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[bookmark: _Toc120719591]Executive Summary

Grounds to Gourmet Ltd will collect fresh spent coffee grounds from independent Birmingham cafés by electric cargo bike and use them as part of a controlled substrate for growing oyster mushrooms. The business will sell same-day mushrooms to restaurants and households, countertop grow kits online and at markets, and practical workshops for companies and the public. Its promise is simple: visible local waste becomes fresh local food.
The model answers two needs at once. Café partners gain a useful route for separated coffee grounds and a story they can share with customers. Chefs receive unusual mushrooms harvested close to delivery, with a batch QR code showing the café source and harvest date. Paid corporate workshops and product margins will also fund six free community sessions and eight paid six-week placements for local 18 to 24-year-olds during the first year.
The venture requires £19,500 at launch, funded by £7,500 of founder savings and a £12,000 Start Up Loan. The first-year goals are to sign 12 café partners, divert at least six tonnes of coffee grounds, sell 1,200 kg of fresh mushrooms and 400 kits, and reach monthly operating break-even by month nine. A small limited company structure supports investment, protects personal assets and allows the concept to expand to a second neighbourhood hub after the model is proven.








[bookmark: _Toc120719592]Business Concept
[bookmark: _Toc120719593]Business Description 
[bookmark: _Toc120719595]Grounds to Gourmet is a Birmingham-based microfarm that will produce oyster mushrooms using a substrate mix that primarily uses fresh coffee grounds collected from partner cafes. The coffee grounds are already heated during brewing and, if collected quickly and handled hygienically, can form part of a practical low-tech growing substrate (Urban Farm-It, 2023).

The business will operate on a short, local production cycle. Partner coffee cafes will be provided with labelled collection buckets. The grounds will then be collected, inspected, mixed with mushroom mycelium and packed into grow bags. After incubation, the mushrooms will be moved to a humidity-controlled grow room, harvested and delivered to customers. The used substrate will be offered free of charge to community gardens for composting.

An electric cargo bike will support both collection and local delivery, reducing the reliance on vans in Birmingham city centre. Initially, the business will operate as a private limited company, giving the founder limited personal liability while providing an appropriate structure for future investment and growth.

Business Objectives (SMART Objectives)

[bookmark: _Toc120719596]Short-Term Objectives (less than a year)
1. Establish collection partnerships with at least eight independent Birmingham cafés within the first six months of operation.
2. Divert at least four tonnes of spent coffee grounds from general waste during the first 12 months, recording the weight collected from each partner.
3. Reach a consistent production level of 40 kilograms of saleable oyster mushrooms per week by the end of month nine.
4. Secure at least 20 regular business customers, including restaurants, cafés and independent food retailers, by the end of the first year.
5. Achieve average monthly sales revenue of £6,000 by month 12 through mushroom sales, growing kits and paid workshops.
6. Deliver six community workshops and engage at least 90 local participants during the first year.
7. Maintain customer satisfaction of at least 85%, measured through short online surveys and repeat-order data.
[bookmark: _Toc120719597]Long-Term Objectives (More than a year)

1. Increase production capacity to 100 kilograms of oysters per week by the end of year three.
2. Expand collection network to at least 25 Birmingham cafes and reuse 15 tonnes of coffee grounds annually by year three.
3. Supply at least 50 regular restaurants, cafes, retailers and other business customers in Birmingham and the West Midlands by the end of year three.
4. Achieve operating profitability within year two and maintain a minimum net profit margin of 10% by the end of year three.
5. Create three paid local jobs by the end of year three, including at least one entry-level opportunity for a young person.
6. Deliver at least 20 training workshops each year, starting in year two, reaching at least 300 community members annually.
7. Develop and test one additional mushroom variety or food waste-based product by the end of the second year, launching it if customer trials show sufficient demand.
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[bookmark: _Toc120719599]Market Analysis (Competitors, Customers, Target Groups)

Grounds to Gourmet will operate within Birmingham’s local food, hospitality and sustainable lifestyle markets. Birmingham had a population of approximately 1.14 million at the 2021 census, providing a large potential customer base (ONS, 2022). The business will focus on customers who value freshness, local produce and environmental responsibility.

The primary target group will be independent restaurants, cafes, street food businesses and delicatessens located within five miles of the farm. These customers require a regular supply of fresh ingredients and often use local sources as part of their own brand. Oysters offer chefs an appealing texture and can be used in vegetarian, vegan and meat dishes. Weekly subscriptions will provide business customers with predictable supplies, while helping Grounds to Gourmet plan production.

The secondary target group will include eco-conscious households, home cooks, vegans, vegetarians and foodies aged approximately 22 to 45. Fresh mushrooms will be sold through local markets, partner cafes and online pre-orders. Home growing kits will be targeted at families, students, gardeners and customers looking for unusual gifts.

Schools, youth organisations and community gardens will be a third target group for educational workshops. Partner cafes will also be important stakeholders as they will provide coffee grounds, promote the circular business story and potentially supply the growing kits.

Competition will come from three main sources:

Competitor comparison
	Competitor
	Offer
	Strength
	Gap Grounds to Gourmet uses

	Urban Farm-It
	£24.99 blue-grey oyster kit; online cultivation content
	Recognised specialist range and beginner guidance
	Kit-led; the cited product is paused and it offers no Birmingham waste loop

	The Mushroom Emporium
	Fresh gourmet mushrooms, grow boxes and wholesale blocks
	Established farm, broad range, chef relationships
	Derbyshire-based; less immediate harvest-to-chef route and no local youth offer

	Supermarkets
	Low-cost standard mushrooms
	Convenience, scale and familiar buying habit
	Limited speciality choice, traceability and experience


Note. Competitor information from Urban Farm-It (2026) and The Mushroom Emporium (2026).
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PESTEL Analysis

	Factor
	Opportunity or risk

	Political
	England's workplace recycling rules require relevant organisations to separate food waste. Micro-firms enter the rules by 31 March 2027 (DEFRA, 2025).

	Economic
	Food and non-alcoholic drink prices rose 2.2% in the year to May 2026, so chefs remain price-sensitive (ONS, 2026).

	Social
	Customers increasingly expect local stories to be visible and credible, while some young adults need a first paid workplace reference.

	Technological
	Low-cost humidity, temperature and carbon-dioxide sensors can improve consistency, but failure can spoil a crop.

	Environmental
	The model uses an existing organic by-product and returns spent substrate to compost, but electricity, plastic bags and contamination still create impacts.

	Legal
	Food producers must register with the local authority at least 28 days before trading (Food Standards Agency, n.d.). Hygiene, labelling, employment and data rules also apply.
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SWOT Analysis

	Strengths
	Weaknesses

	Uses locally collected coffee grounds, reducing raw-material costs and waste.
	Limited production capacity during the first year.

	Fresh mushrooms can be harvested shortly before delivery.
	Mushroom production is vulnerable to contamination and equipment failure.

	Electric cargo-bike collections and deliveries support the environmental brand.
	The founder may initially manage production, sales and deliveries alone.

	Several income streams: fresh mushrooms, growing kits and workshops.
	Oyster mushrooms have a short shelf life and require careful stock planning.

	Strong local story that appeals to cafés, restaurants and environmentally conscious customers.
	The business may find it difficult to compete with supermarket prices.

	Opportunities
	Threats

	Growing customer interest in local food, plant-based meals and waste reduction. 
	Established mushroom farms and supermarkets can offer lower prices and larger quantities.

	New workplace recycling rules may encourage cafés to separate their coffee grounds.
	Rising electricity, rent, transport and labour costs could reduce profit.

	Partnerships with restaurants, schools, markets and community gardens.
	Contamination, pests or unsuitable growing conditions could destroy crops.

	Expansion into additional mushroom varieties, subscription boxes and food products.
	Customers may reduce spending on premium food and growing kits during economic difficulties.

	Potential access to environmental grants, community funding and business awards.
	A café partner could stop supplying grounds or a competitor could copy the business model.
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	Element
	Market consideration
	Business response

	Product
	Customers and chefs need fresh, distinctive products with a credible local and environmental story.
	Offer freshly harvested oyster mushrooms in 250g and 500g packs, home-growing kits and practical workshops. Use recyclable labels with the harvest date and café-source story.

	Price
	Restaurants are price-sensitive, while household buyers may pay more for freshness, convenience and visible environmental value.
	Use competitive premium pricing, weekly chef subscriptions and volume discounts. Price growing kits against national online rivals and reward repeat purchases.

	Place
	Fresh mushrooms require short delivery routes, reliable availability and convenient ordering.
	Sell directly to Birmingham restaurants, partner cafés, local markets and households through online pre-orders. Use fixed cargo-bike delivery days to reduce cost and waste.

	Promotion
	Target customers respond to recipes, samples and measurable local impact more strongly than to broad environmental claims.
	Use Instagram and TikTok harvest videos, chef samples, market tastings, café QR codes, referral offers and workshop stories. Report the kilograms of coffee grounds reused.


[bookmark: _Toc120719603]Management Team 

Grounds to Gourmet will begin with a lean, founder-led structure to control fixed costs. The founder will remain accountable for strategy, finance, café partnerships, compliance and daily production. Specialist roles will be added only when recurring sales justify them, while bookkeeping and year-end accounts will be outsourced. This structure gives the business clear responsibility without carrying a large payroll during the start-up period.

[bookmark: _Toc120719604]Management Team and Their Background

	Role
	Background and responsibilities
	Appointment

	Founder and Managing Director
	Leads strategy, budgets, café agreements, compliance and production planning. Before launch, the founder will complete Level 2 Food Safety and HACCP-awareness training and gain practical mushroom-cultivation experience.
	Full-time from launch

	Production and Food Safety Assistant
	Supports substrate preparation, inoculation, climate checks, harvesting, cleaning and batch records. The recruit should have food-handling or horticulture experience and will receive training in the farm's procedures.
	Part-time from Year 2, or earlier if production reaches 40 kg per week

	Sales and Community Coordinator
	Manages orders, market stalls, social media, café relationships and workshops. The role requires customer-service, communication and basic digital-marketing skills.
	Handled by the founder in Year 1, then developed into a part-time role

	External Bookkeeper or Accountant
	Provides bookkeeping checks, payroll support, tax returns, year-end accounts and periodic cash-flow reviews. This is a professional service rather than an employee position.
	Outsourced monthly or quarterly








Organisational Chart
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Year 1: the founder covers operations, sales and community work. Year 2: the first part-time production and coordination roles are introduced. By Year 3: the structure supports three paid local jobs, while finance and specialist advice remain outsourced.
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	Period
	Key milestone
	Success measure

	Pre-launch
Weeks 1 to 4
	Incorporate the company, secure suitable premises, arrange insurance and complete food-business and waste-handling registrations.
	Legal and operational requirements completed before trading.

	Months 2 to 3
	Install incubation and fruiting equipment, write hygiene procedures, complete trial batches and sign five café collection partners.
	Repeatable crop quality and five signed café agreements.

	Month 4
	Launch commercial sales to restaurants and households, activate online pre-orders and attend the first local market.
	First five regular business customers and first repeat household orders.

	Month 6
	Expand to eight café partners and improve collection and delivery route density.
	At least 25 kg of saleable mushrooms per week.

	Month 9
	Reach stable weekly production and introduce home-growing kits after customer testing.
	40 kg per week and fewer than 10% of batches lost.

	Month 12
	Meet the first-year commercial and community targets.
	20 regular business customers, £6,000 average monthly sales, four tonnes of grounds reused and six workshops delivered.

	Year 2
	Recruit part-time operational support, increase output and achieve a full year of operating profitability.
	60 kg per week, 20 workshops during the year and positive operating profit.

	Year 3
	Scale the Birmingham network while maintaining the short local supply loop.
	100 kg per week, 25 café partners, 50 regular customers and three paid local jobs.
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Base case forecast for the first 12 trading months
The forecast covers the first 12 trading months after the setup period. It uses cautious monthly sales growth, a phased increase in fixed costs and a five-year loan repayment. Figures exclude VAT and corporation tax and are rounded where appropriate.
	Year 1 sales
	Contribution
	Net cash increase
	Closing cash

	£51,768
	£40,010
	£9,224
	£10,524




[bookmark: _Toc120719608]Sources of Finance 

Grounds to Gourmet requires £19,500 to launch. The funding mix balances the founder's commitment with affordable external finance and avoids giving away ownership at an early stage.

	Source
	Amount
	Share
	Reason

	Founder savings
	£7,500
	38.5%
	No interest or repayment. Demonstrates commitment and reduces borrowing.

	Start Up Loan
	£12,000
	61.5%
	Five-year repayment at 7.5% fixed interest. Estimated payment is £240.46 per month.

	Total
	£19,500
	100.0%
	Provides equipment, premises preparation and opening working capital.



The Start Up Loans programme offers loans from £500 to £25,000, terms of one to five years, no setup fee and 12 months of mentoring. The fixed interest rate is 7.5% for applications submitted from 6 April 2026 (Start Up Loans, 2026).
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Use of Start-up Funding

	Start-up item
	Amount

	Deposit and initial rent
	£2,400

	Premises fit-out
	£3,250

	Humidity, ventilation and racks
	£4,200

	Pasteurisation and cold storage
	£2,250

	Electric cargo bike and boxes
	£3,600

	Spawn, bags, crates and packaging
	£1,050

	Insurance, registration and testing
	£650

	Website, sampling and promotion
	£800

	Opening working capital
	£1,300

	Total
	£19,500
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The cash flow starts with £1,300 of working capital after the one-off equipment and fit-out costs are paid. Fixed operating costs rise from £1,200 in Month 1 to the full £2,750 monthly level in Month 6. This reflects gradual recruitment, marketing and production activity.
	Month
	Sales inflow
	Variable cost
	Fixed cost
	Loan
	Net flow
	Closing cash

	Month 1
	£1,500
	£338
	£1,200
	£240
	-£278
	£1,022

	Month 2
	£2,076
	£472
	£1,450
	£240
	-£86
	£935

	Month 3
	£2,670
	£610
	£1,700
	£240
	£120
	£1,055

	Month 4
	£3,264
	£748
	£2,000
	£240
	£275
	£1,330

	Month 5
	£3,960
	£904
	£2,300
	£240
	£516
	£1,846

	Month 6
	£4,832
	£1,150
	£2,750
	£240
	£692
	£2,538

	Month 7
	£4,970
	£1,131
	£2,750
	£240
	£849
	£3,386

	Month 8
	£5,280
	£1,199
	£2,750
	£240
	£1,091
	£4,477

	Month 9
	£5,552
	£1,250
	£2,750
	£240
	£1,312
	£5,789

	Month 10
	£5,742
	£1,296
	£2,750
	£240
	£1,456
	£7,245

	Month 11
	£5,882
	£1,318
	£2,750
	£240
	£1,574
	£8,819

	Month 12
	£6,040
	£1,344
	£2,750
	£240
	£1,706
	£10,524

	Year 1 total
	£51,768
	£11,758
	£27,900
	£2,885
	£9,224
	£10,524



Cash position: The lowest projected closing balance is £935 in Month 2. The forecast therefore remains cash-positive without an overdraft, but weekly cash monitoring is important during the first three months.
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Coffee grounds are supplied by partner cafés without a purchase price. The main variable costs are mushroom spawn, supplements, growing bags, packaging, electricity, water and workshop materials. Costs increase with production volume, while fixed costs rise gradually during the first five months.

	Cost category
	Year 1 forecast
	Calculation basis

	Mushroom production
	£5,060
	£2.20 per kg sold

	Growing kit materials
	£5,180
	£7.00 per kit

	Workshop materials
	£1,518
	£4.40 per public place and £80 per corporate session

	Total variable production cost
	£11,758
	22.7% of Year 1 sales

	Fixed operating costs
	£27,900
	Phased to £2,750 per month from Month 6

	Loan repayments
	£2,885
	Approximately £240.46 per month

	Total Year 1 cash operating cost
	£42,544
	Excludes start-up equipment already funded
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	Measure
	Result
	Meaning

	Reference monthly sales
	£4,832
	Month 6 sales mix

	Reference variable costs
	£1,150
	23.8% of sales

	Contribution margin ratio
	76.2%
	Sales less variable costs

	Full monthly fixed cost
	£2,750
	Normal operating level

	Operating break-even sales
	£3,609
	Covers operating costs

	Cash break-even sales
	£3,924
	Includes loan repayment

	Month 12 margin of safety
	40.3%
	Sales above break-even



Break-even decision: Planned sales first exceed the full cash break-even level in Month 5. Management will treat Month 9 as the secure milestone, after several months of positive cash flow and stable crop quality.
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Grounds to Gourmet will operate as a small private limited company. The founder will lead production, supplier relationships, sales and finance during the launch period. Standard operating procedures will cover hygiene, batch identification, temperature and humidity checks, harvest records, packing and product complaints.
The founder will review five measures every week: kilograms of coffee grounds collected, saleable mushroom yield, batch loss percentage, orders delivered on time and cash available. The targets are crop losses below 10%, more than 95% of orders supplied as agreed and no unrecorded batch movement.

	Responsibility
	Main duties
	Control

	Founder and Managing Director
	Business decisions, café agreements, finance, marketing and performance review.
	Weekly dashboard and monthly cash review

	Production support
	Substrate preparation, crop checks, harvesting, cleaning and packing.
	Batch sheets and hygiene checklist

	Delivery and customer support
	Cargo-bike routes, order handover, bucket returns and customer feedback.
	Route log and delivery confirmation

	External specialists
	Bookkeeping, equipment maintenance and food-safety advice when required.
	Monthly or quarterly review
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1. Plan a route. Confirm collection volumes with café partners and prepare clean, labeled buckets.
2. Collect and receive. Use an electric cargo bike, record the source and time of collection, and then verify each batch.
3. Prepare the substrate. Remove any unusable material, weigh the ground culture, and mix it with mycelium and approved additives.
4. Fill and label the bags. Seal each grow bag and assign a batch code related to the café source and the date of preparation.
5. Incubate. Store the bags in the incubation area and record the temperature, condition, and any signs of contamination.
6. Harvest and inspect. Move the finished bags to the fruiting room and monitor humidity, fresh air, and cleanliness.
7. Harvest and package. Harvest mushrooms shortly before delivery, sort them, record the harvest, and pack them in labeled containers.
8. Delivery and material removal. Deliver orders by cargo bike, collect empty buckets, and offer used substrate to community gardens.
Weekly Production Timetable
	Day
	Main activity
	Owner

	Monday
	Main coffee-ground collection, inspection and substrate preparation
	Founder and assistant

	Tuesday
	Bag filling, inoculation, labelling and batch records
	Production team

	Wednesday
	Fruiting-room checks, first harvest and order confirmation
	Founder

	Thursday
	Packing, restaurant deliveries and growing-kit assembly
	Founder and assistant

	Friday
	Second collection route, crop checks, cleaning and stock count
	Production team

	Saturday
	Market sales, workshops or direct deliveries when booked
	Founder and session helper

	Daily
	Sensor checks, sanitation, rejected-batch log and cold-storage check
	Person on duty
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The company will use simple and affordable technologies that improve production stability without making it dependent on complex automation. Manual checks remain a fallback option in case of sensor or internet connection failure.
 
	Technology
	Purpose
	Backup or control

	Humidity, temperature and carbon-dioxide sensors
	Monitor fruiting conditions and warn the team when readings move outside working limits.
	Daily manual reading recorded beside sensor data

	Humidifier and extraction fans
	Maintain moisture and fresh-air exchange in the fruiting room.
	Visual crop check and backup humidifier

	Pasteurisation equipment and cold storage
	Prepare substrate safely and protect harvested mushrooms before delivery.
	Temperature log and maintenance schedule

	Digital batch register and QR codes
	Link each bag and product batch to its café source, dates, yield and customer.
	Paper batch sheets stored weekly

	Website and order system
	Accept kit orders, workshop bookings and restaurant enquiries.
	Orders exported weekly and backed up

	Accounting and cash-flow software
	Track sales, expenses, loan payments and overdue invoices.
	Monthly review with a bookkeeper

	Route-planning application
	Group café collections and deliveries to reduce travel time and battery use.
	Printed route available for each run
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Hiring will be based on sales and production volumes. The company will not add fixed payroll costs until demand recovers and cash remains above the minimum operating reserve.

	Timing
	Role
	Main duties
	Employment basis

	Months 1 to 5
	Founder
	Production, sales, collections, delivery and administration
	Full responsibility during launch

	Months 6 to 12
	Part-time production assistant
	Cleaning, bag preparation, crop checks, harvesting and packing
	12 to 16 hours weekly if monthly sales exceed £4,000

	As required
	Session helper
	Support public and corporate workshops
	Paid per confirmed event

	Monthly
	Contract bookkeeper
	Accounts, payroll support and cash reconciliation
	External service

	Quarterly
	Food-safety adviser
	Review procedures, records and staff training
	External specialist

	Year 2
	Production coordinator
	Daily crop planning, quality control and assistant supervision
	Recruited after sustained profitability
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Expansion will be based on demand, crop stability and cash flow, not just sales inquiries. Each stage has a specific decision-making stage, so the business does not add rent, equipment or staff until the current system is working properly.

	Period
	Aim
	Planned action and target
	Decision gate

	Year 1
	Prove the Birmingham model
	Reach regular monthly sales, keep crop loss below 10% and develop 12 café partners.
	Positive cash flow and repeat orders

	Year 2
	Increase local capacity
	Add a second fruiting zone, recruit a production coordinator and target about 60 kg weekly.
	Six profitable months and strong forward orders

	Year 3
	Scale the circular network
	Reach 100 kg weekly, 25 café partners, 50 regular business customers, three paid jobs and 20 workshops yearly.
	Quality and delivery targets maintained

	Years 4 to 5
	Widen products and routes
	Test other mushroom varieties, subscription boxes and value-added foods, then assess a second Birmingham hub.
	Product testing, funding and clear local demand



Expansion Priorities
9. Protect quality first. Don’t increase bag count if contamination, delivery delays, or complaints increase.
10. Make full use of existing space. Improve rack utilization, batch scheduling, and route density before leasing another location.
11. Fund growth carefully. Use retained earnings and appropriate environmental grants before considering increasing debt.
12. Provide visibility to local network. Report on kilograms of soil harvested, substrate returned to gardens, and local jobs created.
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