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1. Executive Summary 

Carmarthen Community Farm is asset owned social enterprise which aims to work with young people aged 11-25 years old with issues relating to their health and wellbeing. The social enterprise aims to provide young people with opportunities to be involved in the growing and selling of the crops produced on the farm. The main purpose is to raise awareness of the benefits of fresh produce and healthy food. Opportunities will also be available for the young people to cultivate skills, make friends, and gain regular exercise in an outdoor environment. We aim to support young people to build upon their confidence and their resilience to enable them to become more active within the community and to improve their prospects of employability in the future.










2. Introduction
The aim of the business is to establish a community farm in the Carmarthen area. The farm resides on a twelve acre site, with views overlooking Carmarthen Town, 6 miles away. We have attained the site from the local council from an asset transfer agreement for a cost of £7 per week for fifteen years. This will reduce the initial start-up cost for the business. 
The farm consist of a small holding and an out building suitable for the required outcomes. The premises have some existing facilities which are suitable for the purpose of the business. These include; an out building for storage of equipment and crops, Farm house with a fully functioning kitchen which will need adapting to comply with the Food Standards Agency (Foods Standards Agency, 2018). The farm will in time produce a variety of fruit and vegetables for sale, and create healthy and nutritional meals for the young people particularly struggling with health related issues such as obesity. Public Health Wales  (2018) discuss the rising statistics relating to obesity in Carmarthenshire, our farm will strive to offer opportunities to young people to improve their psychological, physical and social well-being though active participation. The farm also aims to support those in need in the local area and alleviate food poverty. Public Health Wales (2018) state 35% of households in Carmarthenshire live in poverty, which is proven to have a direct impact on a person’s quality of life and their achievements. The farm will strive to support local community by providing them with fruit and vegetables at a reduced price to contribute where possible to reduce the ongoing levels of poverty in the area.
Future Sales from the produce will be placed back into the business to fund future projects which will be achievable through a viable financial model with a goal of opening a community café in three years to allow the project to become self-sustainable. 

3. Our Vision 
To be pro-active in developing a community for young people where the focus is on their health, wellbeing and harmony. Our vision is to develop and access fresh and healthy foods to young people and the community, also focusing on the sustainability of food whilst providing young people with opportunities to enhance their skills and knowledge. 

4. Strategic Goal
Carmarthen Community Farm strategic goal is to empower young people and the local community to actively participate in practical and sustainable food related projects. These include; Healthy cooking classes, growing fruit and vegetables, nutritional education and making available affordable fruit and vegetables for the local community. The overall aim is to improve young people’s general health and wellbeing and encourage community cohesion.

5. Our Values
We recognise the importance of our values as the foundation of our approach to work as discussed overleaf;

Collaboration:     
We believe when strong links are formed between multi agencies within the youth and community sector their strategic goal will be most effectively achieved when working collaborative together. 
Passion:  
We believe voluntary achievement is created on the passion of the young people and the community to enable us to make a positive difference.    
Participation:
The contribution our staff and volunteers have upon the organisation is related to their individual skills and their impact influences future planning and events.
Equality:
We will support and create positive action to improve the position of young people within their community and surrounding areas by integrational working and who have experienced oppression due to their health and wellbeing.
Quality:
We are dedicated to providing services of a high quality and aim to make suggested improvements based on service users; stakeholder’s recommendations.
Team Working:
We are dedicated to working in a content and healthy establishment, where we respect one another, thrive to improve the staff and volunteers experiences by offering feedback and appraisals regularly.  
Ethical:
Carmarthen Community Farm seeks to ensure our charitable work will be sustainable in the future, after an initial period of external funding. 
Fun:
We aim to incorporate fun as a key element to the delivery of our work, ensuring all young people are at the forefront of the strategy to succeed.     

6. Aims
To improve the lives of the young people who will attend our project by working in a holistic way. We aim to work with over 200 young people and community members over an annual period locally and across the county. We aim to provide work placements for young people and volunteering opportunities for people within the community.  

7. Our Objectives
· To encourage and promote a healthy life style and the importance of healthy eating.
· To inspire young people to gain the skills required to grow fruit and vegetables and to become more environmentally aware. 
· To empower young people to cook healthy meals and live on a small budget.
· To further support initiatives relating to low cost fruit and vegetables in the local community and improving the provision for those who are less fortunate and often excluded from society.  
· To enable the young people and volunteers further opportunities which will improve community coherence, and empower young people to become more active within their community. 
· To support young people to improve their mental health and wellbeing, provide them with strategies to cope with pressures associated with daily challenges.  


8. Wider Context
The opportunities offered in this business plan are related to working young people and the community with their health and well-being as the main focus. To further summarise the aims of the project, we will strive to work with young people in relation to improving their ongoing struggles with health and well-being issues. Furthermore, we aim to contribute to strategies employed to alleviate food poverty, decrease isolation and improve community cohesion.
Supporting young people by offering them work placements will be beneficial for their future employment or training. Welsh Government (2015) aims to reduce the number of young people who are neither employed or in education (NEET), the work placements will strengthen their skills relating to employability which should further support their opportunities to gain employment. A direct result of such placements will support the reduction in crime figures, whilst improving their health and well-being. The benefits would be seen by both the young people and the community. 
Assembly Wales (2018) states social isolation can affect anyone anywhere and is being experienced by a growing number of people. Cornwell and Waite (2009) discuss how loneliness and social isolation can have a damaging impact upon an individual’s health and well-being. The project aims to address this situation by engaging young people and the community to work collaboratively in a harmonious environment, also providing further support if required from other external organisations. Community development (Federation for Community Development Learning, 2015) will be employed by the community, the project allows the community to act upon any issues which are a priority to them.  
The current financial climate has seen a raise in the demand for food banks, Carmarthen has one food bank, which is utilised at a higher rate since 2012 (Carmarthen.foodbank.org.uk, 2018). They aim to combat poverty in the local area by providing three days of nutritional food for people who are referred to them by relevant professionals. Although there is this provision in place, the project will provide food boxes of fruit and vegetables to all those who wish to access the provision. Lambie-Mumford (2015) states communities should be more pro-active in the deliberation of food poverty. The project agrees with their agreement and aims to support the local community by enabling young people and the community to have their voices heard (Youth Work in Wales Review Group, 2013).
National Assembly for Wales, (2018) displays statistics in relation to the mental health referrals and show an increase in numbers being referred; also in comparison to Wales we are a percentage away from the Welsh average. This is an area for concern, and the project hopes to prevent and support young people who are experiencing issues relating to their mental health and well-being by encouraging and enabling them to work in a holistic approach to activities on offer within the project. 
The project will adhere to several youth work policies such as: National Occupational Standards for Youth Work (Learning and Skills Improvement Service, 2012), Youth Work in Wales: Principles, Purposes (Youth Work in Wales Review Group, 2013), Well-being of Future Generations Act, 2016, The National Youth Work Strategy for Wales 2014-2018 (Welsh Government, 2013), The United Nations Convention on the Rights of the Child, (UNICEF,1989). The project will ensure all these values and core aims are adhered to when delivering services to young people and developing new projects. The project goals are to ensure all young people are able to participate in all the activities offered to enable them to become more active citizens in their community (Youth Work in Wales Review Group, 2013). 




9. Staff Structure
Board of Trustees


Part time Finance worker
Part Time Manager


Full time Youth worker
Full time Horticultural worker 
Part time Youth worker x2


Volunteers
Young people work Placements




Board of trustees
A board of trustees will be established to help oversee the key elements and policies of the project. Their main priorty and responsibility will be to ensure the financial success of the project and to be liable for the effectiveness of the key priorities of the project. They will be required to attened regular meetings with the project manager to discuss the smooth running and to ensure the project is meeting its aim and its full potential.



Part time Manager
A part time manager will be employed to work on allocated days to manage the project and report requlary to the board of trustees on the progess being made on the farm. This position will become full time when the farm is fully operational.
Part time Finance worker
A part time position for a finance worker will be empolyed, with a view of becoming full time when the farm is fully succeeding.
Youth worker Full time
A full time youth worker will be employed to develop and plan the activities for young people alongside the planning and organisation of work placements. They will have a focus on the marketing strategies required for the farm to be viable and successful.
Youth worker Part time
Two part time position for youth workers will be available at a later stage when the project is deemed to be sustainable, with a view of becoming full time. This position will be to support the current youth worker in delivering sessions to young people. 
Horticultral worker
This position is full time and its role is to be responsible for all aspects of growing and maintaining the fruit and vegetables. They will also be accountable in supporting the youth worker in delivering sessions to young people. 
Volunteers – Grounds person and Administrative
We are looking to recruit suitable members of the public with a backround in the horticultural industry and others with fincial and administravie knowledge and skills. Volunteers will be crucial to the success of the project, although we would like to recruit two volunteers with some hogricultral and adminstartive experience, we would also like to expand this over the three years.

10. Services

Carmarthen Community Farm will strive to work in partnership with many agencies to ensure there is no repetition of other services and priority is given to addressing local and national health related issues.
Collaborative working is vital to ensure the project is a success and fully supported. Prior links have been formed with several youth services across Carmarthenshire and surrounding areas.
8.1 Carmarthenshire County Council 
An agreement has been formed with the local county council to work alongside their Looked After Children (LAC) team. They will attend the project on a two day basis with their young people, to support the project whilst it is in its foundation phase.

8.2 Carmarthenshire County Council 
An agreement of an asset transfer was finalised with relation to the buildings and land associated with the project. A fifteen year lease has been approved at a nominal fee of £365 a year. The overall aim of the project is to become sustainable within a ten year timeline. The local authority is showing its dedication to work with the project as it is aware of the benefits of working with groups based in the community and locals to ensure the project is a success and can be sustainable in the future. 
8.3 Other partnerships
We aim to work collaboratively with a variety of voluntary and statutory sectors. These include;
· Carmarthenshire Youth Service
· Corporate Parenting Team (Carmarthenshire County Council)
· Local schools and collages
· Iechyd Da – Lisa Hagley 
· NHS and Hywel Da team
· Dyfed Powys Police
· Hafan Cymru
· Team Around the Families (TAF)
· Local Carmarthen Businesses (Gyms)
· DrMz (youth project)
· Young Minds
· Menter Cwm Gwendraith
· Carmarthenshire Children and Youth Association
· Hafal
· HUTS
· Mens Sheds



Wider partnerships: 
· Welsh Government
· Careers Wales
· Rathbone
· Growing Together and Federation of Community Farms




11. Operations
The project will need to secure funding from other sources to enable the project to run effectively and at its full potential.
· The Big Lottery
· Santander (local funding scheme)
· Children in Need (volunteering)
· People’s Postcode
· Millennium Stadium
· Grow Wild
· Comic Relief (core costs)
	Objectives
	Year 1

	Land and buildings
	To carry out all aspects of preparing the land ready for maximum growth potential. To ensure relevant building work is carried out ready for harvesting and kitchen is fully functional and fit for purpose.

	Staff
	To recruit suitably qualified youth and horticultural workers with immediate start. 

	Volunteers
	To recruit several volunteers with immediate start.

	Funding
	As discussed previously other funding will need to be sourced to ensure the project is sustainable. This needs to be a priority and reviewed on a weekly basis.

	Partnerships
	The profile of the project needs to be raised with all organisations and community to enhance their provision. Marketing strategies need to be established with immediate effect.

	Young People
	To work with at least 100 young people in the first year, through the provision of work placements and volunteering opportunities.






12. Implementation Plan for Year 1 of Carmarthen Community Farm
	Action Plan
	Jan
	Feb
	Mar
	Apr
	May
	Jun
	Jul
	Aug
	Sep
	Oct
	Nov
	Dec

	Meeting with Council – Asset transfer (implementation )
	
	
	
	
	
	
	
	
	
	
	
	

	Create and develop business plan
	
	
	
	
	
	
	
	
	
	
	
	

	Allocate the board of trustees
	
	
	
	
	
	
	
	
	
	
	
	

	Recruit staff and volunteers
	
	
	
	
	
	
	
	
	
	
	
	

	Asset transfer allocation
	
	
	
	
	
	
	
	
	
	
	
	

	Land preparation
	
	
	
	
	
	
	
	
	
	
	
	

	Renovation of buildings
	
	
	
	
	
	
	
	
	
	
	
	

	Research of local community
	
	
	
	
	
	
	
	
	
	
	
	

	Recruitment of work placements
	
	
	
	
	
	
	
	
	
	
	
	

	Marketing and Advertising 
	
	
	
	
	
	
	
	
	
	
	
	

	Pollytunnel and crop allocation
	
	
	
	
	
	
	
	
	
	
	
	

	Policies and strategies development 
	
	
	
	
	
	
	
	
	
	
	
	

	Organisation meeting and agreements
	
	
	
	
	
	
	
	
	
	
	
	

	Opening of Carmarthen Community Farm
	
	
	
	
	
	
	
	
	
	
	
	







13. Marketing Strategy
Our services and products will be aimed towards various youth organisations and local businesses. Displayed below is how we aim to reach the organisations and the community.
Posters, Flyers
Events
Social Media
Online networks
Website
Word of mouth

Community Volunteering
Volunteer referrals, Youth organisations 
Referrals 
Youth Organisations, NHS









There will be a shared thread to all of our marketing and advertising, to highlight our story, vision and values. We believe that effective portrayal of the project is vital to engage the community and motivate them to be involved. 
Communication, Inclusive – Community involvement, Education and sharing of knowledge and skills, Ethical and deeply green, Nutritional food and education, Passion for healthy eating and foods and Professionalism. 
Depending on the services we offer and promote, marketing strategies will need to be adapted. For example; youth organisations require professional standards and policies to be adhered to and volunteer’s role should be more inclusive to ensure they are fully involved. We are aware that different phases of our project will appeal to a diverse range of young people, and sessions will be tailored to their needs. 

14. Risks
There are many risks to consider when planning and establishing a business, such as;  
The perils the project may occur and how we aim to oversee such risks.
	Risk
	Type of Risk
	Measures in place to reduce risk.

	Weather
	Financial
	Ensure employed staff and volunteers have a well-managed work load.
Ensure effective rotation of crops and land management for maximum fertility of soil.
To utilize as many polytunnels as possible to minimize the implications of any disruptive effects of the weather.


	Volume of Produce
	Financial
	Our budgeting forecasting recognises the effect of seasonal crops and will build up reserves to manage any issue arising. 

	Volunteers
	Operational 
	Maintain a high profile with current volunteering services both locally and nationally in order to maintain a good pool of volunteers.

	Provision of labour by volunteers and support required.
	Financial and Management 
	Management to recognise the youth workers’ capacity for supporting volunteers and ensuring they create a harmonious balance of work.
Create a buddy volunteering scheme to allow more experienced volunteers to support and empower the new recruits.

	Injuries and accidents
	Financial and reputation
	Ensure all risk assessments are carried out and in place. 
Full time workers to be First Aid Trained.
Ensure all insurances are up-to-date and in place. 


	Absence 
	Operational 
	Volunteers to become qualified in level 2 youth work to ensure relevant cover is in place, also the project to ask other organisations to help should they require it.

	Marketing
	Financial 
	Manager and youth worker to ensure they develop good working relationships with the local community, schools, and youth work organisations to enable them to get feedback when required to improve on the services they deliver. 
Develop a variety of advertising opportunities to ensure a high profile is maintained.




15. Financial Forecast
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Carmarthen Community Farm costs 

Annual Costs Year 1 Year 2 Year 3 Annual Income Year 1 Year 2 Year 3

Estimated costs

Outgoings Grant/loan £50,000 £50,000 £50,000

Rent £365.00 £365.00 £365.00 Crowd funding £37,000 £25,000 £60,000

Premises Rates 0 0 0 Donations £1,800 £1,600 £2,500

Electricity and Gas £1,500 £1,600 £1,700 Events £1,200 £2,500 £3,500

Insurances £2,500 £2,600 £2,700

Advertising and Marketing £400 £300 £300

Wages - staff salary inc NI £52,000 £60,000 £67,000

Communications £260 £270 £280

Website design and Maintenance  £700 £730 £750

Stationary, Priniting  £150 £70 £100

Training £350 £350 £1,000

Farm Equipment  £2,000 £1,000 £1,500

Farm machinery lease £6,000 £7,500 £8,000

Seeds and Plants £2,000 £2,400 £2,700

Repairs £1,300 £1,600 £1,600

Kitchen - Development £7,000

Renevation for Communitee Café  £20,000

Totals £76,355 £78,775 £107,995 £90,000 £79,100£116,00
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