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1. Introduction and Background

1.1 Executive Summary 

The King’s Arms is a historic 18th century village pub and hotel at the heart of Ballantrae, 
South Ayrshire. It is a key part of village life and a vital amenity for visitors. The business 
was on the market for over 3 years and, although it operated at a small profit until early 
2020, no buyer came forward. With the loss of two other pubs, the dozen or so shops that 
provided everything from shoes to groceries and hardware, and most recently, of the RBS 
branch in the village, the village has already suffered from the disappearance of centres of 
community life. If the King’s Arms were to close permanently, the village would lose its re-
maining social hub and would be less attractive to visitors, resulting in loss of jobs and 
tourism income.


In response to demand from the community, the Ballantrae Trust took over the King’s Arms 
in September 2020 and is now working to relaunch it as a social enterprise, which will be 
run by a new, community-owned cooperative known as the Ballantrae Community Pub Ltd 
(a Community Benefit Society). Redeveloping the King’s Arms will allow Ballantrae to join 
the 600 or so other Scottish communities that own and manage major assets for the benefit 
of local people. If we achieve our goal, we will have restored a well-loved building to its tra-
ditional place at the heart of our community, where among other things, locals and visitors 
can meet to socialise and enjoy food and drink in comfortable surroundings.


This Business Plan replaces the one produced for the Ballantrae Trust in March 2020 before 
the full effects of the Covid-19 pandemic were felt and before the Community Benefit Soci-
ety (Ballantrae Community Pub Ltd) was established.


1.2 The Organisation 

The Ballantrae Trust led the community buyout of the King’s Arms and took ownership of 
the building in September 2020.  Now the Ballantrae Community Pub Ltd has been estab-
lished to move into the operational phase and take the lead on the management of the facil-
ity.


The Ballantrae Trust, which will remain as the asset owner, is a company limited by guaran-
tee (SC581753) and charity (SC048339), incorporated in 2017 to benefit the community of 
Ballantrae, as defined by the Ballantrae Community Council area. It has 131 ordinary mem-
bers and is governed by a board of 11 trustees with extensive professional experience, with 
support from a part-time Development Officer. 


The Trust is responsible for a number of projects as part of its overall mission of supporting 
local businesses, encouraging tourism and developing unique events and ensuring Bal-
lantrae remains a great place to live, work and visit. 


The Community Benefit Society, Ballantrae Community Pub Limited, is based on the ‘Hy-
brid’ Model Rules produced by the Development Trusts Association Scotland (DTAS) and 
will act in line with the Trust’s purposes of community development and rural regeneration 
and will pay all surplus profits to the Ballantrae Trust, which will in turn apply them for the 
benefit of the community. 
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1.3 About the Community 

Although the King’s Arms project will serve both locals and 
visitors, the community of Ballantrae will be the main benefi-
ciary, will have ultimate control over the venture (through 
membership) and will have the greatest stake in its success. 
For the purposes of membership, the community of Ballantrae 
is defined according to the Community Council boundaries 
(pictured). 


Ballantrae is a coastal village 13 miles south of Girvan and 17 
miles north of Stranraer, with a population of about 600. The 
village is on the A77, the busy road link between Ayr, Stran-
raer and Cairnryan with its busy Irish ferry ports, and has a 
Primary School, a small supermarket and Post Office, a thrift 
shop, a medical centre, a parish church, a community hall, a 
library, a play park and recreation ground, a garage with 24hr 
petrol pumps, and a garden centre with coffee shop. There are two hotels (the 5-star Gle-
napp Castle and The King’s Arms), plus several B&Bs, self-catering properties and a cara-
van park. 


With these amenities, the village is a key centre for services used by local residents, visitors 
and people passing through the area, but as with many rural communities, these facilities 
can be vulnerable. Ballantrae falls into the 30% most deprived areas in Scotland according 
to the Scottish Index of Multiple Deprivation (SIMD) 2020; in particular, it is among the 30% 
most deprived communities in terms of geographic access to services and also in terms of 
income and employment. Ballantrae has an ageing population, with 30% of the population 
aged 65 or over (Scotland: 19%) and 55% of working age (Scotland: 64%). According to 
the most recent Census data, a third of households in the village are made up of pension-
ers; at the time of the Census, there were 53 households of one pensioner living alone. The 
loss of centres of community life has put people at risk of becoming increasingly isolated. 


1.4 About the King’s Arms 

The King’s Arms is a two-storey pub and hotel dating back to the 18th century. It is centrally 
located on the village’s Main Street (the A77). The pub includes two bar areas, a lounge, 
dining room and beer garden, while the hotel has 6 bedrooms. Until the community pur-
chased it, it was a family-run business, and although it was still open and running at a small 
profit, the previous owners had been keen to sell for several years. As such, the business 
has seen a lack of investment and our research has identified several opportunities for im-
provement. 


The business was independently valued at £295,000. A building survey carried out in July 
2019 by ARPL architects found the building to be generally in sound structural condition 
with no major defects but identified a number of non-structural issues requiring considera-
tion.


1.5 How this business plan was developed

Engaging with the local community, gathering ideas and feeding back to people who have 
contributed has been key to each stage of the development of the Business Plan created in 
March 2020 for the Ballantrae Trust: 
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• Ballantrae Trust consultation day on November 10th 2019


• Questionnaires distributed at key locations, on social media and door to door 
during autumn 2019, with a total of 312 responses received – 90% of these sup-
ported the purchase of the King’s Arms by the Ballantrae Trust. Door to door 
consultation with many local households by members of the Trust. 


• Publication in the Ballantrae News February 2020 reporting on findings from first 
round of community consultation along with next steps for the project. 


• Q&A published online in January 2020, responding to the questions raised dur-
ing the consultation. 


• Building survey, cost plan and early-stage designs produced by ARPL Archi-
tects. Early stage plans were displayed and people had the chance to comment. 


• Independent Feasibility Study by Community Enterprise, including market re-
search to map existing provision and ensure that the King’s Arms will comple-
ment rather than compete with what is currently offered in the village. One-to-
one interviews with 6 local accommodation providers and 4 other local busi-
nesses, along with community organisations and partners in the tourism indus-
try. Five years of financial information were provided by the previous owners, 
who were also interviewed to gain insight into current operations. 


• 17 letters of support from key individuals, organisations and businesses, includ-
ing the local MP and MSP, South Ayrshire Councillors, the management board of 
the Ayrshire Coastal Path and key businesses in Ballantrae. 


• The business plan was revised by representatives of the Community Benefit So-
ciety and the Development Trust between December 2020and January 2021. 
Support was provided by Community Enterprise and Community Shares Scot-
land.


This Business Plan, produced and led by the Community Benefit Society therefore updates 
that earlier work.


1.6 Note on the impact of the Coronavirus pandemic 

This business plan was originally prepared for the Trust in early 2020, before the effects of 
the COVID 19 and efforts to limit its spread had impacted communities. It was updated in 
March and again in December 2020 by the Community Benefit Society. The management 
committee continue to monitor the situation closely and update short and long-term plan-
ning in response. Volunteer activity at the King’s Arms since the Ballantrae Trust took pos-
session has taken place in line with social distancing. We are working to secure additional 
funding for PPE equipment, screens, hand sanitiser and signage to enable the KA to reopen 
safely to the public as soon as we are able, and to adapt our marketing strategy to take ad-
vantage of changes to consumer behaviour such as the rise in ‘staycations’ by UK visitors.


Although we are aware that we are likely to begin operating in a very difficult business envi-
ronment, we believe that the King’s Arms project could play an important role in the after-
math of the virus, as we continue to address social isolation issues and work to regenerate 
the travel and hospitality industries which play a vital role in our rural economy and which 
will undoubtedly suffer major effects, and to preserve centres of community life.  
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2. Summary of Research 
As outlined in the previous section, we have conducted extensive research within our 
community as well as market research into industry-level and local trends. We have sum-
marised the main findings of the research below.


Community Support 

Locally, there is very strong support for keeping the pub open as a social space and a place 
to eat and drink. 50 people attended an initial open day on 10th November 2019, and 312 
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people responded to the community survey, 90% of them in favour of buying the King’s 
Arms. We have considered the concerns raised by the 7% who were unsure and the 3% 
who did not support the purchase and responded through a series of Q&As published on-
line and via the Ballantrae News. 


Consultation with local stakeholders echoed the feelings expressed in the survey responses 
and 17 local businesses, organisations and individuals including councillors MP and MSPs 
have written letters of support. 


Social need 

Our research sought to identify what people needed from the King’s Arms as well as how 
they would use potential services and facilities:  


Social Need Identi-
fied

Evidence 

Activities to bring 
people together and 
reduce isolation

Survey feedback described a well-used pub as the lost ‘heart’ of 
the community; comments pointed out that the King’s Arms ‘used 
to bring the people of Ballantrae together’ and that it could ‘bring 
the heart of the village back for families to come together’. 

Ballantrae is a rural community, within the 20% most deprived in 
terms of access to services (SIMD 2020), with infrequent public 
transport links. It has an ageing population, and one third of the 
village’s households are made up of pensioners, who are more like-
ly to live alone (18% of pensioner households in the community 
versus 13% in Scotland). This means that it is particularly important 
to have easily accessible local meeting spaces. Research from the 
rest of the UK has shown that village pubs can have a positive ef-
fect on social cohesion.

Several groups already use the King’s Arms to meet: quiz night, 
knitting group, book group and darts league. These would be dis-
placed if the pub were to close, and will be a starting point for a full 
programme of social activities and events. 

A stronger and 
more resilient local 
economy 

Ballantrae is in the 30% most deprived communities in terms of 
income.  
Respondents to the survey felt that ‘retaining the King’s Arms will 
improve the social and economic viability of Ballantrae’ and ‘would 
be extremely beneficial to the economic and social development of 
the village.’

Tourism is a major local industry (third largest employment sector 
after health and social work, agriculture, forestry and fishing). Con-
sultation with local B&Bs and self-catering hosts showed that limit-
ed local amenities already affect visitor experience. Concern 
among these businesses that the loss of a local pub with evening 
meals would put people off visiting, while a good quality pub would 
‘put Ballantrae on the map’ and attract tourism with positive effect 
on local economy.

Local employers already struggle to recruit and retain qualified staff 
in a rural area. In consultation, there was concern that loss of the 
village pub would make this more difficult. 
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Commercial demand 

As part of the research, we have also studied the demand for the services offered at the 
King’s Arms, which has provided us with the context for our financial projections. The key 
gaps identified are shown below:

Local employment Ballantrae is in the 30% most deprived communities in terms of 
employment and the 20% most deprived in terms of income (SIMD 
2020).

80% of survey respondents felt that King’s Arms could create jobs.   

Closure of the King’s Arms would result in loss of 4 regular part-
time jobs (not including the owner-managers), plus casual work for 
young people during summer season. Developing the business will 
keep employment at similar levels, plus an additional post for a 
live-in manager. In the long term, the income generated will be rein-
vested into the community, with the potential to generate further 
employment. 

Training opportuni-
ties for young 
people

At 35%, the proportion of people in Ballantrae who have no qualifi-
cation is higher than average (26% across Scotland). 

71% of survey respondents supported opportunities for training 
and thought these could be offered at the King’s Arms. 

Larger tourism and hospitality businesses in the area rely on re-
cruitment outside the area. Many staff are from other European 
countries, and new visa regulations will have an impact. In consul-
tation, there was interest in joint work to develop a training pro-
gramme and in hiring the young people who would take part. 

Office space for 
The Ballantrae 
Trust and its chari-
table projects

The Ballantrae Trust is an active community development trust with 
a part-time Development Officer, 11 board members, over 50 vol-
unteers and regular input from partners involved in our existing 
work, including the Festival of Food and Drink and Smugglers Fes-
tival, the community website, a programme of music, theatre and 
film, upgrading of local amenities, tourism initiatives and the Bal-
lantrae News.

The Trust is currently dependent on being able to use very cramped 
shared office and storage space at the Community Hall, which is in 
high demand. 

Gap Identified Evidence 

A place for local 
people to get to-
gether for a meal or 
drink. 

No restaurant, café or pub in Ballantrae open after 5pm (except the 
restaurant at Glenapp Castle hotel, a luxury destination restaurant 
targeted at hotel guests)

Consistent feedback from community survey and stakeholder con-
sultation that there is demand for good quality food and drink in 
the village (many local people currently drive elsewhere). 
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Competition and displacement 

A competitive analysis was undertaken as part of feasibility research. To summarise, given 
that the King’s Arms is an existing establishment with a long history in the village, impact on 

Somewhere for vis-
itors to go in the 
evening

The King’s Arms is the only place to eat and drink during the 
evening. 

Self-catering cottages for at least 78 people in the village and its 
immediate surroundings (walking distance). At average occupancy 
rates for the area, this means there will be 6 to 10 groups staying 
in self-catering accommodation at any one time. Two caravan sites 
within 6 miles with accommodation for at least 200. Consultation 
showed that both groups of guests use the King’s Arms currently, 
and are likely to do so more if the offering is improved.   

Industry research shows that self-catering groups spend on aver-
age £136 at pubs, restaurants cafés or bars during their stay. 

Along with families, the area is popular with anglers and shooting 
groups who prefer to go out for food and drink rather than cook. 

Feedback from local accommodation providers is that guests often 
visit the King’s Arms and are signposted there by owners. 

A venue for social 
events 

In the community survey, 78% supported live music at the week-
ends and 77% supported gourmet nights. 86% supported the 
King’s Arms as a place to celebrate family events such as wed-
dings and anniversaries.

The Trust’s existing programme of cultural events and festivals are 
well attended by both locals and visitors: 3000 visitors to the 2019 
Festival of Food and Drink. 

Mid-market, short 
stay accommoda-
tion for visitors

Strong community support for comfortable, reasonably priced 
overnight accommodation on survey (86%).

Most local accommodation is in the form of self-catering cottages 
available for longer stays. Two local B&Bs have limited capacity 
and are consistently busy. 

Strong passing trade from A77 with 3759 vehicles passing a day 
(and high proportion of business travellers). About 10 miles from 
ferry ports at Cairnryan and Port Ryan, serving 1.7 million passen-
gers a year and part of the new The Coig and South West Coast 
300 routes targeting visitors. 

Accommodation 
for workers visiting 
the area: basic but 
comfortable ac-
commodation, with 
good Wi-Fi, offering 
evening meals and 
flexible breakfast 
times. 

Major employers in rail logistics and tourism located in Ballantrae; 
agriculture, manufacturing and wind power businesses in the wider 
area. 

Large part of current accommodation business at the King’s Arms 
is from people traveling for work, including long stays. Existing 
market among companies and contractors working in the area, 
which we will build on with more active marketing. 

Two additional local employers expressed interest in worker ac-
commodation during market research; both require this on a regu-
lar basis. 
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other businesses would come from developing it and marketing it better. Potential for dis-
placement of other pubs and restaurants is very low, as the King’s Arms is the only one in 
the local area. Impact on other accommodation businesses is low in the short term, but as 
the accommodation is improved, some people may choose the King’s Arms who would 
otherwise have stayed elsewhere. This will be mitigated as the pub will attract more visitors 
to the village. Similarly, as the King’s Arms becomes a more attractive place to meet social-
ly, some groups may choose to get together at the Pub and Hub rather than the Community 
Hall, but this should be weighed up against positive impacts on the Hall.  


To test this, independent consultants from Community Enterprise carried out one-to-one 
interviews with the local community spaces, the management of Glenapp Castle Hotel, the 
village’s two B&Bs, the two caravan parks and the self-catering properties in the area. Ac-
commodation businesses reported that they would benefit significantly from having a popu-
lar, high-quality village pub with meals, which would make the village more attractive to visi-
tors who may otherwise choose a different destination. None of these businesses saw any 
potential negative impact from improving the accommodation at the King’s Arms, and five 
of them are among the local organisations that have written letters of support. 


Although the King’s Arms will offer a space where groups can get together, this will com-
plement rather than compete with the existing Community Hall, which is in heavy use, es-
pecially during the evenings. As with food and accommodation, this is an existing service: 
some small groups already meet at the pub. The King’s Arms will suit smaller groups who 
want to meet family and friends in an informal environment, as well as functions requiring 
catering and a licensed bar. Events such as the Festival of Food and Drink, the Smugglers 
Festival and others will be able to take place across both venues, benefiting both spaces as 
well as the growth of these events themselves. We will continue to work closely with the 
Ballantrae Community Association who manage the Community Hall to ensure that this is 
the case. 


Financial Sustainability 

Financial information for the King’s Arms for the past 5 years was analysed as part of the 
research in order to understand where there was potential to develop the business. Al-
though food and drink will bring in income, the high costs of running the pub and seasonal 
and other fluctuations (e.g. road closures) mean that having multiple streams of income is 
key. Five year financial projections show that improving the accommodation and developing 
a programme of events will be key to keeping the King’s Arms as a whole sustainable. In-
come from accommodation has been minimal in recent years, with the rate of occupancy 
estimated to be around a third of the average for hotels in Ayrshire and Arran. The lack of 
online booking is a major factor in this, and feedback from local operators and industry pro-
fessionals is that marketing the accommodation online provides plenty of scope to grow 
this. 
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3. What We Will Do 

3.1 What will be offered at the Community Pub and Hub

At the January 2019 meeting of the Ballantrae Trust the Board described what they thought 
would be happening in the building in 5 years’ time:


“It’s the hub of the community. People travel from a distance to experience the good food 
and drink. Comfortable surroundings where people can read the papers, have a coffee or a 
glass of wine. There’s a bar / bistro / restaurant where there’s always a warm welcome from 
locals and staff and a great atmosphere. It’s value for money and affordable for locals and 
visitors…”
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Since then “The King’s Arms story” has developed as we have spoken with others about 
the challenge, consulted the community and undertaken market research. However, high 
quality, local food and drink remains central. We will re-invent the King’s Arms as a com-
fortable, family-friendly venue that serves food and drink from breakfast to dinner, offering 
tea, coffee, soft drinks and snacks, as well as alcohol, catering to local people, visitors to 
the village and passing trade. 


The redesigned public areas will be used to host social gatherings, small events and 
acoustic performances, open mic nights, quizzes, games nights, gourmet nights and tast-
ings, training courses, business development activities, service drop-ins and company 
away days. The King’s Arms will also be able to offer catering for events held at the nearby 
Community Hall, as it used to in the past, and larger events will be held across both venues. 
The bar and lounge areas will reflect the identity of the village, its history, local area and 
people. 


Market research suggests that there is a healthy demand for accommodation in the area, 
and catering to this will help to support sustainability of the King’s Arms overall. With tour-
ing itineraries like the South West Coastal 300 and The Coig and walking breaks being 
promoted, more visitors are likely to visit the area for one or two nights and look for ac-
commodation that is not self-catered. The King’s Arms would be unique in offering afford-
able rooms with the option of evening meals (and potentially packed lunches), which also 
makes it attractive to people visiting the area for work. In the long term, building in more en-
suite rooms will help to grow income from accommodation, both through slightly higher 
pricing and by attracting clients put off by a shared bathroom. 


We took the opportunity to move the Trust’s Visitor Information Point to the King’s Arms 
when Craigiemains Home and Garden Centre changed hands in September.  This should 
encourage more visitors to use the King’s Arms.


We also see potential to offer training for young people at the King’s Arms, which would of-
fer a way to gain basic qualifications and experience in catering and hospitality and would 
prepare trainees to be able to access work at other hotels and tourism-focused businesses 
in the area. In particular, the five-star Glenapp Castle Hotel has expressed interest in work-
ing jointly on a training programme. This would meet a need both for young people and for 
businesses, at a time when recruitment is becoming increasingly difficult.  

Owning and redeveloping the King’s Arms in this way will tie into the Ballantrae Trust’s ex-
isting work on promoting tourism, strengthening local business and ensuring that Ballantrae 
remains a great place to live, work and visit. 
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3.2 The Building 

Plans 
Early-stage plans prepared by ARPL Architects show how we would be able to modify and 
upgrade the building to achieve all of our aims:


Ground floor:


� 


First floor:


� 
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Usage Schedule  

We plan to run the King’s Arms on the following schedule:


Wayleaves and Public Rights of Way 

Our solicitor will check wayleaves and public rights of way that may affect our property al-
though we are not aware of any issues that will impact on how we run the project going 
forward. 


Facility Opening Hours  
Monday to Friday

Opening Hours  
Saturday and Sunday

Public bar 17:00 – 23:00 17:00 – 23:00

Lounge and back 
room

12:00 – 23:00 12:00 – 23:00

Breakfasts 7:30 – 10:30

Early packed or self-serve 
breakfast available upon 
request

7:30 – 10:30

Early packed or self-serve break-
fast available upon request

Daytime and evening 
meals, teas and cof-
fees

12:00 – 21:00 12:00 – 21:00

Social events: quiz 
nights, acoustic per-
formances, darts, food 
and drink specials, 
tasting events, etc.

Two to three evenings throughout the week

Tra in ing seminars, 
business development 
ac t i v i t i es , se rv ice 
drop-ins and other 
events

Daytime and evening, initially around once a month with fre-
quency increasing over time.  

Office space When in use, mostly 9:00 
– 17:00 or as needed for 
events/activities 

Closed except as needed for 
events/activities

Accommodation Open year-round.

Guests can check in in person whenever bar is staffed or man-
ager on duty. 

We will investigate code access or other unstaffed check-in for 
late arrivals.
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Conditions Survey 

Although the building is generally in good condition, the conditions survey and cost plan 
prepared by McGowan Miller Construction Consultants in February 2020 shows that repairs 
need to be carried out to the roof, external walls, windows, rainwater goods and attics at a 
total cost of circa £29,000. 


In addition to this, at an early stage we will carry out refurbishments to the public spaces, at 
an estimated cost of about £31,000. This will include redecorating the bar, lounge and func-
tion room and toilets and converting some of the space on the ground floor into office 
space for the Ballantrae Trust for its staff member, 11 trustees and 50+ volunteers. 


In the longer term, additional upgrades to the building will include alterations to existing 
storage space to add an accessible bedroom and WC to the property, improvements to the 
manager’s accommodation, and upgrades to the hotel bedrooms (converting these to all 
en-suite bedrooms, which are in higher demand among our main customers) and to the 
building’s heating system. 


The total cost for this work (including the repair work and first stage of upgrades to the 
public spaces, as identified above) has been set out in the feasibility-stage cost plan at 
around £301,000. We recognise that this is a large sum of capital to raise and have set out 
our funding strategy in this document. 


Valuation and sale 

An independent valuation was carried out by Shepherd Commercial on February 19th 2020. 
The report gives a market value for the King’s Arms as an operational entity of £295,000. 
The Ballantrae Trust took possession of the King’s Arms in September 2020. 


Lease to Community Benefit Society 

The property will be leased by the Ballantrae Trust to the Ballantrae Community Pub Ltd 
(the Community Benefit Society) initially for a 25 year period.  The details are currently being 
negotiated but in summary the terms are as follows;


• A 25 year lease with 5 yearly review periods (to include the premises, garden 
area and car park)


• A nominal £50 pm rental ( essentially an administration charge)


• Restriction on the ability to reassign the lease.


• Restriction on structural changes without the Trusts written permission (not un-
reasonably withheld) and subject to building warrants.


• Responsibility for all utilities and running costs associated with the Community 
Pub.


• Responsibility for buildings, contents and public liability insurance of the premis-
es.
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3.3 Social Outcomes 

The Scottish Land Fund was one of the main funders for capital funding to purchase the 
building. We believe that the project is a strong fit with the Outcomes of this fund:


SLF Outcome 1: Our communities will achieve more sustainable economic, environmental 
and/or social development through ownership of land and buildings. 

Purchasing and redeveloping the King’s Arms as a village pub and hub under community 
ownership, will address many of the challenges Ballantrae faces and fits well with the Scot-
tish Government’s targets for growth, participation, and sustainability. Providing a comfort-
able and attractive space in which friends and family can meet to socialise, dine and pursue 
common interests, will enrich the lives of all who live in Ballantrae. At the same time, it will 
boost the local economy by providing a place to stop and hospitality for visitors; thus en-
couraging an increase in visits to the area.


Revitalising a business that was formerly central to village life will improve employment op-
portunities. It may also provide opportunities for entrants to the hospitality industry; the 
proprietors of the 5 Star Glenapp Castle Hotel have proposed a joint training scheme, 
which could make a real difference to local school leavers. Those owners are wholly in 
favour of the purchase and redevelopment of the King’s Arms as a community enterprise.


Our aspiration is to provide a welcoming, relaxed and attractive space for eating, drinking 
and social engagement, suitable for all ages. As such the project will strengthen our com-
munity and bring health benefits by impacting on social isolation. By offering good food, 
drink and accommodation at competitive prices, it will encourage tourism and have a sig-
nificant economic impact. It will benefit local businesses, whose letters of support over-
whelmingly recognise the pub’s importance for their guests (and their businesses) by mak-
ing the area more attractive to visit.


Restoring the pub to its former position as the focal point of village life, working for the 
good of the village and its inhabitants, will remove their fears over what might happen if it 
disappeared.


SLF Outcome 2: Our communities will have a stronger role in and control over their own de-
velopment 

The possibility of buying the King’s Arms on behalf of the community, first arose from 
recognition of the opportunities that doing so would offer. It also arose because of the 
awareness that as regards the pub’s future, the fate of our village depended on commercial 
interests and decisions, over which we had no control. Ownership will enable the Trust and 
the Community Benefit Society to shape the future and ethos of this important facility, ex-
panding the business and ensuring that the needs of the community, including those of lo-
cal businesses, are at its heart.

 At the centre of the project is the first objective of the Ballantrae Trust, the advancement of 
community development, which it pursues both by supporting local groups and through 
projects to develop the infrastructure of the village and surrounding area. This has included, 
for example, the development of the playpark and recreation ground, and of a cultural pro-
gramme and events showcasing the local area. As its first major capital project the KA de-
velopment is its most ambitious enterprise to date. 
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With its broad membership structure, and a Board drawn from the local area, the Trust aims 
to facilitate control by local people of developments in their community. This aim motivated 
both the work in consulting the community about their aspirations for the King’s Arms and 
our ongoing invitation to comment on our updates about progress. It also underpins the 
intention to launch a Community Share Offer to part fund refurbishment, via the Hybrid 
Community Benefit Society, thus encouraging the feeling of ownership. It is of particular 
importance to us that this approach to community shares is democratically rooted, in that 
each shareholder, regardless of their financial stake, has one vote.


By establishing a management committee to oversee the enterprise, which will include new 
members from the wider community, alongside members of the Trust, we will ensure that 
the community’s interests are at the heart of the project.


SLF Outcome 3: Our communities own well-managed, financially sustainable land and 
buildings. 

The decision to buy the King’s Arms was underpinned by the wish to increase our commu-
nity’s control over its future by purchasing and managing a socially and financially valuable 
asset. Conscious of the responsibility to ensure that the business is well managed and de-
veloped in ways that ensure a sustainable future, the Trust sought to confirm its viability by:


• commissioning a survey of the building’s condition from architects who also provid-
ed advice about necessary/desirable repairs and refurbishing/ reconfiguring the 
building.


• commissioning a feasibility study about whether the King’s Arms has the potential, 
in community ownership, to grow as a sustainable business, from Community En-
terprise, which underpinned our business plan.


Favourable reports about the state of the building and the feasibility of the project, encour-
aged the Trust to submit successful grant funding bids to the Scottish Land Fund and local 
Community (windfarm) Benefit Fund funds to purchase, manage and develop the King’s 
Arms. The building’s location and potential to attract passing trade, along with local interest 
and the existing visitor market, boosted by the COIG and Southwest 300 driving routes, led 
to the conclusion that there is strong potential for growth.


The Community Benefit Society will put in place a manager with strong skills and experi-
ence in running a pub with accommodation and other areas, including marketing. We will 
then support her/him in appointing a team with the range of skills necessary for a communi-
ty-based enterprise that will host a range of activities. 


The manager will be supported by the management committee of the CBS appointed at the 
first AGM of the CBS comprising elected members, members appointed by The Trust, and 
may include co-opted members selected because of their relevant skills or experience.  
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4. Delivering the Project 

4.1 Governance and strategic management

Management committee 
 
The inaugural Community Benefit Society Management Committee for the King’s Arms is 
currently made up of 3 local volunteers and a mentor from the hotel trade in Ayr and is now 
meeting regularly to plan the share offer and prepare for opening. All decisions are fully dis-
cussed, minuted and approved before implementation.  The inaugural Management Com-
mittee will stand down at the first Community Benefit Society Annual General Meeting and 
a new committee will be elected from the shareholders which may include the current 
founding committee members.

  
We have attended relevant workshops about, for example, Community Shares and commu-
nity-owned shops and pubs, spoken to another community pub in Stirling, watched the se-
ries “Saving Britain’s Pubs” on BBC, benefitted from advice from Community Shares Scot-
land and the Plunkett Foundation and from having a well-respected hotelier in Ayr as a 
mentor who has subsequently agreed to join our management committee. In addition, once 
Covid restrictions are relaxed, we intend undertaking study trips to successful community 
enterprises, including pubs and hotels, to learn from their experience.


We understand the risk of reliance on one key staff or management committee member and 
will ensure through succession planning that we mitigate this risk by ensuring that various 
members of the management committee undertake training, shadowing and mentoring.

Membership structure 

The Community Benefit Society has been established according to the Hybrid Model de-
veloped by the Development Trusts Association Scotland (DTAS) which allows the Commu-
nity Benefit Society to remain linked to the Development Trust. In line with the Hybrid Model 
Rules, the Ballantrae Trust will hold a Community Anchor Share in the Community Benefit 
Society, which will allow the Trust to appoint a number of directors to the board, while other 
directors will be elected by shareholders. As the Community Anchor Shareholder, the Trust 
will receive any profit from the King’s Arms, which will be reinvested into the community in 
line with its charitable purposes. 


Following our Community Share Offer, people who invest in Contributor Shares and who are 
ordinarily resident in Ballantrae (as defined by the boundaries of the Community Council 
Area) will become Community Members of the society. Community Members will be entitled 
to vote on resolutions at member meetings on the basis of one member, one vote (that is, 
regardless of the amount of shares they hold). Community Members may also stand for 
election to the board at the society’s AGM. People who do not live in Ballantrae can apply 
to purchase shares and join the Community Benefit Society, but at least 75% of the Soci-
ety’s membership and at least half its directors must be Community Members, On certain 
key decisions, including any decision to convert, merge or transfer the society’s business, 
Community Members alone may vote.


In this way, members of the local community will have control over the development of the 
King’s Arms.


Policies and procedures 
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Robust processes and procedures are present and will be further developed to ensure 
compliance and monitor performance (financial and outcomes) as the project develops. 
These will be reviewed to ensure that they are suitable to cope with the increased levels of 
activity and responsibility that will come with managing the King’s Arms, as we welcome 
more visitors.


We will write new policies and procedures where necessary for the King’s Arms project, re-
viewing these on a regular basis at our management committee meetings.  Support will 
come from the Trust, other community groups, the South Ayrshire Council Ambition Pro-
gramme, and Voluntary Action South Ayrshire.


4.2 Staffing 

Staff will be required to run the business. King’s Arms staff will be employed by the Com-
munity Benefit Society, but we will be able to draw on the experience of the Ballantrae 
Trust, whose trustees have experience of recruiting, training, managing and supervising 
staff. 


The Community Benefit Society will recruit and employ the following staff: 


Manager(s) 

There will be a need for an experienced, full-time live-in manager to run the business. The 
manager will be responsible for promotion, bookings, customer service and experience, 
stock control and supervising other staff. The manager is likely to undertake a certain 
amount of hands-on work in addition to management duties but may specialise in either 
front-of-house or back-of-house, so additional part-time staffing will be determined once 
the manager is in post.


The skills and experience of the manager are vital to the success of the project: they should 
have experience of running a pub with accommodation, with an understanding of marketing 
to both visitors and local people. Having the right personality will also be extremely impor-
tant: the manager will be a key part of the community and should have the drive and enthu-
siasm to try new things to attract people. This post could be undertaken as a job share be-
tween a couple.


Bar and waiting staff, kitchen assistants  

Part-time staff, with staffing growing as the business develops. In the long term, we will 
work with partners to offer training placements within the King’s Arms, enabling young peo-
ple to gain qualifications in hospitality along with experience in the industry. 


Cleaning 

Part-time cleaner responsible for cleaning and day-to-day upkeep of bedrooms, public ar-
eas and reception. 


Volunteers 

Ballantrae is not short of people who are happy to volunteer for the good of all. 
Many groups rely on volunteers who, for example, serve on the Community Associ-
ation or help with groups such as the Youth Club, Church Guild, Ballantrae in 
Bloom, Coastguard or Bowling Club. In terms of hours given, the greatest beneficia-
ry of voluntary help is BRICC, our community care charity, which staffs its success-
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ful thrift shop, as well as activities for older people, like the lunch club and Tuesday 
club, entirely with volunteers. 


However, feedback from community organisations in Ballantrae has been that there are lim-
ited numbers of people with the time to commit to additional volunteering. As a social en-
terprise with a clear income stream, the Society will operate the pub/hub and accommoda-
tion on a fully staffed basis. However, we still intend to tap into the volunteer spirit in our 
community. 


We have been supported initially by the Ballantrae Trust’s pool of over fifty volunteers, many 
of whom have been keen to support the King’s Arms. Following the Community Share Offer, 
the King’s Arms will have its own membership base and will keep members updated on 
ways to get involved. Beyond the management committee, volunteers will be involved in 
specific events and community initiatives based at the Pub and Hub. We will draw on spe-
cific skillsets within our community, particularly during the renovation period, such as paint-
ing, decorating, interior design, knowledge of the construction industry, hospitality or 
tourism. A small group of volunteers has already been working on renovation in preparation 
to reopen the pub and hub.


4.3 Monitoring and Evaluation

Grant and community shares funding for the development of the building will enable us to 
create a sustainable community-owned asset both meeting local needs and generating in-
come more effectively.  The Management Committee is committed to monitoring progress 
towards social and financial targets and will report back to grant funders and our investors 
in the community. 


We have identified the following key performance indicators (KPIs), which we will monitor 
and review with the Manager on a regular basis: 


• Bar takings


• Number of covers served, 


• Occupancy for accommodation (lower rates to be expected before renovation of 
bedrooms is complete)


• Community and customer satisfaction 


• Economic impact on the community


We will gather this information from:


• Financial data gathered through the Electronic Point of Sale system and our 
booking platform. 


• Short, simple customer feedback surveys, and reviews on social media and on 
travel platforms. 


• A less frequent but more in-depth local survey to record wider community bene-
fit. This will seek feedback on how people use the pub and hub, what difference it 
makes and suggestions for improvement. 


• Feedback from local accommodation providers and other tourism businesses to 
monitor the impact of the King’s Arms. This will include both quantitative (occu-
pancy rates) and qualitative (customer satisfaction) measures.
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The information gathered through our monitoring and evaluation work will be used for a 
number of distinct purposes:


• To help us make the King’s Arms as attractive as possible to the people of Bal-
lantrae and visitors


• To communicate what we are doing with local stakeholders


• To ensure that our services meet demand and are financially sustainable


• To show funders and investors that we have achieved what we have set out to do 


• To contribute to marketing material


4.4 Partners and Learning from Others

We will work with a range of partners. The following will be key to the success of this 
project: 


Potential Partners How the Community Benefit Society can work with them

Community Shares Scot-
land

Advice on formation of Community Benefit Society and 
Community Share Offer. 

Visit Scotland

Existing relationship and joint working with Ballantrae Trust 
already exists. Support services such as an audit of digital 
platforms and market presence, strategy, identifying key tar-
get markets and working with travel trade. 

Participation in initiatives such as South West Coast 300 and 
The Coig to attract visitors to the wider region. 

The Plunkett Foundation 
and the Pub is The Hub 
Campaign

Providing advice and support on running a community pub.

The Ballantrae Trust

Will continue to own The King’s Arms building, leasing it to 
Ballantrae Community Pub Limited. Will hold the Community 
Anchor Share in the Community Benefit Society. All surplus 
profits from the King’s Arms will be paid to the Ballantrae 
Trust for reinvestment in the community. Advice and support 
on specific issues

Ballantrae Community 
Association and Bal-
lantrae Community Coun-
cil

Cooperation on village-wide events and festivals, some of 
which will be hosted across both the Community Hall and the 
King’s Arms, allowing a wider range of activities to take 
place. 

Ayrshire Coastal Path 
Management Board

Joint promotion of the path and accommodation providers / 
attractions on the route. 
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McCulloch Rail 
Willing to discuss participation in local fundraising, e.g. raffle 
prizes. Has previously used staff time/skills to support local 
community projects. Also a potential regular client for em-
ployee accommodation. 

Craigiemains Home and 
Garden Centre / Café

Work with the new owners to promote the village and local 
tourism businesses. 

Glenapp Castle

Will recommend a walk to the village and a visit to the pub to 
GC guests planning days out.  

Interested in development of training placements at KA by 
which young people could gain qualifications to join team at 
GC. 

Support and advice (within reason – staff time limited)

Also a potential regular client for employee accommodation.

Local B&Bs, self-catering 
accommodation & cara-
van parks

Ballantrae Trust runs village website and information point 
promoting accommodation in the village. B&Bs will continue 
to signpost visitors to the pub for evening meals and drinks. 
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4.5 Risk Mitigation 

We have identified a number of potential risks which could impact on the success of the 
Pub & Hub, along with actions required to mitigate these. 


Risk Imp
act

Prob
abilit
y

Existing 
Controls

Action Required Lead 
Respon
sibility

Difficulty 
securing 
capital 
funding

Med
ium

Medi
um 

Discussions 
with funders al-
ready underway

Form a Community Benefit Society, 
which will enable the Ballantrae 
Trust / Community Benefit Society 
to raise funding through Communi-
ty Shares, both for start-up funding 
and other capital costs in the fu-
ture. 


Develop a local fundraising plan, to 
include opportunities from Crowd 
Funding, corporate donations, 
sponsorship, ‘buy-a-brick’ 
schemes and similar.


Develop a phased approach to re-
pairs and upgrades with most ur-
gent and beneficial repairs priori-
tised.


Identify cost savings in feasibility-
stage plan, particularly relating to 
use of local labour and in-house 
project management of smaller 
pieces of work. 

Bal-
lantrae 
Trust 
Trustee
s and 
then 
Man-
age-
ment 
Com-
mittee 
of 
King’s 
Arms, 
with 
support 
from 
Com-
munity 
Shares 
Scot-
land 
practi-
tioner

Fit out 
costs 
higher 
than ex-
pected

Med
ium

Low Building survey 
and cost plan 
prepared during 
feasibility stage, 
including mid-
market costs 
and 10% con-
tingency


Board members 
with project 
management 
expertise

Careful management of project 
costs

Man-
age-
ment 
Com-
mittee

Delivery phases
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Demand 
lower 
than 
expecte
d 

Hig
h

Medi
um

Marketing 
strategy in place 
(but will require 
review given 
evolving 
situation with 
Covid 19) 

Existing 
relationships 
with tourism 
industry 
partners 

Review and implement marketing 
strategy with new Manager 

Complete the re-branding of King’s 
Arms to coincide with relaunch

Manage
r, with 
guidanc
e from 
Manage
ment 
Commit
tee 

Difficulty 
recruitin
g and 
retaining 
a 
suitable 
manager 
and 
other 
staff

Hig
h

Low Attractive live-in 
accommodation 
and location for 
manager

Clearly defined job description and 
professional processes for 
recruitment, management, review 
and disciplinary procedure

Comprehensive training (license 
certification, food hygiene, 
customer service)

Manage
ment 
Commit
tee 
(with 
professi
onal 
support
)

Low 
levels of 
voluntee
r 
availabili
ty

Low High Low reliance on 
volunteers for 
day-to-day 
running of the 
King’s Arms – 
involvement in 
initial period and 
one-off events 
only. 

Existing pool of 
volunteers for 
the Trust’s other 
projects. 

Develo
pment 
Officer

Risk Imp
act

Prob
abilit
y

Existing 
Controls

Action Required Lead 
Respon
sibility
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Loss of 
Key 
Personn
el or 
Board 
Member
s

Hig
h

Medi
um

Good range of 
skills across 
board 

Low reliance on 
volunteers

Training, mentoring and succession 
planning within board

Manage
ment 
Commit
tee

Insufficie
nt 
reserves 
to 
manage 
cash 
flow

Hig
h

Low Board with 
experience of 
managing and 
monitoring 
budgets

Effective management of 
community share offer to ensure 
that a portion of this income can 
be used to support cash flow in 
initial year

Regular monitoring of management 
accounts by board

Careful budgeting and overdraft 
facility

Manage
ment 
Commit
tee, 
with 
regular 
financia
l 
monitori
ng by 
manage
r

Complai
nts from 
other 
organisa
tions/ 
commun
ities 
concern
ed about 
competit
ion

Med
ium

Low Competitive 
analysis 
undertaken 
during feasibility 
study. 

Good existing 
relationships 
with other 
tourism and 
hospitality 
businesses, 
which benefit 
from the Trust’s 
Community 
Website, Visitor 
Information 
Point and 
events and 
festivals. 

Manager to develop working links 
with other accommodation 
providers in Ballantrae and 
surrounding area. 

Manage
ment 
Commit
tee, 
Manage
r 

Risk Imp
act

Prob
abilit
y

Existing 
Controls

Action Required Lead 
Respon
sibility
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5. Marketing 

5.1 Introduction

Community ownership will be an opportunity to bring new people into the King’s Arms, in-
cluding both local people and visitors. We will work to raise the profile of the King’s Arms 
locally, and to highlight Ballantrae as a destination for visitors from across Scotland, the UK 
and in key international markets.


In general, our marketing strategy aims to:


• Establish a new identity for the King’s Arms as a community pub offering high 
quality local produce in a warm, welcoming environment.  


• Attract local residents to visit the King’s Arms for drinks (including tea, coffee and 
soft drinks), meals, snacks, to meet friends or spend time with family, take part in 
activities and events. 


• Raise awareness of the pub and accommodation among visitors, particularly new 
and growing segments: ‘Staycations’, South West Coast 300 and The Coig day-
trips and short breaks, walkers, anglers, overnight camper van parking and local 
employers requiring temporary accommodation, and bus and coach trips once 
these resume


• Continue our work with other local tourism businesses to develop mutually bene-
ficial marketing links and materials that draw visitors to the village and surround-
ing areas. 


• Attract investment in the King’s Arms from the community, businesses and fun-
ders. 


Although new marketing channels will be developed for the King’s Arms, we will be able to 
build on our experience. Ballantrae already has strong channels for communicating with the 
local community, including the Trust’s Facebook page (405 followers) which is regularly up-
dated with local events and news; Information Ballantrae FB page (1411 members) and Bal-
lantrae Village Gala and Events FB page (555 members); the Ballantrae News (distributed 
quarterly to every household in the village); input into the Stinchar Valley magazine, 1500 
copies produced jointly with other communities in the area and distributed quarterly to local 
homes, businesses and tourists; and the community website which it manages and main-
tains. The Trust is well connected to partners in the tourism and hospitality industry across 
South West Scotland and nationally, worked in 2020 with Glasgow Caledonian University 
(GCU) to identify ways in which the Trust can encourage more visitors from the north of 
England and Ireland to visit Ballantrae. Another GCU King’s Arms project is planned for 
2021.  There will be cross-promotion between the Trust and the King’s Arms.  

A named contact on the Management Committee of the Community Benefit Society will be 
responsible with the manager for overseeing King’s Arms communications to ensure good 
relationships with customers, although day-to-day marketing activity will be undertaken by 
King’s Arms staff.
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5.2 Our Customers 

It will be necessary to attract new groups to the King’s Arms, as well as to encourage local 
people to visit regularly. Based on our market research, our main customer groups are:


Customer Group Profile Needs

Pub, restaurant and café 

Ballantrae Residents Village population is a mix of re-
tired and semi-retired people 
and younger people who com-
mute to work outside the village 
or work for local employers. 

Some people who work in the 
village have come from else-
where in the UK and Europe. 

Although some were customers 
(especially for nights such as 
quiz and darts), many local peo-
ple will need to be encouraged 
to return, particularly in a con-
text of ongoing restrictions and 
concern about COVID. 

•A place for drinks or casual 
meals out, especially at 
weekends


•Somewhere to meet friends 
in the evening


•Changing specials to en-
courage repeat visits


•Clear information on safety 
and hygiene procedures


•Weekly or monthly social 
events


•A warm and welcoming at-
mosphere which brings 
people together

Holiday visitors to Bal-
lantrae and surround-
ing area

Young families staying at cot-
tages and holiday parks, and 
older couples with extended 
families at holiday parks. 

Groups of friends staying at cot-
tages for angling and shooting 
(once household mixing permit-
ted). Drawn by countryside, 
fresh air, walks, scenery and an 
escape from city life. 

Visit for long stays during the 
summer and increasingly short 
breaks also during the spring 
and winter. 

Most are British, especially in 
wake of Covid and rise in ‘Stay-
cations’. 

•Somewhere to go out dur-
ing their stay, especially in 
the evenings


•Family and dog-friendly en-
vironment


•Changing specials and 
weekly/monthly activities to 
encourage repeat visits dur-
ing a stay


•Events and activities that 
are welcoming for both visi-
tors and locals
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Day trippers Couples and families visiting the 
wider area, for example using 
The Coig or South West Coastal 
300 routes, or going for walks in 
the area.

•Somewhere cosy to get out 
of the rain when necessary


•Quick friendly service (es-
pecially during the day)


•High quality food, local 
specialties


•Extended kitchen opening 
hours, as may be eating 
outside regular meal times


• Information about what to 
do in the region for onward 
journey planning


•Up-to-date online pres-
ence, including menus; 
opening hours on Google/
Apple Maps and Trip Advi-
sor

Passing trade People who stop off in Bal-
lantrae on the way to or from the 
ferry or visit the area for work. 
Some work trips will involve an 
overnight stay (sometimes an 
extended one). 

•Quick friendly service (es-
pecially during the day)


•For regular work travellers 
and those with extended 
stays, mix of consistent 
menu and changing spe-
cials.

Function space and special events

Ballantrae Residents As above •Cosy, informal space to hire 
for family events and func-
tions


• License and catering easily 
arranged. 

Businesses and or-
ganisations

Businesses from Ballantrae and 
the wider area including engi-
neering and building, agriculture 
and forestry, services and con-
sultancy

•Space for training, seminars 
and away-days – getting re-
mote teams together post 
Covid


•Catering easily arranged

•Optional overnight stays or 

additional activities

Accommodation

Ballantrae Residents As above •Somewhere for visiting fam-
ily members to stay
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5.2 Brand and selling points

There are a range of key selling points that we will be able to call upon to advertise the fa-
cilities at the King’s Arms. 


• A focus on high quality local ingredients


• A friendly, community-oriented space, which strives to be inclusive and welcoming 
for all.


• A venue for social events, training, seminars and away days, offering professional 
catering and a licensed bar. 


• Community-owned. The story of local people coming together to buy the building 
for the community is an inspiring one. 


• Social Impact. The project will market itself as a social enterprise and as it develops 
will feature a wider range of local and ethical suppliers. 


A new brand will be needed to reflect these, and we will commission this along with a new 
website for the business. 


Local employers Companies in and near Bal-
lantrae requiring basic but com-
fortable accommodation for em-
ployees and contractors visiting 
the area, with evening meals 
provided.  Accommodation will 
generally be booked in advance 
by office staff, usually via direct 
contact with the KA. 

Some already use the KA for 
this, but others have indicated 
that they would if room stan-
dards are improved. 

•Convenient availability, 
booking and invoicing


•En-suite rooms

•Early check-out and break-

fast

•Packed lunches available

•Reliable Wi-Fi

•Long-stay and/or single oc-

cupancy pricing

Passing trade People who stop off in Bal-
lantrae on the way to or from the 
ferry. 

•Convenient availability and 
booking


•Late night check-in (possi-
bly via self-check-in) and 
early check-out

Holiday visitors to Bal-
lantrae and surround-
ing area

Particularly couples and those 
visiting for a single night (those 
with larger groups and longer 
stays are likely to use self-cater-
ing options elsewhere). 

European visitors are especially 
likely to visit as part of a longer 
trip, while UK visitors may be on 
a short getaway. 

•A welcoming place to stay 
that gives visitors a chance 
to connect with the com-
munity and get a taste of 
village life


•Online presence and instant 
booking
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5.6 Marketing Strategy

Community Share Offer 
and renovation  
period

Launch year Growth and consol-
idation

Web

•Secure a branding and 
design agency and 
web developer to cre-
ate an instant-booking 
enabled site 


•Dedicated page for 
share offer informa-
tion, with call to action 
on landing page


•Contact online direc-
tories to update con-
tact details and ensure 
old links are removed

•Create profile for ac-
commodation on key 
booking platforms: 
Booking.com, 
Airbnb, Trip Advisor 
Instant Booking and 
Visit Scotland


•Update contact de-
tails and opening 
hours on Google and 
Apple Maps and re-
fresh photography


• Some targeted ad-
vertising through 
Google adwords

•Regularly analyse 
bookings from 
website and plat-
forms to ensure 
effective use of 
marketing budget


•Monitor feedback 
from review plat-
forms


•Seasonal web ad-
vertising cam-
paigns to tie into 
events and trends 
throughout the 
year: e.g. football 
season, angling 
season, Christmas 
period, festivals

Social me-
dia

•Create social media 
profiles: Facebook, 
Twitter, Instagram


•Create content guide-
lines for social media 
to build following. 
Content could include 
Community Pub and 
social enterprise suc-
cess stories, Commu-
nity Shares FAQs, etc.


•Regular updates on 
progress of share offer 
and renovations

• Social media cam-
paign to generate 
interest prior to and 
during launch. Con-
tent could include 
updates on renova-
tion work, features 
on local suppliers, 
competitions, etc. 


•Cross promotion be-
tween Ballantrae 
Trust and King’s 
Arms, and other or-
ganisations in the 
village

•Social media pro-
files regularly up-
dated with spe-
cials, offers and 
events


•Work with travel 
and food bloggers 
with an estab-
lished following to 
feature King’s 
Arms and other 
attractions in Bal-
lantrae

Email

•Begin to build GDPR-
compliant customer 
database (starting with 
community share 
owners)

•Develop newsletter 
via MailChimp or 
similar

•Regular updates to 
community share 
owners 


•Build on database 
and investigate 
promotions to at-
tract repeat cus-
tom
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Print and 
press

•High profile stories in 
local press


•Leaflet drop during 
community share offer

• Stories in all local 
press, newsletters 
and magazines to 
coincide with launch


• Flyers for Visitor In-
formation Point and 
local accommoda-
tion 

•Regular ‘What’s 
On’ updates in 
Ballantrae News & 
Stinchar Valley 
Magazine, featured 
at Visitor Informa-
tion Point and dis-
tributed to local 
accommodation. 

Events and 
word-of-
mouth

•We will closely follow 
Government and NHS 
advice on public 
events during our    
community shares 
campaign and will up-
date our strategy ac-
cordingly. If advisable, 
we will host a launch 
event or series of 
events and drop-ins; 
otherwise, we will 
make use of digital 
and printed media. 

• Launch event or offer 
to attract initial cus-
tomers


• Forum for local 
tourism businesses 
to build links and en-
courage cross-pro-
motion


•Business to business 
campaign targeting 
local employers and 
tour/coach compa-
nies 

•Periodic seasonal 
events and promo-
tions


•Conduct customer 
satisfaction survey 
periodically

Onsite / 
point of 

sale

•Prominent signage on 
King’s Arms building 

•Refresh signage on 
building visible from 
road


• Install attractive no-
ticeboards, leaflet 
displays. Ensure that 
large-print and sim-
plified versions are 
available. 

•Display positive 
ratings and en-
courage satisfied 
guests to leave 
positive reviews on 
social media (but 
avoid pressure)
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6. Funding and Finance 

6.1 Income Generation and Sustainability

Our key income streams will be from food and drink sales, accommodation and hire of the 
venue for functions, training and events. 


Food and drink 

Income projections for food and drink are based on expected customer numbers and aver-
age spend for daytime and evening meals, teas and coffees and drinks at the bar. 


We anticipate that numbers for the first year of trading (year 0) will be low. It is likely that 
parts of the public areas will be closed for renovation and because of Covid-19, and this 
has been reflected in our projections. By year 1, we expect to see levels of business similar 
to those seen under the previous owners (2019: £122,030 in bar and restaurant sales; 2018: 
£135,900), as it will take time to put in place the marketing activities needed to attract cus-
tomers, particularly those from outside the village. By year 2, we expect to see growth in 
customer footfall with food and drink sales rising to over £150,000. 


We have used figures published by the British Beer and Pub Association for similar pubs to 
estimate the cost of sales for food and drink, as a detailed breakdown was not available 
from the owners. 


Accommodation 

The figures for accommodation are based on predicted occupancy. This is likely to remain 
fairly low in the initial years until rooms can be renovated and converted to en-suite, but 
there will be a modest increase due to more effective marketing online. Once rooms have 
been converted, we expect to see increased occupancy in line with market statistics, ad-
vice from Visit Scotland and feedback from other local accommodation providers. 


Functions, events, training and letting 

Initially, the King’s Arms will bring in a small amount of income from local functions and so-
cial events. This will grow in subsequent years once the public areas are fully renovated, 
putting into practice our experience of the Ballantrae Festival Food and Drink and the 
Trust’s programme of music, theatre and cinema.  


Running costs have been based on the financial information provided by the previous own-
ers, with allowances made for changes to the business model where applicable. 


The largest expense will be staffing, which will increase given the need to employ a manag-
er as well as part time staff. 


Financial projections 
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Our full financial projections are shown in the Appendix in this Business Plan. We have 
shown 5 years, for all income streams.


5-Year Cash flow

    2021 2022 2023 2024 2025 2026

Year   Start up 1 2 3 4 5
               

Income              

Share issue   £35,000          

Grants   £42,770 £5,123        

Trading operating 
profit

  £36,101 £139,358 £162,986 £186,282 £191,149 £194,711

Total income   £113,871 £144,482 £162,986 £186,282 £191,149 £194,711
               

Expenditure              

Wages & salaries   £54,706 £105,823 £120,944 £131,321 £134,869 £139,063

Rent payable to 
Ballantrae Trust

  £400 £600 £600 £600 £600 £600

Rates   £1,850 £3,700 £3,700 £3,700 £3,700 £3,700

Licenses   £580 £330 £330 £330 £330 £330

Insurance   £2,300 £2,300 £2,300 £2,300 £2,300 £2,300

Light & heat   £7,100 £12,750 £13,520 £14,061 £14,483 £14,917

Waste manage-
ment

  £488 £732 £732 £732 £732 £732

Fixtures, repair & 
maintenance

  £24,000 £10,000 £3,996 £4,116 £4,239 £4,409

Laundry [pub & 
hub]

  £195 £286 £315 £346 £356 £356

Internet, tele-
phone, print, 
post, stationery

  £1,358 £1,700 £1,700 £1,700 £1,700 £1,700

Website, booking 
& payment sys-
tems

  £3,323 £440 £440 £440 £440 £440

Motor   £180 £240 £240 £240 £240 £240

Accountancy   £0 £2,400 £2,400 £2,400 £2,400 £2,400

Marketing   £2,000 £180 £680 £180 £180 £180

Sundry   £417 £500 £500 £500 £500 £500
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6.2 Funding Strategy

Grant and loan funding: capital and revenue 

We have obtained a feasibility-stage cost plan for full repair and upgrade of the building to a 
high standard. This has been broken down into smaller projects to enable us to prioritise. A 
contingency sum of 10% has been included in all costs in the cost plan and below. In prac-
tice, cost reduction is likely to be possible by the Trust project managing parts of work and 
using local contractors, and we will pursue this wherever feasible. 


Repair and upgrade work will be phased in order to allow us to begin running the business 
within a short period after Covid-19 restrictions have been eased.  Since the Trust took 
possession of the building in September 2020, a small team of volunteers has carried out 
essential renovations to the reception area, lounge bar, dining room and function suite to 
make the pub look and feel welcoming again in preparation for limited opening. 


The Trust worked with a number of grant funders such as Carrick Futures and the Bal-
lantrae Community Fund (both wind farm community benefit funds), as well as the Scottish 
Land Fund to secure contributions towards purchase, management and development 
costs. Based on the cost plan, we will need around £65,300 to carry out the first phase of 
repairs and upgrades (including a 10% allowance for contingency). Once the King’s Arms is 
reopened, we will invest gradually in upgrades such as converting bedrooms to en-suite, 
which will make the business more sustainable in the long term. 


We are also aware of a number of unsecured ‘soft’ loans offered at zero interest for upgrad-
ing community spaces and making environmental improvements to buildings. These offer 
an additional avenue for capital funding for future work if grant funding cannot be secured, 
once the King’s Arms is generating enough profit to service repayments. 


Grant funding: revenue  


We will seek funding towards the cost of employing a manager in the first year, most likely 
from community shares. This individual will be key to the development of the business and 
securing this funding will mean that the manager will be able to be employed at an earlier 
date to ensure that the launch period is successful.


Shareholder in-
terest

BoE 
rate 
plus 
1% 

£0 £0 £0 £385 £385 £385

Shares withdrawn 2% £0 £0 £0 £700 £700 £700

Total expendi-
ture

  £98,898 £141,981 £152,397 £164,051 £168,154 £172,952

               

Net cash surplus 
(deficit)

  £14,973 £2,501 £10,589 £22,231 £22,994 £21,759

               

Opening bank 
balance

  £0 £14,973 £17,474 £28,063 £50,294 £73,289

Closing bank 
balance

  £14,973 £17,474 £28,063 £50,294 £73,289 £95,048
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Community shares and local fundraising  

We are now seeking investment from the local community through Community Shares. 
Studying Community Share Offers for similar ventures elsewhere, such as The Swan Inn in 
Banton and The Black Bull in Gartmore, shows that a target of about £30,000 would be 
conservative and we may be able to raise up to £130,000. We are receiving support from 
Community Shares Scotland to finalise our share offer. 


This funding will cover costs that grant funders will not support, including the acquisition of 
initial stock and a contribution to cash flow during the first year of business.  Community 
Shares may be withdrawable subject to management committee discretion We currently 
aim to pay interest on our shares at the Bank of England Base rate plus 1%, up to a maxi-
mum of 5%, if compatible with the financial stability and long-term interests of the Society 
and this will be confirmed in the share offer. 


We shall continue to explore sources of national and local grant funding to support 
the work of the Community Hub and Pub.


We believe that the shares in the Ballantrae Community Pub Limited will be eligible 
for tax relief under Social Investment Tax Relief (SITR) – this is a government-
backed scheme designed to encourage investment in social enterprises. The Soci-
ety is going through the process of registration for SITR, which should be complete 
before start of trading.


More information on SITR is provided in the FAQs available at: https://www.k-
ingsarmsballantrae.co.uk


6.3 VAT and Corporation Tax

The King’s Arms will surpass the VAT threshold and will need to be VAT registered. Most of 
the products sold will be subject to VAT at standard rate (including hot food to be eaten on 
the premises or taken away, alcoholic drinks, soft drinks, crisps and savoury snacks). An 
Electronic Point of Sale system is already in place which enables accounting for VAT. 


We will seek a formal VAT assessment at an early stage to provide us with guidance on this.  


As a Community Benefit Society, the King’s Arms will be subject to corporation tax. How-
ever, the King’s Arms will gift profits to the Ballantrae Trust as its anchor share holder to be 
used for community benefit. 
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Appendix 1: Community Benefit Society Foundation Man-
agement Committee CVs
Dan Cunningham (Chair of the Foundation MC) is a business analyst, currently working 
as a self-employed contractor. Dan is originally from Manchester and has been living in Bal-
lantrae for over 5 years. He worked for ITV for 13 years, first in a management finance de-
partment and then transitioning to IT project work. Since 2010 he has been self-employed 
and has worked on a wide variety of projects and across many different types of industry 
from the media to pharmaceuticals. 


He project managed and was in charge of the look and feel of the Ballantrae community 
website, and is on the organising committee of the Festival of Food and Drink. He was part 
of the King’s Arms subgroup of the Ballantrae Trust, leading on local fundraising initiatives.


Carol Bell – (Chair of Ballantrae Trust) Carol grew up in Girvan before moving to Reading, 
Berkshire.  She managed a domestic abuse charity for a number of years before she re-
turned home to South Ayrshire, moving into Ballantrae.  She was been a member of the 
Ballantrae Trust since it began and took over from Andy McAlpine as Chair of the Trust and 
King’s Arms sub-group before joining the Management Committee of the King’s Arms 
Community Benefit Society.  

Andy McAlpine (former Ballantrae Trust Chairman and Chairman of the King’s Arms 
subgroup) was a career civil servant who became Head of Training, Development and In-
ternal Communications at The Scottish Executive (now the Scottish Government). He sup-
ported the organisation’s senior team in preparations for Devolution.  In July 1999 he re-
signed to set up his own Management Consultancy business working with senior teams in 
the public and third sectors focusing on leadership and other strategic issues. He was 
Scottish Chairman of the Chartered Institute of Personnel and Development and a member 
of the Ayrshire Hospice Board. He has extensive experience of leading and managing 
teams, project and event management and public speaking. Now retired, he lives in Bal-
lantrae, and was Chair of the Ballantrae Trust until January 2020 and Chair of the King’s 
Arms project sub-group until June 2020.


Grant Steel: Grant currently runs Chestnuts Hotel in Ayr and has many years of experience 
in the hospitality industry. South Ayrshire Council initially assigned Grant to the project as a 
mentor as part of their support for local and community enterprises.  His input has so far 
been invaluable, and we look forward to working even more closely with him in the coming 
months as he has agreed to be coopted to the King’s Arms Management Committee. 
 
We will call on the skill set of the Development Trust when required.
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Appendix 2: Financial Projections
See separate spreadsheets
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