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1. Be a Piece of the Puzzle: Summary 
 

Puzzle Hall Inn Heritage 
 
If what you want is music and legacy (and ale), you’ve found a home. 
 
Originally a dwelling house, the Puzzle Hall Inn dates to the first half 
of the 17th Century, doors opening for the consumption of home-
brewed ale during the early part of the 18th – but it wasn’t until 
1905 that the then landlady of the pub, Mrs Lydia Platt, had a tower 
built to the rear of the building so that she could brew her own 
“Platt’s of Sowerby Bridge labelled beer.” Thus, started the reputation of Puzzle Hall Inn as 
a place for people who really committed to naughtiness.  
 
In the late 1980’s, the game changed. Two regulars, Pete Martin and Geoff Amos, dreamt 
up, produced, and promoted a weekly series of jazz concerts in the pub, getting listed in 
The Times Top 10 small Jazz venues in the UK. The only weeks that there were no concerts 
was when the Tuesday nights fell on any of the Christmas or New Year bank holidays. All 
this activity resulted in around 850 concerts, with approximately 4,250 musicians 
appearing. They were packed out, with internationally renowned jazz artists making a point 
of stopping at the riverside pub to try out old and new music on an audience they could 
depend on.  

 
 

A welcome aspect about the series was one of informal education. Younger rock and pop 
musicians from the area had worked out that, though jazz was not always of much interest 



 

 

to them, there was some serious musicianship happening, technically and creatively. The 
musicians were also extremely approachable, freely giving advice on matters of 
instrumental technique. 

The jazz was soon complemented by poetry.  The Puzzle Poets, a group of local writers and 
poetry lovers, with a wide range of skills and ambitions began regular open mic events at 
the pub in 1994. This developed over time to include guest poets from across the nation, 
bringing a wide range of successful and published poets to our town, and inspiring local 
writers to think big.  
 
Meanwhile the music developed and diversified too with bands and performers from as far 
afield as Iceland, the USA and Italy rubbing shoulders with local acts and serving up just 
about every musical genre you could think of.  An outdoor area with a purpose made stage 
and built in P.A. followed, and music festivals on spring and summer bank holiday weekends 
were added to the regular music and poetry nights inside the pub. 
 
These artists attracted other artists, and dreamers attracted dreamers, and the 
camaraderie brought in everybody else. This is how music became woven into the fabric of 
Puzzle Inn Hall. 
 

 
 
It became a place for people to meet and collaborate on ideas and projects, or to cross lines 
with cultures or practices you knew nothing of before. Whether you were in a dance class, 
dancing to the songs of prodigious Cuban musicians, or dominating in chess club, or 
exploring places unknown in the book society, or reading original poetry at the Puzzle Poets 
night, or part of the audience; at the Puzzle Hall Inn, you could have a pint and an 
encounter with communal magic.  



 

 

 
That is what we are bringing back. We’re bringing back the secret staircase to lovers’ meets , 
the romance of good ale and good company, extraordinary opportunities for music and art, 
and a revival of a pillar in the community for offcumduns and locals, all of whom become 
regarded as Puzzle People. Some things are too good to lose, and camaraderie, joy, and 
nights of music make the list. 
 
The building has suffered from lack of investment for many years, and more recently 
considerable vandalism, and is now in a sad state of repair, with no tenant interested in 
taking it on. It closed in January 2016, and has been for sale since 21 April 2017.  This 
business plan outlines the community proposal to buy and refurbish The Puzzle and retain 
the building as a vibrant venue for the benefit of the local community. Bringing the Puzzle 
into community ownership will ensure the success and sustainability of the pub long term, 
by ensuring profits are reinvested into the building, facilities, services and the community. 
 
 

 
© Darren Fleming 2017 
 
Our vision is for everyone in our community to ‘Be A Piece of The Puzzle’ and part of 
its sustainable success as an independent pub empowering local people. We want the 
Puzzle Hall Inn in people’s minds and hearts, offering social support and creative 
space in Sowerby Bridge for generations to come.  

We have consulted with various community groups, and have found that there is 
enthusiasm and need for a welcoming space within a pub setting, where people feel valued 
and part of a community project, able to contribute positively, and feel connected to the 



 

 

people around them.  Through making this an essential part of The Puzzle, especially during 
the day, we anticipate that we will see increased community cohesion, a reduction in 
feelings of isolation, improved awareness of the needs of minority groups by the wider 
community, and increased community spirit evidenced by increased volunteering activity in 
the area. 

To enable the purchase and refurbishment of The Puzzle, a community benefit society, 
Puzzle Hall Community Pub Limited, has been set up. Capital to purchase the building 
(freehold) and repair, refurbish and extend the premises will be raised through a 
community share offer.  If the capital raised from the share offer is insufficient, top up loans, 
grants and further fundraising will be needed.  
 

A building condition survey shows that as significant work needs to be done to repair and 
make safe the building, it would not be possible to open The Puzzle on purchase.  However, 
the aim is to get the ancillary living accommodation refurbished as quickly as possible to 
improve security of the site. The building work will be contracted out to a local building 
company assisted where possible by Friends of Puzzle Hall Inn volunteers. 

This business plan sets out a proposal for buying, refurbishing and running The Puzzle, 
with financial projections for the first three years showing that we can maintain a viable 
business that supports the local community and provides a return on investment for 
shareholders.  



 

 

2. Project Background  
2.1 Background 
The Puzzle Hall Inn (‘The Puzzle’), built in 1628, has been an ever-changing, enduring part of local 
history – an ale-built jazz haven and home to renegades, musicians, artists, poets, dancers, social 
clubs, and long nights. Puzzle heroes include a range of diverse people, from Mrs Lydia Platt in 1905, 
to the duo of 1980’s regulars, Pete Martin and Geoff Amos, who arranged for an estimated 4,250 
jazz musicians to perform for fellow Puzzle Hall drinkers. With secret staircases, poetry societies, 
and internationally renowned touring artists making a stop, The Puzzle Hall is a local titan of culture, 
and has earned a place amongst the greats. 
 
The Puzzle supported the local canal boat community and until its recent closure had active open 
mic nights, live band nights, chess, poetry and book clubs. It is a real ale pub, known throughout the 
country and internationally as a quirky alternative venue, and was listed in the top ten Jazz venues 
in UK in the late 1990’s. 
 
 

 
 
 

     
 

2.2 Current Position 
The Puzzle closed in January 2016, and was listed as an asset of community value (ACV) 
with Calderdale MBC and entered on to the register on 26 July 2016. A public meeting 
was held on the 19th April 2017 to assess interest in the project and to establish a 
community group known as ‘Friends of Puzzle Hall Inn’ (FOPHI) (148 members and 
rising) from which a steering group was formed to assess the feasibility of the project. On 



 

 

21 April 2017, its current owners New River Retail put the Puzzle Hall Inn on the market for 
sale, triggering the six-month moratorium of sale associated with the ACV legislation. 
 
We are grateful for an initial bursary of £2500, awarded by The Plunkett Foundation MTAP 
Scheme, to support set up costs, research and to obtain professional reports such as 
valuations and structural surveys.  Membership and two fundraising events have raised a 
further £2,145. Further fundraising and publicity events are planned over the coming 
months. 
A building condition survey has been completed. This reports that extensive refurbishment 
is required. We must get more detailed quotes once we are able to get free access to the 
building. A building valuation has been completed, and an offer has been submitted to the 
vendors and we are currently in negotiations. Financial projections including six year profit 
and loss, balance, and cash flow sheet forecasts have been completed. 
 
We have an active Facebook presence with over 4,000 followers.  We have over 170 
subscribers to our mailing list and have engaged with them regularly with updates and 
surveys.  We have designed a logo, fliers, banners and posters and distributed them widely 
at recent local events including the Sowerby Bridge Rushbearing Festival.  
 
2.3 Location 
The Puzzle Hall Inn is on Hollins Mill Lane, a roadway at the heart of Sowerby Bridge’s 
industrial past running adjacent to the River Calder in the Upper Calder Valley, West 
Yorkshire. It is 3 minutes’ walk from the town centre of Sowerby Bridge, less than a 10-
minute walk from the railway station, and 3 miles from Halifax. There are frequent bus 
services and Sowerby Bridge is a Northern Connect Stop on the Calder Valley railway line 
with regular services between Manchester and Leeds.  
 
Sowerby Bridge is a market town in an area with an excellent local economy and despite, or 
because of; its industrial past is popular with walkers and cyclists. It nestles between the 
River Calder and the well-used Rochdale Canal. The Sustrans national cycle Route ‘66’ runs 
directly by the pub and is also linked to the Calderdale Way walking route, giving much 
opportunity for attracting cyclists, hikers and walkers. 

 
2.4 Building and trading area 
Overall workable trade floor space (estimated) in the building is 170m2 

The total plot size is about 0.09 acre (about 350m2) 
Business rateable Value: (2017 valuation) £17,000 
Projected rates payable £7,922 p.a. (some relief available during first two years) 
 
The Puzzle is currently owned by New River Retail, is closed, not trading, and is for sale 
freehold with a comprehensive licence in place. The property is detached being constructed 
in the main of stone and brick under a multi-pitched roof with stone tile covering and flat 



 

 

roof with felt covering. Access to the side of the property opens out into a car park with a 
courtyard to the rear overlooking the River Calder. 
 

2.5 The Local Community 
The Puzzle Hall Inn is in Sowerby Bridge (population 11,703), which occupies a central 
position in the Metropolitan Borough of Calderdale (population 205,300) between the 
urban, economically deprived wards of Park, Town and Warley and the relatively affluent 
and rural wards of Ryburn, Greetland and Luddenden Foot.  
Calderdale contains a wide variety of social classes, income brackets, historical content, 
economic activity, age ranges and Rural Urban Classification. Statistically the socio-economic 
problems and strengths of Sowerby Bridge equate closely to the average for the borough. 
The rate of long term unemployment ranks in the worst 20% nationally, the rate of 
homelessness and availability of affordable housing is significantly below the national 
average as is the local record on tackling issues of disadvantage and exclusion.  
 
On the other hand, the local economy is relatively buoyant with productivity per head of 
population the highest in West Yorkshire and above the national average and the survival 
rate of new business ventures topped the national average in 2014. However, the Cultural 
Amenities score for Calderdale is the lowest across West Yorkshire. Despite this Calderdale 
residents engage strongly with the arts coming a narrow second to Leeds in this respect.  
The percentage of people employed in the Arts & Entertainment section in Calderdale is the 
second highest in West Yorkshire at 3.72%.  
 

 
Calderdale comprises of 17 wards, and Sowerby Bridge sits right at its heart. 
 
The Puzzle is situated in the middle of a very diverse area whose problems of 
unemployment and exclusion are counterbalanced by an enterprising business culture and 
pronounced public enthusiasm for the arts. There is a clear appetite for cultural activities in 
Calderdale, and The Puzzle represents an opportunity to extend the provision of amenities, 
improve community cohesion and inclusion, and build on the heritage of our area. 

The Puzzle Hall Inn  
Sowerby Bridge 



 

 

 
Once Puzzle Hall Community Pub Ltd successfully acquires the Puzzle, the whole community 
should benefit by feeling part of the project that saved their ‘local’ and taking an active 
interest in the future prosperity and activities of the Puzzle, so increasing community 
cohesion. Experience of other community pubs has shown that people enjoy getting 
involved, and feeling that they are directly helping the community in a very positive way.  
This has developed a change of attitude in the towns involved, a resulting in growth of a 
‘can-do’ attitude and increased support for other local community ventures. 
 
 

  



 

 

 

3. Vision, Mission, Values and Objectives 

 
3.1 Vision 
Our vision is for everyone in our community to ‘Be A Piece of The Puzzle’ and to support its 
sustainable success as an independent pub empowering local people. We want the Puzzle 
Hall Inn in people’s minds and hearts, offering social support and creative space in Sowerby 
Bridge for generations to come.  
 

3.2 Mission 
Our mission is to collaborate as a community, bringing The Puzzle Hall Inn back to life 
sustainably supporting local people, suppliers and independent businesses. We want to 
provide a safe space that accepts, welcomes and empowers everyone, and tackles isolation and 
loneliness in the community. As a Community Benefit Society, we will reinvest in the Puzzle to 
improve its facilities and services, into community development initiatives, working in 
partnership with other local community organisations, and will pay interest to shareholders. 
 

3.3 Values 
• Co-operative Community: We work with and support each other and other local independent 

businesses: buying from local suppliers, collaborating with other local pubs, and promoting local and 
regional musicians, artists and performers.   

• Inclusive: We provide a safe community space that accepts, welcomes and empowers everyone, 
taking care to provide for the social needs of all without gender, social, racial, political  or re l igious 
discrimination. 

• Creative: The Puzzle spirit is creative, fun and eccentric. It’s a space to be whoever you want to be, 
find your creativity and support the creativity of others 

• Democratic: All members are equal; voting power can’t be bought – one member, one vote. We 
are accountable to each other, and ourselves and maintain a culture of openness, honesty, and 
respect. 

• Sustainable: We will take care of our community and our resources and ensure that our actions 
and decisions are sustainable to enable long-term success and stability. 
 

3.4 Objectives 
• To enable everyone in the community to ‘Be A Piece of The Puzzle’ by investing in shares, donating, 

volunteering or using the space 
• To renovate and refurbish the building to improve the standard of décor, infrastructure, and extend 

the outside stage and seating area.  
• To maintain the building long term, with a program of reinvestment and development 
• To develop a safe, supportive, inclusive, accessible environment for all members of the community 

including older people, teenagers, minority groups and isolated individuals. 
• To develop an events program supporting and promoting live music, especially from local bands and 

musicians 
• To provide an attractive, flexible, multi-purpose, sustainable facility that enables participation in 



 

 

social, cultural and leisure activities 
• To enable a diverse range of community support focussed on music and creative arts. 
• To support other community projects that meet the values of The Puzzle Hall Inn Community Pub 

Ltd 
• To be profitable enough to service any costs and debts, pay members interests on their shares at 3% 

per year, reinvest in the building, develop new community services, and enable share  withdrawal  
after year 3 from reserves, or by launching further share offers. 
 

 
4. Structure 
 

4.1Legal Structure 
In common with most of the other 50+ community owned pubs in the UK, the Puzzle Hall 
Community Pub Limited is registered as a Community Benefit Society incorporated under The Co-
operative and Community Benefit Societies Act 2014. We registered with the Financial Conduct 
Authority in June 2017 as a Society for the Benefit of the Community, registration number 7568. We 
are listed with Companies House Company number RS007568.The registered address is: 38 
Lower Hollins, Sowerby Bridge, HX6 2QZ  
 
The benefits of this legal structure are: 
 

• The local community would own the building in perpetuity 
• People will feel more committed to the facilities offered by the pub 
• Setting up as a Community Benefit Society will allow us to attract grant support 
• All members will have an equal vote, regardless of the size of their shareholding. 
• Directors (and shareholders) would have the protection of “limited liability”. 

 
This structure is particularly appropriate because: 
 

1. It is democratic and accountable to the community members who elect the Directors. 
2. It can advertise shares for sale to the community and pay interest on those shares. 
3. It has an asset lock (like that of a charity), which ensures that The Puzzle and its assets can only ever 

be used for community benefit rather than private profit. 
 
The stated objects of the Society are: 
 
• To carry on any business for the benefit of the community by working with other public, 

private and voluntary bodies to preserve The Puzzle (21 Hollins Lane, Sowerby Bridge, West 
Yorkshire, HX6 2RF) as a community asset.  

 
• To promote the conservation, protection and improvement of the Puzzle Hall Inn and its 

surrounding environment for the benefit of the local community.  
 
• To develop initiatives aimed at making The Puzzle an accessible inclusive, sustainable and 



 

 

creative heritage venue for those who live in work in or visit Sowerby Bridge and surrounding 
area. 

 
 

4.2Financial Structure 
The Society is controlled democratically by its members on a one-member, one-vote basis. The 
members will be made up of those who have successfully purchased the minimum value of  shares 
stipulated in the initial share offer. The Society can offer additional shares and admit more members 
in the future. The liability of a member is limited to the amount of their shareholding. 
 
Profits generated will be re-invested into the building, used to repay loans, used for community 
benefit or may, within capped limits, be returned to shareholders in the form of interest on shares 
as an operating expense. The Rules of the Society contain an asset lock that prevents the 
assets of the Society being used for members' gain on dissolution or winding up of the 
Society. If the business fails, the net assets, such as any remaining proceeds of the sale of 
the premises after returning investment to shareholders, must be retained for the benefit 
of the community or transferred to another asset-locked body for the benefit of the 
community. 
 
 

4.3 Financial Plan Summary 
It is our intention to finance the purchase and refurbishment of the Puzzle Hall Inn, primarily 
through the issue of withdrawable share capital using a Community Share Offer, combined with 
matched funding, grants, loans and donations, with flexible payment options to enable as many 
people as possible to be involved in some way. 
 
Due to the level of building work, statutory works and refurbishment required the schedule of 
works will need to be timed well to allow opening of the facility as soon as possible after purchase. 
An annual net turnover of about £175,000 is targeted within the first year of the community taking 
over the operation. The Puzzle will be run to make a profit. The profits will be reinvested in the pub 
itself, shared with the manager in the form of pre-set achievement bonuses, distributed to the 
shareholders via interest payments and invested in other community initiatives sharing the values 
and ethos of the Puzzle Hall Community Pub Ltd according to the rules of the society.  
 
The main reason why people buy community shares is to support a community purpose, not to 
make a financial gain, which is why this type of share offer is not subject to financial promotion 
regulations. Being unregulated reduces red tape and helps to keep the cost of making a share  offer 
affordable for communities. But it also means any investment is not covered by the Financial 
Services Compensation Scheme, and there is no right of complaint to the Financial Ombudsman. 
However, it is in the interest of the community to make a success of the business and we are 
absolutely committed to delivering on our vision. 
 
 

Share Offer  
The share offer will run for four weeks, although it may be extended by a further four weeks at the 
discretion of the interim Management Committee. The share offer is designed to give investors the 



 

 

opportunity to contribute financially, on a long-term basis, to the business known as the Puzzle Hal l  
Inn Community Pub Ltd. We expect most shareholders to come from the local community but 
welcome contributors from further afield. We have included flexible payment options and joint 
shareholding to maximise local community involvement. 
 
We have minimum and maximum targets for the share offer with the flexibility of the MTAP 
grant/loan package allowing us to proceed with any amount raised by the community share offer 
between these two figures. We have applied for the MTAP support package. 
  
The minimum target has been defined by the minimum investment needed, supported by grants 
and loans to buy, repair and refurbish the building, buy stock, recruit staff, cover initial running 
costs, and sufficient working capital and contingencies. 
 
The maximum target has been defined by careful consideration of our commitment to paying 
interest to shareholders in year 1. Achieving our maximum target would enable us to improve the 
existing facilities, creating more usable space in the outside bar and performing area, and improve 
disabled access.  
 
Please see the financial forecasts in section 9 of this business plan for more detailed information. 
 
The value of each share will be £1 

Minimum individual/joint shareholder investment is£300 

Maximum individual/joint shareholder investment is £35,000 

The minimum amount that we need to raise is £150,000 

The maximum investment that we can support is £350,000 

Shares will be allocated on a first come, first served basis. The first £150,000 of shares invested by 
UK income tax payers should be eligible for SEIS tax relief at 50%.  Thereafter, investments should 
be eligible for SITR relief at 30%. The Society will be owned by a broad range of investors, hopeful ly 
with over half living locally. No individual shareholder can own more than £35,000 worth of shares, 
except for Big Society Capital, who may invest up to £100,000.  
 
Once the share offer exceeds our minimum target, negotiations will continue with the vendors unti l 
completion, money will be drawn down and held by our Solicitors until the sale goes through.  
 
If within a reasonable time frame, we cannot raise sufficient share capital or agree a price  with the 
owner the scheme will be deemed unsuccessful and potential investors’ money wil l not be drawn 
down from Crowdfunder. Any funds collected by the Society as cheques or cash will likewise be 
returned in full.  
 
The fees payable to Crowdfunder are 5% (6% including VAT) of whatever is drawn down via the 
Crowdfunder platform. The VAT will be reclaimed by the Society. 
 
Interest Policy  
The Society is obliged to re-invest part of its profits for the benefit of the community, but i t i s al so 
allowed to pay interest to its investors. The interest rate will be proposed by the Board of Directors 



 

 

to the Membership at the AGM and voted on, considering the trading profits of the society. We 
anticipate that interest at the rate of 3% will be paid on shareholdings in the first financial year. 
 
 

4.4 Society structure 

4.4.1 Operational Model 
We have considered various models for running the Puzzle, including tenanted, managed and 
incentivised managed.  We have spent time talking to various community pubs around the 
country using different models, to understand better the pros and cons of each one, so that 
we could work out which would suit our situation the best. 
 
The Puzzle is slightly different to many of the pubs we visited, as it  

 
• Depends for its survival on community musicians, promoters, artists and performers 

who contribute enormously to the live events and the general ambience of the Puzzle.   
• It is essential to future engagement of the community and shareholders that a share  of  any 

profit generated is reinvested in the building, the community and returned to shareholders 
as interest. 

• Needs major refurbishment, which will delay opening after initial purchase. 
 
It has been decided that an incentivised manager model best suits our situation. Following 
purchase, the Puzzle will initially be managed and run by volunteers from the FPHI during and 
immediately after the refurbishment project, and whilst recruitment of a manager and team is 
completed, with the aim to have an employed full-time manager in place within 6 months of 
purchase. There will be various fundraising events run by the Friends of the Puzzle  Hal l  Inn (FPHI)  
during this time.  Volunteers from FPHI will also form an emergency support committee for the pub 
in the event of problems with staffing. 
 

4.4.2 Shareholders 

A successful purchase of shares makes you a member of Puzzle Hall Community Pub Limited.   
Benefits of Ownership of Shares 

• Being part of a truly local and much-loved pub right in the heart of the community  
• Playing a part in ensuring the long-term survival of The Puzzle 
• Being part of an initiative that is focused on supporting everyone in our community, tackling 

isolation and loneliness, and making a real difference to the people around us. 
• Having the right to vote on the election of the directors and on all resolutions put to the 

shareholders by the Management Committee. (One vote per qualifying shareholder).  
• Eligible to become an elected member of the Management Committee.  
• The Society will hold an annual general meeting for all shareholders and have further meetings 

during the year to discuss plans and progress 

 



 

 

 
 
4.4.4 Management Committee 
 
An Interim Management Committee will be appointed to serve until the first Annual General 
Meeting, when all members will stand down, and a new Management Committee wi ll  be  e lected.  
Any shareholder, including members of the interim Management Committee can stand for election.  
 
One or two members of the Interim Committee will supervise management of the business, unti l 
trade is established. The committee will appoint the manager of the pub, who will have 
responsibility for day to day running, profitable operation of the bar, food and safety standards, and 
for reporting back to the committee on a regular basis. With support, the manager will appoint 
additional part time bar team members. 
 
One third of the new Management Committee appointed at the first AGM, will serve a two-year 
term, one third will serve a three-year term and one third will serve a four-year term. Subsequently 
all terms will be three years. This provides continuity as it prevents all members of the committee 
retiring at the same time and new members of the committee will serve alongside those with more 
experience. Any shareholder is eligible to be on the Management Committee, having been properly 
nominated under the Model Rules. 
 
The success of the venture will be largely dependent upon finding commercially astute  committee 
members with experience of running a business, who are engaged with the community, share  the 
values of the Puzzle Hall Community Pub, who have time to devote to the project and are prepared 
to do so in a voluntary capacity. We have identified roles, responsibilities and skills needed for the 
interim Management Committee, and are currently recruiting from within our wider supporters. 
 
 
 



 

 

Sam Irvine (Director)  
 
As a long term Sowerby Bridge resident I’ve grown up with the Puzzle Hall Inn and the 
community that has grown around it, my family has a close connection being licensees 
during the early 1990’s.  After the recent closure, the frequently heard question about 
the future of the Puzzle Hall led me to form the Friends of Puzzle Hall Inn and pursue 
registering the Puzzle using the asset of community value legislation. 
An interest in neighbourhood matters has led to involvement with the Sowerby Bridge 
Community First funding panel and I’m now a member of Sowerby Bridge 

Development Board. I’m a co-founder of the Puzzle Hall Community Pub Ltd, aiming to safeguard 
the Puzzle Hall Inn as an asset for Sowerby Bridge and the wider community. 
I’ve recently gained several years’ experience in the brewing industry working for local  breweries 
and concurrently work self-employed as a lighting and sound technician on various events and local  
theatre productions. I gained a BSc (hons) in Sound and Video technology at Salford University and 
have studied at the National School of Film and Television. 
 
 

Geoff Amos (Director) 
 
Born in Sowerby Bridge in 1947, I gained experience in many local industries before 
moving on to working for nationally based companies in building, civil engineering, 
and ground engineering. I then became involved with the emerging scene of 
performance art and street theatre.  Since the late 1970’s I’ve been involved with 
stage management, technical production and artist programming at International 
Jazz festivals including Bath, Bradford, Brecon, Cheltenham, Glasgow, South Bank, 
(Grimsby), and Hallam Radio (Sheffield). I’ve also been involved with various local 

authorities producing concert series, instrumental and vocal workshops.  
 
Together with a colleague, we set up and ran the nationally regarded weekly jazz series ‘Jazz Live’ 
held at the Puzzle Hall Inn. I have also promoted many performances of theatre and music in 
Sowerby Bridge. In 1999, I bought the failing art deco Three Pigeons pub in Halifax with my brother, 
and within a short period of time, grew a financially secure, award-winning business, much loved by 
Calderdale’s pub community.  
 
My role in the committee has been guidance based on my years running pubs and clubs, organising 
consultations with professionals, obtaining various reports and quotes, organising fundraising 
events and community updates via the mailing list. 

 
Deborah Gillon (Director) 

 
After hearing about a quirky pub 'where all the socialists go' whilst studying at 
university in 2003, I immediately fell in love with The Puzzle on my first visit after 
walking into a Buzzard performance. I was made to feel really included by the 
regulars, and worked behind the bar until its first closure in 2007/8.  I want to be a 
piece of the Puzzle to ensure it never closes again. 
 



 

 

Over the last year of my employment at the Puzzle, one of my roles was working with Pete Gillon 
booking bands and organising festivals. I have used these skills as part of the steering group to help 
raise awareness and organise fundraising events for the ‘Be a Piece of the Puzzle’ campaign. 
 
 

Netty Berry 
 

As a musician, I first started going to The Puzzle open mic nights, as I had heard it 
was a really welcoming, friendly session.  It’s a unique venue that supported artists 
and musicians locally, and brought talent from outside the area too.  The Puzzle 
was an asset to the whole community, bringing people together from al l  walks of  
life, united by their passion for music and performing arts.  There is nowhere locally 
that this happens now. 

 
I have over 14 years’ experience in the hospitality industry, and was the manager of the award 
winning Old Bridge Inn in Ripponden, Sowerby Bridge for 10 years.  My experience in the trade has 
enabled me to give guidance regarding all aspects of running a pub, informing our financial 
projections, and helped our research when we have visited other successful cooperative pubs. I also 
conducted the market research, helped with the SWOT analysis and due diligence on overheads 
costs, and bring a wealth of local and regional contacts in the pub supplies and services sector. 
 
 

Jocelyn Owens  
 

My early experience of The Puzzle was when I was a single parent working very long 
hours and relatively isolated. I could turn up last minute and always be welcomed 
with a smile into a safe community of fun, creative, eclectic, sometimes slightly 
eccentric, supportive people.  For me it was the essence of Sowerby Bridge, and the 
reason I later moved into the area. I am passionate about being part of bringing The 
Puzzle back to life. 
 

As Managing Director and owner of a busy veterinary practice, I have experience of setting up, 
running and growing a company from a nil base to employing 18 people. Within the steering group, 
I have been involved with coordinating financial advice, developing financial and business strategy, 
writing the business plan, consulting with accountants to complete the forecasts and projections, 
negotiating with the vendors and our solicitor, procuring PR and marketing advice and quotes, and 
grant applications. 
 
 

Bruce Fitzgerald 
 

Originally a hotel manager, I worked in tourism and hospitality for 15 years, and 
was responsible for customer service, quality, security, auditing, ordering and 
managing over 400 employees in New Zealand. A career change and a move to the 
UK followed. I am now a freelance photographer, specialising in advertising 
photography. The Puzzle and the people I met there are the only reason I am not in 
New Zealand. 



 

 

 
I have been coordinating our social media channels, helped with mailing lists, have been involved in 
research, and have been publicising the ‘Be a Piece of the Puzzle’ campaign, and am the official 
Puzzle Hall Inn Community Pub Photographer! 
 
 
Pete Gillon  
 

I first discovered The Puzzle as a musician playing a gig there way back in the late  
‘80’s.  After moving to Sowerby Bridge in 1992, I became a regular, and eventually 
the band booker for the music nights and the popular Bank Holiday Festivals 
between 1997 and 2007.  
 
As part of the steering group, I have been involved with organising fundraising 
events, booking bands, helping with social media, organising marketing such as 

banners for events, and engaging with previous bands who have played at and supported The 
Puzzle. 
 
 
Phill Green 
 

I first came across The Puzzle Hall when I lived in Greetland, and it has stayed in 
my heart ever since. Because of my passion for real pubs, real communities,  real  
people and real ale, I came across the project to save The Puzzle, and wanted to 
help as much as I could. 
 
With 15 years’ experience in the banking and finance industry, I have significant 
experience running large scale businesses. Currently I’m the Head of  Te lephone 
Banking within one of the major high street banks, and run an operation of over 

1100 people with a salary budget of over £15m per year. My goal is to use my expertise to help 
bring The Puzzle back to life, taking its rightful place within the community of Sowerby Bridge.  
 



 

 

5. Research & Analysis 

 
5.1 Other Community Projects 
The steering group have visited several other community owned and run pubs and have 
been able to ask their advice, and gain guidance on how they achieved their aims, and 
common pitfalls. We are grateful for support from other co-operative pubs including the Fox and 
Goose (Hebden Bridge), Gardeners Rest (Sheffield), George and Dragon (Hudswell), and the Star Inn 
(Salford), who have inspired and supported us. 
 

5.2 Market Research 
Market research has been undertaken to identify and define the needs and wants of the local 
community to inform the refurbishment and redevelopment of the building to provide a venue that 
can support a profitable tenant and long-term sustainability of the pub. 
 

1. If the Puzzle Hall Inn reopened as a Community pub how often would you, or any member 
of your household, visit?  

2. What services and offers would you like the pub to provide? 
3. When would you like food to be served? 
4. What kind of food would you like the pub to offer? 
5. What would you be most likely to drink at the pub? 
6. How would you usually travel to the pub? 
7. On a scale of 1-5 (1 being not at all and 5 being extremely), how beneficial do you think the 

Puzzle being run as a community pub would be to local people and the area as a whole?  
8. Please state how many people in each age-range there are in your household 
9. Would you, or anyone you know, be interested in helping the Puzzle Hall project in any of  

the following ways: 
10. We are aiming to be inclusive and accessible to everyone in our community. What needs of  

minority groups/sectors are you aware of?  How could we meet these needs to enable 
everyone to use the Puzzle and feel welcome and understood?  

 
 

Market Research Summary 
 

• 135 respondents to a survey monkey questionnaire posted on website and social media  
• 53% of respondents said they would visit the Puzzle at least once a week 
• When asked what services people would like, 93% wanted live music, 87% wanted 

occasional weekend festivals, 84% wanted outdoor seating areas, 62% wanted an outdoor 
bar area, 60% wanted art and photography exhibits, 58% wanted open mic session, 53% 
wanted newspapers and books, 50% wanted board games/cards/dominoes, 48% wanted 
quiz nights, and 37% wanted poetry evenings. 

• Regarding food, 48% said they wanted food available on a weekday evening, 34% on 
Saturday lunchtime, and 38% on Sunday lunchtime, 27% on a weekday lunchtime or 
Saturday evening.  Pop up catering/street food, snacks and curry were the most popular 
request. 

• 56% of people travel to/from the puzzle on foot. 



 

 

• 73% of people drink real ale, with craft beer coming in at 37% followed by wine 24% and 
cider 22% 

• 93% of people scored the Puzzle being run as a community pub as 4 or 5 out of 5, where 5 i s 
being extremely beneficial to local people and the area. 

• 65% of respondents were interested in buying shares, 33% were interested in donating, 45% 
were interested in volunteering their time, 27% offered professional services or ski l l s,  and 
31% were interested in helping with fundraising. 
 

 
 

5.3 Swot Analysis 
STRENGTHS 
• Unique Selling Point: Opportunity for a manager to run a pub business, in a building 

owned by a community cooperative, supported by an enthusiastic loyal community, 
with no ties to a brewery. 

• Community support - According to Plunkett Foundation research, no community share 
model of Pub ownership has failed to date. 

• Profits are invested back in to the business or the community. We can continue to build 
on success! 

• Loyal local clientele of musicians and artisans  
• Reputation locally, nationally and internationally – destination pub, attracts bands and 

performers 
• Diverse experience, commitment and enthusiasm of directors, advisors and volunteers 
• Location – easy public transport and cycling and walking access 
• Uniqueness  
• Outdoor seating area, stage and bar 
• Business opportunities for the suppliers of local produce creating further loyalty and 

support within the community as well as benefitting local suppliers. 
• We have had generous support and advice from other communities who have 

successfully completed similar projects, and from the Plunkett Foundation. 
 

 
 



 

 

WEAKNESSES 
• Lack of parking – adjacent land may become available in future. 
• Size – extension will make a big difference to this; will still be limited unless adjacent land 

can be purchased.   
• Age and current condition of building – ongoing maintenance costs 
• Volunteers – We will need to rely on volunteers to run events, but also volunteer help will 

be a vital support for the Pub. We don’t know how strong the support will be, or how long-
term. We will have a written community engagement plan; make people feel that it really is 
their resource, which relies on them too. 
 
OPPORTUNITIES 

• PR value of being Co-operative owned pub 
• Potential to tap into volunteer labour of Co- operative membership to run events and clubs 
• Potential to extend current premises to increase revenue/square metre 
• Improve purchasing practices – not tied to brewery, improve margins and diversity 
• Planned refurbishment will improve energy efficiency, heating, efficiency, and disabled 

access and reduce operational overheads thereby increasing profitability. 
• Cooperation with other community projects to drive bilateral support 
• Instalment of induction loop for hard of hearing/deaf people to improve access to 

performing arts in Sowerby Bridge 
• Instalment of lockable cycle stands to attract cyclists 
• Provision of water bowls and other dog friendly services (dog treats/cakes/merchandise?) 

during the day to attract dog walkers and hikers 
• Development of daytime services for community groups, self-employed people and small 

businesses such as ‘desk space’, office facilities (Wi-Fi/printing/computers?) 
• Development of café style meeting area in daytime to increase daytime revenue 
• Development of inclusive welcoming reputation and accessibility for minority groups, 

LGBTQ+, disabled people, teenagers, older people, and isolated individuals. 
• Development of marketing strategy and community engagement to expand loyal clientele 

base and fill down times 
• Beer festivals supporting local microbreweries and land marking The Puzzle on Real Ale Trail 

in Sowerby Bridge 
• Music festivals supporting local musicians  
• Expand variety of entertainment on offer 
• To attract visitors not just from the town, but beyond. The layout of the internal and outside 

trade area can provide confidence that the turnover can gradually be increased  
• To achieve net sales in the region of £3,400 a week (£175,000 p.a) in first full trading year, 

with a gross profit of about 60% to prove itself as a sustainable business. 
• Food, teas, coffees and sweet snacks (cakes and biscuits) will be important to the business. 

Morning coffee, a popular lunch menu and afternoon tea will not only be important to 
turnover but to support the community services during the day. Cyclists, walkers and lunch 
visitors can be encouraged to return in the evenings following daytime and weekend visits 
 



 

 

THREATS 
• Sale price not agreed prior to share offer: we have been unable to achieve an agreed price 

with the vendors, who have now set a deadline for final bids as Tues 31 October 2017 at 12 
noon. We must consider the high cost of refurbishment, together with the valuation given 
by an experienced pub valuer. This sets a limit on what we can bid, and we will not be able 
to exceed this. 

• Cost of repairs and refurbishment: We have built in a certain level of contingency to the 
projections to give some flexibility regarding increased costs of the building work over 
estimates received so far to cover unforeseen circumstances. 

• Manager recruitment issues 
The key risk to successful and profitable operation of the Puzzle is the recruitment of the 
right manager. We have several people on the management board who are experienced 
interviewers, and two experienced pub managers. We have researched the best routes to 
advertise for people. We will start the recruitment drive as soon as purchase is confirmed. 

• Manager performance issues 
The Management Committee will be developing operational protocols so that we are fully 
aware of performance to enable us to address any issues. We will also have an emergency 
committee so that should the manager leave suddenly for any reason, The Puzzle can 
remain operational in the short term with volunteers and locum managers. 

• Failure to raise sufficient funds from share offer 
To mitigate against this, we: 

• have included joint membership and payment plan options to encourage wide 
participation in the offer.  

• have applied for advance assurance from HMRC on SITR and SEIS (tax relief), which 
makes investing in the Puzzle Hall Community Pub attractive to investors who are 
UK income taxpayers, whether as self-employed or through PAYE.   

• have applied for a mixed loan/grant support from MTAP 
• will apply for Big Society Capital match funding on receipt of HMRC advanced 

assurance. 
 

If we fail to raise £350,000 with a combination of share investors, match funding and the 
MTAP grant/loan package, the directors reserve the right to extend the share offer, or 
declare the share offer unsuccessful.  

• Loss of engagement with shareholders and community –Regular feedback will be sought 
to monitor engagement and support, via the website, mailing lists, and comment forms in 
The Puzzle and at community meetings. 
  



 

 

 

6. Marketing Strategy 
 
The process of community engagement commenced in January 2017. Recently, as the 
project has gained momentum, we have focused on consolidating and building community 
support, and improving communication, and have completed some market research. 
 
We have developed a comprehensive strategy for marketing and promoting the share offer, 
addressing communications, promotional activities and publicising the share application 
process.  Comprehensive, well planned, and well-coordinated communications are essential 
to the success of The Puzzle running as an independent pub.   
 
OBJECTIVES 
• To develop a PR strategy that supports the objectives of Puzzle Hall Community Pub 
• To develop key messages and adopt the right vehicles including social media for 

maintaining community engagement 
• Define target markets, which will be made up of media, key influencers, community 

members and businesses. 
• Identify on-going opportunities for the ambitious plans of the newly established 

community benefit society. 
• Identify and engage with potential influencers who may be able to support the cause 

and/or fundraising. 
 
We will use a press office to coordinate our communications, and ensure that we are 
inclusive and deliver a message to the right people, in the right place, at the right time. 
Advice from Open Communications UK ltd, of Wakefield www.opencomms.co.uk is that the 
press office for Puzzle Hall Community Pub focuses on: 
 
1. Puzzle Hall's Story 
Extend the reach of the story so far, beyond the local area to a regional and national 
audience.  
This story will communicate: 

 The goals of the society, communicating a shared goal and passion 
 Highlight the historical credentials of the building  
 Showcase its role and significance with regards to a popular music venue 
 Detail plans, not just in safeguarding the pub but also in transforming it into a key 

location that supports the needs of the community and enhances community 
cohesion. 

 
2. Stakeholder Engagement 
Work with the group to establish a toolkit that will provide the assets needed to engage 
with potential shareholders and those wishing to donate to the cause. 

http://www.opencomms.co.uk/


 

 

Funding success  
Communicate achievements to date, detailing events and monies raised. Announce key 
funders, those that are high profile. Tell the story through the eyes of those passionate 
about the venue, those influencers that can inspire others to get involved. 
 
3. Maintaining Momentum 
Progress & updates  
Identify a programme of stories that detail progress that sits outside of fundraising, in 
particular, work with community groups and associations. 
 
There will be an ongoing commitment from The Puzzle Hall Community Pub Ltd towards 
marketing and support to drive the success and stability of the project long term. 
 

• A Puzzle Hall Community Pub website has been developed. 
http://www.puzzlehall.org.uk 

 
• A Friends of The Puzzle Hall Inn Google group, Facebook page and Twitter account 

have been set up to circulate information electronically among our supporters, and 
we already have a loyal following.  We will be focussing on increasing reach and 
creating anticipation ahead of and during the share offer. 

 
• CAMRA are supporting us, with frequent mentions in their newsletters, as well as 

advice.  We aim to win awards and recognition for The Puzzle within 3 years of 
opening. 

 

 
 

http://www.puzzlehall.org.uk/


 

 

7. Building &Renovation 
 
Business Buyers report and valuation: MJD Hughes Ltd 31 July2017 
Condition survey: Hawdon Russell Architects   29 June 2017 
 

Overall workable trade floor space (estimated) in the building is 170m2 

The total plot size is about 0.09 acre (about 350m2) 
Business Rateable Value: (2017 valuation) £17,000 
Projected rates payable £7,922 p.a. (with rates relief expected year 1 and 2) 
 
The interior of the property appears to be in very poor condition and the trade areas 
require complete refurbishment. The private accommodation requires repair and 
redecoration to be made habitable. The exterior is in very poor condition. There is concern 
over the bulging wall to the base of the Brewery Tower, and this requires a structural 
engineer’s survey to establish its significance. 
 
It is clear to see that The Puzzle Hall has had no maintenance over recent years and the lack 
of protection now evident, the sub-standard specification in terms of thermal insulation 
and the lack of ventilation, all contribute to an approaching crisis. Unless these are dealt 
with in the very near future the building, already susceptible to dry and wet rot, will suffer 
accelerating deterioration to the point where the essential structural elements will be 
affected and will eventually fail. Parts of the property may even be beyond repair and in 
need of demolition.  
 
In its current condition the property has no useful economic life. Should the property be 
refurbished to a professional standard we consider the building would then have a useful 
economic life of at least 25 years providing a routine maintenance schedule is introduced 
and this schedule maintains the property to a reasonable standard. 
 
The following assessments and reports will be completed to a level that satisfies current 
statutory requirements. 

• Asbestos survey 
• Fire Safety  
• Disability Discrimination  
• Environmental Health, Safety & Hygiene   
• Contamination 
• Test and certify gas and electrical installations without delay to ensure that these are safe 

from interference 
• PREMISES LICENSE    

This license should include permission for the performance of live music, the playing of 
recorded music and dancing and the provision of entertainment facilities including making 
music (e.g. karaoke). The license should also consider the ability to use the outside of the 



 

 

premises.  
• Excavation of the ground alongside the bulging wall for assessment by a structural engineer  
• SECURE THE SITE FROM VANDALISM AND THEFT 
• Commission of such remedial work as is specified by structural engineer without delay 
• Have the roof re-laid, including the installation of a new, breathable roofing membrane and 

upgrade the thermal insulation above the entire ceiling without delay; 
• Replace all rainwater goods without delay 
• Strip out all fixtures and fittings and dispose and remove away all wall and ceiling plaster 

throughout the building to enable a more detailed inspection of the interior structures 
without delay. 

• Treat all existing timbers against rot and wood-boring insect attack without delay. 
• Replace all windows with new double-glazed high security units without delay. 
• Remove all the external buildings and structures as soon as practicable. 
• Install new heating, plumbing, ventilation and electrical systems as soon as practicable 
• A full inventory of fixtures, fittings and equipment will be required before the pub can be up 

and running.  
 

 
© Bruce Fitzgerald 2017 

 



 

 

8. Financial Forecasts 
The Puzzle Hall has been constrained in recent years by being tied to pub companies, 
limiting the choice of drinks on offer, reducing the margin on wet sales, and prevented from 
taking part in the renaissance of craft beers from local independent microbreweries.  
Coupled to this, the crippling rent increases made the tenancy unprofitable and 
unsustainable.  The lack of investment in the building and the facilities, the living 
accommodation and the cellar compounded the problems for the hardworking landlords, 
who lost heart trying to make a living from a relatively small pub.  
 
List of assumptions 
 

1. Year 1 turnover of £175,000 net based on valuation for pub trade of this size, 
increasing annually but levelling off 

2. Additional turnover based on £11,700 net per weekend festival with 3 festivals in 
year 1 and 4 festivals per year thereafter 

3. Additional staffing costs of festivals built into staffing contingency 
4. Food sales of snacks, cakes, street food difficult to quantify so minimum amount 

of £9000 net per year used – represents £207 gross per week 
5. Contingency of £10,000 built into cash flow year 1 
6. Depreciation based on capital costs over 25 years 
7. Interest on debt element of MTAP loan/grant package at 8% 
8. Capital allowances not allowed for – additional contingency built into net profit.  
9. Interest paid on shares at 3% p.a from the first year for Big Society Capital and 

other shareholders 
10. To allow the new business to find its feet, we will not allow share withdrawal for 

the first three years. 
11. Big Society Capital share withdrawal is prioritised from year 4 and complete by 

year 10. 
12. Share withdrawals starting at low level from year 4 and supported by further 

share offers long term. 
13. Operating costs set at 22% of turnover – slightly higher than industry standard due 

to costs of live bands, licences and cellar cooling of real ale.  
Repairs and Maintenance included in this estimate at industry standard of 2 % of 
building value of £250,000 from year 2 onwards.  £2,500 allowed in year 1 over 
and above refurbishment costs. 
Additional contingency added to the 22% to cover uplifted insurance premium 
 

The pub does provide a high degree of potential for initial trade and has a healthy level of 
interest from the local community. 
 
During the three month initial period of refurbishment, we will advertise for and recruit a 
manager for the pub who will reside in the first floor accommodation. The manager will be 



 

 

offered a competitive rate with an incentive bonus based on net profit. The projections 
demonstrate that we can fund purchase and renovation, service the debt and equity, pay 
interest to our member shareholders, and run a sustainable pub business. 
 
We intend, if possible, to fund this project entirely through community shares.  At the time 
of writing, we have applied for HMRC advanced assurance for SEIS, EIS and SITR. We will 
notify potential investors via our website and via email as soon as this is received.  SITR 
approval would give us the opportunity of matched funding from Big Society to a maximum 
of £100,000.  We have also applied for support of up to £100,000 from the More Than a 
Pub (MTAP) programme administered by the Plunkett Foundation. This package would be a 
mix of a loan provided by social lender, Keyfund, and grant provided by the Power to 
Change programme of the Big Lottery.  
 
 

Overview of project 
 

Minimum Target for the Share offer £150,000 
Maximum target for the share offer £350,000 

 
Scenario 0: We fail to raise the minimum £150,000 target– all monies would be returned to 
applicants. 
 
Scenario 1: £150,000 minimum share target achieved.  Either application for Big Society 
Capital match funding of £100,000 unsuccessful, or unable to secure full MTAP loan/grant 
support to achieve £350,000 target. The Directors reserve the right to extend the share 
offer, source finance to replace the shortfall, or to deem it unsuccessful and return all 
monies to applicants 
 
Scenario 2: £350,000 investment achieved with or without combination of match funding 
and loan/grant package from MTAP –proceed. 
 
 

Scenario 1:  Capital requirements 
 
 
Allowing for the cost of acquisition (purchase, legal fees, etc.), refurbishment, set up costs 
and working capital, Crowdfunder fees, etc we have calculated a total capital requirement 
of £395,500 if we raise £150,000 individual/joint shareholders, plus £100,000 Big Society 
Capital funding through the Crowdfunder Site.  If we hit our maximum target of £350,000 
through the site, we would have higher Crowdfunder and credit card fees of £25,900 so 
would have a total capital requirement of £402,900. 
 

 



 

 

Acquisition Costs                                  Including VAT 
Purchase and refurbishment £323,200 
Stripe CC fees on Crowdfunder £3,500 
Crowdfunder fee (5% of share capital - 6% includes VAT) £15,000 
Professional fees £6,000 
Contingency £10,000 
Total £357,700 
  Start-up costs  
Working Capital £10,000 
Security, CCTV, Alarm and build phase £10,000 
Opening party £1,000 
Set up costs £16,800 
Total £37,800 
  The minimum needed to be raised is therefore  £395,500 

 
  

 
If we hit our minimum investment target of £150,000 in the share offer, we would apply for Big 
Society Capital matched funding, and the MTAP loan/grant package as follows: 
 
 

MTAP Grant £47,000 
Keyfund Loan £53,000 
Fundraising  £2,500 
Share Offer and BSC Match Funding £250,000 
Total £352,500 

  VAT from refurbishment to be reclaimed in monthly 
 installments  £53,130 

 
 

 Total raised  £405,630 
 
 
Profit and Loss Summary 
 
If the minimum share target is reached, Big Society matches our investment to £100,000 
and the MTAP support package is used, the profit and loss summary shows that we can pay 
interest of 3% on our first year of trading as well as supporting the loan and interest 
repayments. The more we can raise from the community shares element, and match 
funding, the less grant and loan funding we will require 

 



 

 

 
 
 
Cash Flow Forecast 
 
We will be doing monthly VAT returns during the refurbishment period to claim back VAT 
from the capital costs to support cash flow. Cash flow remains positive throughout the 5-
year forecast, and allows for prioritised share withdrawals after year 3 to be completed 
within 10 years for Big Society Capital.  There is sufficient further liquidity to support a low 
level of share withdrawal from other investors after year 3, with higher levels of withdrawal 
from fundraising events, a waiting list of investors and from further share offers long term. 

 
 
Please see section 10 at the end of this document for detailed profit and loss, 

cash flow and balance sheet summary forecasts. 
 
  

Profit & Loss - Summary

2018 2019 2020 2021

Sales
164,250 256,000 281,000 291,000

Cost of Sales
65,700 102,400 112,400 116,400

Gross Profit 98,550 153,600 168,600 174,600

Gross Margin
60% 60% 60% 60%

124,085 130,820 138,520 145,920

Net Profit -25,535 22,780 30,080 28,680

Depreciation charge  
£11,947 £11,947 £11,947 £11,947

Grant income
£1,880 £1,880 £1,880 £1,880

Interest Expense - Keyfund 
Loan 4,027 3,539 3,010 2,437

Net profit/(loss) - after 
adjustments and tax -32,344 5,161 11,503 10,833

Overheads including 
£7500 pa payment of 3% 
interest on shares, repairs, 
wages, maintenance



 

 

 
 

Share investments 
 
The minimum value of shares that you can apply for is £300 
The maximum value of shares that you can apply for is £35,000. 
Organisations and corporations are eligible to purchase shares to a maximum of £100,000. 

Big Society Capital will be eligible to invest up to £100,000 under separate terms and conditions. 

 
We are including the opportunity to form joint shareholdings and use payment plans to be as 
inclusive as possible in our local community.  However, because of the delay in payment, payment 
plans cannot be included when assessing if we have achieved our minimum target investment.  As 
with any financial investment there may be risks, but they are low and will be mitigated where 
possible. We believe this to be an ethical way to invest money in the long term and at the same time 
contribute to the wellbeing of the local community. 

 

Tax breaks from the government 

The government wants to encourage social investment, and so has made tax relief available 
for community businesses. The Puzzle Hall Community Pub Limited is a Community Benefit 
Society, which will be running a commercial trade with a view to making a profit.  We have 
applied for advanced assurance from HMRC that this share offer will qualify for the Seed 
Enterprise Investment Scheme (SEIS), which means that approximately the first £150,000 of 
share investment would attract 50% tax relief for investors. (e.g. a £1,000 investment 
reduces a tax bill by £500).    SEIS can also be used for Capital Gains Tax relief.   

 

Initial investment made SEIS @50% from HMRC Final cost of shares  
£300 (minimum) £150 £150  
£1,000 £500 £500  
£35,000 (maximum) £17,500 £17,500  

 

The share value remains at the level of the original investment, so that when it is 
withdrawn, the full value of the initial investment is withdrawn – in the above example, an 
initial investment of £1000, will cost £500, but is still worth £1000 at withdrawal. 

Any investment in The Puzzle Hall Community Pub Ltd, over and above the first £150,000 
should then be eligible for tax relief under the Social Investment Tax Relief scheme (SITR), 
reducing the shareholders tax liability by 30% of the value of their shares (e.g. a £1,000 
investment reduces your tax bill by £300).    

 

 Initial investment made SITR @30% from HMRC Final cost of shares  
 £300 (minimum) £100 £200  



 

 

 £1,000 £300 £700  
 £35,000 (maximum) £10,500 £19,500  
   

 

The share value remains at the level of the original investment, so that is withdrawn at the 
full value of the initial investment – in the above example, an initial investment of £1000, 
will cost £700, but is still worth £1000 at withdrawal. 

For more information see SEIS section of HMRC website. https://www.gov.uk/hmrc-
internal-manuals/venture-capital-schemes-manual/vcm30000 

Once the share offer has completed, we would notify HMRC, who will then issue 
certificates for investors to claim tax relief, either in a tax return if self-employed, or by 
submitting a PAYE reference to an employer. 

NB: If shares are withdrawn or a shareholder is employed by the society (other than as a 
Manager) within three years from their investment part or all the tax relief is repayable to 
HMRC. 

Copies of the share offer document and our Rules are available on our website here: 
http://www.puzzlehall.org.uk 
 
 
 
What if a shareholder wants to sell their shares?  
 
We hope that shareholders will buy shares in The Puzzle as a long-term investment, keeping 
the pub safe for future generations. However, it is possible that if financial circumstances 
change, shareholders might wish to withdraw their money from the Society.  
 
Under the rules of the Community Benefit Society shareholders will not be able to withdraw 
their capital in the first three years. This is to ensure that the Society has time to make a 
profit and build up some financial reserves. After the first three years shareholders can 
apply to the Management Committee (who are elected by the shareholders) to withdraw 
their money. In our projections we envisage that we would be able to support share 
withdrawals of up to 3 % per annum from cashflow.  Any withdrawals above this would 
require a further share offer.  We intend to maintain a waiting list of potential shareholders. 
 
The Committee will consider all such requests, but they are obliged to consider the financial 
security of the Society. If there is enough money in the bank, shareholders might be able to 
withdraw their money. However, if withdrawing money would leave the Community Benefit 
Society unable to meet its financial commitments, and result in inadequate level of financial 
reserves, the Committee will not be able to buy back the shares during that financial year.  
The application could be reconsidered during the following financial year. 

Investors should be aware that BSC have priority in withdrawal of capital should that be 
possible 

https://www.gov.uk/hmrc-internal-manuals/venture-capital-schemes-manual/vcm30000
https://www.gov.uk/hmrc-internal-manuals/venture-capital-schemes-manual/vcm30000
http://www.puzzlehall.org.uk/


 

 

 

 
What if the Puzzle fails? 
 
In the unlikely event of the pub failing as a viable business, and no solution being found, 
then we would be forced to put the building up for sale. Investors will get their original 
investment back in full, so long as the (net) sale price is sufficient to cover this. Any shortfal l  
will mean the amount returned to each shareholder will be scaled down pro rata to match 
the selling price. If the selling price exceeds the share capital value, then the excess must be 
used for the benefit of the community under the CBS rules.  
 
The Society rules do not allow its assets to be distributed to its members on dissolution. The 
rules state that on dissolution the assets should be transferred to one or more community 
organisations that support the objectives of the Society chosen by Members at a Members’ 
meeting, which may include any society, charity, CIC etc. for the creation, promotion and 
development of community-owned enterprises. 
 
 

 
 
 
  



 

 

 
THANKS FOR YOUR SUPPORT 
 

The Steering Group consisted of Sam Irvine, Deborah Gillon, Daniel Cutmore, Geoff Amos, 
Bruce Fitzgerald, Pete Gillon, Netty Berry, Ann Dower, and Jocelyn Owens. The Steering 
Group assessed the feasibility of the project, set up the Community Benefit Society, 
accessed grants and support, attended research visits to other successful community pubs, 
planned and organised several successful fundraising events, organised marketing including 
a short film of the area, community support and background, social media, managed 
mailing lists, ran community surveys, consulted with community groups, procured 
professional surveys and advice from accountants, solicitors and community share advisors, 
negotiated with the vendors, developed a comprehensive business plan, financial 
projections, and share offer, and applied for advanced assurance from HMRC for tax relief. 
We are very grateful to everyone who has supported us and contributed considerable work, 
time and passion to the project on evenings and weekends to make this possible.  

A special thanks to David Adams FCA, CTA, FIMGT of Lindley Adams Chartered Accountants, 
Halifax, for his time and sage advice and for generously supporting our pledge campaign 
free of charge. 

 

We have been supported by many professionals including: 

Mark Simmonds of Plunkett Foundation who guided us through the process, donating 
considerable amounts of time pro bono, Dave Boyle of Community Shares Company, 
particularly for his advice regarding tax relief schemes and BSC Crowdfunder match 
investments, and thanks to Emily Edwards FCCA of Smile Accountants for preparing our 
forecasts.  Thanks also to Dave Nuttall who produced our website, and Oliver Wilkinson 
who supported us with online submission of pledges, and much more besides. 

 

The Puzzle music is part of what makes it so special.  Many local bands and local pubs have 
donated their time and space to fundraising events and so helped support the costs of 
getting us to this point.  Please see the links below and go support their gigs and buy their 
music! Thanks to all who have made the fundraising events such a success, and to all who 
attended and made donations.   

 

We would also like to thank Andy Greaves for researching our community, Esther Taylor for 
help with copywriting and summarising all our heritage resources, Bruce Fitzgerald for 
supplying photography, and Freda Davies for allowing us to use her wonderful artwork in 
our campaign.   

 
Our community – thanks to everyone who has turned up to public meetings, pledged their 
support both financially and in kind, participated in surveys, interacted on social media and 
in person, given us feedback and ideas, and been so positive and encouraging. 
 



 

 

In Conclusion 
 
This is a rare opportunity to invest in a community pub alongside many others who value 
The Puzzle.  21 pubs are closing a week, and community ownership is a way to buck the 
trend and save our much-loved local from being permanently lost - once it is gone, it is gone 
forever. You can help by investing in shares, or making donations.  Many thanks to 
everyone for your support. 
 

 
 
 
9. FURTHER INFORMATION 
Here are some useful links for more information: 
 
Our Campaign website http://www.puzzlehall.org.ukcontains lots of useful documents and 
links, including the Model Rules governing the Society 
Our Facebook page: https://www.facebook.com/puzzlehall/ 
Our email address: puzzlehall4all@gmail.com 
 
Images kindly supplied by Freda Davis: freda247davis@gmail.com 
Photography: Bruce Fitzgerald http://www.bfpix.co.uk/ 

  

http://www.puzzlehall.org.uk/
https://www.facebook.com/puzzlehall/
mailto:puzzlehall4all@gmail.com
mailto:freda247davis@gmail.com
http://www.bfpix.co.uk/


 

 

 
BANDS  
The following bands have generously supported our fundraising events free of charge.  
These fundraisers have enabled us to pay for professional reports, advice, pay fees for 
setting up and much more. Please look at their websites and go support their gigs. 
 
LITTLEgiants: www.littlegiantsmusic.com 
Fez: www.facebook.com/Fez 
The Tragics:https://tragettes.com/livehttps://www.facebook.com/Tragettes/ 
Crosscut Saw: http://www.crosscutsaw.co.uk/ 
Tenth Leper: https://www.facebook.com/tenthlepermusic 
The Fevertrees: https://thefevertrees.bandcamp.com/ 
Angelo Palladino: https://www.angelopalladino.co.uk/ 
Grain Electric: http://www.deshorsfall.com/ 
Red Hippo: https://www.facebook.com/redhippo3/ 
Pepperjam: https://www.facebook.com/PepperjamBand/  http://pepperjam.band/ 
Jacky’s fantastic: http://www.jackysfantastic.com/ 
 
 
VENUES 
Many thanks to local pubs and venues who have provided meeting space free of charge, 
and hosted our fundraising events free of charge.  Without your support we wouldn’t  be 
here.  We look forward to working with you all in years to come. 
 
Paul Ramsden, Arden Road Social Club 
Julie Mareth Hall, The Blind Pig 
http://www.blindpig.pubhttps://www.facebook.com/theblindpiguk 
Dan Shackleton, Hollins Mill https://www.facebook.com/Hollinsmillhub/ 
 
Professional Advisors 
Many thanks for all your support, and hard work often up against crazy deadlines.  Your 
advice and guidance has been most appreciated. 
 

• David Adams FCA, CTA, FIMGT of Lindley Adams Chartered Accountants, 28 Prescott 
St, Halifax, West Yorkshire HX1 2LG http://www.lindley-adams.co.uk/the-team 

• Emily Edwards FCCA, Smile Accountants Ltd emily@smileaccountants.com 
• Mark Simmonds Coop Culture https://culture.coop/contact-co-op-

culture/info@culture.coop 
• Beccy Murrell, Plunkett Foundationhttps://www.plunkett.co.uk/more-than-a-pub 

• Dave Boyle Director, Community Shares Company 
http://communityshares.co.ukdave@communityshares.co.uk 

• Phil Hawdon, Hawdon Russell Architects, 52 Wharf St, Sowerby Bridge, HX6 2AE 
http://hra86.com/ 
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• Emma Lupton (Press office): Open Communications UK ltd, 10 The Walled Garden, 
Nostell Priory Estate Yard, Nostell, Wakefield. 01924 862477 www.opencomms.co.uk 
emma.lupton@opencomms.co.uk 

• David Nuttall, with thanks for our website: dsnuttall@gmail.com 
• Darren Fleming, with thanks for photographs: http://darrenflemingphotography.co.uk/ 
• Paul Rose, Rose Consulting Engineers, Park Nook, Scammonden Road, Barkisland, Halifax HX4 

0AP  http://www.roseconsult.co.uk/ eng@roseconsult.co.uk 01422 825155 
•  
 
The steering group have taken advice from consultants supported by Co-op Culture, Co-
operatives UK, and the Plunkett Foundation's More than a Pub Programme (MTAP). We are 
also grateful for support from other co-operative pubs, including the Fox and Goose 
(Hebden Bridge), Gardeners Rest (Sheffield), George and Dragon (Hudswell), Star Inn 
(Salford), and other local organisations. 
 
Local political support 
We have had support and advice from Sowerby Bridge ward councillors including Adam 
Wilkinson, Dot Foster, and Michael Payne, confirming political buy in for the project. 
 
General Information for Investors: 
 
• ‘A Better Form of Business’ explains the principles of community ownership: 

http://www.plunkett.co.uk/better-business-reports 
• Community Benefit Societies are registered but not regulated by the FCA. Details of the 

Co-operative and Communities Benefit Act 2014 can be found atwww.fca.org.uk 
• CAMRA is working to protect pubs from closure and the local has supported our 

campaign throughout: www.camra.org.uk 
• For information about community shares go to www.communityshares.org 
• To help Societies make great community share offers the government has funded the 

Community Shares Unit. It works with societies and community share practitioners to 
develop national standards of good practice. These standards are set out in the 
Community Shares Handbook and form the basis of the Community Shares Standard 
Mark. Further information for investors can be found here: 
http://communityshares.org.uk/find-out-more/guidance-supporters 

• Our funding platform is www.crowdfunder.co.uk 
• For information on the Crowdfunder Match Fund visit www.bigsocietycapital.com 
• Pub is the Hub helps pubs to diversify: www.pubisthehub.org.uk 
• Advice on investing in community shares is available online from: 

http://www.communityshares.org.uk/sites/default/files/resources/investingincomm
unityshares.pdf 

• Further information about tax relief in the SEIS section of HMRC website: 
https://www.gov.uk/hmrc-internal-manuals/venture-capital-schemes-
manual/vcm30000 
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Profit and Loss Account

2018 2019 2020 2021 2022 2023

Sales

Wet Sales

£131,250 £200,000 £225,000 £235,000 £245,000 £255,000

Other Sales
£26,250 £47,000 £47,000 £47,000 £47,000 £47,000

Food Sales

£6,750 £9,000 £9,000 £9,000 £9,000 £9,000

Total Sales
£164,250 £256,000 £281,000 £291,000 £301,000 £311,000

LESS: Cost of Sales

Purchases - 40% of sales
£65,700 £102,400 £112,400 £116,400 £120,400 £124,400

£65,700 £102,400 £112,400 £116,400 £120,400 £124,400

Gross Profit
£98,550 £153,600 £168,600 £174,600 £180,600 £186,600

Gross Margin%
60% 60% 60% 60% 60% 60%

LESS: Overheads

Assumed 22% of turnover
£41,135 £61,320 £66,820 £69,020 £71,220 £73,420

Start-Up Costs 
£31,500

Wages - Manager Incl accomodation, bonus, NIC, 
pension, class 1a BIK, and buffer £30,000 £41,000 £42,000 £43,000 £44,000 £45,000

Wages - Bar staff
£11,700 £16,600 £17,600 £18,600 £19,600 £20,600

Wages - Additional events / holdiay / sickness
£2,250 £4,400 £4,600 £4,800 £5,000 £5,200

Capital contingency/ share withdrawals
£0 £0 £0 £3,000 £3,000 £3,000

Interest payments on shares: 3% on £250,000

£7,500 £7,500 £7,500 £7,500 £7,500 £7,500

Total overheads
£124,085 £130,820 £138,520 £145,920 £150,320 £154,720

Earnings before interest, tax, deprn (EBITDA)
-£25,535 £22,780 £30,080 £28,680 £30,280 £31,880

Interest Expense - Keyfund Loan
£4,027 £3,539 £3,010 £2,437 £1,144 £417

Depreciation charge  
£11,947 £11,947 £11,947 £11,947 £11,947 £11,947

Grant income
£1,880 £1,880 £1,880 £1,880 £1,880 £1,880

Total other costs
£14,094 £13,605 £13,076 £12,503 £11,211 £10,483

  Operating Profit/(Loss) - Before Tax       
-£39,629 £9,175 £17,004 £16,177 £19,069 £21,397

Fundrasing income
£2,500

Shares purchased

Shares sold

Corporation Tax @ 19% - Excludes Capital allowance 
claims and other potential adjustements - Depreciation 
added back

-£4,785 £4,013 £5,501 £5,343 £5,893 £6,335

  Net Profit/(Loss) - After Tax                     
-£32,344 £5,161 £11,503 £10,833 £13,176 £15,062



Appendix One: Financial Forecasts 2018 - 2023

Balance Sheet

2018 2019 2020 2021 2022 2023
Fixed Assets

Freehold Property £292,623 £280,677 £268,730 £256,783 £244,837 £232,890

£292,623 £280,677 £268,730 £256,783 £244,837 £232,890

Current Assets

Stock £3,500 £3,500 £3,500 £3,500 £3,500 £3,500
Cash at Bank £19,982 £37,634 £53,788 £48,255 £45,151 £43,152

£23,482 £41,134 £57,288 £51,755 £48,651 £46,652

Current Liabilities

Creditors £3,500 £3,500 £3,500 £3,500 £3,500 £3,500
Corporation tax -£4,785 £4,013 £5,501 £5,343 £5,893 £6,335
Share payment £7,500 £7,500 £7,500 £7,500 £7,500 £7,500

£6,215 £15,013 £16,501 £16,343 £16,893 £17,335
Net Current Assets £17,267 £26,121 £40,788 £35,411 £31,758 £29,317

Total Assets £309,890 £306,798 £309,518 £292,194 £276,595 £262,207

KEYFUND Loan £47,114 £40,740 £33,837 £26,361 £18,265 £9,496

Total Long Term Liabilities £47,114 £40,740 £33,837 £26,361 £18,265 £9,496

NET TOTAL ASSETS £262,775 £266,057 £275,680 £265,833 £258,330 £252,711

Financed By :-
Share holders share capital £150,000 £150,000 £150,000 £145,500 £141,000 £136,500
BSC share capital £100,000 £100,000 £100,000 £85,700 £71,400 £57,100
MTAP Grant £45,120 £43,240 £41,360 £39,480 £37,600 £35,720
Retained Profit -£32,344 £5,161 £11,503 £10,833 £13,176 £15,062
Retained Profit B/fwd -£32,344 -£27,183 -£15,680 -£4,847 £8,329

£262,776 £266,057 £275,680 £265,833 £258,329 £252,711

£0 £0 £0 £0 £0 £0



Cash Flow

2018 2019 2020 2021 2022 2023

Sales
£197,100 £307,200 £337,200 £349,200 £361,200 £373,200

Share Issue (via Crowdfunder)
£250,000

Fundrasing
£2,500

Grant
£47,000

 Loan
£53,000

Purchases
£78,840 £122,880 £134,880 £139,680 £144,480 £149,280

Overheads
£49,362 £73,584 £80,184 £82,824 £85,464 £88,104

Start up costs
£37,800 £0 £0 £0 £0 £0

Wages
£43,950 £62,000 £64,200 £66,400 £68,600 £70,800

Interest on shares
£7,500 £7,500 £7,500 £7,500 £7,500

Purchase and refurbishment
£323,200

Stripe CC fees on Crowdfunder
£3,500

Crowdfunder fee (5% of share capital - 6% 
includes VAT) £15,000

Professional fees
£6,000

Wages - Additional events / holdiay / 
sickness £10,000

Capital contingency/ share withdrawals
£3,000 £3,000 £3,000

VAT 

Output VAT
£32,850 £51,200 £56,200 £58,200 £60,200 £62,200

Input VAT
£27,667 £32,744 £35,844 £37,084 £38,324 £39,564

VAT reclaim on purchase
£53,130

Corporation Tax Paid
-£4,785 £4,013 £5,501 £5,343 £5,893

Interest Expense - Keyfund Loan
£4,027 £3,539 £3,010 £2,437 £1,144 £417

Capital Repayment
£5,886 £6,374 £6,903 £7,476 £8,097 £8,769

BSC Share withdrawal
£14,300 £14,300 £14,300

Member Share withdrawal - 3% per annum 
of £150,000 £4,500 £4,500 £4,500

Cash in
£549,600 £307,200 £337,200 £349,200 £361,200 £373,200

Cash out
£219,865 £271,092 £300,690 £333,617 £342,428 £352,562

Cash out purchases
£357,700

VAT
-£47,947 £18,456 £20,356 £21,116 £21,876 £22,636

Cash at end of period
£19,982 £17,652 £16,154 -£5,533 -£3,104 -£1,998

Cash brought foward
£19,982 £37,634 £53,788 £48,255 £45,151

£19,982 £37,634 £53,788 £48,255 £45,151 £43,152



Cash Flow
Month 1 Month 2 Month 3 Month 4 Month 5 Month 6 Month 7 Month 8 Month 9 Month 10 Month 11 Month 12

Sales £0 £0 £0 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900

Share Issue (via Crowdfunder) £250,000
Fundrasing £2,500
Grant £47,000
Loan £53,000

Purchases £7,884 £7,884 £7,884 £7,884 £7,884 £7,884 £7,884 £7,884 £7,884 £7,884
Overheads

£4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114 £4,114

Start up costs £12,600 £12,600 £12,600
Wages £4,883 £4,883 £4,883 £4,883 £4,883 £4,883 £4,883 £4,883 £4,883

Purchase / refurbishment £80,800 £80,800 £80,800 £80,800
Crowdfunder fee (5% of share capital - 6% 
includes VAT) £15,000

Professional fees £3,000 £3,000
Contingency £3,333 £3,333 £3,333
Stripe CC fees on crowdfunder £3,500

VAT 

Output VAT £0 £0 £0 £3,650 £3,650 £3,650 £3,650 £3,650 £3,650 £3,650 £3,650 £3,650
Input VAT £2,786 £2,786 £4,100 £2,000 £2,000 £2,000 £2,000 £2,000 £2,000 £2,000 £2,000 £2,000
VAT on purchase £14,820 £12,570 £12,620 £12,620 £500

Corporation Tax Paid

MTAP Loan interest £336 £336 £336 £336 £336 £336 £336 £336 £336 £336 £336 £336
MTAP loan repayment

£490 £490 £490 £490 £490 £490 £490 £490 £490 £490 £490 £490

Cash in £352,500 £0 £0 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900 £21,900
Cash out £17,540 £17,540 £25,424 £17,707 £17,707 £17,707 £17,707 £17,707 £17,707 £17,707 £17,707 £17,707
Cash out £102,300 £83,800 £84,133 £84,133 £3,333 £0 £0 £0 £0 £0 £0 £0

VAT -£17,606 -£15,356 -£16,720 -£10,970 £1,150 £1,650 £1,650 £1,650 £1,650 £1,650 £1,650 £1,650

Cash at end of period

Cash brought forward £0 £250,266 £164,282 £71,445 £2,474 £2,183 £4,726 £7,269 £9,811 £12,354 £14,897 £17,439

Total cash £250,266 -£85,984 -£92,837 -£68,971 -£291 £2,543 £2,543 £2,543 £2,543 £2,543 £2,543 £2,543

£250,266 £164,282 £71,445 £2,474 £2,183 £4,726 £7,269 £9,811 £12,354 £14,897 £17,439 £19,982
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	1. Be a Piece of the Puzzle: Summary
	Puzzle Hall Inn Heritage
	The building has suffered from lack of investment for many years, and more recently considerable vandalism, and is now in a sad state of repair, with no tenant interested in taking it on. It closed in January 2016, and has been for sale since 21 April...
	© Darren Fleming 2017
	Our vision is for everyone in our community to ‘Be A Piece of The Puzzle’ and part of its sustainable success as an independent pub empowering local people. We want the Puzzle Hall Inn in people’s minds and hearts, offering social support and creative...
	A building condition survey shows that as significant work needs to be done to repair and make safe the building, it would not be possible to open The Puzzle on purchase.  However, the aim is to get the ancillary living accommodation refurbished as qu...
	This business plan sets out a proposal for buying, refurbishing and running The Puzzle, with financial projections for the first three years showing that we can maintain a viable business that supports the local community and provides a return on inve...
	2. Project Background
	2.1 Background
	The Puzzle supported the local canal boat community and until its recent closure had active open mic nights, live band nights, chess, poetry and book clubs. It is a real ale pub, known throughout the country and internationally as a quirky alternative...
	2.4 Building and trading area
	2.5 The Local Community
	 Co-operative Community: We work with and support each other and other local independent businesses: buying from local suppliers, collaborating with other local pubs, and promoting local and regional musicians, artists and performers.
	 Inclusive: We provide a safe community space that accepts, welcomes and empowers everyone, taking care to provide for the social needs of all without gender, social, racial, political or religious discrimination.
	 Creative: The Puzzle spirit is creative, fun and eccentric. It’s a space to be whoever you want to be, find your creativity and support the creativity of others
	 Democratic: All members are equal; voting power can’t be bought – one member, one vote. We are accountable to each other, and ourselves and maintain a culture of openness, honesty, and respect.
	 Sustainable: We will take care of our community and our resources and ensure that our actions and decisions are sustainable to enable long-term success and stability.

	3.4 Objectives
	 To provide an attractive, flexible, multi‐purpose, sustainable facility that enables participation in social, cultural and leisure activities
	 To enable a diverse range of community support focussed on music and creative arts.
	 To support other community projects that meet the values of The Puzzle Hall Inn Community Pub Ltd
	 To be profitable enough to service any costs and debts, pay members interests on their shares at 3% per year, reinvest in the building, develop new community services, and enable share withdrawal after year 3 from reserves, or by launching further s...
	4. Structure

	4.4.1 Operational Model
	4.4.2 Shareholders
	A successful purchase of shares makes you a member of Puzzle Hall Community Pub Limited.

	Sam Irvine (Director)
	Geoff Amos (Director)
	Netty Berry
	As a musician, I first started going to The Puzzle open mic nights, as I had heard it was a really welcoming, friendly session.  It’s a unique venue that supported artists and musicians locally, and brought talent from outside the area too.  The Puzzl...
	I have over 14 years’ experience in the hospitality industry, and was the manager of the award winning Old Bridge Inn in Ripponden, Sowerby Bridge for 10 years.  My experience in the trade has enabled me to give guidance regarding all aspects of runni...
	Jocelyn Owens
	My early experience of The Puzzle was when I was a single parent working very long hours and relatively isolated. I could turn up last minute and always be welcomed with a smile into a safe community of fun, creative, eclectic, sometimes slightly ecce...
	As Managing Director and owner of a busy veterinary practice, I have experience of setting up, running and growing a company from a nil base to employing 18 people. Within the steering group, I have been involved with coordinating financial advice, de...
	Bruce Fitzgerald
	Originally a hotel manager, I worked in tourism and hospitality for 15 years, and was responsible for customer service, quality, security, auditing, ordering and managing over 400 employees in New Zealand. A career change and a move to the UK followed...
	I have been coordinating our social media channels, helped with mailing lists, have been involved in research, and have been publicising the ‘Be a Piece of the Puzzle’ campaign, and am the official Puzzle Hall Inn Community Pub Photographer!
	Pete Gillon
	I first discovered The Puzzle as a musician playing a gig there way back in the late ‘80’s.  After moving to Sowerby Bridge in 1992, I became a regular, and eventually the band booker for the music nights and the popular Bank Holiday Festivals between...
	As part of the steering group, I have been involved with organising fundraising events, booking bands, helping with social media, organising marketing such as banners for events, and engaging with previous bands who have played at and supported The Pu...
	1. If the Puzzle Hall Inn reopened as a Community pub how often would you, or any member of your household, visit?
	2. What services and offers would you like the pub to provide?
	3. When would you like food to be served?
	4. What kind of food would you like the pub to offer?
	5. What would you be most likely to drink at the pub?
	6. How would you usually travel to the pub?
	7. On a scale of 1-5 (1 being not at all and 5 being extremely), how beneficial do you think the Puzzle being run as a community pub would be to local people and the area as a whole?
	8. Please state how many people in each age-range there are in your household
	9. Would you, or anyone you know, be interested in helping the Puzzle Hall project in any of the following ways:
	10. We are aiming to be inclusive and accessible to everyone in our community. What needs of minority groups/sectors are you aware of?  How could we meet these needs to enable everyone to use the Puzzle and feel welcome and understood?

	Market Research Summary
	 135 respondents to a survey monkey questionnaire posted on website and social media
	 53% of respondents said they would visit the Puzzle at least once a week
	 When asked what services people would like, 93% wanted live music, 87% wanted occasional weekend festivals, 84% wanted outdoor seating areas, 62% wanted an outdoor bar area, 60% wanted art and photography exhibits, 58% wanted open mic session, 53% w...
	 Regarding food, 48% said they wanted food available on a weekday evening, 34% on Saturday lunchtime, and 38% on Sunday lunchtime, 27% on a weekday lunchtime or Saturday evening.  Pop up catering/street food, snacks and curry were the most popular re...
	 56% of people travel to/from the puzzle on foot.
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