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INTRODUCTION

Plan structure

This business plan relates to our community enterprise - Cwmni Cymunedol
Cletwr - which currently consists of a community run cafe and shop and a
community hub, which has gathered momentum since its inception. Our
overarching programme is to develop the community hub in partnership  with
and s upported by the community cafe and shop.

Section 2 describes the community of Llangynfelyn and the wider community of
Ceulanamaesmawr. It provides a profile of the economic and social condition of
the people who live here, before describing the site in broad terms.

Section 3 summarises the structure of our enterprise, its vision and our staffing
and management. It sets out what we want to do, and describes our overall
programme from two perspectives - the community hub programme and the
building programme. This section also summarises what has been achieved to
date. Finally, it describes how our programme relates to the European, national
and regional strategic context.

Section 4 focuses on the community hub programme, describing why it is needed
and who is most likely to benefit.

Section 5 sets out how the shop and cafe has proved to be such a valuable asset
to the community, and how particular elements have benefitted and could benefit
us further.

It is our intention to optimise the environmental and amenity potential of the land
around the new building. Section 6 summarises how we plan to do this.

Section 7 describes our assets, both human and material. It provides details of
paid staff, volunteers and supporters, and their economic value. This section also
summarises the number of local suppliers and how much we have spent with
them over the past year. It lists the partners with whom we have worked and who
have provided advice and encouragement in the past, and the partners with whom
we would like to work in the future. Finally it summarises the building and
equipment resource.

Section 8 provides a financial review, summarising our turnover, costs and profits
for the previous three years.

No enterprise is risk free, therefore section 9 sets out the risks we envisage over
the period of this plan, and how we will mitigate any significant impacts.

CWMNI CYMUNEDOL CLETWR COMMUNITY COMPANY
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1.1.10 The projected building costs are described in section 10 . These are based on our

architect's estimate of costs, including a substantial contingency element.

1.1.11 Section 11 sets out how we currently market ourselves, and how we

communicate internally and with others. It identifies current limitations and argues
for a dedicated individual to focus on this important element.

1.1.12 Finally, section 12 describes how we will monitor how well we are doing over the

1.2

121

1.2.2

1.2.3

period of the plan and beyond, and the criteria we will use to evaluate our overall
impact.

Statement of Intent

Until 2009, Cletwr Services was a privately owned petrol station and cafe.
Between 2009 and 2012 the property was empty, until an arrangement was made
with the owner to re-open as a community venture, with the intention to purchase
the property if appropriate. This was seen as an important reintroduction of a local
service. Since then the cafe and shop have provided a platform to bring the
community together to offer the services outlined below, largely using its own
expertise. It should be noted that this plan marks the culmination of the pilot
phase of the programme, and introduces the critical next phase of consolidating
the enterprise and its services, and developing the community hub.

The commitment of volunteers to the programme has been considerable and
wide-ranging. As well as supporting the shop and cafe directly, this has included
regular maintenance and repair, cleaning and painting, maintaining planters and
waste removal. The planning and steering time have been considerable. As well
as monthly steering group meetings, this has entailed sub-group and ad hoc
meetings, discussions and meetings with third parties, financial management,
newsletter preparation and distribution, and community meetings.

Our conservative calculation is that direct support amounts to 75 hours per
week. Based on a notional £8.00 per hour, this amounts to £31,200.00 per
annum . A further £1,875.00 per annum can be attributed to 5 hours per week
maintenance at £7.50 per week. At least 21 hours per month is given to
meetings and briefings . Based on £10.00 per hour, this amounts to £2,520.00
per annum . Finally, administration time amounts to 5 hours per week. At £10.00
per hour, this amounts to £2,600.00 per annum . The total annual voluntary
contribution can thus be calculated as at least £36,320 .00. Since opening in May
2013, we estimate that the voluntary contribution has been at least £108,960.00.
This is based on a relatively conservative hourly rate, and does not take into
account the considerable planning time in the lead up to opening.

CWMNI CYMUNEDOL CLETWR COMMUNITY COMPANY
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We have provided much needed employment locally, and have injected over
£175,000.00 in wages over the three years since we opened. We have also
paid over £300,0 00 to suppliers and producers

The cafe and shop have delivered clear and demonstrable benefits to the
community. A key benefit has been the development of a focal point for
community members to come together in a wide variety of contexts, from
volunteering to meeting like-minded people and interacting socially. A number of
activities and initiatives have come out of this interaction, which can best be
addressed through the development of a rural community hub.

A community hub is a building that is accessible to all groups in the community
council and adjacent areas, in order to promote strong relationships with other
community services. It provides a focal point and facilities to foster community
activity and to bring together residents, local businesses and services, and other
groups to improve people's quality of life.

Our community hub has therefore developed organically, and through it we aim to:

1 collaborate with other local interests to optimise their potential (Wildfowler
Public House, Llanfach parish hall)

1 collaborate with providers of social and public services to ensure their
effective and efficient delivery (Worker's Education Association, Credit
Union, Citizens' Advice, Coed Actif, Ceredigion Association of Voluntary
Organisations and Ceredigion Training)

1 work with Ceredigion Council and with statutory bodies such as Natural
Resources Wales to support the delivery of their economic, social and
environmental programmes

1 provide a facility to enable financial, employment and health advice, and
virtual GP surgeries, MP surgeries, police liaison etc

1 develop programmes and services that help to overcome isolation (interest
groups, fuel clubs, mother and toddler groups etc)

1 implement a programme of training for volunteers and members of the
community (IT, business planning, customer services, catering, finance etc)

1 reduce the impacts of low pay by helping young people to be less
economically dependent on their parents and by paying our employees
above the minimum wage

1 support the development of the tourism potential of the area in order to
optimise economic opportunities in this sector.

We believe that this initiative to co-locate a humber of services and community
activities will support and complement the delivery of a number of government
policies and strategies, at both national and local level. The Wales Rural

CWMNI CYMUNEDOL CLETWR COMMUNITY COMPANY



Cletwr Bumess Plan 2012019 Update August016

Development Programme®, referring to the EU's common priorities for rural
development, cites '‘promoting social inclusion, tackling poverty, and economic
development in rural areas' as key concerns (p207).

1.2.9 The Rural Community Development Fund directly quotes the Welsh Government's
‘Tackling Poverty Action Plan® when it states:

itis a priority of the Welsh Government to help develop the resilience and
capability of our communities so they hold up under the strain of welfare reform
and continue to grow and thrive... We recognise that the challenges facing people
living in rural communities will be different from the challenges in the more
populated areas of Wales. We are committed to tailoring our response and
solutions to local needs.' (Introduction, page 3).

1.2.10 Our enterprise aims to reduce feelings of isolation by offering opportunities for
people to participate in activities; to promote resilience in the community by
supporting it economically and socially; and to provide access to important
services by bringing them physically and virtually to our hub. In summary, our aim
is to future -proof our community against economic, social and
environmental threats .

1.2.11 The relationship between the cafe and shop and the community hub is central to
the programme. The cafe and shop is largely run by volunteers, although it also
employs the equivalent of 3.5 full-time employees. Our intention is to largely
finance the running of the community hub out of profits from the cafe and shop.
The main block to optimising the profits we need is the current building, which has
a poor layout, is inefficient and expensive to run.

1.2.12 We secured lottery funding of £497,000 to buy the property and to support
redevelopment (including the cost of the project manager). We secured a further
£25,000.00 from Ceredigion Council towards the purchase, giving us a sum of
£522,000.00. The purchase of the property (including fees and stamp duty) was
£311,704.00. We were able to offset £1,704.00 of this, thus allowing us to hold
£198,000.00 of lottery funding towards the rebuilding costs.

1.2.13 A further grant of £25,000.00 was secured from the Trusthouse Charitable
Foundation to pay for elements that required immediate remediation, namely wall
repairs, signage, removal of the canopy and petrol pumps and decommissioning
of the tanks. The total cost of this was £25,070.00.

! European Agricultural Fund for Rural Developméttited Kingdom Rural Development Programme (Regional)
Wales 2014020 (2015). 1422pp

2 See also page 3 of the Welsh Government's 'Resilient Communities. Taking Forward the Tackling Poverty Action
Plan' (2013).
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The updated cost plan for rebuilding is £558,481.00 (including VAT). We are
therefore seeking £362,185.00 (including VAT) at this stage to match the se
sums in order to develop a site that will deliver multiple benefits to the
community .

1.2.13 We intend to make an impact

1

by strengthening our relationships to each other within the community,
ensuring mutual support ;

by injecting money into our community, based on a local and sustainable
means of generating income ;

by investing in our young people, giving them support to improve skills
and confidence ;

by improving our built environment, optimising its environmental
performance, and by improving our natural environment by supporting
wildlife corridors and refuges.

1.2.14 This business plan provides a snapshot of how we have got to where we are,
assesses our current position, sets a direction and explains the challenges ahead.

CWMNI CYMUNEDOL CLETWR COMMUNITY COMPANY
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COMMUNITY PROFILE AND SITE POTENTIAL

Llangynfelyn Parish

The parish of Llangynfelyn® is in north Ceredigion, nine miles equidistant from
Aberystwyth and Machynlleth. It lies within the Ceulanamaesmawr electoral ward
and Lower Layer Super Output Area (LSOA). It is possible to derive accurate
figures for the parish area from the 2011 census, based on two of the sub-areas
within the LSOA®. The catchment extends beyond these two sub-areas and
includes at least the wider Ceulanamaesmawr LSOA (see map 2). The tables
below show both the figures for the two immediate sub-areas and for the wider
catchment.

The site itself is ideally located to act as a key social and economic hub for North
Ceredigion and the Dyfi Valley. As the gateway into north Ceredigion, it has a
strategic position on the A487 and easy links to the communities of Tre'r Ddol, Tre
Taliesin, Furnace, Eglwysfach, Glandyfi, Talybont, Llandre, Bow Street, Ynyslas
and Borth.

MAP 1 - LLANGYNFELYN COMMUNITY

£ S coTyrigh and detsome dghis 2014 Ordoncs Survey 1

Y agubory-coad

Llangynfalyn

Ceradigion

Caulanamaasmawr

Ganau'r Glyn

-
Lf E— T

The main settlements are Tre-Taliesin and Tre'r Ddol. The 2001 census count was
641. In 2011 the count was 587 in 257 households, comprising 288 males and

3Throughout this plan the name Llangynfelyn is used. The parish is also known as ‘Llancynfelyn'.

* These are W00002794 and W000087 Seéhttp://www.ukcensusdata.com/ceulanamaesmawr
w00002794#sthash.jSOB1GOC.dmsdhttp://www.ukcensusdata.com/ceulanamaesmawr
w00002795#sthash.tTPqOSEY.dpbs
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299 females. This would seem to indicate a significant reduction in population.
Welsh is the indigenous language of the community and is spoken by around half
of the population today. Population density within the parish is about 0.8
persons per hectare (Ceredigion mean density = 0.4pph), although the
Ceulanamaesmawr catchment is significantly more sparsely populated, at 0.1
persons per hectare.

The tables below summarise the key statistics related to the parish and to the
LSOA. The percentages have been rounded up or down to the nearest whole
number. The census records for the parish are in two sections - W0000794 and
W0000795 and are recorded in those two sections for comparison with each other
and with the LSOA. References KS and QS relate to the codes on the census
forms.

TABLE 1 - COMMUNITY PROFILE LLANGYNFELYN COMMUNITY

Parish W0000794 Parish W0000795 |
N= No % N= No %
Dwellings with no central 130 8 6% 127 13 10%
heating
Renting from social landlords 270 1 0.4% | 317 9 3%
Renting from private landlords | 270 49 18% | 317 31 10%
Renting from councll 270 0 0% 317 11 3%
Limiting illness 270 53 20% | 317 67 21%
Providing unpaid care 270 30 11% | 317 41 13%
No vehicle per household 130 16 12% | 127 6 5%
One vehicle per household 130 64 49% | 127 47 37%
Age 60-64 270 11 4% 317 25 8%
Age 65-74 270 35 13% | 317 43 14%
Age 75-84 270 14 5% 317 22 7%
Age 85+ 270 5 2% 317 1 0.3%
Couples 65 years+ 54 35 65% | 66 52 79%
Singles 65 years + 54 19 35% |66 14 21%
Lone male parents 7 1 14% |7 3 43%
Lone female parents 7 6 86% |7 4 57%
Lone parents unemployed 7 1 14% |7 0 0%
Lone parents part-time 7 4 57% |7 3 43%
employed
Lone parents full-time 7 2 29% |7 4 57%
employed
Economically active 104 2 2% 112 6 5%
unemployed males
Economically active 115 4 3% 126 5 4%
unemployed females
Males part-time 15hrs- 142 3 2% 141 3 2%
Males part-time 16-30hrs 142 8 6% 141 5 4%
Males full-time 31-48hrs 142 55 39% | 141 39 28%
11
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Males full-time 49hrs+ 142 6 4% 141 4 3%
Females part-time 15hrs- 142 9 6% 141 6 4%
Females part-time 16-30hrs 142 15 11% | 141 33 23%
Females full-time 31-48hrs 142 43 30% 141 29 21%
Females full-time 49hrs+ 142 3 2% 141 4 3%
Travel to work by car/ 219 99 45% | 238 99 42%
motorcycle

Passenger in car 219 10 5% 238 7 3%
Travel to work by public 219 9 4% 238 6 3%
transport - train, bus, taxi

Travel to work on bicycle or 219 9 4% 238 7 3%
foot

Work from home 219 14 6% 238 21 9%
Agriculture, forestry, fisheries 142 1 0.7% | 141 13 9%
Manufacturing 142 6 4% 141 6 4%
Construction 142 8 6% 141 13 9%
Wholesale, retail, vehicle 142 13 9% 141 17 12%
repair

Accommodation, food service | 142 8 6% 141 8 6%
Professional, technical 142 13 9% 141 6 4%
Education 142 34 24% 141 28 20%
Human health, social work 142 23 16% 141 20 14%

TABLE 2 - COMMUNITY PROFILE CEULANAMAESMAWR LSOA

LSOA

N= No %
Dwellings with no central heating 834 86 10%
Renting from social landlords 1909 |89 5%
Renting from private landlords 1909 | 260 14%
Renting from council 1909 |45 2%
Limiting illness 1910 | 345 18%
Providing unpaid care 1910 | 202 11%
No vehicle per household 834 89 11%
One vehicle per household 834 356 43%
Age 60-64 1910 | 146 8%
Age 65-74 1910 | 226 12%
Age 75-84 1910 | 112 6%
Age 85+ 1910 | 35 2%
Couples 65 years+ 373 262 70%
Singles 65 years + 373 107 30%
Lone male parents 45 13 29%
Lone female parents 45 32 71%
Lone parents unemployed 45 5 11%
Lone parents part-time employed 45 16 36%
Lone parents full-time employed 45 24 54%
Economically active unemployed males 717 17 2%
Economically active unemployed females 704 19 3%
Males part-time 15hrs- 507 22 2%

12
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Males part-time 16-30hrs 507 49 5%
Males full-time 31-48hrs 507 312 33%
Males full-time 49hrs+ 507 124 13%
Females part-time 15hrs- 450 67 7%
Females part-time 16-30hrs 450 146 15%
Females full-time 31-48hrs 450 202 21%
Females full-time 49hrs+ 450 35 4%
Travel to work by car 1421 | 639 45%
Passenger in car 1421 | 63 4%
Travel to work by public transport - train, bus, taxi 1421 |48 3%
Travel to work on bicycle or foot 1421 | 67 5%
Work from home 1421 | 128 9%
Agriculture, forestry, fisheries 957 80 8%
Manufacturing 957 37 4%
Construction 957 83 9%
Wholesale, retail, vehicle repair 957 93 10%
Accommodation, food service 957 57 6%
Professional, technical 957 64 7%
Education 957 191 20%
Human health, social work 957 64 7%

2.1.5 It is worth noting that there are 271 people aged 55 to 64 within the LSOA
(QS103EW). Within the parish the figure is 84. Compared with the current number
of people aged 65 and over, there is likely to be an increasingly aging population
over the next ten to fifteen years.

2.1.6 The health statistics are interesting. Although only 94 (5%) out of 1910 people in
the LSOA claim to have bad or very bad health, 345 (18%) have a limiting illness
of some description, and 212 people are providing unpaid care (KSO1EW).

2.1.7 There are 262 adults in unemployment within the LSOA, 216 of whom have a long
term illness. There is no sheltered housing or care home within the LSOA, and no
medical care establishment.

2.1.8 There is only 1 registered hotel, B&B or youth hostel (KS405EW). This is
surprising given that 57 (6%) people are involved in accommodation and food
service in the LSOA. It is likely that some of these are growers and suppliers
to local shops. There is some evidence that some farmers also provide non-
serviced accommodation as diversification, for example at Eglwysfach and
Talybont®. Some people may work in Aberystwyth or Machynlleth.

® http://www.sykescottages.co.uk/cottage/MidValesCardigarBayEglwysFach/HerEfait22117.hml;
http://www.sykescottages.co.uk/cottage/MiValesCardigarBayGlandyfi/DolerFarmhouse28636.htm|
http://www.cottageguide.co.uk/primrosepentrebach/

13
CWMNI CYMUNEDOL CLETWR COMMUNITY COMPANY



Cletwr Bumess Plan 2012019 Update August016

2.1.9 In terms of dwellings, of the 898 household spaces in the LSOA, 198 (22%) are
terraced houses, and 473 (53%) are detached. There are implications for each of
these types of dwelling. Terraces are likely to be traditional properties that may be
cramped and difficult to heat. Whilst the considerable number of detached
properties suggests a degree of affluence, many of these are likely to be remote
farmhouses and dispersed dwellings. Incidentally, 35 (4%) of dwellings are flats or
caravans. 14 people in the parish are living rent free (QS403EW).

2.1.10 Of the LSOA population of 1568, 514 (33%) people are single. Of these, 78 (5%)
are widowed. There are 399 dependent children in the LSOA (QS118EW).

2.1.11 Interestingly, of the female working population, about 24% work in education, and
23% work in health and social care (KS607EW), both professions under pressure
from budget cuts.

MAP 2 - CEULANAMAESAMAWR ELECTORAL WARD AND LSOA
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2.1.12 The Welsh Index of Multiple Deprivation throws up some interesting anomalies,
perhaps because of the nature of criteria used. For example, employment and
income appear to be high on the index, but housing quality and access to services
are low. The former perhaps reflects the managers and professionals who drive
into Aberystwyth and Machynlleth to access services. The housing quality
indicator is surprisingly low. The high levels of employment and income appear to
conflict with the high levels of rented accommodation known to exist in the parish,
suggesting that a number of jobs are short term and insecure, and do not allow
people to raise a mortgage.

14
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2.1.13 Although it is difficult to be certain, it is possible that the high employment levels
are linked to significant numbers of people holding down, say, two or three,
relatively low-paid part time jobs. It is also possible that isolated rural populations
are less likely to claim benefits to which they are entitled, and therefore do not
show up on the figures®.

MAP 3 - WIMD 2011 - EMPLOYMENT
. ’ = L. UK Data Explorer

Welsh Index of Multiple
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WIMD 2014 will be published by the
Wieksh Government an 26 November 2014,
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services safity
Opacity: Emm
Choose color bands

Most deprived 5%, 10%, 15%, 20%

Most deprived Least deprived
Ranks are relative to all LSOAs in Wales.
Data from StatsWales, under the UK Open

Government Licence. For further
information, see the guidance document.

MAP 4 - WIMD 2011 - ACCESS TO SERVICES

£a Uk Data Explorer

Welsh Index of Multiple
Deprivation 2011

WIMD 2014 il be publshed by the
Welsh Government on 26 November 2014,

Find a place or postcode:

Click an area on the map for more detaiks.
Select a domain

H Edu

Opacity: =] | |

Choose color bands

Most deprived 20%, 40%, 60%, 80%

Mast daprived Lesst daprivad
Ranks zre relative w2l LSOAs in Wales,
Data from StatsWales, under the UK Open
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® See OCSI/ACREetting the Measure of Rural Deprivation in Walesp://www.ocsi.co.uk/news/wp
content/uploads/OCSGettingMeasureRuralDeprivationWales.pdf
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MAP 5 - WIMD 2011 - HOUSING
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2.1.14The 2001 census indicated that there were significant numbers of ageing
individuals in Llangynfelyn community, and significant numbers of people with
limited social or economic options. This is reiterated in the 2011 census, with
about 26% of the parish aged 60 years or over. It is also reflected in Ceredigion's
economic strategy’, which refers to:

'A population that is ageing more rapidly than elsewhere in Wales, compounded
by a recent reduction in the working age population (when higher education
effects are removed) and predicted population growth that is almost entirely driven
by those over the age of 60...Low rates of unemployment yet some of the lowest
wage rates in the whole of the UK.' (p5)

"...a reduction in the number of residents across almost all age groups from 0-60
years old over the last 10 years and across the working age population in
particular. Furthermore, whilst forecast data suggests population growth for the
county to 2023 of around 7%, this is driven, almost entirely, by growth from those
over the age of 65'. (p14)

'Issues of rurality and isolation...compounded by poor ICT infrastructure with
much of the county suffering from poor broadband with a relatively large number
ofareas described as fAinot spot s@Plb)where bro

" Ceredigion Council (2014): Ceredigion for All. Our Livelihoods, Our Economic Regeneration Strategy. Consultation
version January 2014. 91pp

16
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2.1.15The 2011 census reveals that within the parish of 257 households, 85 are
deprived in 1 dimension, and 56 are deprived in 2 or more dimensions
(QS119EW).

2.1.16 Ceredigion's 'Tackling Poverty Strategy 2015-2018' states that the county has
some of the lowest household income in Wales, and that the employment rate, at
60.3%, is the second lowest employment rate among the 22 Welsh authorities.
This does not seem to be reflected in the WIMD above, perhaps because of the
rural nature and spatial dispersal of the county's poorest residents. It also states
that the average weekly income of £494 is the sixth lowest among the 22
authorities®.

2.1.17 The area and its population can best be summarised using aspects of the Rural
Development Programme's SWOT analysis of rural Wales in general. Many of the
concerns identified are reflected in the Single Needs Assessment® that underpins
Ceredigion's Single Integrated Plan'. It is worth noting, incidentally, that West
Wales as a region is one of the two poorest in northern Europe™, with a GDP per
capita 36% below the EU average®?.

TABLE 3 - SWOT ANALYSIS RELEVANT TO LLANGYNFELYN

STRENGTHS WEAKNESSES

Significant natural resources such as | Limited broadband and mobile coverage in
water, carbon rich soils and high | some areas.

productive grassland.
Heavy financial resources needed for
High quality and world renowned natural | innovation.

heritage 1 landscapes and seascapes
which support a thriving tourism sector | Poor ICT infrastructure.
and livelihoods in rural areas.
Peripherality resulting in high transport
Growing Tourism destination. costs and vulnerability to increase in fuel
costs.

High levels of human potential and
capacity from an economic, social and Low awareness Iev_els amongst consumers,
cultural perspective tourists and retail businesses of local
produce.

® Draft Ceredigion Local Service Board. TacklingrBoS8#&ategy 201£2018. page 3

o Ceredigion Single Integrated Plan. Single Needs Assessment. Population Issues, Outcomes and Priorities
Report to Ceredigion LSB. September 2012. 82pp

1% ceredigion Local Service Board (undated): Ceredigion foFtISingle Integrated Plan 262317. 35pp
" http:/finequalitybriefing.org/graphics/briefing_43_UK_regions_poorest_North_Europe.pdf
12 http://epp.eurostat.ec.europa.eu/ cache/ITY _PUBLK7D22014AP/EN/227022014AREN.PDF
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Presence of micro enterprises with a
strong work ethic.

A marked increase in the number of older
people (over 65) bringing their locally
retired skills and expertise.

A strong cultural and linguistic identity.
Strong sense of community co-operation

and patrticipation amongst local people in
the development of their rural area.

Poor links between tourism and local food
producers.

Lack of confidence to diversify, expand and
innovate amongst rural businesses.

Lack  of
opportunities.

high paid employment

Relatively poor transport infrastructure.

Relatively poor availability of services, local
school closures, fewer shops, sparse
leisure facilities, poorer access to advice.

Wide dispersal of deprivation and poverty
over large spatial areas makes it difficult to
respond to the higher service delivery costs
in rural areas.

Ageing population resulting in increased
pressure on public services.

OPPORTUNITIES

Learn from best practice and encourage
the sharing of knowledge and expertise.

Bring together farmers and rural
businesses who are often fragmented and
operate in isolation.

Build on the existing relationship between
further education and higher education
establishments and other providers of
skills and training to create a cohesive
programme of skills.

Exploit opportunities arising from new
markets and products.

Encourage co-operation between
producers to create local food hubs, to
distribute on a local / regional basis.

Engagement with local communities to
identify challenges and opportunities to
feed into and support the development of
the area statements as required by the
forth coming Environment Bill and to be
produced by Natural Resource Wales.

Linking biodiversity connectivity to health,

THREATS

Rising energy, fuel and waste disposal
costs.

The challenges facing rural areas in
achieving energy efficiency targets due to
the number of old and traditionally built
homes in rural Wales.

Poor economic climate.

Long-term impact of continued recession
on the tourism Industry.

Changes to the welfare reform system that
could lead to a decrease in household
income.

Migration patterns leading to the risks to
the integrity of cultural and linguistic
heritage.

Losing people with
stimulate
migration.

the potential to
development through out-
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rural economy, community engagement,
recreation and tourism use.

Use of firewood to address rural fuel
poverty.

Emphasise recreational opportunities,
public health, rural tourism and quality of
life.

Build on experience of community led local
development to provide innovative,
community based solutions to address
diminishing services.

Build on community hubs as regeneration
and service delivery mechanisms.

Exploit the economic potential of the
heritage and tourism sectors including
overcoming seasonality issues.

Use redundant and underused assets for
community, business and social use.

Develop closer links between different
elements of the tourism offer, from local to
international.

Support  start-up advice, mentoring,
training and business support to increase
business focus, efficiency, product
development.

Tackle social exclusion through support to
the social economy, community
engagement and skills.

2.2 The site

2.2.1 As well as the shop and cafe, Llangynfelyn is served by a public house in Tre'r
Ddol and a primary school in Taliesin, although it has been confirmed that the
latter will close. There is also a small parish hall in Taliesin.

2.2.2 The Cletwr site itself lies on the main north-south highway along the west coast,
which is heavily used all year round, but especially during school holidays. It is the
main route from the Midlands to the Ceredigion Coast which is extremely popular
with holidaymakers in the summer. The use of the cafe and shop during the
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summer of 2015 has grown significantly, demonstrating its potential as a popular
stopping point for holiday travellers.

The area is popular with cultural, wildlife and landscape interests. and is on the
route of the new North Ceredigion Churches Trail Llefydd Llonydd - Peaceful
Places with its interpretation hub at nearby Llandre church. Within 6 miles are the
Ynyslas Dunes National Nature Reserve, Cors Dyfi osprey reserve and the RSPB
reserve at Ynyshir. The site lies within the Dyfi Biosphere, and is a key 'gateway’
location for explaining the importance of this UNESCO nomination. Immediately to
the east of the site is the Clettwr [sic] Nature Reserve, a SSSI owned and
managed by the South West Wales Wildlife Trust.

The site is situated on the Wales Coast Path, making it an important stopping
point for walkers. It is also popular with cyclists, touring bikers, and cross country
horse trekkers. Although the site has accommodation potential for this market, we
believe in supporting existing local enterprises by, for instance, providing
information and by offering to transport people or luggage to nearby
accommodation.
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ORGANISATION AND APPROACH

Vision and aims

Our mission is to address social, economic and environmental concerns, by
delivering sustainable services, resources and activities

The shop, cafe and meeting space was established as a pilot project to test its
feasibility. This has been and continues to be a success, and has seen the
emergence of a need for an expanding community hub that offers a range of
services and activities. This latter aspect of the programme has been tested in a
number of ways, but can only develop fully with the provision of a better physical
space and facilities.

Our initial (2012) vision and aims embrace this development, although at the time
of establishment we had not envisaged the growth that we have experienced.
Thus our Memorandum and Articles of Association identify our object as to

"...provide a community shop and other facilities for the benefits of the residents of
Llangynfelyn as well as visitors to the area, as a social enterprise.'

This vision for the continuing Cletwr programme is:

1 The Cletwr will provide a distinctive service to local people and visitors;

1 The Cletwr will develop as a community hub, offering a range of social, cultural
and support services that are essential to the resilience of a rural community;

1 We will offer space for digital facilities and for services from support agencies
that aim to tackle issues around rural isolation and poverty;

1 We will support the employment of a co-ordinator who will act as a facilitator,
identifying needs within the community and directing individuals towards the
partners in offering advice;

1 The shop will continue to provide a well-stocked, well-used facility that is an
economic and social stimulus to the parish;

1 We will continue to sell everyday affordable goods but also local produce,
promoting local producers;

1 We will provide a better designed, more efficient cafe, serving simple, high
quality food;

1 We will offer meeting and event facilities and a full and varied events and
social programme, including Welsh classes, workshops, food events;

1 The new building will act as a 'gateway’ for visitors to Ceredigion by providing
an introduction to the heritage of the county and will be an information hub for
the Wales Coast Path;

1 It will be a business with a strong Welsh identity, and will operate to a high
environmental standard.
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Governance , management and staffing

Cwmni Cymunedol Cletwr is registered at Companies House as a Company
Limited by Guarantee. It operates in the interest of the community, and does not
have a share capital or shareholders. All residents of the parish of Llangynfelyn
are members of the company and have voting rights that they can exercise at
general and annual meetings. The general direction of the enterprise is managed
by a management committee elected or co-opted from within the local community
- its Board of Directors. Policymaking, key management decisions, important
staffing and financial matters are delegated by the community to the Board.

Specific projects may be devolved to working groups made up of co-opted
individuals. Currently a Capital Development Group is working on the
redevelopment of the site, and a Funding Group is seeking funds for the overall
programme. Working groups report back to the Board regularly. The following
organogram illustrates the overall structure of the enterprise.

FIGURE 1: ORGANISATIONAL STRUCTURE NOVEMBER 2015

Board of Directors
(meets every 6 weeks)
Shelagh Hourahane (Chair), Barry Wise
(Treasurer), Nigel Callaghan (Secretary), Cathryn
Lloyd Williams, Helen Ovens, Sylvie Fombonne,
Rose Phillips

Capital Development Group
(meets every 4 weeks/ad hoc)

Mike Indeka, Nigel Callaghan

Funding Group
(meets every 4 weeks/ad hoc)

Phillips, Charlie Falzon

T
1
1
1

Cindy Harries, Rob Davies, : Shelagh Hourahane, Rose
1
1
1

Jane Leivers (Catering Manager/Chef),

Shop/cafe Management Community Coordination

Kate January McCann

Karen Evans (Business Manager), i Rachel Bevan, i

Julieann Evans (Chef/Front of House)
Suzanne Jones (Business Assistant),

Conor McEwan (Weekend Manager), Bethany Young Assistants
Speake* (Catering Assistant), Sue Smerdon Siwan Jones, Tyrone Joule Evans,
(Bookkeeper) Isabel Hughes, Phoebe Williams, Nina
Booth, Lucy Dixon, Rufus Colbeck, Elain
I Donnelly

Volunteer Team |
40+ regular volunteers

Young Volunteers

Kaitlin Roberts, Emma Haines*, Arlene
James*, Joanna Regan*
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3.2.3 Day to day management is overseen by the business manager, who attends and
reports to the Board on a monthly basis.

3.2.4 The enterprise currently employs 5 staff on a regular paid part-time basis, together
with 2 casually employed relief managers to cover weekends and leave. This
equates to 3.5 full-time equivalent employed staff. During the summer we have
also been able to employ a catering assistant who formerly attended as a catering
trainee. We will continue to employ this person during the winter period. During
the period October 2014 to September 2015, the total paid to these
employees was £43,749.73.

3.2.5 During the holidays, eight young people provide support, both paid and
voluntary. In total, about £100.00 per week has been paid to these young people
over the summer period. Those marked * in the above organogram have been
referred to us by the Shaw Trust.

3.2.6 Additionally, the enterprise is supported by over forty volunteers, who undertake a
wide range of tasks, ranging from serving in the cafe and shop and stocking
shelves, to maintaining the site, removing waste and litter, painting, window
cleaning, washing overalls and teatowels and managing planters. Collectively, the
volunteers contribute about 15 hours per day, equating to £785.00 of paid work
per week™® - £39,375.00 per annum.

3.2.7 In 2015 a Community Coordinator (job share) was employed to develop the
activities associated with the community hub and to research and pilot a range of
social, training, support/ advise and well-being activities. This was funded by the
Santander bank's Social Enterprise Development Award. In March 2016 we
secured funding for the year 2016-2017 from the Ashley Foundation in order to
continue this work. It is our intention to partly-self fund this post.

3.3  What are we proposing to do?

3.3.1 We were able to purchase the property early in 2016. We now intend to rebuild
on a site adjacentto the current building , since it is clear that the current
structure is not fit for its new purposes™. It is expensive to maintain and its energy
costs are excessive (utility bills are £400 per month).

3.3.2 During 2013 a number of options were considered, including refurbishing the
existing building. It was agreed that the latter would not be a viable option since it

13Based on £7.50/hour.

1 RICS Condition Report 22 July 2013. Some aspects of the report are open to challenge, e.g. G6, which states that
visible drainage areas were found to be in a sound and satisfactory condition. This is clearly not the case with the
drain near the front entance.
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would require shutting down the enterprise and laying off staff for up to one year,
thus losing considerable goodwill, custom and momentum. Rebuilding elsewhere
within the site will enable us to continue to operate, and will allow for a sustainable
structure that can accommodate a range of community based activities as well as
the shop and cafe. Annex 5 refers to our surveyor's report, which summarises the
condition of the building in 2012.

To this end, we have secured £497,000 from the Big Lottery People and Places to
buy the property and to contribute towards the new development. We have also
secured £25,000 from the Ceredigion Community Grant Scheme and
£25,000 from the Trusthouse Charitable Foundation for this purpose.

Our programme

It is worth distinguishing between our interpretation of a programme and a
project . In our view, a programme delivers benefits to an organisation through
a period of change, based on an agreed vision of how the organisation will look in
the future. Therefore managing a programme entails co-ordinating the dynamics
of its projects to move the organisation through the change process and deliver
the anticipated benefits. Programmes connect the delivery of change to the
strategic objectives and direction of the organisation, and inevitably involve
reviewing, refining and adjusting during the process.

On the other hand a project is an activity or set of activities with a defined
timescale. Projects are relatively temporary processes which must be managed
and controlled in order to meet their stated objectives within a programme
framework. Arguably, programmes are concerned with delivering outcomes
whereas projects focus on outputs.

We envisage an overarching programme that embraces all our projects and
activities, which are seen as integrated and mutually reinforcing. This overarching
programme has two dimensions - the community hub, and the shop and cafe. As
well as providing much needed services, training, employment and a focus for
local volunteering, a key purpose of the shop and cafe is to contribute towards the
community hub, minimising its need to rely on revenue funding from other
sources.

The programme has been disaggregated into discrete projects, which themselves

contain a number of elements, enabling us to take a structured approach. The
following diagram demonstrates this structure:
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FIGURE 2 - BUSINESS PROGRAMME
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