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Executive Summary


Coed Celtaidd was small business intended to bring in extra income. It now is a growing business offering services in tree, lawn and garden services in South and West Wales with focus on environmentally responsible land management. The company provides professional landscaping, maintenance and full garden design transformations for both domestic and commercial clients. The long-term goal for this business is to build a family run, sustainable business that can be passed down to future generations. 

The business is currently in the process of transitioning to secure larger commercial contracts, whilst expanding services into premium garden design. With annual revenue now approaching the VAT threshold of £90,000 it is time to make key decisions within the business. Does it remain below the threshold or scale operations and register for VAT to unlock further growth? A complex of factors attributes to this decision and many are faced by small businesses trying to succeed (Schoeman et al., 2022).


Objectives:

Short Term (0-12months)
· Increase local client base by 25% as prices increase 
· Market online towards higher value work such as garden design
· Introduce eco-friendly service packages (wildflower meadows, woodland management)
· Build relationships with local suppliers and councils

Medium Term (1-3 years)
· Expand team and equipment capacity 
· Offer higher valued work in garden design 
· Seccure more contracts with local authorities and businesses

Long Term (3-5 years)
· Move the business to grow capacity for equipment and services 
· Develop a reputation for biodiversity-focused design
· Begin recycling green waste into compost and mulch



Keys to success

In rural areas such as Talley, our business is known through the connections it has with people more than marketing through flyers or media. Though this helps to promote the business image the key to our success in this area has been down to communication, respect, honesty and a hardworking team that cares about its customers. All of these are determinant factors of customer satisfaction that will promote our business (Oktavanny & Sulistiadi, 2022).

Business Description 

Coedceltaidd specialises in: 
· Tree surgery and maintenance 
· Lawn care and general gardening services
· Landscaping and garden transformations

The business has built a reputation within the county with many clients coming from word-of-mouth referrals. Its Welsh identity and name reinforce its connection to the land and heritage, differentiating it from competitors. Although there is a limitation to this strategy as many in Wales don’t speak Welsh, we wanted our focus to be on South and West Wales as well as staying true to our roots. The company is now in a transitioning stage in many areas, one being the move from using subcontractors to hiring in-house employees, making a shift towards a more structured and scalable business model (Stewart & Hoell, 2016).

Sustainability Model

Environmental

· Promote native plants for garden design
· Promote woodland management of native trees
· Using locally recycled green waste into compost 
· Avoiding using pesticides 
Economic
· Offer premium eco-services with higher margins 
· Long term contracts allow for steady income
· Reduce fuel costs by taking on daily projects rather than smaller jobs
Social
· Support local wildlife and ecosystems by planting native
· Educating clients on sustainability like avoiding pesticides 
· Engaging the community to take on their own projects to be sustainable
Resources Required

Physical Resources
· Work vehicles 
· Landscaping equipment (chainsaws, hedge cutter, chipper, strimmer)
· Safety equipment
· Storage and workshop
Human Resources
· Skilled tree surgeon, arborists and surveyors 
· Garden design artists
· Trainee staff
· Administration/marketing support
Financial Resources
· Equipment upgrades 
· Vehicle upgrades
· Marketing and website
· Training and certificates 
Funding Sources:
· Small business grants
· Green grants – Government based
· Business reinvestment 


Market Analysis

The industry overview is clear that the UK gardening and Landscaping industry is growing steadily, driven by the increase interest in outdoor spaces at home, raising property market growth and trends and the demand from commercial properties for stress free property maintenance. This has benefitted sustainability practices as many seek more native plants and influence on biodiversity (Cavender-Bares et al., 2020).

The target market is that of homeowners seeking maintenance, upgrading or transforming their space. This can be done alongside the client to enable enthusiasts to continue gardening as well as receiving support in the garden. We also target commercial clients like landlords of multi properties or second homes, property developers, offices like that of Brecon Carreg.

To understand the costing set up there is need to evaluate the current landscaping industry and its pricing set by location. In more build up areas gardening and landscaping is valued higher than more rural settings such as this one and building merchants can be closer to jobs. There is no relationship being built with these suppliers which has been a real advantage to learning the industry in South Wales (Jones et al., 2014). I would look to meet the market at its higher value costings to consider for more driving and fuel outgoings. As the business has experience in this industry, I would not need to undercut the market as a form of marketing but rather focus on media marketing to push the business and its capabilities (Andreas, 2017). CoedCeltaidd is in a good place to grow with sustainability in mind, especially as demand for land management like native woodland and wildflower meadows grows. If we can commit to achieving the goals we have set ourselves, we will be able to mitigate the cost of employing staff instead of subcontracting and become VAT registered (Majka, 2024). As these are the limitations facing this business to date. With no restrictions such as these and a keen focus on marketing revenue should grow and the business become more stable. If this transition puts strain on the relations formed with customers or expenses become too great, then the business will no longer be viable. As we face a new era of sustainability we can promote this industry in a new way. Combining practical skills with a clear environmental identity which many competitors lack can also be the opportunity this company needs. The benefit of sustainability is the industry we are important to be honest as many companies are greenwashing or using engineered control for as a guise for marketing success (Frostenson et all., 2022). Seeking funding from Government grants will unlock the full sustainable potential this company can achieve in areas like staff, equipment and time to mature its presence are essential to success (Gibbons, 2010).


· Competitors include local independent gardeners or handymen - Reach low budget clients although this is becoming less as a competitor as the business moves into higher skilled work. 
· Larger landscaping firms – These services are usually more structured with teams, machines and vans all on finance agreements to fund the business in its growth phase. This is an area that is becoming an increasingly competitive area as we try to expand into more garden design. Currently we offer a combination of services and sit in the middle of these markets providing professional quality with personal care.

SWOT Analysis


Political:  Local council regulations on waste disposal, green waste, bonfires and the use of chemicals can all affect daily operations for this business. Planning permissions can be required for fencing work in areas of listed buildings and landscaping work may need to go through certain council boards before it is approved. Government incentives encourage biodiversity, native planting of trees and wildflowers and landscaping in a way that is eco-friendly creates more opportunities for this business to grow. As private gardens collectively have more green space than any other area it has the most potential for change and supporting sustainability (Heezik et all., 2012). For this business grounds such as graveyards, parks and parish councils rely on the stability and use of the business or buildings. 

Economic: Every year the cost of fuel increases directly impacting operations for transport in vans, cars and the use of petrol machinery. Materials such as timber, slabs, aggregates continue to fluctuate, affecting quotes and their chances of being accepted. Customer spending can also be affected by inflation as customers will put off non-essential landscaping work (Yadiyal, 2025). Budgeting and diversifying services (Tree felling, clearances and pressure washing) is affected in seasonal income variation as spring, summer and autumn clients are focused on their gardens and grass cutting or landscaping. There are still opportunities for upselling as households are investing in outdoor spaces with investments.

Social: There is growing interest in low-maintenance gardens, gravel or artificial grass. Wildlife-friendly gardens, ponds, meadows, wildflower and native plants are also growing in interest and becoming a main source of income for this company. We offer regular maintenance packages to help with busier families. An aging population also increases business for the business with greater demand for help. 

Technological: Petrol machines are facing higher costs and regulations. Battery powered tools are becoming more attractive to customers who want to help the environment and wildlife. Business management tools like QuickBooks and Invoicefly reduce admin hours and streamline work. Social media visibility like before and after photos, reels and ads help to bring in new clients and online reviews on Facebook and google strongly impact customer trust. 

Legal: Insurance requirements like public liability, tool cover, employers’ liability cover against theft and damage to tools or client’s property. Health and safety legislation affects tree work, machinery, chemicals and working at height. All this needs to be taught to staff or sub-contractors to validate legal cover (Challoumis, 2024). Waste carriers’ licence is required to transport green waste, and fines are up to £5000 if found without one. Contracts and written agreements are becoming important in disputes, cancellations and payment terms to ensure work isn’t carried out under miscommunication or false intensions. 

Environmental: The weather is unpredictable which impacts scheduling, grass growth and the workload. Flooding affects sowing grass seed and drainage and will cause damage to the ground, and this becomes costly to repair. Seasonal challenges like summer growth, grass cutting, re-seeding differs to winter work which declines. Tree disease increases demand for tree removal and replacement.


Strengths: 
· A strong local reputation
· Offering a range of services
· Growing demand for landscaping and design services
· Ability to scale with employees 

Weaknesses:
· Limited workforce at current
· Transition phase from subcontractors to employees
· Potential cash flow issues with transition 
· Weather dependent work
· High equipment and fuel cost

Opportunities:
· Higher commercial contracts provided reliability 
· Garden design demand increasing – Higher profit
· Online presence and branding 
· Expansion into other sectors such as patios and building work

Threats: 
· Local competition undercutting prices
· Economic downturn affecting discrepancy spending
· Material costs increasing
· Rising fuel costs

Financial Cash flow (Monthly Estimate)

Income: 
· Domestic maintenance Jobs = £2000
· Commercial contracts = £3,470
· Project or garden design = £4030
Total Revenue: £9,500

Expenses:
· Subcontracting = £4000
· Fuel and Transport = £480
· Equipment maintenance = £600
· Insurance = £400
· Marketing = £100
· Miscellaneous = £300
Total Costs = £5,880
Net Profit: £3,920 (Before Tax)


Contingency Plan

Creating a contingency plan must include weather disruption as this significantly affects many projects like lawn renovations. Having time to focus on admin, servicing equipment and cleaning the workshop is important to take on during these times. Offering seasonal packages helps tailor schedules to the weather. We also face financial risks such as maintaining an emergency savings buffer. This has been needed many times in the past which has caused cash flow problems when numerous machines need servicing at the same time. I will need to set aside more money each month to prepare for these events. Many companies in this position trade in their machines every couple of years to ensure their machines are always up and running. This is something we would like to strive towards though it isn’t current something we can achieve. As we’re now facing a more transitional stage in the company it is important to evaluate our outgoings and see where cuts can be made. Through this last winter we have become more aware of the need for more back up equipment especially now that we’re faced with employing staff, with many machines in servicing during these months. There is an increasing need to train staff to be competent in all areas of the business and not just their strengths to allow for better flexibility in rotas. When looking at the market risks there is a demand for the services we provide however, experience in new areas such as garden design, patios and lawn renovations take time to build confidence and to be competitive to others in the industry. This puts us at a greater risk of diversifying and growth. All being said, the need to decide is now upon us and we feel it is best to face this transition phase and grow the business by diversifying into these areas. As a contingency to this change, we have put members of the team through chainsaw courses as this is one area that produces a high profit but is also an area where we can undercut in the market to gain experience.


Conclusion


Through this business plan it has made me more aware of the importance of contingency planning as well as evaluating how this business can successfully thrive in this industry. With growing interest in sustainability and biodiversity this business has a real chance of becoming successful if it can begin to maximise finances and minimise expenses. As people’s habits change, they place more interest in their surroundings and as a result become more aware of their footprint. If this business can learn to adapt with the changing industry and manage the different variables such as political, economic, technological, social, legal and environmental it will be able to meet its objectives and be passed down through generations to come. 
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