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EXECUTIVE SUMMARY
Cycling is both fun and enjoyable and is undertaken by a variety of people regardless of age or gender. This business will offer an introduction to new cyclists, novice and experienced cyclists to join us on one of our manmade tracks. Those tracks can replicate the challenges (or not) that can be found on more traditional outdoor forestry rides. Berms, drop offs, rollers and step ups / downs, can all be part of your track ride experience? Tracks Training Rides and Keeping Safe (TTRAKS) will offer customers the opportunity to learn safe riding techniques, undertake simple but relevant cycle maintenance tasks and insure you gain the knowledge to set your cycle up within recognised industry standards.
Delivered by a fully qualified Mountain Bike Instructor / Leader we will make your riding experience an enjoyable, fun filled experience in an environment to suit your needs.
The customer can hire manmade tracks that replicate Northshore and Pump track rides. Northshore rides were developed in North Canada, where winter snows made cycling along forest tracks impossible. The Canadian tracks are suspended along trees lines above snow levels. The tracks the customer will ride with the company are approximately 15cm high (at its lowest point) (Appendices 1.7) have a combination of drop offs, (a see saw if required) steps and berms which vary in height. The customer will observe the instructor in the correct way to ride the tracks, followed by a question-and-answer session, verbal confirmation of the demonstration ride, and continual instruction (if deemed necessary) during their ride. The tracks can be set out in a variety of ways to complement or challenge the riders. This track can be contained in small areas to allow the rider to ride at a pace that requires good control of the bicycle or in a larger area that allows high speeds to be reached. 
Once again, the winter months can affect the opportunities to ride in a natural environment and the pump track was designed by downhill riders to maintain fitness levels if those natural downhill tracks were unusable. Designed not unlike a scale electric track (Appendices 1:8) this continuous wooden structure (16mtrs long x 6mtrs wide) with berms on either ends and rollers set within its straight runs is ridden by the rider using a pump type action to gather and maintain a speed required to get around the track. The chain is removed from the bike, (hence forth the pumping movements) Unlike the Northshore this track can be ridden at quite high speeds and is popular with 2 cyclists as they can chase each other around the track or as a time trial for groups of cyclists.
In addition to cycling opportunities, maintenance workshops are offered for simple maintenance tasks like: changing an inner tube, puncture repair, changing of brake shoes / blocks, inner and outer brake cable removal and renewal, replacing and maintaining the chain, gear indexing is available upon request. The organisation will carry basic equipment which is available for purchase.
Cycle set up is an important component for cyclists to enjoy a comfortable ride. Instructions on how to maximise that comfort with a personal bicycle set up is offered at all the sessions. We also offer instruction on how to complete an M check of your bicycle prior to undertaking a ride. 
There will be continuous assessments of riding techniques, cycle maintenance and set up and at the end of the session the riders would have had the chance to: 
· Risk assess
· Demonstrate safe riding techniques
· Understand their own abilities
· Improve their skills 
· Gain knowledge of track riding
· Improve their fitness levels
· Control their bicycle in a variety of settings safely
· Identify correct safety equipment
· Gain or improve confidence
· Undertake and complete basic bicycle maintenance
· Understand the importance of their bicycle set up
· Complete a basic check prior to a cycle ride

TRAKKS aims to bring new experiences, develop skills and improve the health of our communities across Bridgend initially and earn itself a reputation as a leader and innovator within its field. There will be a manager with overall responsibilities for the organisation, sessional workers and volunteers.
This business will be attractive to learner riders, novice and experienced riders any age or gender or people looking to enjoy something different that is healthy, fun and friendly at a venue that suits them. Our target audiences are Schools, Youth clubs, Probation services, education departments, Doctor referral schemes, Families and Individuals. It will encourage healthier lifestyles, develop skills and will give the participant an overall feeling of achievement. Our cycle MOTs and maintenance sessions will encourage customers to look after their bicycles and ultimately be a cost saving exercise in the long term, particularly for parents with a young family.
Currently there are no other providers delivering this type of service. TTRAKS sees itself as a unique service able to adapt to the customer’s needs.






















BUSINESS OVERVIEW
The cycling industry is currently witnessing an increase of 41% In the UK since January 2021 of cycles, accessories, services and components slightly down on the previous year, January 2020 which recorded a 45% increase in pace of growth as suggested by the Guardian business pages (Butler, 2021).
With this growth in mind, and being an active member within Bridgend of the cycling fraternity, there is an opportunity to create a business, that offers in part a unique cycling experience in the riding of man-made mobile cycle tracks.
This project will embrace the ‘An Active Travel Action Plan for Wales’ (Welsh Government, 2017) and The Well-being of Future Generations (Wales) Act (Welsh Government, 2015), by implementing some of its objectives: 
	Health & Activity
	· Promote good health and well-being for everyone.
·  Encourage modal shift from car to active travel

	Ambition & Learning
	· Support young people to make the most of their potential
• Build ambition and encourage learning for life
• Build ambition and encourage learning for life



In addition to this Welsh Government announced that there would be a £75 million investment to get people walking and cycling as part of its Active Travel Grant Fund (Sutton, 2021). We will target all genders and ages, acknowledging that cycling is a fun, healthy and popular past time with Families, individuals and groups.  
This business will offer children and young people together with older groups the opportunity to enjoy the benefits of cycling, by exploring safe riding techniques, simple repair and cycle check servicing. The business sits comfortably within the Well-being act of 2015 (Welsh Government, 2015), by teaching skills that can be expanded into their larger family unit and ultimately give them confidence to achieve.  
Currently research has exposed that there are no other Bridgend County based organisation or business offering this type of service.
This project will cover all age groups and genders and will attempt to work with people regardless of their abilities. The project will offer replacement parts at the point of delivery, and at costs relevant to the current market. Initially the cost of repairs will be unit based only and there will be no cost for the mechanic’s time. The teaching of the skills required to safely ride will be included within the hire of the tracks or whilst Mountain Biking (MTB) with up to 6 people benefiting from this instruction.
Throughout the year the company sees a steady but regular need from customers. We have factored in seasonal trends but recognised the minimum number of bookings required to make money in its first year. There are no intentions for the manager to take out a wage however, the company should cover reasonable expenses. We intend to break even in month 3 with profits being generated after this period.
The start-up costs for the business are £16500. I have assets worth £12000 which I will introduce as capital to the business. This consists of: Trailer £4500, Tracks £6000, Bikes and Helmets £1000, Tools £500.  There will be a need for a loan of £4500. The requirements of the loan are: Container for storage £3000, Extra Bicycles £1000, Advertising £500 as can be seen in the predicted cashflow (Appendices 1.6). The sessions are recognised as: Cycle track hire, Cycle MOTs and Safe cycling. Each have respective costs of £232, £177 and £202 and can be charged at 98% profit margin.

 










MARKET ANALYSIS AND COMPETITION
There are 3 recognised cycle shops within Bridgend County (BCBC) that offer cycle maintenance, with a 4th being recognised by the Organisation but not acknowledged within a search of cycle shops in Bridgend, (threebestrated, 2021) however there are none based within the Valley networks. Regarding teaching skills and maintenance. This project is unaware of any other independent provider that provides skills and “on the job” maintenance training within BCBC. Further afield in Cardiff, Cycle Training Wales offer a similar service with the added bonus of accredited maintenance workshops and On-road training. To date the organisation has 2 qualified cycle maintenance technicians and a qualified and fully insured MTB and road cycling instructor. Currently they both hold first aid certificates, are CRB checked and have teaching qualifications. 
The type of service being offered is not in existence within BCBC, and so is unique to the point of delivery. The market will stretch across a variety of sectors albeit 1-2-1, schools and colleges, Health initiatives, Youth groups and alternative education suppliers, Community Fundays and Consultations, Team bonding exercises and Birthdays. With a greater emphasis by Welsh government on out of school provision and not being conducted in a classroom type setting this service will attract a lot of interest from official interested parties and appeal to its service users with its bespoke and diverse delivery style. Short sessions from 1-5 hours will once again attract customers responsible for alternative curriculum activities. However, the service recognises that changes in government funding can affect its future but if services are secured through a service level agreement (SLA) that offers the time to prepare for a reduction of the service without an immediate financial loss. To highlight what we have, how we could develop and move ahead of any other market competitor we have developed a SWOT analysis, as seen below.
[image: ]
To identify and understand any external factors that could impact or threaten the business we have created a PESTLE analysis. This analysis assists in maximising opportunities and therefore minimise threats to the business.  10 Nov 2020
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SALES AND MARKETING PLAN
[bookmark: _Hlk75788438]Working within the voluntary sector there are several avenues that can be explored to market our services. Our local Youth service network (YSN) which has strong links with Schools, Colleges and the statutory sector would act as a marketing platform for the service. We would use the top 10 social media platforms to promote this service: Facebook, LinkedIn, Twitter, YouTube WhatsApp, Instagram, Tiktok Snapchat, Reddit, Pinterest (Walsh. S, 2021).
In addition, the organisation will adopt the 7Ps of marketing principle as described by Allen (2020). This principle has 7 key concepts, each playing an integral part in developing and maintaining a marketing strategy, these are:
Product: Refers to the company product. This can be something physical or a service and even a combination of both. Designed to meet the customers core need. Thought should be given to produce the correct “bundle of benefits” for customers. This bundle should be organic always ready to change to the customers needs. In this case value would be added by providing free literature together with a link to videos in order to support maintenance sessions. 
Price: Pricing is important as it’s the main source of revenue and helps create a profit. There would be a need to undertake a thorough research of your competitors in order to understand your position within the market, generally what is considered is that a low price will equal a value brand. Pricing for the company service will be undertaken once a thorough research has been taken to establish potential disposable income and training costs of like-minded trainers in cycling.  
Place: This will be the physical location where activities will take place. In some cases, the customer may require the service at a place of their choice. If this is the case then the organisation will undertake a risk assessment and look at the logistics of getting the service to the customer.
Promotion: Crucial in telling the customer what to expect when it comes to this service. It also should be maintained right up until delivery and post-delivery of the service. Use a variety of social media or personal messages, calls etc to keep the customer aware, interested and hopefully create a repeat order of the service. Correct and appropriate means of communication are key principles to customers, stakeholders and the general public in order to establish a positive reputation for the organisation.
People: It’s so right to get a team together who understand the company’s product / service. A variety of skills are needed in order to deal with customers enquiries, orders or dealing with complaints. People supported with the right training become motivated and empowered and will establish great rapport with customers.  
Process: Processes should ensure that the customers journey with the organisation is smooth, efficient and friendly. Responses have to be quick; meetings should be made as soon as possible; correspondence should be accurate and timely. There should also be the mechanism to receive feedback and the technology within the organisation should be appropriate to make those processes efficient. All of these steps are to build and make positive experiences for the customer.
Physical Evidence: Could be collected in a variety of ways to prove to potential customers that they are accessing a quality service. Photographs, quotes on social media, case studies can help ease some concerns to those customers. Even the use of a contract and a risk assessment between the organisation and the customer helps to describe the service that they would expect to receive. Whilst delivering sessions, quality clothing, appropriate behaviour and language together with a good standard of safety equipment reflect the experience and standards expected of the organisation. 
By implementing the 7Ps we should prove to the customer that we stand out against our competitors and effectively demonstrate a second to none marketing strategy.
We have established links within the cycling world and would explore with cycle providers a discount to those people who access our service. However, to gain maximum sales we would need to explore two recognised market strategies that of Cost Leadership or Differentiation. Cost leadership would be something that should be considered as it helps quickly to establish you in the market because under this strategy you would market yourself as cheaper or offer incentives in order to get that foothold. We could offer one particular piece or all of our entire range of cycle repair consumables at a much cheaper rate than other cycle shops in our area because we would not necessarily have the overheads that they have. We could, if hiring out the track’s half the cost of our transportation, if a bundle of track hire, cycle and safety equipment was taken out. There would also be an opportunity to hold an initial promotion event, However, we should never sacrifice quality or standards within this strategy as ultimately to do that will lead to failure (Economic Times, 2021).
Differentiation offers the opportunity to describe a USP (unique selling point) that sets the organisations differences between the competition (Smith, 2019) describes Differentiation as not just about being different from your market rivals, but asks you to explore the unique value you offer to your customers that those competitors do not offer.





















PRODUCT AND SERVICES
[bookmark: _Hlk76743752]We would promote the business with a USP, of the only provider of mobile cycle tracks. The organisation can provide service to the “customers door.” Delivery will be through an experienced, Insured and qualified MTB leader, (with the Association of British Cycling Coaches) working to the Standards set out by their national accredited body. Cycle workshops are conducted by qualified MIAS cycle technicians. An immediate impact would be found using the Cost leadership module, using introductory offers or even attending community fun days to highlight the service and options available. the value of Differentiation gives the organisation a warranted quality status. Therefore, in the long term the differentiation strategy would be the ultimate aim of the organisation. There are no other providers within our geographical area providing this bespoke service. General improvements to client well- being, skills and confidence and its fun and healthy.
SALES AND DISTRIBUTION 
A personal bespoke service, at a suitable venue depending on the client’s needs. The organisation would ensure that replacement parts would be kept to the possible lowest prices. When booking a track, the organisation would hold a site inspection that is included in the price of hire. will be recommended. We hold the right to postpone / cancel the activity if inclement weather impedes, safely riding the track. The company would like a pre-paid deposit of £100, repayable if the activity is unable to take place. Cheques will be accepted on the day or payments can be made through BACS.
ADVERTISING AND PROMOTION
We would use social networks, local papers and magazines, cycle outlets and a website to market our service. Prior to the service being delivered we could use community Fundays, festivals or town centre events to show case our tracks and services.  there would have to be a site visit to risk assess the area, once again an opportunity to meet clients and promote a quality service.
OWNERSHIP AND MANAGEMENT PLAN
[bookmark: _Hlk76991865]After careful consideration the company will be set up as a social enterprise or CIC. (Appendices 1.1 and 1.2) as opposed to a Corporate Business (Anderson, 2020). The reasoning behind this is the ideology of the social enterprise model, employing just one individual, a manager who in time will develop firstly a volunteer base then after suitability look at developing those volunteers training needs, build experience and finally create employment opportunities. However, the development of all this will not take place until mid-second year, and into the third year of trading. This model also allows for a variety of funders who would be interested in organisations of this type to support and develop the project. Exploring funders like the WCVA (Welsh Council Voluntary Organisations) allows for a variety of funding streams. A good example would be their Kickstart employment Scheme, this would allow the company to employ young people for 6 months offering them the opportunity of training and experience without the pressures of finding wages, and associated on costs. This fund also offers the employee £1500 per placement to recognise their contribution to that young person’s development and of course help support their management needs (WCVA, 2021).

















OPERATING PLAN
For customers wanting to come to us we have permission from a landowner (verbal) to erect the track(s) on a piece of land central to Blackmill, geographical coordinates 51° 34' 13" North, 3° 32' 14" that is not used by the landowner or any other third party and can be used on the basis of “when needed” We also have permission to store the track and associated maintenance tools, bicycles, spares in containers already placed on the site. This site is ideally located close to a cafe, with ample room for free customer parking, and is cost free. A written contract is in the process of being drawn up between the two parties, but at this moment in time will not hold up the project going forward. This type of arrangement suits the business as it means there is no purchase of a premises. The business will carry public liability and employer’s liability insurances. The lone employee has their own insurance as a cycle leader, first aid certificates, experience in writing risk assessments and is CRB checked.  
The track can be erected in around thirty minutes, with dismantling and storing being around 20 minutes, this makes it attractive to the land owner as they feel the time scales are reasonable in any event. The track has very little maintenance requirements, however, a detailed inspection will take place prior and post use, to identify any repairs. All safety equipment and cycles will be inspected before, during and after hire. Each item will be cleaned after use with particular emphasis to Covid 19.










FINANCIAL PLAN and PRICING STRATEGY
Pricing will be set so that a 98% profit margin will be achieved. The table below outlines the cost to deliver a section, charge to the customer and profit made. 
	Equipment & Service Costs
	Cost

	Cycle Track Hire Session

	1 x MTB instructor and 1 x assistant
	£132

	Standard transport cost
	£50

	Maintenance for tracks, bikes and trailer costs
	£50

	Total cost to deliver session
	£232

	Charge to customer
	£460

	Profit
	£228

	Cycle MOTs Session

	2 x qualified cycle technicians.
	£132

	Consumables (Gear or Brake cables, V brake pads, Noodles, Outer cables with caps) 
	£25

	Travelling
	£20

	Total cost to deliver session
	£177

	Charge to customer
	£350

	Profit
	£173

	Safe Riding Techniques Session

	1 x MTB instructor and 1 x assistant
	£132

	Travelling
	£20

	Maintenance for bikes
	£50

	Total cost of session
	£202

	Charge to customer
	£400

	Profit
	£198



The business is seasonal and our most profitable months will be April to September as predicted in sales (Appendices 1.4 and 1.5). Starting the business in April, the financial year will be April to March, this should demonstrate a break even point sooner as opposed to later in the financial year. As can be seen in the financial cash flow (Appendices 1.6).
Costings are for an hourly rate and are included in the cost of sale in the first year, however year 2 should allow for a management fee and so dictate a comfortable living wage. The loan repayments of £400 per month will not exist after the first year and increase the overall profit in year 2. The business should generate enough income to cover loan repayments over the year, however, after conducting a personal budget plan (Appendices 1.3), I could make these repayments out of my own personal budget should the business fail. 
We are however aware that there are several pricing / marketing strategies that we could adopt these are:
Skimming:   Depending on who you are aiming your market at this strategy could be adopted within areas of high and low earners. For those identified areas with a higher spending power, we may pitch higher prices than those set out in the budget, however with areas of lower disposable income we could reduce our costs to those quoted.
Penetrating: This method can be used to quickly gain a foothold by providing low prices to establish the service into the market. The prices would need to increase over time, but this method offers us the opportunity to attract customers who may never have thought of accessing the service.
Neutral Pricing: In a market that may offer a similar type of product this method would offer prices similar to the competitors therefore offering customers a choice. This practice is very common when the markets are stable, however with no immediate competitors this policy may not be adopted but remains an option.
As suggested earlier there will be opportunities to apply for both Finance and Funding to set up this business, there will also be some timely investment by the owner during stages of development. Careful monitoring of budgets demonstrates responsibility to the organisations finances and help to identify any areas of concerns. Regular reflections will ensure that cashflows are in line with incomings and outgoings, recognises any problems in advance, helps to plan for the future and prove financial responsibility and accountability to investors/funders. By investing the time to create budget headings and manage the budgets should help in making the business successful. Other recognised benefits of budget control are Growth, Improving profits, and the reduction of costs.  
“The key benefit of business planning is that it allows you to create a focus for the direction of your business and provides targets that will help your business grow. It will also give you the opportunity to stand back and review your performance and the factors affecting your business. Business planning can give you:
· a greater ability to make continuous improvements and anticipate problems
· sound financial information on which to base decisions
· improved clarity and focus
· a greater confidence in your decision-making” 
(Canada Business network, 2021).
The organisation will use SAGE accounting at £12.00 month (SAGE, 2021) to record income and expenditure and Moneysoft (Moneysoft, 2021) for payroll purposes at £88.00 annually.
[bookmark: _Hlk76744041]


















APPENDICES
Appendices’ 1:1 
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Anderson, 2020

Appendices 1.2

The Companies Act 2006

Community Interest Company Limited by Shares[endnoteRef:1] [1:  On the different types of limited company forms available to CICs, see [Part 3] of the Regulator’s information and guidance notes.] 






_____________________________________________________________


Memorandum of Association
of
[ TTRAKS[Community Interest Company/C.I.C. delete as applicable] [endnoteRef:2] [2:  Section 33 of the Companies (Audit, Investigations and Community Enterprise) Act 2004 provides that the name of any community interest company which is not a public company must end with either the words “community interest company” or the letters “c.i.c.” (or, if the articles state that the company’s registered office is to be situated in Wales, with the words “cwmni buddiant cymunedol” or the initials “c.b.c.”).] 

_______________________________________________________________









The Companies Act 2006
Community Interest Company Limited by Shares
Memorandum of Association [endnoteRef:3] [3:  For companies incorporated after 1 October 2009 the memorandum of association will consist only of the names of the subscribers of the company.  If you are an existing company incorporated prior to 1 October 2009 and wishing to become a community interest company, you will need to incorporate the relevant provisions of your current memorandum into the articles of the community interest company.] 

of
[ TTRAKS ] [Community Interest Company/C.I.C. delete as applicable]

Each subscriber to this Memorandum of Association wishes to form a company under the Companies Act 2006 and agrees to become a member of the Company and to take at least one share.
_____________________________________________________________________
Name of each subscriber[endnoteRef:4]                                         Authentication by each subscriber [4:  For illustration, space for one subscriber has been supplied here.  There is no upper limit to the number of subscribers and further entries may be added as appropriate.
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We would use social networks, local papers and magazines, cycle outlets and a
website to market our service. Prior to the service being delivered we could
use community Fundays, festivals or town centre events to show case our
tracks and services. there would have to be a site visit to risk assess the area,
once again an opportunity to meet clients and promote a quality service.

SWOT TO GO IN MARKETING SECTION WITH PESTLE

TTRAKS SWOT Analysis
Strengths Weaknesses
* No other provider in Bridgend * Not enough workers with
e Bespoke service appropriate skills or training
* Highly qualified and * Small team to start
experienced workers
Opportunities Threats

e To expand Business to other e Time management of workers
areas e Heavily reliant on motivated

e Training for workers skilled workers and volunteers.

e Portfolio building

e Development of an accredited
training arm.

OWNERSHIP AND MANAGEMENT PLAN

After careful consideration the company will be set up as a social enterprise or
CIC. (See appendices 1:1) as opposed to a Corporate Business. 10/06/2021 The
reasoning behind this is the ideology of the social enterprise model, employing
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