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The Royal Oak in    Crockham Hill has been the hub of social activity for generations.    
Today, it is in danger of permanent closure if a trade buyer cannot be found. There    
is currently a short, one  -     off opportunity to buy the Royal Oak and to secure it as a    
community asset.     
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                                                                                          Chartwell, Winston Churchill’s home, is a short walk from The Royal Oak.    

1. Synopsis   
   

The current owners of The Royal Oak Crockham Hill have decided to sell the pub. Given the 

history of pubs closing throughout the UK and being sold for development due to lack of 

interest from prospective buyers, the community is concerned that this may lead to the loss 

of the only regular social hub in the village.    

   

A Steering Group was formed consisting of initially five (and, later, seven) members of the 

community. The Steering Group arranged an independent valuation by Davis Coffer Lyons, 

one of the UK’s leading valuers of Public Houses, and a Structural Survey by Vail Williams, one 

of the major regional firms of Chartered Surveyors. As a result, the Steering Group negotiated 

a purchase price of £418,000 (plus VAT) for the freehold and for the pub’s assets, subject to 

various works identified by the Structural Survey being carried out.    

   

The Steering Group has initiated a programme to raise funds to purchase the pub on behalf of 
the community using a Community Benefit Society, a type of organisation that is used by 
communities to buy pubs and other community assets with the specific intention that the pub 
and its business must benefit the community.    
   

The Steering Group have put together a business case that shows how a community owned 

pub in Crockham Hill could be a success, reflecting what the community wants from its pub, 

whilst aiming to pay interest of 3% per annum to investors after the initial three year period 

required to stabilise the business and to make improvements to the pub’s fabric and layout.    

   

Buying shares in our community benefit society will buy you a say in The Royal Oak’s future, 

and you will become part of a fantastic community venture.  
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2. History   
   

The Royal Oak pub has been serving food and drink for over 150 years. It is located in the 

heart of the village of Crockham Hill in an Area of Outstanding Natural Beauty (AONB), 

surrounded by places of historical interest and National Trust land. There are miles of 

extensive footpaths and well-marked walks enjoyed by Ramblers, walking groups and families 

in the area.  Octavia Hill, who co-founded the National Trust, had a cottage in the village and 

is buried in the local churchyard. She was instrumental in protecting Mariners Hill, Toys Hill 

and Ide Hill from development and was the first person to use the term ‘Green Belt’ to 

describe the protected rural areas which surround London. Winston Churchill lived at 

Chartwell, which is on the edge of the village. Hever Castle, Penshurst Place and 

Chiddingstone Castle are all nearby.   

   

The Royal Oak serves the local community and businesses as well as visitors to the area, 

ramblers and walkers and also attracts passing trade. Under the current ownership it has had 

periods of growth, but due to periods of closure, poor management and unsuccessful tenants, 

its financial and trading record is poor and has been declining, particularly in recent years.   

It used to be a thriving pub serving the local community good food and drink and attracting 

visitors from a wide area. The pub was pivotal in the lives of the families who live in the 

immediate vicinity and the many regulars who visited the premises from further away. It was 

their social club, meeting place and community hub.    

The Royal Oak lies at the centre of a small but dispersed village and that atmosphere of 

community still largely survives, in no small part because of the pub’s existence.    

In the last few years, there has been a period of considerable uncertainty. Customer interest 

has decreased, sales of food and drink have fallen and the business has struggled to make a 

profit beyond the payment of a modest rent to the current owners. During this time many 

locals and regular visitors have stopped using the pub. The Royal Oak is in need of a makeover 

and a new strategy to enable it to adapt to changing customer demands, attract more 

custom, increase sales and return to profit.    

  

 

  

  
  

  

Bonnie the Donkey Christmas Post   

  
For the last 14 years one of the village farmers has set  
up a postbox in  T he Royal Oak for Christmas cards which  
he and his family deliver around the village with Bonnie  
the Donkey. They raise money for the local Hospice in  
the Weald and the Kent Air Ambul ance. Over the years  
they have raised thousands of pounds for these  
important organisations.    
  
Total raised  Christmas  2019: 2,030  £   
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3. Vision      
  

The future Royal Oak will be more than a pub.  It will be the beating   heart 

of the Crockham Hill community.  A welcoming place to relax   and to 

socialise, to eat good food and to enjoy a drink, for villagers   and visitors 

alike.  

  

Our vision for The Royal Oak involves:  

• dispelling the negativity currently surrounding The Royal Oak (evident from the feedback 

received by the Steering Group that the pub is uninteresting and unwelcoming, that the 

food and drink offerings are unappealing and that the variety and quality of social events 

held there have declined to a point that most have lost interest in it); and  

• transforming its fortunes so that it becomes relevant again to the community as its 

“beating heart” and hub; and  

• ensuring as wide as possible community involvement in the pub.   

We aim to make the pub a welcoming place where old and young, active or infirm, and people 

from all sectors of the wider community can feel at ease.   

The community will dictate what features and services the pub will offer in the future, but 

some of those most consistently mentioned in feedback to date are listed below:  

• Morning/afternoon coffee and a place for parents to meet after dropping their children at 

school.   

• A daytime café, serving a small but high-quality range of beverages, snacks and light 

meals.  

• A limited village shop offering quality staple products from local suppliers.   

• Better and more diverse food offerings in the pub.  

• More social events such as village suppers.  

• Parcel pick-up and delivery service.  

• More involvement with sports clubs that use the village playing field.  

• More charity fundraisings.  

Our initial and primary objective is to raise sufficient funds to acquire the freehold of The 

Royal Oak, pay related costs and for the community to become actively involved in supporting 

it to make The Royal Oak an attractive and valuable asset for the community.  

Initially, we plan to give The Royal Oak a limited makeover to improve its roadside appeal and 

to refurbish the interior. Later, plans will be drawn up and planning permission will be sought 

for an extension to create a larger kitchen preparation and storage area and to improve the WC 

facilities and the upstairs accommodation, each conditional on sufficient funding being in place 

to support this work.  
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4. Objectives   
   

Feedback received indicates the following priorities for improvements that would make the 

pub more appealing:   

   

• Better quality food   

• Redesign and redecoration of the bar and dining areas   

• Improve the roadside appeal   

• Free house and better wine offering   

• More social events   

• Better marketing   

  

Food  
  

The food quality is hampered by the size and layout of the kitchen. Preparation and storage 

areas are currently housed in prefabricated garages outside the pub. Whilst these all meet 

current hygiene standards the layout does not make for a smooth and efficient kitchen 

operation. It will be a key objective to build an extension at the back of the pub to incorporate 

a larger kitchen together with improved preparation and storage areas.    

   

Bar and Dining Areas  
     

The pub’s interior layout has not changed for many years. The current owners undertook 

some improvements including removal of a redundant fireplace and chimney stack that 

occupied much of the current dining area. However, the kitchen is in the opposite corner of 

the pub and food has to be walked through a narrow passage next to the WCs to get to the 

tables. The entrance to the pub is always congested during busy periods because the bar area 

extends to within 1.5 metres of the entrance door. There are two front entrances to the pub 

but the main entrance that goes directly into the dining area has been permanently closed to 

allow more dining space. The WC facilities also need to be improved.   

  

Roadside Appeal  
  

The outside appearance of the pub hasn’t changed for a very long time. Whilst it was 

repainted two years ago, an improvement in its roadside appeal would indicate to passers-by 

that the pub has changed and would invite more visitors.   

   

If funds permit, there is scope to make better use of the outdoor space (e.g. additional 

parking or a patio garden with an outdoor bar and kitchen).    

   

Freehouse/Better Wines  
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The pub is currently tied to Westerham Brewery and whilst their beer is perfectly acceptable 

to some there are many who would like offerings from other local breweries to be available. 

Under community ownership the pub would become a Free House and could offer beer from 

other breweries. This will have to be carefully implemented as the volumes consumed dictate 

whether a broad offering can be made. Also, if beer is purchased from many sources it is 

unlikely that preferential purchase rates can be secured, as would be the case with a closer  

relationship with one or two breweries. Many customers prefer to drink wine and sometimes  

pubs struggle to find sources of good consistent quality products.    

   

Social Events  
  

As the social hub of the village The Royal Oak in the past had a name for regular social 

occasions, from weekly village suppers to charity fundraising events. This has largely ceased 

over the past few years, but the community is committed to supporting these again in the 

future.   

   

Marketing  
  

Marketing the pub and its offerings has ceased so there is no or very little regular contact with 

its customer base. This has led to local businesses, ramblers, visitors and locals losing touch 

with activities that may be on offer.   

   

The Steering Group and subsequent management teams will endeavour to reflect the needs 

and wishes of the community whilst running the business so that its finances are solid and 

sustainable and so that it can fund repairs and improvements and pay interest to investors.   
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5. Business opportunity   
   

Market share  
   

The share of available market enjoyed by The Royal Oak has been declining since 2007.   

• In Edenbridge, Oxted and Westerham there are a total of 4 new wine bars, 3 new gin and 

cocktail bars and 3 new micro-pubs and micro-breweries selling beer. These are all very 

busy on at least three nights a week primarily with 25 to 45-year-olds. This move by this 

demographic from pubs to converted shops can be reversed if the décor and atmosphere 

in pubs could be more inviting to this age group. However, locals will want to retain the 

comfortable cosy pub atmosphere also. It is a challenging interior design problem to find 

a compromise if this very profitable market opportunity is to be capitalised upon.   

• There are 35 pubs within a 5-mile radius of Crockham Hill. Of these 13 are primarily 

restaurants that also sell beer; 5 that sell primarily beer, and 17 that sell beer and pub 

food. All 35 offer wine and spirits.   

• The best performance1 recently at The Royal Oak was in 2016 when an annual turnover of 

£210,000 (‘£210k’) was achieved. Turnover had increased from £177k in 2012. However, 

turnover dropped to £176k in 2017 and would have been worse in 2018 due to its closure 

for three months. No figures are available for 2019.  

• The total market value for food and drink within a 5-mile radius of The Royal Oak covering 

the 35 pubs operating in that area is not available but is estimated to be around £10m 

giving The Royal Oak a 1.5% market share. Our initial target is to increase market share to 

2.8% in three years giving The Royal Oak a turnover of £285k.    

• The continuing expansion of Edenbridge represents an opportunity for The Royal Oak to 

appeal to people who drive through the village regularly.    

      

Offering  
   

• The Royal Oak will serve two or three draft beers, lagers, cider and Guinness (perhaps an 

additional pump serving ice-cold Guinness in the summer if required). It will offer quality 

wine at around £18-£28 per bottle and a range of spirits. The spirits may include the 

recent move towards unique small gin distilleries.   

• The Royal Oak will also serve quality pub food of a standard between good pub fare and 

local gastropubs. The actual offering is currently limited by the capacity and capability of 

the kitchen.   

• The Royal Oak will differentiate itself by its décor, roadside appeal, quality of food and 

wine. It will serve local ales and food will be sourced from within a 50-mile radius and 

beer will be sourced from within a 30-mile radius.   

• The Royal Oak could be used as a café during the day, serving snacks and light meals.  This 

could be of particular interest to the many walkers and cyclists who pass through, as well 

as to parents dropping off and collecting their children from the village school.  

 
1 All turnover and performance figures quoted are as supplied by the current owners of The Royal Oak.  Neither 

the Steering Group nor the Management Committee have verified these figures.  
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• Although there is a Village Hall and Church in the village the pub will continue to be used 

as a free meeting and social point for people of all ages in the community.  

• The Royal Oak should appeal to local Sports Clubs for after match teas and drinks and 

could offer a pop-up bar in the playing field during cricket matches.   

  

• The pub may also become a parcel pick-up and delivery point and a small village shop 

selling essentials if desired by the community.   

• Local community groups will be encouraged to use the pub facilities for their meetings as 

will local committees who organise community and charity events.   

• The pub should be the focal point in the village for important televised sporting events 

(e.g. Six Nations Rugby).   

• The frequency and variety of social events held in the pub will be increased as there is 

currently a huge demand for these. The benefit of these types of events is to bring all 

sections of the community together, whether young or old, able-bodied or disabled and 

regardless of gender or ethnicity. It will allow all members of the community to provide 

support where needed and will have a beneficial effect on physical and mental wellbeing.   

  

Changes   
  

• The external appearance has not substantially changed in almost 100 years. The style 

perceived by passers-by is that The Royal Oak is an old-fashioned country pub that is stuck 

in the 19th century. Improving the external appearance and image of the pub to make it 

attractive and inviting is important to attract locals and new clientele.  It must always give 

the impression it is a comfortable, welcoming country pub.  

• The current interior layout does not make efficient use of the available space.  For 

example, the main entrance has been closed to give more room in the dining area whilst 

the bar stretches to over 7 metres and extends to within approximately 1.5 metres of the 

current doorway causing congestion. It is a far from ideal entrance for patrons.  

• If the Society raises sufficient funds to enable it to buy The Royal Oak, the Management 

Committee will retain an experienced pub designer to suggest layout and design changes 

to make better use of available space, as well as to advise on modest extension options 

that could transform The Royal Oak’s potential.  The types of changes that a pub designer 

would be asked to consider would include (but not be limited to):   

o Removing the current bar and relocating it elsewhere.  

o Making the current ‘public’ bar the dining area and the current dining area into 

one single, larger, bar area, thus greatly improving access and the “flow” of the 

space.   

o Refurbishing the new bar area so it has a “club” atmosphere (e.g. leather chairs 

and sofa etc) but with some stand up tables along the front wall.   

• The Royal Oak’s current floor plan and one alternative floorplan option are shown on the 

next page.  

  

  

  

  



10  

  

  

  

  

  

  

  

  

CURRENT FLOOR PLAN  

  

  
   

AMENDED GROUND FLOOR PLAN    
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These changes are merely illustrative to show one option that could make the interior of the 

pub more appealing to customers and to aim to take back some of the lost market share. They 

also provide a possible solution to relieving the congested entrance to the pub and provide a 

more efficient passage of food from the kitchen. However, no decisions will be made until a 

professional pub design team has been consulted and a full range of options explored.  

  

6. Your community benefit society  
  

What is a community benefit society and why was it chosen?  

The Steering Group joined the Plunkett Foundation, a registered charity that supports rural 

communities with financial, strategic and practical advice to help create community-owned 

businesses. The Plunkett Foundation has helped with the transition of more than 85 pubs into 

community ownership in the last few years.    

Grants have been awarded to provide consultancy support to select the best legal structure 

and to register the new society in a way that best benefits the community.    

  

The Steering Group has initiated a programme to raise funds to purchase the pub on behalf of 

the community using a community benefit society, a type of organisation that is used by 

communities to buy pubs and other community assets with the specific intention that the pub 

and its business must benefit the community.  Community benefit societies used to be known 

as 'Industrial and Provident Societies' and are well-established in many sectors.    

  

The new community benefit society (‘the Society’) that was established by the Steering Group 

to purchase and operate the Royal Oak was registered in December 2019 under the provisions 

of the Co-operative and Community Benefit Societies Act 2014 with the Financial Conduct 

Authority as ‘The Crockham Hill Community Benefit Society Limited’ with registration number 

8272.     

Features of a community benefit society and of the Society include:   

  

• Benefits the wider community as well as members.    

• Registered with the Financial Conduct Authority and at Companies House.   

• Any individual or organisation that buys one or more shares becomes a member.  

• An elected Management Committee manages the enterprise on behalf of members.   

• One member (holding at least 5 shares) has one vote – meaning that the Society 

cannot become dominated by the views of any one investor.  

• All members holding 5 or more shares have one vote at the Annual Members’ 

Meeting. This vote will be used to elect a Management Committee consisting of not 

less than 3 and not more than 9 members. The Annual Members’ Meeting will also 

report on performance in the previous period and proposed changes to improve the 

operation of the pub. The community must input their views, concerns and wishes to 

the Annual Members’ Meeting.    

• Member liability is limited to the value of their shares.   

• The Society can (but is not required to) pay interest to its members if there are 

sufficient funds.   
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• Profits can be reinvested in the enterprise or distributed for social or charitable 

purposes (set out in the legislation).   

  

A particular feature of the community benefit society form is that members of the Society 

cannot profit if the value of the business increases, except through the payment of interest on 

their shares. This is known as the “Asset Lock.”  In practice, this means that all the time the 

Society continues to trade profitably, it will remain a public house and community asset. If the  

pub were to be sold, then any profits remaining (after payment of all creditors and repayment 

of members’ shares (up to the £50 nominal value per share)) must be used for specified 

community purposes as set out in the legislation. The surplus cannot be paid to members.  

The Management Committee firmly believes that the community benefit society model is the 

ideal vehicle to:  

  

• Secure support for the purchase and subsequent operation of The Royal Oak on behalf of 

members.     

• Facilitate community involvement in The Royal Oak. The community’s involvement, 

whether as customers, as investors or through becoming involved in the Society’s 

management, is essential to the success of the pub.    

• Engage with members of the community with skills that can be used to refurbish and 

improve The Royal Oak and help with ongoing maintenance.  

    

How will the Society be organised and managed?  
  

A Community Benefit Society is an incorporated body that exists for community benefit, 

rather than for the benefit of its members. Membership of the Society is open and voluntary 

and operates on a one member, one vote principle which combines to ensure democratic 

community control of the Society by its membership.  

The Society is governed by a set of Rules approved by the FCA. These Rules are modelled on the 

model rules drawn up by the Plunket Foundation.  A copy of the Society’s Rules can be found 

on the Society’s website at http://savetheroyaloakpub.com   

  

The Society’s registered address is:  

  

Little Court  

Froghole Lane  

Edenbridge,   

Kent TN8 6TD  

  

Email: info@savetheroyaloakpub.com  

  

The Society’s organisation is based on a three-tier structure: the Members, the Management 

Committee and the Pub Manager.  

  

Members  
  

http://www.save-royal-oak.co.uk/
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The first (and founder) members of the Society were those who were appointed to the first  

Management Committee. This Committee will remain in office until the first Annual Members’ 

Meeting. At the first sale of shares to the public, all those who buy shares will become 

members. Membership (share purchase) continues to be open at all times to any person who 

completes an application and meets the conditions of the Society’s Rules which have received 

the approval of the Management Committee and the FCA.  Corporate bodies can also become 

members.  

At meetings of the Society voting is on the basis of one member one vote, regardless of how 

many shares a member holds. This means that the community will have input into how the pub 

is managed and improved. It will also enable us to have constructive communications with the 

manager about the community’s wishes and one of the criteria for selection of a manager will 

be their willingness to listen to the Management Committee and to provide for community 

needs.  

  

The widest possible community ownership will be encouraged as it is essential for the project 

to achieve its aims. Accordingly, the minimum investment has been set at a level of five shares 

at £50 each.  

  

Management Committee  
  

The Society will own The Royal Oak and operate its business.  Day to day operations will be 

the responsibility of a manager appointed by the Management Committee.  The manager will 

run the pub as a business while observing any conditions stipulated by the Society for running 

it as a community pub.  

  

The Management Committee comprises between three and nine members who are 

accountable to the membership to whom it reports at the Annual Members’ Meeting. The 

Management Committee is responsible for managing the affairs and business of the Society in 

exactly the same way as a board of directors is responsible for managing the affairs of a 

limited company. The responsibilities of the Management Committee include:  

  

• Negotiating the acquisition of The Royal Oak.  

• Launching the fundraising to purchase The Royal Oak and any subsequent fundraisings to 

fund its refurbishment or extension.  

• Supervise the activities associated with any refurbishment or extension of The Royal Oak.  

• Appoint the manager and set the terms of the manager’s contract with the Society.  

• Oversee the management contract with the manager and manage the relationship 

between the Society and the manager.  

• Ensure the Society complies with all applicable regulations.  

• Monitor and manage the Society’s financial affairs for the benefit of the community.  

• Set broad policy direction for the business and set specific standards of delivery and 

performance.  

• Report to the shareholders (members) at the Annual Members’ Meeting and other Special 

Members’ Meetings.  

• Provide monitoring information as required by any grant bodies.  
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Members of the Management Committee will serve for a maximum of 12 months before 

election of existing or new members during the Annual Members’ Meeting. Initially, and to 

ensure continuity, the 7 Steering Group members have agreed to be the first Management 

Committee, but some may resign and be replaced with other elected members at the first 

Annual Members’ Meeting.  

    

  

This business plan has been written by the current Management Committee, members of which 

are:  

  

• Philip Ashley (Secretary) – Moved to Crockham Hill 20 years ago with his family and got to 

know many new friends through The Royal Oak. Philip would be sad to lose an old friend if 

The Royal Oak closed down and is committed to helping protect it for future generations. 

He is a company director and financial consultant.  

  

• Kevin Dunn – Moved to Crockham Hill in 2013 with his family. Corporate lawyer, company 

director and company secretary.  Kevin would love to see The Royal Oak restored to and 

exceed the vibrancy and glories he’s been told about (but rarely seen).  

  

• David Gilmour (Treasurer) – Has lived in the village since 2000. Fellow of the Royal 

Geographical Society and specialist in travel to Latin America. He is keen to see The Royal 

Oak flourish as a community-owned asset and is a member of the Crockham Hill Ukulele 

Music Society (CHUMS) which rehearses at the pub.   

  

• Nick Goodwin – A Man of Kent who moved to Crockham Hill in 2005 who spent 40 years 

travelling mainly to West Africa and the Middle East. Now retired, Nick is able to offer 

support to the group with their endeavours to save The Royal Oak  

  

• Richard Hunter – Has lived in Crockham Hill since 1981 and actually negotiated the 

purchase of his first house in the village when he was in The Royal Oak.  Chartered 

Surveyor and semi-retired property investor. He is also a prominent member of CHUMS. 

Having seen The Royal Oak over many changes through the decades Richard would like to 

see the pub return as the social hub of the village.  

  

• Neil Prime – Neil and family have lived in the village since 2004 and they are regulars in 

The Royal Oak. Neil works in real estate in London and values being able to walk down the 

road at the weekend to relax with all the friends they have made in the village over (more 

than) a few pints. He has compered the annual Burns Night Supper in the pub for a 

number of years.  

  

• Stuart Wilkie (Chairman) – Lived in Crockham Hill since 2010. Co-founder and company 

director of Crockham Hill CIC and retired founder and company director of a number of 

high-tech companies.  
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The Pub Manager  
  

Various trading models have been considered but this business plan is based on a managed 

model.  There were three principal reasons why the Management Committee considered that a 

managed model was preferable to a tenanted model.    

  

First, the managed model should facilitate a greater alignment of the operations of The Royal  

Oak with the Society’s community objectives and allow for closer control by the Society of the 

strategy and direction of the business. The manager’s contract with the Society will set out 

clear objectives and deliverables against which the manager’s performance will be measured.    

  

Secondly, the manager model will encourage greater community participation in the business, 

including volunteering.  Under a tenanted model, for example, the tenants (rather than the 

Society) would accrue all the benefits from volunteers, as it would effectively provide a source 

of free labour the tenants (and not the Society) would profit from.    

  

Thirdly, a structure involving a manager is an eligible trade for the purposes of SITR (Social 

Investment Tax Relief), which is one of the pre-conditions to SITR being available.  Although 

under the managed model, the Society will be legally responsible for their business including all 

staff costs, health and safety compliance and operational trading, in practice the day to day 

fulfilment of these responsibilities will be part of the manager’s contract, with oversight from 

the Management Committee.  

  

In appointing a manager, the Society will enter into a management contract with him/her to 

run the licensed business selling food and drink in our premises.  The manager will receive a 

competitive salary appropriate for a pub of the size and nature of The Royal Oak and will be 

incentivised through a modest bonus scheme to transform The Royal Oak into a thriving and 

profitable business consistent with the Society’s objectives.  The manager will also be able to 

live in the upstairs accommodation at The Royal Oak: this accommodation will be tied to the 

management contract.    

  

By the time the Society purchases The Royal Oak, there will have been approximately two years 

of uncertainty concerning the pub’s future, during which time its trading and reputation have 

declined significantly.  Whilst the Society and the new manager will not be building the 

business from a standing start, they will need significant and sustained help and support from 

the community in order to make this venture successful. This will be helped by the support of 

the Society’s members who will be keen to ensure the pub’s success. In addition, there will be 

significant publicity around the re-launch to attract outside visitors.   

  

The appointed manager will need to be in tune with our vision for a community pub and will 

benefit from being supported by the community - directly or via the Society. The Society 

recognises that selecting the right manager will be absolutely critical in ensuring the success 

and long-term future of the pub. Prospective managers will be required to demonstrate their 

experience and will need to have the energy and enthusiasm to buy into our vision and 

objectives and to contribute to The Royal Oak’s ongoing development.  
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The day-to-day running of the pub will be delegated to the manager, not the Management 

Committee. However, the Management Committee will meet regularly with the manager to 

discuss issues including business performance and will make recommendations and 

suggestions, in part based on comments from members and the customer base. We will expect 

the manager to operate an open-book policy which will enable the Society to have an early 

indication of any problems.  

   

7. Risks   
   

• The primary risk to the success of this project concerns the inability of the community to 

raise sufficient funds to purchase The Royal Oak.  If that happens, funds raised will be 

returned and the Society will be wound up.  

  

• Length of time taken to attract back passers-by, ramblers, visitors to local places of 

interest and local businesses. This will be one of the early marketing targets.   

  

• Inability to increase market share and attract a new customer base. Greater roadside 

appeal, improved layout and decoration and greatly improved food offering will be the 

drivers in a continual integrated marketing campaign.   

  

• Difficulty in finding a suitable manager at a price we can afford. The budget allows for a 

manager at the median of current market salaries. A bonus scheme will also be introduced 

to encourage sales and profit above budget.   

  

• Competition. We fail in our aim of finding the niche available between gastro and standard 

pubs in the area. Despite maximising marketing and making improvements through 

renovation we are unable to minimise the negative effects of competition.   

  

• The business fails due to lack of support. In this case The Royal Oak would be sold. Any 

surplus could only be used for community purposes set out by legislation (the asset lock). 

Net proceeds can be paid to members (after settling all creditors). Members cannot 

receive more than the nominal value (£50) of each share. Closure within the first three 

years could cause any SITR relief obtained for individual investors to be revoked.   

  

• A major repair becomes necessary after acquisition. We would try and finance through 

reserves or further share issue. A last resort would be a commercial loan.  If the repair 

were unaffordable, then we would close the business and seek to sell the building.   

    

  

   

8. Financing    
   

Initial fundraising for the purchase  
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The Steering Group has established a minimum funding requirement of £500k which will be 

enough to:   

• complete the purchase of The Royal Oak and pay the stamp duty;   

• pay professional (legal, valuation, survey etc.) and other establishment costs of setting up 

the community benefit society;   

• fund some modest initial repairs and refurbishments to The Royal Oak; and  

• provide some working capital for the business.    

The Management Committee will finalise legal and other due diligence considerations prior to 

purchase to minimise the chance of any unforeseen expenditure.   

  

We would like to raise a minimum of £500k through the share issue and avoid taking on any 

loans for this phase of the project.    

  

Due to the current owners of The Royal Oak having elected The Royal Oak for VAT, VAT at the 

rate of 20% will be payable by the Society on the purchase price. The Management 

Committee are in the process of registering the Society for VAT, which will mean that the 

Society will be able to reclaim the VAT paid on the purchase price from HMRC.  Due to the 

timing of VAT payments and refunds it is anticipated that there will be no cash flow 

implications for the Society.  In the unlikely event that there is a delay between payment of 

the VAT on the purchase price and the receipt by the Society of the refund of that VAT from 

HMRC, such a delay should be quite short (a maximum of a few months) and the 

Management Committee would seek to raise a short term loan to cover that delay.  

  

  

Loans  
  

The Steering Group are seeking to minimise and, if possible, avoid the need for any loans for 

the extension of The Royal Oak and more extensive refurbishment.  However, it is possible 

that the only way to raise the necessary finance will be to take out a modest level of loans.  

However, the interest on any loan must be affordable and the Management Committee 

would need to be highly confident that the Society would be able to meet any capital 

repayments on those loans.   

  

  

Potential additional fundraising  
  

It is one of our key objectives to refurbish and extend the pub as soon as is feasible to make it 

more attractive inside and out, provide a better and more flexible space to meet the 

community’s and customer needs and to create a kitchen that can provide high quality meals.    

Ideally, we would therefore like to raise an additional £200k (i.e. up to £700k in total) to fund 

this more extensive refurbishment and extension of The Royal Oak, which would enable us to 

transform The Royal Oak’s future prospects.    

However, if we raise only £500k we would still plan to proceed with the purchase of the Royal 

Oak, but the scale of refurbishment and repairs we could afford to carry out would be much 
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more modest in the short term.  In that case, we would plan to run another round of 

fundraising within the first year or so after the purchase.   

  

Fundraising progress and next steps  
  

As at 31 December 2019 a total of £270k had been pledged by 79 people from within the local 

community.  There will be a further push to secure pledges to cover the additional £230k 

required, based on a digital marketing strategy and a plan to attract additional investors both 

from the local community and beyond.  The formal share offer will be launched by the end of  

January 2020 in order to convert pledges into binding commitments and cash for the Society.   
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9. Community shares  
  

The Society will raise as much as possible of the capital it requires by issuing community shares.    

  

Investing in community shares is a practical way of supporting a business that serves the 

community. The share capital will help finance the business. In return members might receive 

limited interest on their investment. And if members want their money back, they have the 

right to withdraw some or all of their share capital, subject to terms and conditions.  

  

Investing in community shares is a simple, direct and engaging way of supporting businesses 

that serve the community.   

  

Community shares can only be issued by co-operative and community benefit societies, such as 

the Society. Members have just one vote, regardless of how much they invest, and there are 

limits on how much members can invest, to prevent the society being dependent on a handful 

of large investors. Members’ shares can never be worth more than they paid for them, but they 

could go down in value if the society gets into financial difficulties.  

  

As a means of raising the required capital, community shares will be issued by the Society.  

Unlike shares on the stock market these shares cannot increase in value and trading in the 

shares is solely between the Society and the individual investor.  Although shares can decrease 

in value this is mitigated by the majority of the investment being locked into the capital value of 

The Royal Oak building itself.   

  

Importantly, the legal structure of the Society as a community benefit society also guarantees 

an “asset lock” that ensures the assets of the society will only be used for the benefit of the 

community (as defined by legislation) and cannot be disposed of for the members’ private 

profit now or at any time in the future.   

  

The cost of each share is £50 but, for practical purposes, the Society’s Rules provide that the 

minimum amount which can be invested is set at £250. There will be a maximum investment of  

£100,000 per member. Owning a share automatically entitles the member to a say in how the 

Society is managed.  Shares are open to everyone over the age of 18; however, the 

Management Committee can, without giving reason, refuse membership.   

  

The Management Committee will, amongst other things, advise the members on what they 

think the annual level of interest to pay to the members should be set at.  The Management 

Committee’s current objective is that the business should generate sufficient surpluses to pay 

interest of up to 3% per annum on members’ shares once the initial three years of trading from 

acquisition by the Society has expired. Interest on shares will not be payable until the Society’s 

reserves have reached a level that is deemed by the Management Committee to be sufficient 

to meet the Society’s liabilities and guard the member’s interests. The payment of interest can 

only be funded from the Society’s surplus income and not from shareholder capital.   
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When considering whether to pay interest on members’ shares, the Management Committee 

are obliged to ensure that the Society always has sufficient funds to meet anticipated liabilities, 

including a contingency to meet share withdrawals.   

  

The Society will be suspending the withdrawal of share capital until the initial three years of 

trading from acquisition by the Society has expired to allow us the space to arrest the last few 

years of decline in trading, renovate and extend The Royal Oak and develop it into a profitable 

business. There will be exceptions e.g. bankruptcy or death of an investor. After that there will 

be a period of notice required prior to any withdrawal. There will also be a maximum limit on 

withdrawable capital from the business in any given year. While members are not entitled to 

withdraw their shares, the Management Committee can at its discretion allow the withdrawal 

of a limited amount of shares each year after the first three years of trading following the 

Society’s acquisition of The Royal Oak.  The Committee will have discretion in exceptional 

circumstances to allow shares to be withdrawn sooner than the requisite time. Fuller details 

of withdrawal terms will be included in the share offer documentation.   

  

Further details concerning the community share offer will be set out in the Share Offer 

Prospectus and Application Form which will be issued shortly by the Society.  The rights and 

obligations and other provisions concerning community shares to be issued by the Society are 

set out in the Rules, a copy of which can be found at http://savetheroyaloakpub.com.   

     

http://www.save-royal-oak.co.uk/
http://www.save-royal-oak.co.uk/
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10. Budgets   
   

The summary budgets below outline two scenarios:    

   

Scenario 1: Purchase the pub and undertake minimal refurbishment, and    

   

Scenario 2: Undertake refurbishment immediately following acquisition   

   

The preferred option is Scenario 2 but to undertake immediate refurbishment after purchase, 

albeit in two stages, will require a much greater level of funding (as discussed in section 8 

(Finance) above).   

   

The most likely way forward is Scenario 1, to purchase the pub, undertake minimal 

refurbishment, improve trade with a new manager with better food and more events, 

improve marketing, and attract back those customers that have been lost.    

  

Once the business is stable and profitable then we would aim to raise further funds to cover 

the cost of total refurbishment and kitchen extension.   

   

 Note the following assumptions in the model for the Profit and Loss figures:  

  

• Salaries and wages increase by 3% p.a.  

• Light and water increases by 3% p.a.  

• Rates, insurances, professional charges, marketing budget, banking and other costs 

increase by 5% p.a.  

• The acquisition of The Royal Oak with no refurbishment. 

• An annual level of trade at approximately the level achieved in 2016 but with the 
benefit of an immediate positive “bounce” in turnover as locals come back and give 
their support 

• A manager at £25,000 p.a. plus free accommodation is installed immediately.  

• Other labour costs at £15,000 p.a. PLUS volunteer support from the community 
when required.  

• Food and drink sales are maintained at steady proportion of turnover, but grow by 
24% over the plan period.  

• Sales include annual donations confirmed over the period 2020-2021 (10% of sales 
in 2020) falling to 8% sales in 2023). 

• Gas increases by 7-9% over time with increased output from kitchen.   

• Sales include annual donations confirmed over the period 2020-2021 (10% of sales 
in 2020) falling to 8% sales in 2023). 
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Scenario 1   

This budget assumes the acquisition of the pub with no closure and only minimal (i.e. 

necessary) repairs/decoration to get the pub trading again. It assumes that the annual level of 

trade is approximately that achieved in 2016 but it benefits from an immediate positive 

bounce as locals come back and give their support as a community venture.    

   

A manager at £25kpa plus free accommodation is installed immediately together with casual 

labour at £15kpa and volunteer support from the community when required. Food and Drink 

sales maintained at steady proportion of turnover but growing by 24% and returning to levels 

experienced in 2016 before tenancy problems.    
   

 

Sales    

    

   
 Drink    Food          

  Sub  % of  Sub  % of    %    

Year  total  total  total        total  Total  change    

2012                 177325        

2013 82031 42% 113969 58% 196000 10.50%      

2014 69857 41% 100982 59% 170838 -12.80%      

2015 90523 44% 113664 56% 204094 19.50%      

2016 95922 46% 114328 54% 210250 3.00%      

2017 75623 42% 105311 58% 180934 -13.90%      

2018 No Data   43% No Data   57% 160000 -11.60% 

 
annualised 
9 months 
data   

2019 No Data   43% No Data   57% 170000 6.30% 
  
estimated   

2020     45%     55% 239500 23.90% 
 assuming 
no closure 
for refurb   

2021     44%     56% 273000 12.50%      

2022     45%     55% 295000 7.60%      

2023     45%     55% 310000 3.90%      

  

P&L   

  

   2020 2021 2022 2023 

Sales 239500 273000 295000 310000 

COS 107310 118600 124500 129750 

GM 132190 154400 170500 180250 

Overhead 110100 113314 117561 122148 

EBITDA 32449 41086 52939 58102 
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Scenario 2   
   

This budget assumes the pub will be closed immediately after acquisition for 2 months to 

allow for refurbishment of the bar area.     

   

This scenario also assumes that during the 2nd half of 2020 (following granting of planning 

permission and raising additional funding) the kitchen will be closed for six months for 

refurbishment.    

  

Note that the date of acquisition has been assumed to be December 31st 2019 but the plan 

can be fitted to any start date with the months adjusted accordingly.   

   

2020 sales drop due to bar closure followed by kitchen closure. 2021 shows full year growth 

to trading levels 19% above 2016 and that continues to rise.   

   

A manager at £25kpa plus free accommodation is installed once bar refurbishment is 

complete and a chef at £25kpa is installed once kitchen is complete. Part time staff and 

volunteers used as required.    

   

 

 

Sales   

     

  
 Drink    Food          

  Sub  % of  Sub  % of    %    

  total  total  total  total  Total  change    

2012                 177325         

2013 82031 42% 113969 58% 196000 10.50%      

2014 69857 41% 100982 59% 170838 -12.80%      

2015 90523 44% 113664 56% 204094 19.50%      

2016 95922 46% 114328 54% 210250 3.00%      

2017 75623 42% 105311 58% 180934 -13.90%      

2018 No Data   43% No Data   57% 160000 -11.60% 
 annualised 9 
months data   

2019 No Data   43% No Data   57% 170000 6.30%   estimated   

2020     60%     40% 138900 -18.29%  see notes below   

2021     45%     55% 292500 110.58% 
 full year of 
trading   

2022     45%     55% 328000 12.14%      

2023     44%     56% 370000 12.80%      
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 P&L   

  

  2020 2021 2022 2023 

Sales 138900 292500 328000 370000 

COS 62440 124970 141700 161650 

GM 76460 167530 186300 208350 

Overhead 71516 93677 97855 101732 

EBITDA 11083 73853 88445 106618 

 

 

   

Notes for both Scenarios:  

  
COS    Cost of Sales including materials, casual and part time labour but excluding management costs  
GM    Gross Margin. Margin before taking into account overhead  
EBITDA   Earnings Before Interest Tax Depreciation and Amortisation  
  

Please note also that all historic data is as provided by current owners of The Royal Oak.   

Neither the Steering Group nor the Management Committee have verified any historic data.  

    
Financing and Budget sections of the Business Plan will be dynamic and may be updated as the fundraising 

proceeds, to reflect the mix (shares/loans/grants/gifts) pledged and in case of any changes as a result of 

government action (e.g. stamp duty/VAT).  
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11. Summary   
   

This business plan presents a clear proposal for    

• the purchase of the Royal Oak  

• redecoration, renovation and  

• operation as a community benefit society company   

  

If sufficient funds are raised and with the support of the community, we plan to:   

   

• refurbish and reorganise the interior to make far better use of the ground floor area  

• move the bar  

• extend the kitchen   

• improve the upstairs accommodation  

• open as a café during the day  

• improve the exterior   

• improve the WC facilities    

  

  

  

  

With your support The Royal Oak will be able to thrive as a community-owned  
  

 public house at the heart of Crockham Hill, bringing together people of all  
  ages, backgrounds and interests.   
  

   
    

Please join us in transforming the pub for the needs of the 21st century Inn and  
  

 turning The Royal Oak into a focal point for social activity and common  
  

 interest in the village, where visitors will be welcomed and help to sustain our   

community for future generations.  
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12. Contact   
  

Email:   info@savetheroyaloakpub.com  

  

Website: http://savetheroyaloakpub.com   

  
  

  

  

http://www.save-royal-oak.co.uk/

