum footfall and turnover.
3. Poor design of entrance and lack of shop frontage creating a barrier to access.
4. Insufficient production area to allow an increase in stock produced on site and providing a greater
profit margin as well as opportunities for volunteering and training.
The current set up does not sustain an efficient workplace, and there is a dire need for additional space in
order to offer services that are currently beyond centre capabilities. A comprehensive consultation process
has been carried out since 2014 with centre users, volunteers and the wider community to identify gaps in
provision that the new site development could tackle. These views have then been built into the site
masterplan and drawn up by URBED architects. The new infrastructure will need to fulfil a variety of
purposes, in order to provide a more complete service for the community and to create a more cohesive
space within which to do this.
The key functions that the building must provide are:
1. Free internet access, particularly important for those volunteers who do not have home computers.
2. Large, accessible doors that allow the building to open out onto the Centre.
3. A large community notice board with space for fliers and leaflets. This could become a hub for local
information regarding events, volunteering and job opportunities, and courses and classes. There
currently is nowhere in Hulme that provides this service on a day to day basis.
4. An inspirational shopping area with house plants and crafts made by HCGC and local artists. This is
key to expanding the range of gardening essentials on offer such as tools, fertilisers and soil
improvers following peat free, organic and vegan practices.
5. Office space for up to 10 staff.
6. A volunteer space – warm and comfortable with brewing-up facilities and lockers.
7. Space for a cafe to serve our staff, our volunteers and the wider public.
8. Additional accessible toilet facilities.
Plans were first submitted for a new building on the HCGC site around 6 years ago and approved. A bid was
then worked up to the Clean Cities funding programme but eventually the programme was pulled by
Manchester City Council and no funding was received.
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With new infrastructure in place HCGC will have significantly improved indoor provision for staff,
volunteers and service users along with an increased sales area. These improvements will allow for:
1. An increase in both range and volume of products available to the public, through increased retail
space.
2. An increase in existing wellbeing service delivery, especially during winter months, and the
development of new services to reflect developments in health provision through DevoManc, the
devolution of health care in Manchester – a significant opportunity.
3. Development of new mini enterprises within HCGC due to increased staff accommodation.
4. A welcoming shop front on the main road increasing foot fall and allowing for street side
advertising and promotion.
5. Improvements

to

the

polytunnels

and

increase

in

space

for

plant

production.
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5. Phase 1 – Development of Current site
5.1 Summary of capital development works
The plan for the 2019 development draws on all the consultation work carried out over the last four years
to address the needs identified. It will create a bigger shop, functional office space, new toilets, warm hub
for volunteers and an improved cafe.
The new main entrance will be on Old Birley Street, opposite Ormsgill Street, creating greater visibility of
HCGC from the street. Visitors will descend from street level to a foyer doorway, which will lead into the
new reception area and shop. The plan revolves around nine, forty-foot converted shipping containers,
which will be craned onto site and hooked up to services.
In preparation, services will be added to and improved across the site including: a new electricity
connection; local sewage connection; water supply and drainage; and subsurface routing of cables and
pipes.
Eight of the shipping containers will be joined and will create a double-width and -height space housing a
larger shop, staff offices with storage, and a volunteer hub with lockers, seating and an accessible kitchen.
The second storey will provide usable office and meeting space; this will be accessed via stairs from the
shop. An additional container will house the improved café. The containers are arranged in a horseshoe
shape to create a covered courtyard space for additional café seating and shop space.
The toilet facilities will be greatly improved, with the current compost toilet being converted to an
accessible, flushing toilet with hot water for hand washing, along with a baby change area. A single
container will provide two additional flushing toilets. All three of these will be connected to local services.
Overall the new layout will provide HCGC with vastly improved facilities to expand production, sales and
services.
Timescale for the build, including connection to new services, will take between 8 and 14 months
dependant on whether the amount of capital raised allows for a wholly external contractor-led build or
relies on increased volunteer labour. Once major works have been completed, HCGC will host a public
launch of the new facilities.

5.2 Key points
Visibility: the project will create a sustainable building that draws on the historic use of shipping containers
on site.
Land ownership/Planning: planning permission was approved in March 2019 with the planner
commenting that they had been overwhelmed with letters of support from the community and did not
receive a single objection. The lease from Manchester City Council runs 20 years from 2015.
Sustainability: HCGC has a sound track record in income generation and demonstrates a healthy mix of
income streams: commercial sales, off site services, service user fees and grant funding. The new building
will enable commercial sales to increase significantly and will allow for the offer of expanded and improved
services using the new resources.
Community Involvement and Behaviour Change: the very principles which HCGC operates on will run
throughout the redevelopment, by involving the community from the very start and with ongoing
opportunities for hands-on involvement. Behaviour change is best activated from being involved in a
Hulme Community Garden Centre – Business Plan 2019
Page 14

project and seeing for oneself how a person can impact on the environment…being involved in the build
and the wider Centre will be a life-changing experience for many HCGC participants.
Equality of Opportunity and Inclusion: The project will include a wide range of volunteers which will reflect
the current profile: a range of ages and around 30% of people with a disability or mental health problem.
HCGC operate an open access policy and do targeted recruitment in many areas.
Value for Money: The project represents incredible value for money. The build costs are kept low by using
shipping containers and largely existing staff and volunteer time. An initial estimate values volunteer time
at £15,000 over the period including design, planning and actual build – this is likely to rise. Physical
material costs are kept to a minimum by actively following our guiding principle of reduce, reuse and
recycle.
Deliverability and timescales: the project is already well advanced. The design principles have been set
through consultation and will be finalised with the container provider. Some works have already been
completed with grants already received. Below is an outline timescale of the build process that will shift as
we tender, select and agree with the Principal Contractor.
January 2019

Planning permission submitted.

January 2019

Annual staff planning to discuss stage operations.

February 2019

New polytunnel installed and existing polytunnel reskinned. Create
new sales area and preparation for delivery of containers.

19 March 2019

Planning permission received.

April - May 2019

Preparation for new services underway.

1 July - 31 July 2019

Community Share Offer launched and run. Possibility to extend.

September 2019

Groundworks begin.

November 2019 February 2020

Containers arrive on site, internal fit-out complete

February - March 2020

External cladding fitted/portacabin removed and expanded sales
area created.

March – May 2020

Shop and offices move.

Easter weekend 2020

Relaunch with public event and celebration of 20th birthday.
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5.3 Breakdown of capital costs
To realise this expansion, HCGC has developed two scenarios for the build as capital costs will be sourced
from a mixture of equity, loan finance and grants.
Scenario 1: If we raise our maximum amount, the work will be carried out in its entirety by external
contractors.
Scenario 2: If we do not raise our maximum amount, any amount we raise under our maximum will mean
that work will be carried out by volunteers until we reach our minimum.
The below tables give details of both scenarios:
Scenario 1 - £200,000 of Community Shares
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Scenario 2 - £130,000 of Community Shares
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5.4 Capital funding
Scenario 1 - £200,000 raised through Community Shares

Scenario 2 - £130,000 raised through Community Shares

In the scenario of our minimum raise (scenario 2 above), we will raise £20,000 more than we have budgeted
to spend. This is because we will be doing a large part of the works ourselves and so we are giving ourselves
an extra cash buffer on top of the 20% contingency. This is to provide us with security against delays to our
improved turnover and Gross Profit Margin.
The majority of the funding will be from a Community Share Offer run through Crowdfunder. This will raise
between a minimum of £65,000 and a maximum of £100,000. This capital will be matched, £ for £, on equal
terms by the Community Share Booster panel, doubling our raise to between £130,000 and £200,000.
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There is also a loan agreed with the Co-op Foundation of £50,000. HCGC plans to draw this down in July
2019. This loan is repayable over 5 years at zero % interest with the first year having a repayment holiday
and the following years repaid at £10,000 a year. This loan also came with a grant of £26,000 paid over 2
years.
We have secured grant funding to pay for some of the capital spend. The NHS Wellbeing Grant is to pay for
architect’s fees, and the One Manchester and University Construction fund all contributed toward the Phase
1 work. The solar panels will be provided via a 10:10 Climate Action Grant (equivalent to £4,000).
In addition to the above, VAT will be incurred on the project. We are proposing to manage the additional
VAT spend by staggering the build so that we receive the VAT back on our original Capital Spend before
spending the next phase. See below for our planned phased spend for the £200k raise.
Spend to December 2019

Spend to March 2020

Spend to June 2020

In this scenario we would receive back: £26,481 by January 2020; £13,050 by April 2020; and £13,749 in July
2020.
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5.5 Impact on revenue streams
By undertaking this capital expansion, the primary benefit for revenue generation will be an increased shop
space, increasing the range of products available for sale, and as a result increasing revenue for the
enterprise department. Reorganising the sales area, in addition to the recent reskinning of the polytunnels,
will allow a greater level of internal production to take place which in turn means a greater surplus can be
generated. Including a warm space for volunteers and indoor space for activities will allow expansion of
HCGC’s charitable objectives by providing a much more welcoming environment for service users and
visitors.
The proposed capital works creates two new income streams through rental of offices to other social
enterprises and rental income from a cafe. The cafe will be put out to tender and managed by a separate
non-profit-making organisation but it will both provide a small rental income stream and increase footfall
to the Centre, driving up sales. We have several expressions of interest from organisations wishing to rent
office space at HCGC including The Orchard Project and The School of Architecture for Children. Please see
additional information on driving revenue streams in section 5.6.3 of this document.

5.6 Marketing
5.6.1 Current Situation/External Landscape
Nationally there is a need for communities to come together to find ways to ensure they can make the
transition to the low-carbon economy, re-localising demand and becoming more self-sufficient to weather
future economic and environmental shocks. Scientists and governments are agreed that ways must be
found to lower carbon emissions, as witnessed by the Paris climate talks in 2015.
Individuals often feel powerless to make changes when faced with government inaction and the power of
big corporations, but communities have shown that, when they come together, people can make big
changes in their local communities.
Through education and practical experience, HCGC are transmitting essential skills to give people
confidence to lower their impact on the environment, and do so without sacrificing the important things in
life, such as fun, family and friendships.

5.6.2 Competitor Analysis
As HCGC operates in many markets, there is currently no direct competitor with the mix of products and
services that it offers. Therefore, we have looked at key products and services offered by HCGC in order to
assess areas of strengths and weaknesses of competitors and how HCGC can improve (shown in the table
overleaf).
Potential competition with other Greater Manchester community growing projects has been mitigated
against by active involvement in the Green Health Alliance – a co-operative consortium of the VCSE sector
in Greater Manchester delivering health and wellbeing services through community growing and
horticulture.
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Table showing key information for identified competitor organisations
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5.6.3 Marketing Objectives
Enterprise:
•

Increase outdoor sales by 15% per annum until 2022 from when they will increase by 10% per
annum.

•

To drive up the Gross Profit Margin on outdoor sales from 44.6% to 60.27% by 2021. This will bring
it in line with the expected industry standard.

•

Increase indoor sales by 75% over two years and thereafter by 10% per annum.

Improved shop, café and toilet facilities will allow HCGC to market itself as a destination. An urban oasis
where people can meet, chat, get back to nature and take a piece of it home with them. Increased visibility
from the street will organically increase footfall to HCGC from those passing by.
HCGC has big plans to improve how it interacts with its customers. We want to give the customer our full
attention and have consistently had staff onsite to provide expert advice. In addition, from April 2019 we
have been trialling a dedicated front of house staff member to meet and greet and deal with customer
enquiries and sales. From talking to our customers, we know this has increased customer satisfaction, and
from our sales figures, we know it has had a remarkably positive impact on actual sales. We will take this
learning forward with us into the new build to provide a consistently positive front of house experience.
Increased indoor sales space means the seasonality of HCGC shifts, making us a year-round destination.
This is something we will increasingly focus on in our marketing. In 2018, the Nursery team expanded the
range of shop items and houseplants, including the recent successful addition of eco-cleaning/bathroom
products/refills. Indoor sales have massively increased as a result. Along with increased product range, this
increase in sales is attributed to the large number of new build properties in the area with limited space.
Alongside an increase in shop stock, HCGC will run training courses in balcony and indoor gardening in
order to target the rapidly expanding number of people who live in apartments. The new and reskinned
polytunnels allow for increased onsite production of the plants for sale, therefore increasing profit margins
on indoor and outdoor products.
As well as improving the in-person experience, HCGC will increase visibility and online experience by
improving its social media presence, beginning with the Crowdfunder campaign. Aiming to continue 3 posts
per day on Facebook, Twitter and Instagram, timed to hit key moments of the day with high traffic. HCGC
will continue to respond quickly to online comments and feedback and will begin to gather and promote
user-generated content. By requesting TripAdvisor and Google reviews from visitors we plan to promote
HCGC as a great place to visit in Manchester.
HCGC will improve its visibility with the local community and a, previously untargeted, City Centre audience
of 20,000 homes through regular press releases to local media outlets and poster/leafleting campaigns for
upcoming activities and events. Family activities are already on offer, but the range will be expanded and
promoted more regularly.
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Facilities Hire:
•

Increase existing on site hire by 25% in the first year and thereafter by 10% per annum.

•

To create a new income of £6,000 a year as office hire to be thereafter increased by inflation. This
is based on a £500 a month rental of an open plan upstairs office to a local non-profit. We have
already been approached by two organisations who are keen to be based at HCGC.

Facilities Hire is another area with targeted growth. Visitor feedback has shown that the current business is
limited by having only one composting toilet. By adding two additional toilets, making them flushable and
adding baby changing, we will improve feasibility of, and feedback from, facilities hire. Following the build,
a targeted marketing campaign to local and affiliated organisations will take place, along with the aim of
joining the Unique Venues of Manchester listing site.

5.6.4 Customer Segmentation (existing customers)
We have segmented our customer base as follows:
1. Existing highly engaged (members and supporters)
2. Local people (Hulme)
3. Manchester People (wider catchment, such as City Centre, Chorlton etc)
4. Local enterprise
5. Schools
6. Wider VCSE sector
7. Permaculture movement
8. Students
9. Allotment holders
Some segments access services across several areas and there is a large potential to increase crosspromotion and cross-selling.
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5.6.5 Current Pricing Strategy
The below table shows pricing differentiated by functional area:
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6. Finance
6.1 Historical Financial Performance
In the three financial years to December 2016, HCGC made a cumulative deficit of £67,330 in the process
reducing reliance on grant funding from 38% in 2014 to 19% in 2018. A reduction in grants available to the
third sector generally, coupled with a higher staffing level which was expected to be part funded through
grants and therefore not reduced when funding ended, resulted in expenditure being greater than income
in each of the three years and a deficit arising.
Since 2016 there was a much greater emphasis on earned income. Our sales turnover rose by 23% in 2016,
9% in 2017 and 14% in 2018. This however has not matched the drop in grants and we need to grow more.
The staff team maintain an approach of ensuring projects undertaken fall into HCGCs charitable objectives
whilst also having income potential.
The unaudited accounts for 2018 show a continued loss based on the surplus from our trading still not
matching the decrease in grant funding. This is why we need to undertake a large step change in our
turnover, gross profit margin and our share capital. This business plan shows our total funds increasing to
the same level as they were in 2014 by the end of 2019 and the unrestricted funds reaching that level by
2022.
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*Figures are extracted from accounting system and have been reconciled but not audited. We are currently awaiting
our accountants to finalise the VAT for the year and so there will be some adjustments to these figures.

6.2 Current Year Financial Performance
This year our financial performance to date has been significantly stronger than last year. January to March
are our weakest times of the year and we have done better than we usually do during that period. April
2019 saw the biggest April turnover on record and this gives us confidence in the marketing plan for the
new building. We have provided equivalent surplus for last year below.

* We are closed for 3 weeks in January

6.3 Summary of Revenue Finance
We have divided our revenue streams into three areas: Activities, Training and Education; Facilities Hire;
and Enterprise.
Activities/ Training and Education includes Home Education Group, Toddler Groups, Supported Well Being
and Other (including working with schools). Historically this revenue stream has attracted some grant
funding and doesn’t have an associated Cost of Sales. In 2018 this generated a total income of £60,591
made up of sales of £26,715 and grants of £33,876. We have predicted that the sales, excluding other, will
increase by 5% a year. In 2019 we have secured grants of £7,500 and we are not predicting any more grants
after that. Based on this our predicted income for Activities/ Training and Education are as follows.
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Facilities Hire has historically consisted of hiring out HCGC for events, meetings and parties. It has also no
associated cost of sales and has brought in a small income. We are predicting a 25% increase for the next
two years. We will also have the new office and cafe hire. In the scenario of our maximum raise (Scenario 1
in section 5.3), these will come online in 2020 and in the minimum raise scenario (Scenario 2 in section 5.3)
these will be delayed until 2022 for the new offices and 2021 for the cafe.
Maximum Raise Scenario:

Minimum Raise Scenario:

Enterprise consists of the Garden Centre, both indoor and outdoor sales, as well as design and build work
off site. The Garden Centre has an associated costs of sales with the current Gross Profit Margin (GPM) of
indoor sales being 28% and outdoor sales being 44.5%. So HCGC covers its costs but it doesn’t provide
enough of a surplus to cover its overheads. As outlined in Section 5.6.3, we have identified how to drive up
both our turnover and profit margins. There is a predicted time difference in the increases, dependent
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upon the level of raise, whether we raise the maximum or less than the maximum through the share offer.
In the scenario of our maximum raise the increase in turnover and GPM starts in 2020, whereas with the
minimum raise this is pushed back to 2021.
Maximum Raise Scenario:

Minimum Raise Scenario:

We have also identified and secured grants in 2019, 2020 and 2021. These total £44,167, £42,000 and
£25,000 respectively. We also predict continuing our Consultation work which brings in £24k a year.
These income streams have not been enough to cover HCGC’s historic overheads, but with the new income
streams, predicted increase in turnover and improved GPM, we predict that the income streams will cover
HCGC’s overheads from this year onwards.
We are predicting that overheads will continue at the current level apart from inflation which we have
based at 2%. The only new overhead will be depreciation from the new assets, which we have based at 10%
per annum.
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6.4 Financial Forecasts
Included in Appendix 3 is a five year forecast which includes a statement of financial activities, statement of
financial position and statement of cash flows.
In Appendix 3 these are included for both the minimum and maximum raise scenarios, however here we
have just included the maximum raise scenario for simplicity.

6.4.1 Statement of Financial Activities Forecast

This table shows that our predicted income comfortably covers our existing overheads, as well as both the
extra depreciation of our new assets and to pay the predicted interest on our share capital.
The drop in surplus in 2022 is expected, as this will be the first year that we are predicting being totally
grant free. Our predictions show we will still make a comfortable surplus in that year. We are also
predicting that our surplus will recover in 2023 to the same levels, continuing at that level without grants.
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6.4.2 Balance Sheet Forecast

The capital spend will increase fixed assets to £280,834 by 2020. These assets will then depreciate over
their economic life reducing to £230,842 in 2023.
With a return to generating a surplus for each of the next five financial years, the current assets, primarily
bank balances held, will increase to £131,621 by 2023. There will be sufficient cash generated each year to
repay the Co-op Foundation loan over the next five years and to provide liquidity for predicted share
withdrawal.
Current liabilities are expected to stay constant over the five years, this is because our improved despite
increased bills our cashflow will be healthier and so we will be able to pay our suppliers earlier. As a
seasonal business the majority of creditors are settled prior to the financial year end with HMRC being the
largest creditor each year as a result of VATable sales in the last quarter.
The retained earnings will increase to their pre-2014 levels by 2021. This will then allow us to fund share
withdrawal at the rate predicted.
We aim to allow share withdrawal from year 3. This is consistent with our forecasting and budgets We have
budgeted to allow 5% of the original share capital (up to £10,000 for the £200,000 target raise) to be
withdrawn each year. The Board may, at their sole discretion, suspend the right to withdraw either wholly
or partially, and either indefinitely or for a fixed period.

6.4.3 Cash Flow Forecast
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Our cashflow forecasts shows that we will have enough cash to deliver our capital spend and provide a
comfortable working capital cushion. Once the capital works are delivered our operating cashflow
comfortable
covers
our
finance
repayment.
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Appendices
Appendix 1: Biographies of Board Members
Chair: Richard Lockwood
Having been involved from HCGC's inception, Richard has been Chair ever since, helping to keep it on its
original but evolving mission. He came from a background of tenant activism, and had worked in Tenant
Participation during Hulme City Challenge [regeneration] before working (paid and unpaid) in the local
VCS: he has been Treasurer at Aquarius Community Centre since 2009, and has worked as the
Development Worker for Wesley Community Furniture since 2001.
Treasurer: Mike Simpson
Group Head of Growth with One Manchester, a housing association working in central and east
Manchester, currently leading on the development and delivery of One Manchester's growth strategy,
including the build and acquisition of homes, business development and partnership and investment,
focused on Manchester and Greater Manchester. Previously spent 22 years with Manchester City Council
working in housing management, homelessness and supported housing, regeneration and housing
strategy.
Secretary: Colin Rowan
Graduated from Manchester University with a degree in Politics and Modern History and edited the
fabled Hulme Pig Newspaper for several years. Previously Director of Hulme Regeneration - the
overseeing body for the Hulme re-development. Currently tenant of the Housing Co-op - Homes For
Change and employed by Community Printshop, MARC The Printers for the last 16 years. Colin is also a
professional Storyteller, part time entomologist and photographer.
Vice Chair: Theresa Macaulay
With 12 years previous experience in business, charity and property management, Theresa joined the
HCGC Board in July 2018. Currently working as Exhibitions Project Manager at the Science and Industry
Museum she brings with her an enthusiasm to improve the staff, volunteer and visitor experience at
HCGC.
Board Member: Agnieszka Katniak
Aggi (Agnieszka) Katniak has 20 years of experience in manufacturing and service organisations across
multiple industries. Her broad range of skills include quality, environment, health and safety
management, process improvement, information security, business continuity, project management, risk
management and corporate social responsibility. Her objective is to develop integrated end-to-end
processes which fulfil all requirements and are also efficient. Aggi works as a Quality Advisor in the rail
sector and also runs her own management consultancy. When not working Aggi loves travelling and
discovering new places.
Board Member: Melanie Rawlinson
Mel (Melanie) Rawlinson has ten years’ experience in HR, having worked across a wide variety of areas of
people management and development and holding a Master’s degree in the subject. Having more
recently moved into people data analytics and social research, she combines skills and knowledge of
recruitment, reward, people management and organisation-level culture change and engagement with a
fierce drive for evidence-based action. Her current role is in HM Revenue and Customs developing insight
which informs activity to improve the employee (and, by extension, customer) experience. When not
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working, she reads (a lot), tinkers with programming, and is growing her gardening knowledge with help
from her green-fingered family.

Board Member: Paul Darnborough
Paul has been a Solicitor for over 30 years’ experience, entering the legal profession to help people. He is
a trained advocate with skills inside and outside the court room. Paul uses his legal skills and experience in
a significant and positive way to help HCGC.
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Appendix 2: Key Personnel
Business Manager: Gian
Gianetta Grainger has recently joined the team at HCGC. She brings over 20 years of experience at Strategic
Management level, with an extensive portfolio of profiled campaigns and successful programmes and
projects, including senior roles in the Environment Sector and Cultural Arts Industries. Locally, she worked
as Interim Director at Z-Arts, managing it through a strategic programme of stabilisation and growth. She
shares a commitment to ethical and sustainable solutions, with a special interest in social cohesion and
best environmental practices.
Centre Manager: Rachel
Rachel brings over 25 years’ experience in the voluntary sector to HCGC: starting her career working on City
Farms and then moving into freelance consultancy she brings a wide range of skills and knowledge. In her
freelance capacity she has advised a range of organisations on strategy, business planning, funding and
finance – facilitating team days and acting as a mentor along the way. She has worked as an advisor and
assessor for several BIG Lottery funding programmes, supporting over 100 groups, and delivers training on
effective fundraising for small groups.
Sales Manager: Tim
Tim is RHS (Royal Horticultural Society) Level 2 qualified, with over 10 years’ of commercial growing and
garden centre work.
Sustainability Co-ordinator: Kath
Kath is RHS level 2 qualified, with Award in Education and Training PTTLS, City and Guilds qualification in
biological surveying, and Permaculture design certificate, and is currently studying Diploma in Permaculture
design. She brings 8 years’ of commercial growing experience and over 15 years’ food growing experience
to the Centre.
Production Co-ordinator: Karen
Karen has RHS general and advanced certificates, and Level 3 Award in Education and Training PTT She
brings over 15 years’ of commercial growing and garden centre experience and over 25 years’ of growing
and gardening experience to the Centre.
Activities Co-ordinator posts x 2: currently filled by sessional workers with relevant experience and skills.
Supported by:
Administrator (Business Administration Level 2 and 3 passed)
Nursery Assistant
Garden Centre Assistant.
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Appendix 3: Financial Forecasts
Hulme Community Garden Centre
Statement of Financial Activities
Based on £130,000 Share Capital Raise

Hulme Community Garden Centre – Business Plan 2019
Page 36

Hulme Community Garden Centre – Business Plan 2019
Page 37

Hulme Community Garden Centre
Statement of Financial Activities
Based on £200,000 Share Capital Raise
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Hulme Community Garden Centre
Statement of Financial Position
Based on £130,000 Share Capital Raise
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Hulme Community Garden Centre
Statement of Financial Position
Based on £200,000 Share Capital Raise
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Hulme Community Garden Centre
Statement of Cash Flows
Based on £130,000 Share Capital Raise
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Hulme Community Garden Centre
Statement of Cash Flows
Based on £200,000 Share Capital Raise
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Appendix 4: PESTLE analysis
Environmental scanning – PESTLE Analysis
The following table provides an analysis of the environment in which HCGC will be operating based on
Political, Economic, Social, Technological, Legal and Environmental issues.
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Appendix 5: SWOT Analysis
The following table contains an analysis of HCGC‘s strengths and weaknesses and the opportunities and
threats to the Centre. This draws on the outcomes of the PESTLE analysis, particularly to inform the
opportunities and threats section:
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Appendix 6: Risk Analysis
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Appendix 7: Theory of Social Change
This theory of change has been developed from the existing social impact and governance related materials
available at the time of writing (Early 2017) and draws principally on the report: Development of a
Monitoring and Evaluation framework and a Forecast SROI for HCGC and to support the Growing Health
network By: Prof. Paul Courtney, Countryside and Community Research Institute (CCRI), University of
Gloucestershire. The work above develops a SROI methodology based on a Theory of Change model and
provides an holistic overview of the social impact from an individuals beneficiary’s point of view. This work
refines that Theory of Change model by:

1. basing it on the organisation's developing Vision and Mission, rather than “gateways to change”;
2. separating out the various activities (and their functional areas – equivalent to the flowerpots in the
image to the left) to allow better mapping to the marketing plan; and again
3. Mapping the SROI outcomes to outcomes more in line with those of the separate functional areas
4. The addition of an additional fifth functional area – social enterprise incubation activities (which includes
facilities hire).
This work forms part of a larger programme of support being delivered by Co-op Culture as part of
investment readiness support being provided through the Big Potential Breakthrough programme.
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Mapping of SROI outcomes
The CCRI/SROI work defined 3 impacts:
• Opportunities for the local economy and environment
• Improved access to training, employment and volunteering
• Improved health, happiness and confidence

And 12 measurable outcomes:
1. Buying locally and avoiding shopping in superstores
2. Caring for the environment and reducing impact on it
3. Doing anything set mind to
4. Volunteering or getting involved in community
5. Making a difference in life
6. Having skills to help at work or in training
7. Listening to others and including them
8. Being bothered by feeling on edge or having trouble concentrating
9. Feeling close to people in local area
10. Trying something even if chance it might not work
11. Feeling generally healthy and having good energy levels
12. Feeling happy
We suggest that these outcomes be reworded to better reflect the change that would actually be
measured.
We also suggest that there be some additional outcomes to better reflect the 5th functional area around
social enterprise incubation, that is one of the main focusses of this Big Potential Work.

This revised list would be:
1. Increase in local and sustainable consumption
2. Greater awareness of the environment and reducing impact on it
3. Increase in personal positive outlook
4. Greater involvement in local community
5. Improved life opportunities
6. Greater skills and employability
7. Improved social skills
Hulme Community Garden Centre – Business Plan 2019
Page 48

8. Improved concentration
9. Feeling part of local community
10. Increased confidence
11. Improved health
12. Improved feeling of well-being
13. Additional outcome: More resilient local enterprises
14. Additional outcome: More resilient local economy

Draft Vision
We believe in a world with healthy and happy communities, where people are valued, connected to
nature and their local economy.
By working together we are Naturally Better!

Draft Mission
Hulme Community Garden Centre is a vibrant garden centre and safe, accessible green space that:
• Sells ethically and sustainably sourced plants and environmentally friendly home and garden products.
• Improves health and well-being by providing opportunities for volunteering and nature-based activities
and a refuge for wildlife in the heart of the city.
• Is an inspiring community anchor supporting and nurturing our sustainable local economy.
• ‘We are a garden centre with a difference, that makes a difference’

The Objects of the Society shall be:
For the benefit of the Communities of Greater Manchester
a) To advance education in gardening, conservation, food growing and nutrition;
b) To advance education and vocational training in horticulture and the operation and management of a
garden centre; particularly among unemployed people seeking employment due to mental health needs or
some other charitable need;
c) To provide recreation and leisure facilities in the interests of social welfare, improved health and wellbeing, through the provision of a community garden and activities in horticulture.
d) The advancement of citizenship and community development through the support of communities to
develop their own community garden projects.
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