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[bookmark: _Toc120719591]Executive Summary

AgroProduce is a sustainable agricultural enterprise based in Berkshire, growing fresh seasonal fruit, vegetables, and ethically reared livestock to supply local households, independent businesses, and community groups. Operating as a CIC, we reinvest profits into environmental improvements and affordable food access for low-income families.
 
We require £51,200 in total funding for startup costs and early operations, with a further £13,800 as working capital. We break even by Month 4, with projected Year 1 revenue of £62,000 and Year 2 revenue of £95,000. Our competitive edge comes from zero food miles, regenerative farming practices, and a legally protected social mission that aligns with investor priorities for sustainability and community benefit.
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[bookmark: _Toc120719593]Business Description 
AgroProduce is a local, community-focused farm that combines traditional growing methods with modern sustainable practices. We address two key local issues: the lack of truly local, traceable fresh produce, and limited access to affordable healthy food for vulnerable groups in Reading and surrounding areas. Unlike large suppliers, we operate a closed-loop system: waste is composted, water is recycled, and all packaging is home-compostable.

[bookmark: _Toc120719594]Product Description 
- Fresh Produce: Seasonal vegetables, soft fruits, orchard fruit, and herbs grown without synthetic pesticides or fertilisers.
- Ethical Livestock: Free-range eggs, grass-fed lamb, and wild honey, with animal welfare standards exceeding UK legal requirements.
- Community Services: Weekly home delivery boxes, wholesale supply to local shops/cafés, surplus produce donations to Reading Food Bank, and educational farm visits.
- Value-Added Goods: Jams and chutneys made from "imperfect" produce to cut food waste.
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Business Objectives (SMART Objectives)

[bookmark: _Toc120719596]Short-Term Objectives (less than a year)

1. Secure land lease and all required certifications by end of Month 2.
2. Launch core product range and build a customer base of 150 households and 10 local businesses by end of Year 1.
3. Achieve break-even by Month 4 and donate 15% of total produce to food banks by end of Year 1.
4. Cut operational carbon emissions by 30% compared to local industry averages.

[bookmark: _Toc120719597]Long-Term Objectives (More than a year)
1. Expand to 15 acres and achieve full organic certification within 3 years.
2. Create 3 full-time local jobs and launch a community allotment scheme for low-income families.
3. Become the primary local produce supplier for 80% of Reading’s independent food retailers within 5 years.
4. Become a regional leader in regenerative farming, hosting training for new small-scale producers.
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Market Analysis and Marketing Plan

[bookmark: _Toc120719599]Market Analysis (Competitors, Customers, Target Groups)

Competitors
Competitor Strengths Weaknesses AgroProduce Advantage 
National Supermarkets Low prices, year-round stock High food miles, plastic packaging, industrial farming 100% local, plastic-free, profits reinvested in community 
Local Hobby Farms Fresh produce, trusted brand Limited product range, no formal social mission Wider offering, dedicated community support, consistent supply 
Imported Wholesalers Reliable bulk supply Low traceability, high carbon footprint Full transparency, seasonal quality, supports local economy 
 
Customers & Target Groups
1. Primary: Environmentally conscious households in Reading, Caversham, and rural Berkshire; independent cafés, delis, and schools.
[bookmark: _Toc120719600]2. Secondary: Low-income families via subsidised boxes; community groups and charities; tourists seeking local Berkshire produce.


PESTEL Analysis 

Political: DEFRA’s Sustainable Farming Incentive offers grants for eco-friendly practices; Reading Council funds local food security projects; stricter rules on plastic waste and carbon reporting. 
Economical: Cost-of-living pressures have raised demand for affordable, fresh food; consumers will pay a small premium for ethical, local goods; gaps in local supply chains post-Brexit. 
Social: 72% of Berkshire residents say they prefer buying local produce (Soil Association, 2025); growing concern over food poverty and environmental impact of industrial farming.
Technological:  Affordable soil sensors and drip irrigation reduce waste; low-cost e-commerce platforms; digital marketing lets us connect directly with customers. 
Environmental: Climate change increases weather risks; growing pressure to restore soil health and support biodiversity; opportunities to access green funding. 
Legal: Compliance with food safety, animal welfare, and CIC regulations; planning permission for farm infrastructure; organic certification standards. 

[bookmark: _Toc120719601]SWOT Analysis
	Strengths
	Weakness
	Opportunities
	Threats

	CIC social mission builds trust; full traceability; strong local partnerships; low overheads
	Limited initial production capacity; seasonal supply variations; smaller marketing budget 
	Government grants; corporate supplier contracts; zero-waste consumer trends
	Extreme weather disrupting harvests; rising feed/energy costs; large supermarkets launching "local" ranges 
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- Product: Seasonal, plastic-free, fully traceable produce; clear labelling highlighting sustainability and community impact.
- Price: Competitive with supermarket organic ranges; 20% discount for low-income households; bulk trade rates for businesses.
- Place: Farmers’ markets, online delivery, wholesale to local shops, farm collection points.
- Promotion: Social media showing daily farm life; school/community partnerships; referral rewards; press coverage of food bank donations.







[bookmark: _Toc120719603]Management Team 

[bookmark: _Toc120719604]Management Team and Their Background

	Role
	Name
	Background & Responsibility

	Founder & Managing Director 
	Hassan Daniel Fuller
	Hands-on farm experience; Level 2 Agriculture qualification; leads strategy, funding, and compliance. 

	Head of Production
	Pauline Shoemaker
	10 years’ experience in organic growing and small-scale livestock; manages crops, animal care, and land maintenance. 

	Operations & Community Lead
	Mattew Badaboom
	Background in local community projects and sales; manages marketing, deliveries, and partnerships with charities/businesses.
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Founder & managing Director





Operations & Community Head
Head of Production




Delivery and Market Assistance
Seasonal Farm staff 
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- Month 1: Secure land lease and register as a CIC.
- Month 2: Install polytunnel, irrigation, and cold storage; plant first crops.
- Month 3: Launch website and social media; attend first Reading Farmers’ Market.
- Month 4: Achieve break-even; start regular food bank donations.
- Month 6: Secure 5 wholesale contracts with local businesses.
- Month 12: Complete first full harvest cycle; review expansion plans.
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	Source
	Amount
	Purpose

	Private Investor Funding
	£40,000
	Startup
Infrastructure and
Limited stock


	DEFRA sustainable Farming Grant
	£15,000
	Rainwater
Harvesting solar
Power and biodiversity projects

	Founder Personal Investment
	£10,000
	Working capital
Reserve 

	Total Funding
	£65,000
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Cash Flow Forecast  

	Item
	M1
	M2
	M3
	M4
	M5
	M6

	Inflows
	£10,000
	15,000
	£12,000
	£9,000
	£8,500
	£7,500

	Outflows
	£14,300
	16,800
	£14,100
	£8,400
	£7,400
	£6,300

	Net cash flow
	£4,300
	£1,800
	£2,100
	£600
	£1,100
	£1,200

	Closing Balance
	£50,700
	£48,900
	£46,800
	£47,400
	£48,500
	£49,700
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- Year 1 Total: £62,000 (40% household deliveries, 35% wholesale, 15% farmers’ markets, 10% value-added goods)
- Year 2 Total: £95,000 (driven by expanded capacity and new contracts)

[bookmark: _Toc120719611]Cost of Production Forecast
	Cost Type
	Year 1 total
	Notes

	Fixed Costs
	£43,200
	Land lease, insurance, core salaries

	Variable Costs
	£18,800
	Seeds, feed, packaging, seasonal staff

	Total Costs
	£62,000
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- Fixed Costs per month: £3,600
- Average Variable Cost per unit: £1.20
- Average Selling Price per unit: £2.80
- Break-Even Volume: 2,250 units/month
- Break-Even Point: Achieved Month 4, when monthly revenue first covers all fixed and variable costs.
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Operations and Management Plan


[bookmark: _Toc120719614]Production of Good and Service
- Growing: Crop rotation and green manuring to improve soil; rainwater harvesting and drip irrigation to cut water use; natural pest control with no synthetic chemicals.
- Livestock: Rotational grazing for lambs; free-range poultry with 4m² outdoor space per bird; bees kept supporting local pollination.
- Supply: Same-day harvest for orders; electric delivery bikes for local drops; surplus produce collected directly by Reading Food Bank.
- Quality: Weekly checks on crops/animals; annual independent soil testing; full traceability for all products.
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- Farming Tech: Soil moisture sensors to reduce overwatering; cloud-based record-keeping for harvests and animal welfare.
- Business Tech: Low-cost Shopify store for online orders; Xero for accounting; social media scheduling tools.
- Sustainability Tech: Solar panels for farm power; cold storage with energy-efficient cooling.
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- Core Staff: 3 permanent roles (as management team)
- Seasonal Staff: Up to 4 part-time harvest assistants during summer/autumn
- Training: All staff receive annual training in regenerative farming, food safety, and CIC social obligations
- Recruitment: Prioritise hiring local residents and people facing barriers to employment.
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- Year 2: Lease 5 extra acres; add soft fruit orchards; launch a community growing training scheme.
- Year 3: Install on-site processing for value-added goods; secure organic certification; partner with Berkshire College of Agriculture for apprenticeships.
- Year 4–5: Launch a "Grow Your Own" subscription service; become a regional hub for sustainable farming advice.
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APPENDIX B: RESEARCH DATA & STATISTICS
 
Key Market Data
 
- 72% of Berkshire residents actively prefer buying locally grown produce (Soil Association, 2025)
- 1 in 5 households in Berkshire experience food poverty (Reading Borough Council, 2025)
- Organic produce sales grew 8% across the South East in 2024–2025, outpacing general food sales (Soil Association, 2025)
- DEFRA’s Sustainable Farming Incentive offers grants from £1,000 to £70,000 for environmental farming improvements (DEFRA, 2025)
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