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Foreword by Steve Garrett,
Chair of RCMA Social Enterprise Ltd

RCMA Background

Riverside Community Market Association (RCMA) was
established in 1998 to run a local producers’ market and a
range of food and nutrition-related projects and activities. Over
the years since then the Riverside Market has grown to
become the largest farmers’ market in Wales. At the same
time RCMA has continued to expand and develop its
educational and outreach programmes, such as its work in
local schools and the RCMA Community Garden project. The
success of our work in this area has been recognised by
numerous awards. In 2007 the Community Garden received a
Wales Diversity Award for its work with ethnic minorities, and
RCMA was shortlisted for the BBC Radio 4 Food sand farming
Awards and was awarded an Award for Food Action Locally
(AFAL) from the Food standards Agency — in each case for the
second time in four years. In 2008 RCMA launched a second
farmers market in East Cardiff to complement the Riverside
Market - both markets being sustainable social enterprises
which operate without any subsidy or grant funding.

RCMA is now ready to take a major, and we consider a logical
step in its development with the establishment of the proposed
RCMA Market Garden — an intensive small scale horticultural
production and training enterprise located on an agricultural
estate eight miles West of Cardiff.

Rationale for the Riverside Market Garden.

There are now more than forty farmers’ markets across Wales,
and the Welsh Assembly is keen to see further development of
this effective approach to direct marketing for local producers.
However, market managers are in general agreement that an
important constraint on the development of new markets is a
shortage of local producers, particularly in the area of
horticulture. There is a steadily increasing demand for locally
produced food — from individual consumers and from statutory
procurement bodies — and a recognition of clear advantages of
local sourcing in terms of the quality of the food — its
freshness, and taste, - the benefits to the local agricultural
economy of supporting local producers, and the environmental
benefits of reducing food miles, food packaging and chemical
inputs. Alongside these concerns, it is now clear that, for a
variety of reasons such as the rapidly rising price of all,
demand for land for biofuels and new demand from developing
countries, food produced by the highly centralised international
agrifood industry will become increasingly costly and less
acceptable politically. We now need to face up to this reality
and take immediate and effective action to address the
realities of climate change.

RCMA Market Garden
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In order to play a part in addressing this shortfall in local food
supply, RCMA has secured a piece of high quality
agricultural land in the vicinity of Cardiff to develop intensive
food production and related training in small scale
horticulture. In this way RCMA aims to play our part in
creating a renewed and vigorous horticultural sector in
Wales which will bring positive benefits to the economy, the
environment, to consumers and to the community. RCMA
seeks to create a Market Garden social enterprise as a
replicable, practical pilot project for local food production for
developing intensive small-scale horticultural production in
Wales. This will both offer a practical sustainable solution for
local food production and distribution, as well as create
employment and deliver a programme of training in a range
of horticultural skills.

There are several statutory policy commitments which
recognise the need to increase the supply of locally
produced food — locally (Cardiff Sustainability Strategy), on a
national Welsh level (the Welsh Assembly Government’s
Quality of Food strategy, and the Rural Development Plan)
and nationally on a UK level. In addition, numerous
academic papers and voluntary sector studies have been
produced which virtually unanimously proclaim the benefits
of, and urgent need for, an expanded local food economy.

At the same time, footfall at farmers markets across the
country is rapidly rising, and even supermarkets are
recognising the commercial potential for, and need to meet,
the rising level of new consumer demand for fresh local
produce.

In order to progress the proposed Market Garden initiative in
a planned and practical way, RCMA commissioned this
Feasibility Study — with funding support from the WAG
Agrifood Partnership - to determine whether, and to
recommend how, the proposed Market Garden operation
can become economically viable as a social enterprise —
indicating, amongst other things, what should be grown, how
it should be grown, and how it should best be marketed in
order for targets to be reached and sustainability achieved.

The RCMA Directors are encourage by the conclusions
reached in this report and feel that it describes a clear and
achievable direction which the project should take in order to
become a viable social enterprise which will can address
the shortfall in the supply of local produce, create
sustainable local employment, respond to concerns about
local food security and the environmental impact of the
conventional food supply system, and deliver inclusive
programmes of training to individuals which will enable them
to benefit from the projected expansion of consumer demand
for increasing quantities of fresh locally grown food in Wales.

Steve Garrett, Chair of RCMA, April 2008
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THE PROJECT AIMS AND
CONSULTANCY BRIEF

Brief and objectives

The Riverside Market Garden project is a new initiative by
RCMA Social Enterprise Ltd. (RCMA, the non-profit-
distributing trading arm of Riverside Community Market
Association. RCMA runs the weekly Riverside and Roath Real
Food Markets in Cardiff; the Riverside Community Garden
Allotment Project and a wide range of associated food and
health outreach and education projects in the local community.

Riverside Market

The Market Garden project described in this study aims to
create a viable horticultural enterprise on a piece of land
within a farming estate close to Cardiff. As well as operating
commercially - focusing on direct sales to local consumers -
this enterprise will deliver a wide range community benefits
including horticulture training, the promotion of healthy diet
and lifestyle, and education about food and farming, whilst
contributing to local employment and the local economy.

The RCMA Market Garden aims to deliver:

Access to fresh, locally grown food in and promote the
benefits of eating of fresh food as part of a healthy lifestyle
for people on low incomes.

RCMA Market Garden {3 - the local food consultants, April 2008 3



Provision of training in horticultural skills, especially
targeting residents of the culturally diverse communities
of Cardiff.

Availability of fresh locally grown produce to direct
marketing outlets and to institutional purchasers in and
around Cardiff.

A model for a viable small-scale horticulture enterprise
which will contribute to increased food security in South
East Wales

Support for economic and social regeneration,
developing the skills and confidence of residents to work
towards creating a sustainable local economy.

Development of new local food networks, which
encourage consumption of fresh local produce.

The consultancy brief was to understand and assess the
specific elements of the Market Garden project pertaining to:
choice of product, means of production, and marketing
strategies and outlets, which would enable an intensive
small scale horticultural enterprise to be developed in a
sustainable and financially viable way. The feasibility study
therefore needed to gather sufficient and appropriate
evidence to inform a decision regarding the precise nature of
the project and specify how its constituent elements should
be undertaken.

An organic veg box ready for delivery
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This recommendation was followed up by detailed business
planning activities looking at ‘real world’ market opportunities
and constraints, and required a range of possible viability
scenarios to be presented with an analysis of the strengths
and weaknesses of each.

The RCMA Market Garden aims to serve as a pilot project that
can inspire and inform other similar horticultural enterprises
throughout Wales and contribute to the development of a
vibrant local produce sector in the longer term. Our starting
place for this aim is our own experience of the increasing
demand for local produce on the part of the public and of
institutions — as evidenced by the success of farmers markets
and box schemes and the increasing interest in local public
procurement — combined with a belief that a revival of market
gardens can make a significant contribution to the local
agricultural economy and at the same time deliver a range of
environmental benefits.

The consultancy work was commissioned of f3 (f3 is a not for
profit consultancy offering research and business planning to
the local food sector, see www.localfood.org.uk), working with
associated sector experts including an advisor from Organic
Centre Wales and the horticulturalist from Stroud Community
Agriculture.

Summary of findings and discussion

The challenge facing the proposed RCMA Market Garden is to
find a mix of produce, production methods and marketing
outlets that will enable the project to thrive and grow as a
viable enterprise, having paid the farm workers a reasonable
salary and providing fresh organic vegetables to a range of
consumers. To achieve this, the enterprise will have to sell
most, if not all of its produce directly to the consumer and
receive the full retail value.

Another clear conclusion was that additional community
benefit can be generated from a range of educational, training
and outreach activities based at the project. The opportunities
for income streams from adding value through processing or
through educational activities are further described in section
2, below. There is also an opportunity to expand the offering
to customers by including a wider range of bought-in produce
from other local farmers and processors, creating a local
distribution hub, although this would not be recommended until
the horticultural enterprise is running smoothly.

RCMA Market Garden
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A five-acre site is currently rented, located at the Penllyn
Estate near Cowbridge. This area of land, allowing 3 acres in
production plus polytunnels, would produce sufficient
produce for the equivalent of a box scheme for 150 families
each week, with all bulk vegetables (such as potatoes and
onions) bought in at a wholesale price. Selling all produce
through a combination of sales at farmers’ markets, a box
scheme and some trade sales, would almost certainly not be
a viable business proposition. To reach break-even or better,
whilst paying a reasonable wage to a farm manager, a
working site of around 8-10 acres, with at least 6 acres in
production, is required, selling via farmers’ markets, box
schemes and at community pick up points.

The five acre field

The profit and loss model allows for capital cost
depreciation. The project will require financial inputs of at
least £80,000 working capital to cover the revenue deficit
over the initial 3-year establishment period plus £57,000 for
essential capital investment. By year 4, the enterprise could
generate a small profit.

The best scenario available is to focus as much as possible
on high value crops, retailed directly with minimal packaging
and delivery. Sales at farmers’ markets offer good
profitability, but an even better margin is possible through
bulk delivery to a limited number of drop-off points where
consumers would pick up boxes and might be involved in
weighing and packing, and through a box scheme involving
doorstep delivery. Sales to trade buyers such as
independent shops and restaurants have been dropped
following analysis, due to low returns.
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Sales to public sector buyers, such as for school meals, whilst
meeting aims of sustainable development, are likely to
command the worst margins unless direct supply contracts
with independent schools are found, and these will be
seasonal with a major gap in the summer just when vegetable
production reaches its peak.

The business model and structure for the enterprise may take
one of several forms. The consultants recommend that a
separate enterprise should be created, to avoid risks to
RCMA, although it could be a trading subsidiary of RCMA.
Some of the most successful new models for horticultural
enterprises embody some form of membership or ownership
by the consumer — the community supported agriculture
model. This could be set up in a way which maintains
ownership by RCMA, yet involves the consumer community
and builds on local loyalties to the project.

As a trading subsidiary, the enterprise could be set up as a
guarantee company or an Industrial and Provident Society,
with consumer membership fees for consumers who buy via a
box scheme or collect at the bulk drop off points, whilst other
sales are made at the market. Members would pay in advance
for their share of the produce, and get involved in events and
other site-based activities.

Packing veg boxes on a small horticultural enterprise

Meeting sustainability objectives and RCMA
aims

The horticultural enterprise described offers a solution to
localising food supply chains and will meet several

sustainability objectives of both RCMA’s mission and that of
government. These can be summarised as follows:

RCMA Market Garden
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- Economic: providing new jobs and training opportunities;
augmenting the viability of the farmers’ market; keeping
money in the local economy and re-circulating profits or
benefits in kind to RCMA, local consumers, and local
service sector businesses.

- Environmental:  minimising food miles in transport of
produce from field to plate; minimising packaging and other
waste; supporting diversity in farmland ecology and
minimising energy inputs through organic production, water
efficiency, and through using a van running on bio-deisel.

- Social & health: creating and building on a community of
consumers; encouraging rural and farm visits for urban
populations; enabling local consumers to eat more fresh,
local and organic vegetables.

- Educational: - Contributing to the formation of a cohort of
local people with the knowledge and skills to enable them
to consider establishing viable intensive small-scale
horticultural enterprises of their own. In our view this
approach will be an important element of a food security
strategy for Wales in the long term. As the price of
imported food continues to rise with the price of oil, and
consumer interest in food traceability expands, indications
are that there will be an increasing viability for locally food
enterprises. At the same time, there is currently no other
accredited horticulture course in Cardiff.

Grangetown kids on a pick-your-own day out organised
by RCMA



It has to be acknowledged that here are some potentially
challenging aspects to the project’s development::

- Financial risk: there are financial risks if the level of
production and sales do not reach targeted levels (see
following section).

- Competition: the enterprise will be in competition with other
local enterprises — in particular at the farmers’ market where
there are now three regular vegetables stalls (although
Pencoed closes for about 4 months in late winter); other
local vegetable box schemes and doorstep delivery services
may be affected by the enterprise (although none offer
vegetables which are grown as locally, in fact Riverford, for
example, uses mainly Devon-grown produce).

- Educational Income: this is hard to predict and may not be
fully achievable — especially in the short to medium term, as
the enterprise establishes itself — at the predicted and
necessary levels.

The success of the project will be strongly influenced by the
skill and competence of the project manager, and it is
recommended that a manager be identified at an early stage,
and involved with the development of a detailed
business/cropping plan for the site.

A key factor in the success of the project will be obtaining
planning permission for the erection of several polytunnels, as
these will allow the production of higher value crops and year-
round sales.

Security of tenure is identified as a possible a risk factor,
especially if the mix of crops is to include woody plants and
perennials which may only be maturing into production after
several years, and a longer-term lease should be sought. The
rental agreement should also be considered in terms of the
option to exit the tenure if required as early as possible.

Early cultivation of the currently rented 5-acre field is
recommended to alleviate compaction and sow a fertility-
building crop such as clover.

Organic certification takes two years to achieve, and until this
time, produce is not ‘organic’, although may be termed
‘organic in conversion’ after one year. Therefore the organic
registration process should be started at an early stage, to
enable full value to be obtained from the crops grown as soon
as possible.

RCMA Market Garden
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Key decisions or actions for the client to take therefore

include:

1. Seeking planning permission for polytunnels;

2. As early as possible, seek interest from potential farm
workers;

3. Negotiate the longest possible tenure agreement with
break clauses to exit the agreement in the client's
interest when necessary;

4. If the decision to proceed is taken, cultivate and sow the
5 acre field with a green manure crop as early as
possible; as soon as possible identify and begin to
cultivate additional land to get at least 6 acres in
production in any year;

5. Proceed with organic certification as soon as possible.

10
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2.1

2.2

CROPS AND CROPPING OPTIONS

Analysis requirements

The following is an analysis of crops and cropping options for
the Riverside Market Garden (RMG). RMCA has leased a field
of approximately 5 acres and has a further 5 acres available to
it with a number of polytunnels to come on stream, subject to
planning consent being approved.

This analysis sets out to answer key questions as follows:
- What should we, and can we, grow on the land?

- What are the typical yields (expressed either by weight or by
value) for this kind of produce?

- What will be the costs - fixed and variable - of growing,
harvesting, packing, distributing and selling it?

- What size plot of land would constitute a break-even
position? What size is optimal?

- How much capital investment will be required, for fixed
assets and working capital?

- Assuming early losses, how long will it take to reach break-
even?

- What are our markets and how do we reach them?

Field management and other facilities

The available field is sheltered, however, it is bounded by
woodland on one long side and there is evidence of rabbit and
possibly deer activity in the area. This may therefore require
rabbit fencing to enclose the growing area.

In addition, as the field is situated within a non-organic farm, a
boundary of no less than 10 metres is required to separate
from other fields. This boundary also includes roads and
hedges, but will still require a wide field margin. The field
margin would simply be mown 2-3 times a year and wild
flowers can be encouraged to support a ‘bug bank'’.

The field margin [on the 5 acre field] will reduce the cropping
area to approximately 4 acres. On a 4 year rotation, this will
provide 3 acres under cultivation and an acre in green manure.
If perennials are also chosen, this again will take from the area
available for annual cropping. It may be possible to plant fruit
trees, for example, in the field margin but these may not
qualify for organic certification.

RCMA Market Garden
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Water is available nearby from the farm’s source. Many
crops will require irrigating usually as they get established on
planting out, but also during dry spells. A water supply will
have to be brought to the field and suitable irrigation
equipment purchased. Water pressure available may
determine systems used. A budget for purchase of irrigation
equipment is included, but the cost of bringing water to the
field is not.

There is no machinery owned by the project as yet but this
will be acquired as the needs are identified.

The 5 acre field is accessible from the public highway.
Several domestic properties overlook the site and this will be
a factor to be considered in the event of planning
applications for buildings or polytunnels. The polytunnels
could be on-site but planning permission may be difficult
here due to adjacent properties, so alternatively could be to
be sited close to the centre of the farm.

There is a possibility that part of one of the farm buildings
could be used for packing and storage. We also recommend
that a lock-up is erected on site to house tools, tea room,
and a potential covered space for visitors. This may need to
be expanded to accommodate teaching and training
activities.

The OCW advisor has added:

“The field slopes gently to the SE and has a good aspect
with potentially good light levels. The woods and rising
ground to the west will provide significant shelter from the
prevailing winds. There is a working ditch along the bottom
edge of the field and plenty of habitat interest around the full
length of the boundary. The bottom edge of the field shows
signs of lying wet after rain — this was most marked near the
gate and old ruts could be seen. The droppings n the field
could be rabbits but are more likely to be hares — these are
not as big as problem as rabbits but they can cause serious
damage to roots such as turnips and Swedes.

The soils are deep sandy silty loams that are in a somewhat
tightly packed condition probably as a result of a history of
an arable crop and grass ley rotation. In their present
condition they are not fully aerated as was demonstrated by
the smell, the generally grey appearance and the presence
of ploughed down organic material that had not broken
down. The situation is retrievable as the soil was relatively
easy to crumble despite the compaction — this will need
appropriate cultivations and the establishment of a fertility
building crop.

As an initial conclusion | would suggest that the field should
be sub-soiled when dry (or should | say if) then ploughed
and power harrowed — a level seed bed should be created
using a combination harrow or similar and a red clover or
grass/red clover mix established before winter.

12



2.3

The fertility building mix from Cotswold Grass Seeds (0800
252211) would be very suitable. One of the estate managers
noted that the field had been sampled for soil analysis last
year and that is should be possible to provide a copy. It would
be very helpful if this were available at the second visit should
you choose to take it.”

The availability of an organic source of manure will be a
limiting/determining factor. Compost is available from the
Penllyn Estate but this will need to be approved for organic
use. An organic enterprise as proposed can use 100% bought
in composted non-organic manure as long as it is GM free.
The host farm may use feedstuff containing GM, and
antibiotics and this will have to be determined. If so another
source of non GM manure sourced. A budget is provided for
this in the costing. If all fertility is to be created through green
manuring, this will reduce the available cropping area. It is of
particular significance for poly-tunnel cultivation, as they
require large amounts of imported fertility - the covered area is
too valuable to leave out of production.

Crops

There has been particular interest by the client in high value
crops, and crops that value can be added too. A selection of
crops was agreed as the basis for analysis, and the market
research has determined local interest and the potential
market for them.

Listed in the crops to consider were a number of long term
perennials including grape vines and olives. If pursued, these
crops would require further technical advice in their cultivation.
However without long term security of tenure, we would not
advise planting of these crops as there would be little return for
a number of years. There is little experience of cultivation of
olives in the UK, as our climate has not really suited their
cultivation, and they would be grown at risk. With predicted
climate changes this would be an interesting experiment but
not a venture for this site or if grant funding is being sought.

Flowers for the house are a popular addition to many CSA
schemes, usually on a pick your own basis. However growing
cut flowers for the market is much more involved. Flowers
need to be picked at just the right time and cut straight into
water. The flowers need to be kept cool (e.g. in a cool store or
cellar) and transported quickly to market. They are extremely
fragile, and need to be handled with great care. Markets are
limited and there is a great deal of competition from large
scale European and World-wide growers.

We would recommend growing a range of crops , as the
ability to offer a mix will improve their marketability and reduce
risks of loss through pest and disease.

RCMA Market Garden
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This also fits well with an organic rotation. Within the mix a
good range of high value crops such as soft fruit, asparagus,
salads, sugar snap peas, globe artichokes and unusual
squashes can be included. As markets for these are
established, and their returns better understood, a greater
emphasis can be given to high returning crops that do well
on this particular site.

Organic conversion  (from OCW report)

The use of the term ‘organic’ is protected by law and it is
necessary to register with a recognised certification body to
gain access to the term. Once registered the land must
undergo conversion before becoming fully organic.

All land intended for organic status must undergo a
conversion period and this can vary according to the planned
enterprises. Grass intended for pig and poultry grazing can
be converted over a 12-month period provided no prohibited
inputs have been applied over the previous 12 months.
Land intended for ruminant grazing and annual crops
(vegetables, grassland, cereals, etc.) is subject to a two year
conversion period while established perennial crops (soft
fruit, top fruit, vines, etc.) require a three year conversion
period. In both the latter cases the conversion period can be
reduced by up to 4 months provided your chosen certifying
body accepts that no prohibited inputs have been applied in
the previous 6 months or more.

Land intended for annual cropping must complete
conversion before the crops can be established so an
application in mid summer 2007 will allow over-wintered
crops to be established in late 2009 for harvest as organic in
2010. We will need to determine previous fertiliser and
herbicide use before seeking the reduction in the conversion
period referred to above. Crops established during the
second year of conversion can be sold as ‘in conversion’.

The procedure for conversion will require the selection of a
certifying body. A second OCIS visit is often useful in pulling
together the action points involved in the completion of the
form. Once it is sent in an inspection is organised and initial
registration is granted. This can take some weeks but the
conversion period should be taken from the day the form is
received though this will need to be confirmed. The annual
cost of certification will be in the range £460-500 inclusive of
VAT depending on the certifying body chosen.

14



2.5 Crop prices and profitability

These prices shown in the table below are wholesale prices -
for produce supplied to a retailer. Retail prices (as sold to end
consumer) are typically marked up by 33 to 45%. Farm gate
prices (if sold to wholesale market) would fetch 30 to 40%
less. All prices show range possible for crops either grown
outdoors or in cold poly tunnel depending on the time of year.

CROP WHOLESALE PRICE £ kg as as shown

asparagus 4.80
beans broad 1.70-3.30
beans french 3.50
broccoli purple sprout 2.50-3.00
calabrese 1.50-2.50
carrots 0.50-.090
carrots bunched 0.80-1.80 ea
cauliflower 0.70-1.30 ea
celery 0.80-1.20 ea
courgette 1.20-1.80
cucumber 0.70-1.20 ea
fennel 1.50-2.00
garlic 4.50-5.00
leeks 1.50-2.00
lettuce 0.60-1.10 ea
onions spring 0.80-1.00 ea
peas sugar snap 4.50-10.00
salad mixed packs 1.20-1.80 ea
salad mixed loose 6.00-8.00
spinach 2.50-4.00
spinach beet 1.80-3.00
squash 0.70-1.50
tomato cherry 3.50-4.50
basil 10.00-15.00
chilli pepper 6.50-13.50
coriander 12.00-13.50
parsley 8.00-14.00
thyme 13.50-18.00
apple 1.30-2.20
pears 1.30-2.20
raspberries 13.00-20.00
rhubarb 2.00-3.00
strawberries 5.50-17.50

RCMA Market Garden
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2.6 Returns on some crops in more detalil

Gross margins for a sample of crops which might be grown
have been assessed (see detail in Appendix 2). These
analyses give an indication of the gross margins. The returns
on horticultural enterprises are very variable and the figures
given here should only be used as a guide. The costs for
fertility, ground preparation and other overheads are
included separately in the whole farm budget, unless
itemised separately in the analysis. An area unit of 100sgm
has been used, as this suits the scale of the proposed farm
production. All the prices given are ‘farm gate prices’, i.e.
prices before adding value through selling on to customers in
the ways explored in the next sections.

1. Flat beans. Climbing French beans grown in the spring
in cold polytunnel when the best returns are possible.
These may be a popular crop for sale to restaurants.
The GM for subsequent crops, both indoor and outdoor
would be much lower. Gross margin: £285 /100sgm

2. Winter Salad. Mixed salad leaves including brassicas
grown through the autumn and winter and cut at least
three times. Gross margin: £680 /100sgm

3. Coriander. Direct sown crop grown in cold polytunnel.
Production can continue throughout the summer when it
will grow from seed to harvest in 5 weeks. It can also be
grown outdoors in the summer, though growth is slower
and care needs to be taken to keep the crop clean.
Coriander is prolific, fetches a good price, but would
need a large market. Herbs such as this however could
have value added with simple processing, such as drying
or preserving in oils. Basil can be used to make pesto or
combined with tomatoes to make pasta sauces etc.
Gross margin: £567 /100sgm

4. Early spinach. Direct sown spinach grown under cover
at a time to give the best returns. Production could move
outdoors as the season progresses to reduce the chance
of the crop bolting. Gross margin: £375 /100sgm

5. Purple sprouting broccoli.  Outdoor grown broccoli. No
allowance has been made for bird control which maybe a
problem over the winter and spring. Gross margin: £205
/100sgm

6. Strawberries. Outdoor grown strawberries established
on raised beds with plastic mulch and trickle irrigation.
Gross margin: £89 /100sgm

7. Asparagus. There is very little information available for
organic asparagus production. Asparagus is a shallow
rooted plant which must be kept free of weeds. Under
organic cultivation this will mostly be done by hand.
Asparagus can be grown from seed sown into a nursery
bed but costs are shown for bought in 1 year crowns.

16



They should be grown on for 2 years before being
cropped. Gross margin: £68 /100sgm.

2.7 Evidence base

This information has been replicated from real production
costs and values from Stroud Community Agriculture, which in
2006 achieved a farmgate value of £14,400 per acre. In 2007,
a bad growing year, the output value was about £10,300 per
acre. It is corroborated by generic figures for box scheme
output values per acre of around £10,000, as advised by the
Soil Association.

A comparative check was also carried out with Pencoed
Growers, which is essentially a man and wife team working on
a site with about 1 hectare (2.4 acres) in production plus
polytunnels of around 1000 m2. From this they turnover
around £50,000. It requires their full time input and casual
labour of two more workers for about 5 months. This indicates
the following inputs and outputs per acre: market value
approx. £20,000 (farm gate value of £12,000 at a 65 % mark
up — which compares well with the figures used for our P/L
model); labour input per acre approx 1.2 full time equivalent
(FTE) (our model indicates about 4 FTE for 6 acres in
production or about 0.7 per acre, but there may be some
economies of scale).

A review of the output values and production costs from the
2007 Organic Farm Management Handbook, published by the
University of Wales, Aberystwyth, indicates the following gross
values per hectare (and per 100 m2 for comparison):

costs, excl

output farmgate | gross transport & | gross per

t/ha value/t value / ha packaging margin 100m2
courgettes 108 £ 1,000 | £ 10,800 £4781 £ 6019 £ 60
parsnips 18| £ 450 | £ 8,100 £2027 £ 6073 £61
carrots 36| £ 300 | £ 10,800 £3399 £ 7401 £74
celery - per dozen 2750 | £ 5| £ 13,750 £5748 £ 8002 £ 80
strawberries 3 yr avg.
per kg 7333 | £ 3 | £ 23,100 £ 10281 £ 11233 £112
outdoor lettuce - cos,
per doz. 3350 | £ 6 | £ 18,425 £ 4760 £ 13665 £ 137
outdoor lettuce - little
gem - per doz. 6000 | £ 4 | £ 21,600 £ 6505 £ 15095 £151

This indicates a lower margin than the SCA figures but SCA
confirm that * we grow quite intensively, and our yields (in a
normal year) are probably better than field scale production.’
In 2006, when SCA had 25 acres, producing vegetables, pork
and beef, and had a total turnover of £60 400. The gross profit
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was £12 900 and net profit was £12. The farmers were paid
pro rata £17 800 (self employed, no NI etc).
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3 MARKET RESEARCH

3.1 Trade sector

Market research was carried out with a range of trade sector
businesses to ascertain the demand levels and interest in
buying locally produced organic vegetables and fruit.

The aims of trade sector research were to:

identify level of interest in local sourcing of organic or ‘in-
conversion’ produce from our Market Garden

understand issues buyers have in respect of their current
systems, eg do they get all/most of their supplies from
big wholesalers / need to order from a specified supplier
as part of a chain / find difficulties in ordering from small
suppliers with a limited produce range or supply capacity
etc

ask buyers to quantify the demand level for the likely
product range

ask for suggestions for other crops or processed foods
that we might consider producing

Telephone questionnaire surveys were carried out with a
number of independent shops, restaurants, hotels and
caterers, to assess their interest in being supplied with
producer from the Market Garden. The interviews were
carried out in two stages: initially a quick call was made to
confirm their interest in principle, and a follow up call or e-
mail communication was used to assess the detail of the
types of produce and quantities required. In total, 50
businesses were contacted, and 15 returned detailed
information.

The response to the idea of being supplied by the Market
Garden was generally positive, although in some cases it
was not possible to identify the buyer (especially for the
large businesses such as the Celtic Manor). Several found it
difficult to predict what their needs would be in mid 2008,
and others have well established supply lines which provide
their needs adequately at present. The caterers found it
impossible to quantify their needs due to the irregular nature
of business, and also suggested that the requirement for
local organic produce depended on the customer’'s
requirements. For some, price will be an issue in
comparison to other existing suppliers. Some feel that their
requirements are too big and currently source from
wholesale markets. For many, being able to order all fruit
and vegetables from one source or supplier is an important
consideration.

RCMA Market Garden {3 - the local food consultants, April 2008
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In terms of the produce range, there was particular interest
in high quality salad packs, herbs, soft fruit and processed
products such as smoothies and preserves.

Some of the detailed demand information follows on a
sample of produce types, based on demand per week in
season from the 15 businesses who returned detailed
information, as in the following table:

apples & pears over 100kg

asparagus, artichokes etc over 150 bunches

aubergines, peppers etc about 80kg

salad crops over 100kg daily delivery
preferred

herbs about 20kg

garlic about 40kg

leeks over 40kg

purple spr. broccoli over 60kg

soft fruit over 10kg

tomatoes over 120 kg

beans & peas over 30kg

Analysis

The trade market may be quite difficult to penetrate,
requiring a concerted marketing effort and an on-going
commitment to dependability and quality. These
businesses will be more price sensitive than direct sales to
consumers. They may also have more demanding
requirements such as frequent deliveries, washed and
ready to use produce, and specific packaging needs.
Some may only be interested if the Market Garden can
provide a complete range of fresh produce needs
throughout the year, which would mean buying in produce
to supplement that produced on the farm.

However, the potential demand levels are such that this
market cannot be discounted, particularly if the Market
Garden is able to produce large volumes of specialist
crops such as focusing on salads and herbs.

It is clearly difficult to develop a cropping plan based on an
uncertain market place, so more detailed demand studies
with larger number of potential clients will be required
when closer to production time. This will need to include
an analysis of the price parameters and hence the
profitability of this market.
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3.2 Consumer sector

A questionnaire survey was prepared and 52 returns were
made. These were largely at the farmers’ market and a local
fair, so may show a bias in terms of the current and potential
interest in sourcing from the market. However, these may be
typical of our target community in terms of creating a
membership of loyal consumers for the Market Garden
produce. The respondents were largely aged 03-50 or 50+

and professional.

The results are as follows:

returns : 52 % = % of total returns
1 What % of your household'’s fruit and vegetable do you
buy at...? answered
10-25% 25-50% 50-75% 75-100%
the farmers’ market | 22 =42% 9 7 11 =21% 49
local shops 15 =29% 14 =27% 4 4 37
box delivery 3 2 5
supermarkets 22 = 42% 6 4 9=17% 41
2 Do you know roughly how much of the vegetables yo u
buy is locally produced (Welsh or neighbouring counties)
don’t know | 0-25% 26-50% 51-75% 76-100%
rough estimate % 14 =27% 3 15 =29% 10=19% |8 52
3 Do you know roughly how much of the fruit you buy is
locally produced (Welsh or neighbouring counties)
don’t know | 0-25% 26-50% 51-75% 76-100%
rough estimate % 16 = 31% 15 =29% 16 = 31% 3 2 52
4 How important are the following to you in buying fruit &
vegetables?
not too quite very
important important important
local 3 21 = 40% 23 =44% 47
organic 5 24 = 38% 22 =42% 49
fresh 5 3 49 = 94% 52
5 how much more do you accept paying for local, org anic and fresh
fruit and vegetables from a source that you trust?
0-10% 11-20% 21-30% 31-50% over 50%
...... % more 2 11 =21% 2 0 8 =15% 23
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6 If a wider range of local, organic and fresh frui  tand
vegetables was available, how likely would you bet o buy
it at....:
not very
likely quite likely | very likely
the farmers’ market | 1 6 42 =81% 49
a local shop 2 12 = 19% 35=67% 49
a box, collected
from a school or
community centre 19=37% 9=17% 15=29% 43
a box delivered to
your door 9=17% 17 = 33% 18 = 35% 44

Other comments, verbatim:

- supermarkets are easy to use, can take car, and get cheap

fuel

- expand Cardiff market
- local produce is not available enough, supermarkets

should focus more on it

- a better range of fruit & vegetables in market would be

great

- main problem is buying once a week, as | need the same

stuff fresh mid week - how about a Wednesday evening
market?

- very pleased that Riverside Market has a wide range of

produce

- the farmers' market provides a fantastic source of fresh

local vegetables

- seriously restricted diet due to allergies, so can't use

market as widely as I'd like at the moment

Analysis

The survey indicates that these consumers buy much of
their fruit and vegetables from the farmers’ market,
supplemented by local shops and supermarkets, whilst few
are using box delivery schemes. Perhaps due to the
sample, almost half the consumers are confident that
between 26-75% of their vegetables are locally produced,
whilst 60% think that between 0-50% of their fruit is locally
sourced. For both fruit and vegetables, up to one third did
not know the provenance.

In assessing future demand, consumers overwhelmingly
considered that freshness was the number one priority,
which may be an important marketing message for Market
Garden produce. Around 80% also thought that local and
organic were either quite or very important criteria.
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For produce of the type which the Market Garden may
produce, one fifth of the respondents said they would pay
11-20% more for it, whilst eight people said they would pay
at least 50% more.

In terms of accessibility, over 80% favoured buying a wider
range of fruit and vegetables at the farmers’ market, whilst
67% said they would like to find it in local shops. The least
popular option would be to collect a box at a community drop
off point, with over one third of consumers ‘not very likely’ to
want this. However, both this option and delivery to the door
are options which may suit a fair number of consumers.

An interesting comment is the need for a top-up of fresh fruit
and vegetables mid week. This might be considered for the
box scheme option.

RCMA Market Garden {3 - the local food consultants, April 2008
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4 ORGANISATIONAL STRUCTURE

Here we consider the different ways a new project might be
organised. It is about who owns, controls and benefits from
the organisation. Typically a local food enterprise will have
the following stakeholders:

- Producers/growers
- Processors

- Distributors

- Customers

- Landowners

- Investors

In addition to the above, in this case we have the initiating or
‘host’ organisation, the Riverside Community Market
Association. Whatever legal structure is adopted, ideally
ownership of the enterprise should be linked to involvement —
use of services and products.

A useful document to refer to is Cultivating Co-operatives —
Organisational Structures for Local Food Enterprises. A PDF
is downloadable from the Soil Association website or can be
purchased from the Soil Association for £15.

The organisation will probably develop over time, starting as
an initiative/project of the Riverside Community Market
Association. This provides an organisation with a track
record allowing for immediate grant funding. If the enterprise
is to sustain itself in the long term — without support from the
RCMA — a more autonomous organisation may need to be
developed. The project should, as soon as possible, ensure
there is a process to communicate with key stakeholders and
ensure it is directed to meet their long term needs and
aspirations. This is also outlined as an objective of the
Association: involving people from the Riverside community
and neighbouring areas in the project from the outset. The
following steps may help in developing the new organisation:

- Create a project steering group with representation from all
stakeholders

- Be clear about how the steering group is responsible to
stakeholders/project ‘members’.

- Draft a remit for the group to ensure all steering group
members are focussed

- Ensure there is a process to consult with each of the
stakeholder groups

- Develop a business plan to meet needs of stakeholders —
crops to grow and their distribution, social, learning,
training etc
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Ensure a process for review at key milestones including
a review of the organisation, how it is managed and
controlled.

We have indicated earlier that the key to success for a small
horticultural enterprise is to sell as much produce as
possible to final consumers at full retail price. In developing
an appropriate structure it is worth noting that fostering
ownership and responsibility of the enterprise within this key
group of stakeholders will strengthen commitment by them
and improve the stability of the enterprise. It is advisable that
if a new organisation is to be created, that it is incorporated
with ‘limited liability’ as it will be entering into contracts - with
the landowner - and handling fairly significant assets.

Factors that will determine the development of the
organisation/enterprise include:

1. Who are eligible members?

2. Who are the services available to?
3. Where will profits go?
4

What happens to the assets of the enterprise if it is
wound up?

5. How decisions are made and the enterprise managed?

A number of Case Studies of similar initiatives are included
in the Appendices.
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Summary of Options

The table below illustrates some options available to the
emerging enterprise and the benefit of increased ‘ownership’.

Little member/
stakeholder
involvement
and control

Increasing
commitment
and stability

v

Stakeholder/
member owned
and democratic

organisation

Option Legal Form
An RCMA project: RCMA with a
1. with non-voting ‘members’ memb.er'

association
2. with steering group proposed by
stakeholder members, but having
full executive role.
3. with steering group elected by
stakeholder members, but having to
consult members on key issues eg
expenditure over a budget,
direction of development
A horticultural social enterprise with Ltd company
dedicated customer base/ supportive with member
community. Eg Box Scheme association

A community/stakeholder owned enterprise | Co-op
with a democratic/co-operative structure.
Eg A CSA

The objectives of RCMA are to maintain control and if
possible, benefit financially from the project. However, two
main considerations must be balanced with this:

- minimising risk to the RCMA
- building a community of consumers

The consultants therefore recommend that a separate
enterprise is set up as a trading subsidiary of RCMA. Some
of the most successful new models for horticultural
enterprises embody some form of membership or ownership
by the consumer — the community supported agriculture
model. This could be set up in a way which maintains
ownership by RCMA, yet involves the consumer community
and builds on local loyalties to the project. As a trading
subsidiary, the enterprise could be set up as a guarantee
company or an Industrial and Provident Society, with
consumer membership fees for consumers who buy via a
box scheme or collect at the bulk drop off points, whilst other
sales are made at the market.
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Members would pay in advance for their share of the
produce, and get involved in events and other site-based

activities.

This is described as follows:

RCMA

A\

Profits return to
parent or subsidiary
pays for services

Consumer members

\

New trading subsidiary

Members pay a set amount
each month in advance, for
a delivered box or for a
vegetable ‘share’ at bulk
drop—off point

AN

No formal
relationship — just
buy at market

\ Other customers

The benefit of creating an Industrial and Provident Society is
that it offers a very democratic model (one member one
vote), and allows money to be raised from members easily
without issuing a share prospectus. The downside of RCMA
is lack of control, which could be addressed by creating a
guarantee company with RCMA directors sitting on the
board; in this case the relationship with consumer members
is more ‘contractual’ and less integrated.

Finding the right solution may depend on the progress in
creating interest in the project and the motivation of potential
consumer members to become involved.
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5 FINANCIAL VIABILITY

A number of scenarios have been considered in respect of
determining the viability of the enterprise. As a key baseline
concept, the value of the produce at the farm gate has been
calculated, and separately, the opportunity to add value
depending on the different marketplaces available for sales.

After considering the limitations to the income generating
potential on the initially available 5-acre site, and because of
the availability of additional adjacent land, the production
model has now been expanded to assume a site of 10 acres
with 6 acres in production and a farm gate value of £60,000.
Adequate casual labour costs have been included and an
appropriate salary for the project manager (£24k).
Additionally, some of the casual labour input has been
absorbed in the employment of a second worker (this might
suit a husband and wife team, for example).

Analysis

Four marketing possibilities have been considered. The first
option is selling produce at a farmers’ market . Next is either
bulk drop off as can be used in community supported
agriculture (CSA) schemes, where a community of
‘shareholders’ or ‘sharecroppers’ pay a regular amount for
share in the harvest, normally paying up front monthly or
annually; thirdly for a box scheme supplying both the
Cowbridge locality and Cardiff; and finally for wholesale
supplies to restaurants and shops.

Once established, the profitability of the enterprise depends
on how much can be sold through the various marketing
channels. Selling all produce at the farmers’ market (one
weekly market) would generate a small loss of just under
£2,000, but in practice it is unlikely that all the produce (about
£100k in retail value) could be sold in this way. We have
therefore assumed that 40% of production from the site,
however, would be sold in this way.

A box scheme would generate profits of about £25,000. A
bulk drop off system with self-weighing and packing could
generate a surplus of just over £22,000. Both these routes to
market would be supplemented by bought in and sold-on
bulk vegetables such as potatoes, carrots and onions, and
are assumed to account for 30% each of the site produce.
Selling entirely to trade buyers and caterers appears to
operate at a loss, and has been discounted.

In practice the enterprise will have to utilise a combination of
options. We have modelled this so that 40% is sold at
farmers’ markets, 30% through a mid-week box scheme, and
30% at the bulk drop off. This would generate a pre-tax profit
of just over £5,000 per annum by the fourth year of
operation.
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An enterprise of this kind would be better to have its own
equipment, such as a small multi-purpose tractor and other
light machinery. Additionally, a vehicle, a portable office or
store, and fittings for growing under cover will be required.
In the first instance a capital budget of just over £57,500 is
recommended (detail follows), and assumes that equipment
is amortised over 6 years.

With capital costs taken into account, the enterprise once
established shows that it would run at a modest profit. The
ability to increase profitability will depend on the skill of the
grower and the fine-tuning of cropping plans in relation to
market opportunities. It may be possible to generate income
in other ways by processing primary produce, such as
through making soups, smoothies and preserves, but this
has not been modelled in detail (but see notes below).

According to this model, the enterprise becomes profitable in
year 4. Working capital of at least £80,000 will be required to
finance the development of the project, in order for it to
progress to sustainability.

Options for Processing

Growing a range of mixed vegetables, soft fruit and herbs
provides several opportunities for adding value. It is difficult,
however, to provide an in-depth analysis of the options as it
depends very much on the market and scale of the
operation. This can range from small-scale home production
sold at a market stall, or on a small industrial scale with
distribution to regional independent retailers. The price of the
final product will depend on the setting, presentation and
strength of the ‘brand’. A high quality certified organic
product will fetch a maximum premium. The
following is a list of options for adding value:

Herbs — drying/preserving in oil or brine

Sauces — pesto and pasta sauces

Soups - fresh un-pasteurised soups

Juices — Vegetable and soft fruit juices

Prepared vegetables — e.g. coleslaw and boxed salads
Pickles, chutneys and preserves

Yoghurts and ice cream

The impact on the enterprise of added-value processing has
not been assessed, as we consider that this would be a
second stage of development of the project which will
require its own business plan.

A simplified profit and loss model is shown for a holding with
6 acres in production, after a 3-year establishment phase, is
shown on the following page.
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Options for Income from Educational and Training
Activities

Because of the current gap in the provision of horticultural
training in the Cardiff area, and the increasing consumer
demand for locally produced food, there is a real opportunity
for provision of educational and training activities at the
project site which will be able to tap into existing funding
streams. Chief amongst these could be:

- Open College Network: within one year the project would
be in a position to design and deliver a programme of
OCN-accredited activities — from the most basic entry level
courses up to level five degree-equivalent courses — which
could be tailored to meet the demands and needs of
potential participants. Courses would be provided both on a
vocational basis at the higher levels — where graduates
would have a serious expectation of finding employment or
of setting up a business in the horticultural field — as well as
more recreational courses at the lower levels, although
these more basic courses would themselves provide
participants with a path of progression if they so chose.

- LANTRA - the Sector Skills Council for the environmental
and land-based sector. There is a high and increasing
demand for vocational courses in a wide variety of subject
areas. The project would aim to become a certified
LANTRA assessment centre, and would then be in a
position to generate income from course delivery.

- Higher Education Funding Council for Wales — has
increasing funding available for out of school educational
activities with particular groups such as: excluded young
people; youth offenders; participants in “Education
Otherwise” programmes, and other identified groups. There
is increasing demand for vocational outdoor activities and
funding available to support such activities.

In all of the above areas, we feel that the RCMA Market
Garden project has the potential to offer unique and targeted
programmes of accredited training and education activities
which would attract participants and funding, and would be a
unique source of out-of-school vocational training in the
vicinity of Cardiff - delivering skills for which there are
realistic employment opportunities as well as the possibility
of horticulture-based businesses.

RCMA already runs a community allotment project which
offers basic horticultural skills development for local residents
in Cardiff. The allotment project may offer a stepping stone to
more serious study at the Market Garden, for those who are
interested in  moving into commercial horticultural
employment or enterprise.
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Because the realistic projected income from educational and
training activity is difficult to project with any accuracy at this
stage, we have not included any defined financial figures
relating to such activity in the following projections. It is
noted, however, that potential income from such activities is
highly likely, especially as the project develops and becomes
more established.

Creating a local delivery hub

Once a reliable distribution system is established for the
horticultural produce, this could then be expanded to provide
a wider offering to customers to include produce from other
local producers. For example, a weekly box could include
eggs, cheese, meat and poultry.

There are working models of this type of scheme, such as
that at Somerset Local Food Direct (Somerset Local Food
Direct is a producer co-operative, now running with over 300
orders a week, from a supplier base of 70 producers), which
now turnover more than £0.5 million and operate profitably,
and include a producer ownership structure. It is early days
to plan for this but it may be a natural progression from the
horticultural activities.

Software and online ordering systems, such as that provided
cheaply by Localfoodshop, could make ordering easy.
Localfoodshop provides online ordering for small producers,
and bespoke  systems for  food hubs, see
www.localfoodshop.co.uk .

Financial Summary

The figures in the following tables are modelled on a holding
of 10 acres, with 6 acres in production. they show a
breakdown of capital costs anticipated by the project; and
analysis of the relative profitability of the different market
sectors after the 3 year establishment period; and a
simplified profit and loss projection covering years 1-4. As
previously mentioned, no account is taken of the potential for
additional revenues from processing or from training
activities.

It can be seen that by year 4, when profitability is reached,
an EBITDA (Earnings Before Interest Depreciation and
Amortisation) of £14,700 is indicated. This represents just
over 12% on sales, and - if it were achieved — would suggest
a realistic level of efficiency by conventional business
standards. However, the final level of pre tax profitability is
much reduced by the need for a high depreciation
allowance.
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SALES
(farm gate value

market 40%:
box 30%;

£60,000) market box scheme mass drop-off drop-off 30%
65% 100% 80%
mark up
£ 99,000 120,000 | £ 108,000 £ 108,000
own produce
. 21,600 | £ 21,600 £ 12,960
bought in produce
total £ 99,000 141,600 | £ 129,600 £ 120,960
Cost of Sales
. £ 7,000 | £ 7,000 | £ 7,000 £ 7,000
hortcl. inputs
. £ - £ 18,000 | £ 18,000 £ 10,800
bought in produce
labour - farm casual @£6 £ 15,000 £ 15,000 | £ 15,000 £ 15,000
labour- packing &£6 £ 1,200 | £ 4,800 | £ 1,200 £ 2,280
delivery fuel 15p/mile E 600 | £ 1,200 | £ 600 £ 780
. £ 1,400 | £ 1,400 | £ 700 £ 1,190
packaging & sundry
stall fees - 50x£35x1 £ iy £ 3,600
total £ 28,800 | £ 47,400 42,500 £ 40,740
. £ 70,200 | £ 94,200 87,100 £ 80,220
Gross margin
OVERHEADS
. . 1,500 9,000 4,500 £ 4,650
admin/marketing
L 500 500 500 500
certification
. £ ,200 | £ 1,200 | £ 1,200 £ 1,200
insurance
L%'Lts%f | £ PEEIS £ 3,000 | £ 3,000 | £ 3,000 | £ 3,000
. . £ 1,650 | £ 1,650 | £ 1,650 £ 1,650
Misc. hirings/purchases
£ 1,200 | £ 1,200 | £ 1,200 £ 1,200
sundry
. . £ 26,880 | £ 26,880 | £ 26,880 £ 26,880
manager full time inc. NI
. . . £ 13,440 | £ 13,440 | £ 13,440 £ 13,440
assistant full time inc NI
. £ 3,000 | £ 3,000 | £ 3,000 £ 3,000
vehicle
. £ 10,000 | £ 10,000 | £ 10,000 £ 10,000
head office costs
total £ 62,370 | £ 59,870 | £ 55,370 £ 65,520
EBITDA £ 7,830 | £ 34,330 | £ 31,730 £ 14,700
RIEPEILS & MRl | £ 9,600 | £ 9,600 | £ 9,600 | £ 9,600
depreciation
£-1,770 £24,730 £22,130 £ 5,100

Net Profit/Loss
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Assumptions:

1. farm gate value of produce, per acre, is £10,000 (see
previous note on assumptions) i.e. £60,000 for 6 acres

2. farm business focuses on higher value crops and buys in
staple vegetables such as potatoes to sell on, to offer a
comprehensive service, and targets direct retailing

3. this model assumes two full time workers (possibly a
husband and wife team) with casual labour inputs as
required

4. figures for sales to the trade sector have been omitted as
this is projected to be heavily loss-making (see detailed
workings in appendices)

Capital costs for the 6 acre unit have been calculated as follows:

Polytunnel (half y1, half y2) frame/cover 800sqm £ 11,200
irrigation £ 800

erection £ 4,000

van transit type van, biodeisel £ 12,000
tractor 60hp 2wd £ 9,000
tractor mounted implements £ 5,000
power harrow £ 1,000

tractor mounted planter £ 500

portacabin office £ 5,500
hand implements £ 1,500
horticultural sundry items £ 1,450
packshed bldg works £ 1,500
| equipment £ 2,500

rabbit fencing (600m) £ 1,600
TOTAL £ 57,550
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A simplified profit and loss calculation indicates the working

capital requirement as illustrated below:

Year 1 (1/4) Year 2 Year 3 Year 4
SALES:
Production Level 0 30% 70% 100%
Own Produce Value 0 32,400 75,600 108,000
Bought-in Produce 0 3,890 9,070 12,960
Total: 0 36,290 84,670 120,960
COST OF SALES:
Horticultural Inputs 2,100 4,900 7,000
Bought-in Produce 3,240 7,560 10,800
Labour - Farm 4,500 10,500 15,000
Labour - Packing 690 1,600 2,280
Delivery - Fuel Costs 260 610 870
Packaging & Sundry 360 840 1,190
Market Stall Fees 1,800 2,700 3,600
Total: 0 12,950 28,710 40,740
Gross Margin: 0 23,340 55,960 80,220
OVERHEADS:
Manager F/T (inc. NIC) 6,720 26,880 26,880 26,880
Assistant (inc. NIC) 0 6,720 13,440 13,440
Admin / Marketing 1,000 2,235 4,650 4,650
Certification 500 500 500 500
Insurance 300 1,200 1,200 1,200
Rent of land & pack-house 500 3,000 3,000 3,000
Misc. Hirings & Purchases 200 1,200 1,650 1,650
Sundries 200 500 900 1,200
Vehicle 750 3,000 3,000 3,000
HQ Costs 2,500 10,000 10,000 10,000
Non-recurrent Start-up Costs 5,000 0 0 0
Total: 17,670 55,235 65,220 65,520
Earnings Before Tax & Dep'n -17,670 -31,895 -9,260 14,700
Depreciation/ R & R 0 -9,600 -9,600 -9,600
Net Profit / Loss: -17,670 -41,495 -18,860 5,100
Cumulative: -17,670 -59,165 -78,025
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6 CONCLUSIONS

RCMA has proved its effectiveness in developing and
delivering a number of innovative food and health projects,
with resulting recognition through several awards and grant
funding to expand its portfolio.

The Market Garden project is a natural progression for
RCMA, to develop a horticultural enterprise which offers a
range of economic, social, and environmental benefits. In
particular, it aims to develop a replicable model for local food
production and distribution with community ownership, whilst
also offering training and social networking opportunities.

The feasibility study has indicated the potential for this
project to run with a modest profit, after an establishment
period of three years. In order to reach this point, capital and
revenue funding is required, which will be sought from public
sector sources, although there is significant opportunity for
income generation from an early stage through produce
sales and a membership scheme. The target market is
selling direct to the public via farmers’ markets, box delivery
and bulk drop off schemes. The enterprise will focus on
production of higher value crops. Mid term enterprise
development could include added value through processing,
and in creating a delivery hub for a wider range of produce
from other local farmers and processors.

There are a number of criteria which need to be addressed
in order to be confident of the success of the project, and
which will be early stage actions. These include increasing
the land tenure to 10 acres, achieving planning permission
for polytunnels, security of land tenure, and finding the right
farm manager.

Financial modelling has been based on real figures from
several horticultural enterprises of a similar scale in this
sector, and from published industry guidance. It shows a
total funding requirement of approximately £137,000.

RCMA Market Garden {3 - the local food consultants, April 2008

35



APPENDIX 1 — CASE STUDIES

Growing Well, Cumbria www.growingwell.co.uk

Growing Well is a non-profit making, organic growing company with charitable aims
(Industrial and Provident Society for the Benefit of the Community) based at Low
Sizergh Farm, a Soil Association certified Organic Farm in South Cumbria. It offers
volunteer opportunities to adults recovering from mental health problems; offering a
step back into employment by the development of work readiness through
experience. In addition to this, Growing Well offers horticultural training opportunities
to the wider community. Its mission is to provide a work environment, producing
organic food, which enables adults recovering from mental health problems to fully
participate according to their abilities and interests, to recover, develop and move
nearer the labour market (employment).

Growing Well has 5 aims:

To enable people with mental health issues to have full participation in
the activities of Growing Well.

To run a model business producing organic food

To provide training within the context of GW activities (food production
and processing, health and safety etc)

To maximise the impact of GW activities and resources in the wider
Community

To run a successful enterprise based on GW core values

Growing Well is a social enterprise, and offers innovation in the way in which it forms
its company and constructs its board. Growing Well’'s activities will be charitable, and
entirely non-profitable and for the benefit of the community. Growing Well is an
Industrial and Provident Society for the Benefit of the Community ensuring asset
ownership is locked for public benefit, and can enshrine in law that the company
cannot be broken up for individual benefit. Growing Well is a tax-exempt charity
registered with the Inland Revenue.

Growing Well is managed by a board of trustees many of whom have individual
experience of working within organisations working closely with the project. The
trustees do not represent those organisations, but bring their experience to bear on
the development, management and monitoring of Growing Well. The board of
Growing Well are comprised of experts in the field of mental health, training, produce
wholesaling’ organic farming and social enterprise development. Growing Well
recognises the need for the board to encompass a wide range of skills and
knowledge, and particularly wishes to explore the development of structures which
allow key stakeholders (such as Low Sizergh and Howbarrow) to be involved in the
running of the organisation and to provide their skills, knowledge and enthusiasm.
Growing Well is run transparently and professionally, ensuring all interests at board
level are declared and managed. The board’s composition ensures an appropriate
level of expertise on all matters when interested parties absent themselves from
decision making because of specific interests. The rules of Growing Well enshrine
this process as fully as possible.

Project participants will be represented in the decision making processes of the
company through a robust system of meaningful participation in the day to day
running of the organisation. In order to reduce dependence on grants, Growing Well
is seeking to maximise its returns by increasing direct sales through a CSA scheme.
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They are now exploring how CSA members can join the IPS and have a stake in its
management.

Growing Communities, London

www.btinternet.com/~grow.communities/

Growing Communities began 14 years ago, when three friends asked themselves
how they could make Hackney a better place to live in. A group of supporters began
paying a subscription and in 1994 the first vegetables were delivered from a farm
they supported in Aylesbury. The scheme soon grew to 50 households and has
developed towards its wider vision since then.

Growing Communities is a not-for-profit company limited by guarantee. This legal
structure provides protection in terms of liability for management committee/directors.
Potential management committee members for new organisation to be set up (what
was to become Growing Communities) were recruited from those involved with Box
Scheme that Julie had set up in 1994. Those who came forward were keen to be
hands-on but not to be part of a workers' co-operative as such (i.e. they did not wish
to work in any paid capacity for Growing Communities). Bearing this in mind, it was
considered the most sensible structure would be a company limited by guarantee
because it would provide some financial protection and reflect the not-for-
profit/philanthropic nature of the organisation. The drawback of this structure is
having to lodge annual accounts and company returns, but in fact this provides a
framework for the organisation which is helpful.

Stroud Community Agriculture, Gloucestershire

www.stroudcommunityagriculture.org/

When a local organic farm was threatened with failure, a public meeting was called to
consider how to support principled agriculture and Stroud CA emerged from this
meeting. A group of supporters began to meet regularly and organised themselves
into workgroups and a core group, who made a strategy for developing the project.

The following spring, some supporters began to pay a monthly subscription and a
grower was employed on 2 acres of rented land. Now they rent 23 acres closer to
Stroud.

Members hold quarterly facilitated planning meetings to set the direction for the farm.
They elect a core group of up to 9 volunteers to act on the plans set at members
meetings. Decisions are usually reached by consensus. They are bound by a set of
principles established by an early public meeting. The farm business is owned and
controlled by the members, who employ the farmers. The farmers are members too,
and sit on the core group, although they cannot take decisions about their own pay.

The CSA is incorporated as an Industrial and Provident Society Community Co-op.
This structure was chosen because it is sympathetic to social enterprise and fits the
aims of the scheme because, to be an IPS, objectives must be of community benefit
(which is not the case for companies). As a Community Co-operative, it is possible to
raise capital, should they wish to, by allowing investment with a return for investors
as a profit-sharing organisation. Although this is not likely to happen, it does mean
that it would be possible, for example, to raise money to buy land to set up a land
trust. Another benefit of an IPS Community Co-op is that every member has a vote,
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which puts everyone on an equal basis. Membership spreads the costs and risks
involved in business.

Little Ash Farm, Devon

http://www.devonfoodlinks.org.uk/Info/LAF.pdf

Little Ash farm is a small, 52 acre registered organic farm near the village of
Chagford in West Devon. The farm raises pedigree Devon Red and Highland beef
cattle along with free range poultry. Seasonal vegetables, fruit and herbs form
another arm of the business which has also recently branched out into the production
of pies, puddings, soups, preserves and juices using own or locally sourced
ingredients. See link for the full case study.

Radford Mill Farm

Radford Mill Farm, Timsbury, Nr Bath ran a small box scheme and supplied to
several retailers. They also ran a farmers market stall selling fresh produce. This
provided an opportunity to sell a range of value added items. The lines giving best
return were based on bulk bought in ingredients with authenticity and value given
through the addition of a proportion of farm produce eg hummus made with farm
grown garlic, bean pates, couscous salads, lebane (garlic soft yoghurt-cheese with
spinach). At its peak, these value added items brought in 70% of the farm income!
This enterprise continues as a separate entity from the farm.
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APPENDIX 2: CROP PROFITABILITY ANALYSIS

FLAT BEANS GROWN IN POLYTUNNEL

Harvest 15th June to 15th

Sown 1st March Planted 15th April July
240kg/100 sgm (over 4
Yield weeks) x 2.50/kg £ 600
plants 500plants X 4p/plant 20
labour plant/erect sticks 4 hours x 5.50/hr 22
labour crop management 13 hours x 5.50/hr 71.5
labour picking 30kg/hour x 5.50/hr 165
labour clear crop 3 hours x 5.50/hr 16.5
sundries 20
total variable costs £ 315
285
gross margin £/100sgm

WINTER SALAD (MIXED GREEN LEAVES) GROWN IN POLYTUNN EL

Planted 15th

Sown 15th Aug Sept Harvest 15th Oct till 1st April (cut 3 times)
200kg/100 sgm (over 26

Yield weeks) x5.50/kg £ 1,100

plants 1000 plants X 4p/plant 40

labour- prep/plant 4 hours x 5.50/hour 22

-crop management 14 hours x 5.50/hour 77

-picking/packing 200kg 5kg/hour x 5.50/hour 220

-clear crop 2 hours x 5.50/hour 11

sundries 50

total variable costs £ 420

gross margin 680 £/100sgm
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ANALYSIS FOR CORIANDER GROWN IN POLYTUNNEL

Sown

yield

seed cost
labour crop
management

labour harvest
sundry

total variable cost

gross margin

ANALYSIS FOR SPINACH GROWN IN POLYTUNNEL

Sown

Yield

seed
labour crop management

labour harvest
sundry

Total variable costs

Gross margin

at weekly
15th March intervals 1st May
70kg/100
sgm in polytunnel x10/kg
250g
6 hours x5.50/hour
7kg/hour x5.50/hour
15th March Harvest
X
320 kg 1.90/kg
30g 4
X
6 hrs 5.50/hr 33
X
10kg/hr  5.50/hr 176
20

25
33
55
20
£ 608
£ 233
375
£/100sgm

£ 700

£ 133

567
£/100sgm
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ANALYSIS PURPLE SPROUTING BROCCOLI

sown 15th June

Yield

plants

labour planting
labour crop
management

labour harvesting
sundry

total variable cost

gross margin

ANALYSIS LEEKS

Yield

plants

labour planting

labour crop management

labour harvest
sundries

Total variable costs

gross margin

planted 15th
July

150kg/100 sgm

300pl
0.5 hour
4 hr

30kg/hr

150kg/100 sgm

1000pl/2100 sgm
1000pl/hr
2hrs

20kg/hr

harvest
April

over 4
weeks

x1.15/kg

X

1.90/kg

X
4p/plant
X
5.50/hr
X
5.50/hr
X
5.50/hr

5.50/hour

X

5.50/hour

X

5.50/hour

X

5.50/hour

26

11

45
10

£285.00

12

22

28
10

£
75.00

205
£/100sgm

£ 173

£ 100

73
£/100sgm
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ANALYSIS FOR STRAWBERRIES

Yield

maiden year
first full crop

second full crop
Total output

Establishment
labour crop management

labour harvest
sundries/packaging

Total variable costs

Gross margin

Establishment costs

Bed preperation
poly mulch
irrigation drip pipe

runners

labour planting

Total establishment costs

40

kg/100sgm

100 kg/100 sgm
80

kg/100sgm

average 3 years

see below

3 hours
75 X
kg/100sgm 5kg/hour

100m
100m

350 plant/100sgm

2 hours

x £4.20/kg
x £4.20/kg

x £4.20/kg

209 over 3 years
x 5.50/hour

x 5.50/hour

x 0.17 £/m
x 0.14£/m
x 0.42
£/plant

x 5.50
/hour

168
420

336

70
16.5

82.5
50

20
17
14

147

11

£ 308

£ 219

89
£/100sgm

209
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ANALYSIS FOR ASPARAGUS

yield X 6.50/kg £ 162

establishment costs 262 17

labour weeding 10 hours x5.50/hr 55

labour harvest 5kg/hour x5.50/hr 22

total variable costs £ 94
68

gross margin £/100sgm

Establishment costs

bed preparation 20
one yr

plants crowns 110

labour planting 4 hours x 5,50/hr 22

labour weeding/management 10 hourslyr 2 yrs x 5,50/hr 110

Total establishment costs /100sgm 262
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APPENDIX 3: MODEL FOR 3 ACRES IN PRODUCTION

SALES market box scheme mass drop-off wholesale
mark up 65% 100% 80% 40%
own produce £ 49,500 £ 60,000 £ 54,000 £ 42,000
bought in produce 10,800 10,800

total £ 49,500 £ 70,800 £ 64,800 £ 42,000
Cost of Sales
hortcl. inputs £ 3,500 £ 3,500 £ 3,500 £ 3,500
bought in produce £ - £ 9,000 £ 9,000 £ -
labour - farm casual @£6 £ 7,500 £ 7,500 £ 7,500 £ 7,500
labour- packing &£6 £ 600 £ 2,400 £ 600 £ 2,400
labour - market stall @
£10 £ 3,000 £ - £ - £ -
labour - drivers @ £6 £ 600 £ 3,600 £ 1,200 £ 1,800
delivery fuel 15p/mile £ 300 £ 750 £ 300 £ 500
packaging & sundry £ 700 £ 700 £ 350 £ 500
stall fees - 50x£35x1 £ 1,800

total £ 18,000 £ 27,450 £ 22,450 £ 16,200
Gross margin £ 31,500 £ 43,350 £ 42,350 £ 25,800
OVERHEADS
admin/marketing £ 1,500 £ 6,000 £ 3,000 £ 3,000
certification £ 500 £ 500 £ 500 £ 500
insurance £ 1,200 £ 1,200 £ 1,200 £ 1,200
rent of land and pack
house £ 1,500 £ 1,500 £ 1,500 £ 1,500
repairs/renewals £ 825 £ 825 £ 825 £ 825
sundry £ 600 £ 600 £ 600 £ 600
manager full time £ 24,000 £ 24,000 £ 24,000 £ 24,000
NI 12% 2,880 £ 2,880 £ 2,880 2,880
vehicle £ 3,000 £ 3,000 £ 3,001 £ 3,000

total £ 36,005 £ 40,505 £ 37,506 £ 37,505
Capital costs
polytunnels, irrigation etc £ 13,500 £ 13,500 £ 13,500 £ 13,500
tractor & tools (fixed) £ 10,000 £ 10,000 £ 10,000 £ 10,000

sub total £ 23,500 £ 23,500 £ 23,500 £ 23,500

depr. 6 years £ 3917 £ 3,917 £ 3,917 £ 3,917
Net Profit/Loss -£8,422 -£1,072 £927 -£15,622

44




