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What is the Community Shares Standard Mark?

The Standard Mark provides a framework for societies to develop high quality share offer documents with 
support from CSU accredited practitioners.

The Community Shares Standard Mark ensures that community share offers are clear, honest and transparent. 
They also ensure that investors are presented with all the facts they need to make an informed decision and 
these facts are supported by annual accounts and/or the business plan. 

Standards are overseen by the Co-operative and Community Capital Committee, a member group of Co-
operatives UK with representatives from across the sector. 
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Executive summary
The ChallengeThe Challenge

We live in challenging times. A rolling cascade of economic, health and environmental crises is disrupting 
everything we might have previously thought of as “normal”.  Unprecedented and potentially devastating 
changes are happening. As individuals, and as communities it feels like we have little influence as these 
disruptive impacts hit us. One after another: Brexit, the coronavirus pandemic, climate change.

If we are to survive these crises, let alone thrive, we have to build resilience, develop new skills, create new 
ways of living and working that can “flatten the curve” of the impacts and challenges that face us. Various 
approaches have merit and are gaining traction: doughnut economics, permaculture, community wealth 
building, green new deal, etc. Whatever we want to call it, this growing momentum for systemic change in 
response to the potentially existential threats that we face is based on common principles of a just transition 
away from the harmful patterns of competitive existence that have led us here, and towards regenerative 
patterns characterised by cooperation, mutuality and low impact.

VisionVision

Development Co-op is a consortium of Co-operative Development Bodies (CDBs). These individuals and 
organisations are nurturing the bottom-up economies that work for people and planet. This key task has been
poorly resourced in recent years and we are determined to revive it. We believe co-operative development 
must include:

 consultancy and specialist advice, including delivery to embryonic ventures

 consistent promotion of co-operative values and principles, and the co-operative business model

 critical self-analysis to ensure that the sector lives up to its claims and its potential

 community organising, in order to bring teams together around co-op solutions to local problems

 brokerage of investment deals between co-operatives and the funders, lenders and social investors 
that can support them

 strategic coordination within the co-operative movement in an area or sector

For Development Co-op that means reinforcing the ‘infrastructure’ of the co-operative movement, 
responding swiftly to opportunities for co-op consultants to work together, and systematically replicating 
successful projects.

Our business model requires a balance between the commercial development service that we specify, and 
commissioned and funded contracts that we do not. To offset some of the risk and cash flow challenges this 
raises, we ask our members to accept a portion of their pay in the form of share capital. Alongside this ‘sweat 
equity’ we ask social investors to consider taking up ‘non-user’ shares.

We are particularly keen to see new CDBs established that are accountable to the co-op movement in their 
locality. To be sustainable they will need to benefit from long-term financial support from those co-ops that 
have benefited from their services and short term ‘community shares’. However, in many places it is individual 
consultants and ‘barefoot’ development workers that are mainstay of co-op development practice, and we 
will be keen to recognise and support them as well.

Co-operation shouldn’t be hidden away, and on the margins of society – it should be an inspiring, visible sign 



that there is an alternative to failed old business models and the self-exploitation of the gig economy.

These broad principles lead us to a focus on supporting development we characterise as ‘Co-operative 
Development Hubs’. 

A Co-operative Development Hub (or CD Hub) is a complex of buildings and open space in which people live, 
work and learn according to their own direction. There are a few examples so far in Birmingham, Taunton and 
Hackney, but they could exist in every town, city and district.

Those developed by us will feature a mix of housing and business units on neglected and derelict brownfield 
sites. One or more large co-op businesses act as anchors for a diverse ecosystem of new and developing co-
ops. This will include worker-led co-operatives, housing and energy co-ops.

At the heart of these mixed developments is flexible workspace suitable for social entrepreneurs, nurturing 
co-operative culture. The whole site acts as a beacon for the social economy in the area. Our members have 
the necessary expertise to initiate and support them. We will ensure that it is primarily local people that will 
own and manage such hubs in perpetuity.

Our vision is therefore of a network sites providing skills, jobs and worthwhile livelihoods. They act as buffers 
to soften the blow of future economic shock, and as lifeboats offering the best chance of survival.

StrategyStrategy

Our strategy is pro-active and bold. We will take a leadership role in the establishment of multiple locally 
based cooperative economy hubs in towns and cities across England. Each of these will be centred around 
mixed use property assets providing social housing, workspace, and community facilities. Each will be the 
focal point for community economic development in its locality.

Development Coop’s strategic aim is to position itself as the primary vehicle for delivery of complex co-
operative development projects – those that require delivery on a multi-regional scale, and those bringing a 
step change in service to areas presently lacking most core development capabilities.

Development Co-operative was formed to secure funded work that employs the unique skills set of our 
members, and this remains essential for maintaining co-op development as a desirable career path. This may 
be in response to tenders (for example, through the Co-operative Councils Innovation Network; or, like our 
first successful tender, through agencies like Power to Change); or it may be a proposal that we have 
developed and put before grant making bodies. Either way, it lays the foundation from which we can launch 
entirely new propositions. 



Introduction
As the leading consortium of co-operative development bodies (CDBs), Development Co-
operative provides services across England. We want to make the practice more widely 
available, especially in places that have no CDB at all.

While Co-operatives UK is the apex body for the whole co-operative movement, our federation focuses on co-
operative development as a professional practice. Exemplar projects demonstrate its ability to act as the heart 
and driving force of the wider movement. Development Co-op is alert to the risk of competing with existing 
CDBs, and is committed to transparency, subsidiarity and accountability. Its focus is to enable its members to 
collaborate in order to achieve scale to deliver national and multi-regional contracts. In doing so it is 
channelling new resources into the existing network of CDBs.

Development Co-op will monitor and improve the quality of co-operative development support nationally 
through peer-to-peer evaluation processes and by promoting new standards and guidelines to ensure that 
our services best meet the needs of a growing co-operative economy in England.

Development Co-op is also concerned with the quality and reputation of co-operative development as a 
distinct professional practice. To improve this, it will seek to support the development of appropriate skills 
among member CDBs and co-op development professionals. In the long term we will build on the excellent 
recent ‘Barefoot Co-operative Development Workers’ course and the experience of the Co-operative College.

Our goals

Development Coop is making an ongoing invitation to all suitably qualified CDBs in England to become active
members. This will ampliify our collective capability, ensure the sector has the capacity to meet effective 
demand for co-operative development, and pool our knowledge to strengthen the profession.

We are particularly keen to see new CDBs established that are accountable to the co-operative movement in 
their locality. To be sustainable they will need to benefit from long-term financial support from those co-ops 
that have benefited from their services. To establish themselves they will need venture capital from social 
investors. Hubs in major towns and cities are an ideal platform for new CDBs.

In many places it is individual consultants, members of successful co-ops, and ‘barefoot’ development workers
that are the mainstay of co-operative development practice. They complement incorporated CDBs, and we are
developing resources to support.

Co-operative development is a central – but often hidden – component of many recent economic 
development initiatives. Interest is growing in alternative models of wealth creation and economic progress, 
including ‘Doughnut Economics’, mission economies and Community Wealth Building. These all have 
sustainability and public, social and environmental purpose are their core. The experience and skills set of co-
operative development workers are exactly what they need to put theories into practice. 

We are seeking an expansion in the co-operative economy, but that should not be confused with 
expansionism. Our goal is to squeeze out those consumerist businesses that are driving relentless economic 
growth, replacing them with contributors to a steady state, zero waste economy. This is a plan to accelerate 
community development.

We fully endorse Co-operatives UK’s recent manifesto “We are the Rebuilders”: “With co-ops we can do more 
than weather the economic storm caused by COVID-19. We can help meet the biggest challenge of our time, 
by rapidly reducing environmental harms while still living in a way that engenders widespread wellbeing. And
we can do it in ways that are fair, democratic, empowering and aspirational.”

CD Hubs are, for us, prominent mixed developments where one or more well-established and substantial 
anchor tenants underpin a diverse ecosystem of new and developing co-operatives, and a wider co-operative 
culture. We seek to build co-operative communities in which workspace is the heart of a complex including 
housing and energy generation. The whole site becomes a beacon for the social economy in the area.



[Caption: Plans for an incubator being developed by SCS CIC in Taunton]

The business model
Since incorporating in 2014, our directors have invested time exploring options for consortium bids, 
fundraising, joint working and expansion into new areas. This has built valuable knowledge and 
understanding, and in 2021 we secured our first contract – delivery of UK wide community conflict resolution 
services. We are now focused on securing the working capital required to offer a comprehensive co-operative 
service.

A stronger network that can share the burden of building capabilities and promoting them widely is essential. 
Consequently we have adopted a strategy that enables us to take an active leading role. We will be driving 
cooperative development forward rather than acting only in response to external initiatives.

Our projections for income rely on two main income streams. 

Firstly we will form partnerships with community and co-operative enterprises in in communities that we 
regard as having high potential for increased co-operative activity. Together, we will acquire suitable sites for 
the construction of a complex of sustainable and convivial buildings. These will act as hubs for co-operative 
development and repay the costs of their establishment through profitable yet affordable rentals. 

Our second income stream is securing funded work that employs the unique skills set of our members. This 
may be in response to tenders. For example, we are joining commissioning system for the Co-operative 
Councils Innovation Network; and our first successful tender was won through Power to Change. We expect to
find even more potential in proposals that we develop ourselves. 



Working with communities: Co-operative Development HubsWorking with communities: Co-operative Development Hubs

CDBs have always existed first and foremost to meet the most urgent needs of communities. Development 
Co-operative is ultimately accountable to those communities.  Needs such as employment, affordable housing
and infrastructure for low carbon living can all be met by building homes and workspace on neglected urban 
sites.

There is growing evidence that investment in shared workspace with specialist advice on hand and access to 
investment networks creates high quality jobs.  Co-operatives can get more benefit from the interactions 
resulting from co—location. We will learn from the experiences of existing business incubators (which is both 
good and bad) and pro-actively engage in communities where they can be established.

We will muster teams to design and construct shared spaces where specialist skills and social investment 
support co-operative work and lifestyles. We will consult with local communities to ensure that we have 
strong support for developments. However, we insist upon are that developments are both viable, and 
consistent with our goals in perpetuity. In these new purpose-designed settings, we will replicate successful 
co-operative models in communities where they can effectively add social value. 

Housing is a crucial component of any hub because it brings together new communities around co-op 
services.  Affordable and occupier controlled housing is popular, and so it brings added value and stable 
revenue to our business plan. We’re also interested in what kind of retail is needed in each area and the leisure
facilities that may be lacking.

We are evaluating suitable sites and consulting with local stakeholders, with the goal of acquiring freehold 
ownership. Development Co-op aims to become the owner or part-owner of a network of sites on which 
locally managed co-operative hubs can be built. The skills and knowledge of our members are backed up by 
both the goodwill of clients and a growing portfolio of fixed assets.

Our partners will be a mix of co-ops and community enterprises themselves, local to the area, and often 
(though not necessarily) will include a Community Land Trust. We will contract with key participants to 
manage delivery of the development so that afterwards they can run some or all of it with profits re-invested 
locally.

Our collective skills in financial planning, community organisation and, sustainable development makes us an 
attractive partner for community enterprises.  Our willingness to work ‘at risk’ with early stage projects, with 
no commitment demanded, builds confidence and security among local partners who may come from diverse
backgrounds with no previous experience of property development. 

Development Co-op will not act as a disinterested consultancy, however. We want a deeper, and more long 
term relationship with host communities; we’re there first and foremost to serve, but also to share in the risks 
and benefits. In many cases we will acquire the site in the first instance and enable the local group to take on 
as much or as little of the ‘design and build’ as it chooses. We’ll continue to have a presence in the building 
long term, for example by ‘planting’ and supporting a new co-op development body based there. These 
revived CDBs are resilient, accountable and sustainable enterprises in their own right. There is a deficit in 
proven business models for CDBs.  Our collective experience can identify the replicable, profitable and 
scalable work that our most successful CDBs have done.

Our work with local communities and towns is entirely at risk, with a ‘go / no-go’ decision after two quarters.    
The first phase is followed by a further two quarters during which work. However invoices do not fall due until 
project funding is secured – very likely through a ‘community shares’ offer. After this, the main project delivery
takes place over a year. We expect a 50% success rate, with each project being worth £68,000 over two years.

The market for these services is well understood by us, and by engaging with suitable communities and using 
contacts within existing organisations we can expect to develop three projects a year at first, rising to an 
average of five or six a year. A typical intervention of this sort will involve committing labour worth thousands 
of pounds over six months before a go / no go decision is reached.

However, most will be able to assemble the key ingredients: 

 a passionate network of local community activists, including at least some willing to form the board of 
a new Community Land Trust;  



 a property market in which we can find development sites large enough for million pound-plus 
developments;

 the opportunity for a well planned construction project (either new build or a transformative 
conversion) to create lasting value. 

Community ownership will in many cases quite rightly be seen as a reason for planning authorities to grant 
support where they might not otherwise.

Our clients may secure the funding to pay for our services from a number of sources – grant funding, loans, 
their own community share issues and / or the sale of improved assets. Each case will be unique, responding 
to local opportunities and constraints. The 50% failures is of course an arbitrary figure, but can be used to 
guide the degree of risk taking – we avoid committing significant time and resources without having 
established a credible pathway to profitable trading, but at the same time will be ready to move forward on 
the strength of realistic but incomplete knowledge.

Development Co-op’s unusual willingness to risk share with a community through a ‘no win, no fee’ billing 
system builds trust, which adds value to professional services.  

Development Co-op will ask community enterprises that it works with in this way to match its commitment by
including two unambiguous provisions in their governing document:

- there should be a fixed ‘tithe’ from profits directed to co-operative development activity, delivered through 
Development Co-operative. Again, nothing is payable until the enterprise is showing sustained profitability; 
but once it is, it is only fair that the proceeds of co-operative development should be passed on to those yet to
benefit.

- there must be a provision for Development Co-operative to be able to nominate and co-opt directors to the 
board of the local body if certain conditions arise: a shortage of directors on the board, a failure to 
demonstrate progress on co-operative goals, or poor returns on investment.

There is an opportunity to trigger a cascade of sustainable high visibility local cooperative economies, each 
one providing a physical focal point in its community, acting as a hub, delivering support. Funding the work 
requires the support and active engagement of a community of investors who share our excitement at the 
prospect of such an unashamedly pro-active approach, enabling the creation of new regenerative cooperative
economy.

Working with commissionersWorking with commissioners

We will tender for contracts that require specialist skills in co-operative development and community 
economics. We will specifically seek opportunities that are not well suited to an individual CDB working alone. 
In 2020 we secured our first contract: work with ‘Big Local’ to support conflict resolution in communities 
around the UK. We are affiliate members of the Co-operative Councils Innovation Network and hope to secure 
more work through this route. We position ourselves as an esssential delivery partner for apex bodies such as 
Co-operatives UK and Locality.

Our first contract drew on our skills in conflict resolution and mediation within teams; but other pitches we 
have made have been more orientated to business strategy and financial planning. Among our members we 
have experience of high level planning and inter-agency co-ordination: we can reasonably expect to be 
considered for large scale social innovations and the design of entire programmes of work.

The success rate of these bids is likely to be lower than for work we negotiate with communities, and we 
expect 60% of the resources we commit to bidding to be lost (clearly, this figure is speculative – however, it is 
also to some extent based on experience over recent years). 

Efforts that peter out are offset by the benefits of a typical successful project: we estimate £90,000 over two 
years. Funded work will typically not have a profit margin as such as the value flows more or less directly on to 
our members as they deliver it. Application of full cost recovery means that it will make a significant 
contribution to covering organisational running costs.



Working with our members
Our members have joined Development Co-op in order to access a wider range of work opportunities, but 
also in order to share some of the burden of sustaining and resourcing co-op development work. They 
include:

◦◦ Co-operative Assistance Network (CAN)Co-operative Assistance Network (CAN)

CAN is a workers co-operative of specialist trainers and consultants. Established in 1989, CAN draws on
a wide range of experience in developing the social economy sector and is now recognised as a leader 
in this field.

◦◦ Hackney Co-op DevelopmentsHackney Co-op Developments

Hackney Co-operative Developments (HCD) is a local community economic development agency with 
a membership open to all those who subscribe to its co-operative goals and values. It is best known for
its sensitive development of neglected sites in Hackney that now host numerous flourishing local 
businesses.

HCD works within its diverse and vibrant community to explore ideas and opportunities to create a 
sustainable environment for Hackney's people to flourish.

◦◦ CASE Co-operative and Social Enterprise Development CASE Co-operative and Social Enterprise Development 
AgencyAgency

CASE aims to grow the impact of the co-operative and social enterprise economy in the East Midlands 
by delivering business support as well as developing and offering products and services that meet 
current and emerging business needs. Established in 1982, CASE is itself an employee owned co-
operative.

◦◦ Somerset Co-operative Services CICSomerset Co-operative Services CIC

Somerset Co-operative Services is a Co-operative Development Body: we use International Co-
operative Principles to help establish new social enterprises, and support existing ones, that are 
financially, environmentally and socially sustainable.

Recent projects include a Community Land Trust with an emphasis on tenant management and 
community workspace; a plan for the UK’s first co-operative train operator; and the development and 
launch of the Ecological Land Co-op.

We are a co-operative of service users - if you are a client of ours, or a co-op based in the South West, 
you are entitled to join as a full member.

◦◦ Kabin – Social Enterprise and Co-op Development CornwallKabin – Social Enterprise and Co-op Development Cornwall

The Co-operative Development Body for Cornwall, with a successful track record of promoting and 
developing co-operatives and other forms of social enterprise - seeing many through from conception
to well established organisations.

◦◦ United DiversityUnited Diversity

United Diversity argues that communities already have the knowledge, expertise, land, property and 
resources necessary to empower people, build community, develop co-ops and create commons. It 



creates as many opportunities as possible for people to co-produce something tangible as a group of 
equal peers. A particular focus is digital tools for social action, and UD is a member of the Cotech 
network.

◦◦ Co-operative SolutionsCo-operative Solutions

Co-operative Solutions offers consultancy, guidance, and advice to enterprise and to community 
organisations based on the internationally agreed co-operative principles.

◦◦ Seeds for GrowthSeeds for Growth

Seeds for Growth is a registered charity working closely with Tower Hamlets CDA which advances the 
quality of life for people from disadvantaged communities, primarily in London’s East End. They 
address cultural, social and health issues by creating inspiring progression routes using arts, 
technology and action learning. We focus on improving health, wellbeing and access to outdoor 
community spaces.

◦◦ Adrian Ashton AssociatesAdrian Ashton Associates

A recognised, approved and accredited provider of advice, consultancy, training and research to 
various social enterprises, charities, sector bodies and other organisations.

◦◦ Greenwich CDAGreenwich CDA

Greenwich Co-operative Development Agency (GCDA) is a voluntary organisation established in 1982.
They provide self help, training and enterprise support for individuals and communities where people 
experience disadvantage – their alumni include one of the largest credit unions in the country and 
Greenwich Leisure (now going nationwide as ‘Better’). Current work programmes embed social, 
economic and environmental sustainability and we focus on three areas: food, healthy lifestyles and 
community enterprise and trading.

We are providing collective services and access to shared platforms that will give CDBs the best tools to work 
with. In particular, video conferencing, cloud-based tools and platforms for community shares are either 
already in place or under active development.

Access to shared platforms, support our efforts the establishment of nationally recognised qualifications for 
co-operative development work. These projects, in turn create the capacity of the co-operative movement to 
further develop and empower communities. Grant funding is available to strengthen the professional practice
of co-operative development.  We work with our members to access these grants.

Working with established co-operativesWorking with established co-operatives

We will offer co-operative business analysis services for larger co-operative enterprises operating regionally or 
nationally. These services can be used to add depth, value and relevance to advice that may already be 
available from accountants and business consultants that do not have a specialism in co-operation

Co-op directors often want to identify opportunities for co-operative advantage, and challenge implicit 
assumptions imported from the private sector. Management professionals lacking a specialism in co-
operation can’t always do this. Our projects allow smaller CDBs will gain experience and contacts within larger
co-ops. We often find that our collaborations help reconnect co-ops with their members and mission. 

We also offer trustee services for employee share ownership schemes. These can deliver real benefits through  
employee ownership trusts, but are sometimes wrongly seen as being  at odds with worker participation.



Delivery
The work of Development Co-op must be professional, and so it will always be remunerated fully. In the early 
stages of the business it is not possible to meet the full cash requirements of time spent on planning and 
developing the business (for example, serving on the board of directors; or consulting with potential 
members and clients) and so a large part of such remuneration will be through ‘sweat equity’, that is payment 
in the share capital of the society with an expectation that shares will be redeemed only when a healthy cash 
position has been established. Delivery of contracts and other work of clear and immediate worth can, should 
and will be paid on monthly invoices – but a component of sweat equity will be retained to support 
reinvestment in further growth and development.

Ultimately, we want to see areas lacking CDBs establish autonomous and self-sustaining mutuals that provide 
employment for skilled staff and are accountable to the local co-op movement. Steps in that direction include 
local investor networks, co-operative media and networks, and strong links with CDBs in neighbouring areas.

Development Co-op work on hubs will typically be delivered as multi-disciplinary project management 
alongside other support for the new venture from funded sources such as The Hive, or the CLT Fund; from 
local agencies; and from specialists in fields such as architecture, planning and engineering. 

The work will be delivered by our members at a standard rate, but our invoices to the client will include a 
profit margin to offset risk and enable us to build up resources to support further communities – to begin 
with, we expect this margin to be a relatively high 35%. 

There are many diverse services that our members can supply for the development of Co-op Hubs, and we can
list some here as an illustration of the scope of our work:

 Registration of a legal structure for community or co-operative control of assets

 Facilitation of visioning and business planning meetings

 Procurement of professional services able to work with a community organisation

 Liason with statutory authorities in respect of a community asset transfer

 Consultancy and advice on share issues, loan finance and grant funding

 Preparation of a funding application to a brief

 Financial modelling and other support with long range strategy

 Collation of ideas and contributions to form a coherent business plan

 Problem solving and project management

 Engagement with stakeholders and suppliers

 Social impact reporting methods and data collection

 Establishment of financial monitoring and reporting systems

 Back office services including secretarial, bookkeeping and member relations

We will strike a balance between the need to pay professional rates to secure high quality and consistent 
capacity, and the need to build reserves and common wealth through profitable trading. We also have an 
urgent need to build a track record and we hope to work with members that have already secured contracts 
so that Development Co-op’s reputation can be enhanced.

The selection of which member will deliver contracts for Development Co-op will be decided by a work 
allocation policy based on four considerations. Members will make the case for their suitability, and a two 
person panel (at least one being a director) will apply a simple scoring system to decide the outcome. At times
this will allot work to a single member to carry out; on other occasions a delivery team will emerge from the 
process with one member acting as the project lead.



Lead or sole deliverer As a joint deliverer As an assistant

Capacity Is there a strong team with
time available soon?

Is a qualified person available
to begin work soon?

Is a competent person
available to begin work soon?

Accessibility Is there a worker located
close by or having relevant
pre-existing relationships?

Is there a worker located
close by or having relevant
pre-existing relationships?

Is there a worker located
close by or with a particular

affinity for the task?

Capability Will their track record provide
credibility and confidence; is

there a clear focus on co-ops?

Does their track record
include points of relevance

and general co-op
experience?

Does their recent work
demonstrate reliability,

commitment and strong co-
op values?

Commitment Did they help secure the work
they are bidding for? Have

they put in a lot of time at risk
in the past?

Did they help secure the work
they are bidding for? Have

they put in a lot of time at risk
in the past?

Did they help secure the work
they are bidding for? Have

they put in a lot of time at risk
in the past?

On completion of a Development.Coop contract, members who have provided support delivery will conduct 
one-to-one peer reviews of the quality of the support given under the contract. The reviews will include 
outcomes of support, customer satisfaction and use of  processes developed by Development.Coop.

The transformed context: England in 2021The transformed context: England in 2021

The context we are now working in – a country devastated by Covid-19 and facing soaring unemployment 
and hardship, yet newly aware of a yearning for true community – is daunting; as is the position of co-
operatives in the UK economy, which have contracted relative to the non-co-op economy for five straight 
years. This dire context has however, renewed our general awareness of the power of mutual aid and 
solidarity.

Our agenda fits very closely with that set by Co-operatives UK, under the banner of ‘We are the rebuilders’. 
There is a significant segment of the population that has been energised by the crisis.  This segment strongly 
desires to reach for more than just a return to normal. This motivation is likely to be amplified as the scale our 
economic situation clarifies and Brexit further destabilises people’s livelihoods.

The combination of unemployment, chronic illness, trading barriers, social divisions, failing ecosystem services
and obsolescent technologies will colour the 2020s. Co-operative social enterprise directly addresses the 
crisis.

Our defining characteristics of inclusivity, productivity, sustainability are relevant here. We want to help our 
members to supply the cooperative answers, ideas and resources needed at this time. We need to go to areas 
where there is no CDB, and organise together to rebuild a cooperative economy.



Funding our objectives
By the end of 2020 we had

- secured commitments from stakeholders in at least three locations supporting delivery of either replication, 
incubator or CDB development (‘projects’).

- planned a share issue to raise risk finance sufficient to launch the business

- allocated the first contracts (both cash and sweat equity) to members for implementation of work plan

- amended rules to enable risk investment within co-operative governance, annual impact reporting and an 
asset lock consistent with the expectations of grant making bodies

- developed the appropriate policies, quality control processes and administrative documents and services to 
enable the Development coop to deliver effective consortium services.

By the middle of 2021 we will have

- launched a share offer to sophisticated social investors

- targeted two tenders or funding applications

- have a strong corporate CV

- enhanced the track record of Development Co-op as vehicle for project delivery

- formally established local partnerships for a first round of projects

- stakeholder commitments for two further projects

- secured seedcorn loan finance

By the end of 2021 we will have

- further tenders / applications prepared with a total value of £900k

- first progress report to investors delivered

- net increase over the year in member CDB membership and non-exec directors

- 60% of community owned CDBs in membership

- six projects in development with more to follow

Initial financeInitial finance

Co-operative development is a professional practice and requires adequate capitalisation as much as any 
other sector. We will seek social investment from our community of interest, and we will recognise the risk 
involved in backing for an early stage business by securing appropriate tax reliefs for investors. We will 
mitigate those risks by ensuring that all clients are bound by rigorous and enforceable contracts; by seeking 
funding that enables full cost recovery; by developing business models based on an evidence base rather 
than wishful thinking; and by ensuring that any service proposed for delivery is subjected to scrutiny and 
criticism by members that will not be involved in that delivery.

Projects and tenders will initially have a negative cash flow impact, with project launches taking place a year 
or more after our early stage interventions.  Similarly, funding bids will take months to develop and  up to six 
months between submission and release of funds.

Over time, the value that we create in the communities that we work in will clearly outweigh the costs of 
initiating projects, and the partners that we work with – community land trusts, emerging CDBs and co-
operative societies – will be able and willing to help us more than recoup our investment. But that means we 
still need early stage investment to reach this point.



Community sharesCommunity shares

We have drawn down a small loan from the Co-operative Bank, and we plan to combine this with equity 
investment from our broader community – a ‘community of interest’ centred on co-operation as a social 
movement. These shares can attract SEIS tax relief (a tax relief for investors in companies with few employees 
and a trading history of less than three years) up to a limit of £150,000 in total.

The share  capital will be credited with interest at the rate of 4% interest – normally in the form of additional 
share capital with the same terms and conditions, rather than being paid in cash. While our goal is to enable 
withdrawals from three years after the date of issue investors need to be aware that withdrawals are likely to 
be in stages over several years. Once shares have matured (ie completed the three year period qualifying 
them for tax relief) we will be open to receiving requests for withdrawal: the funds available at each stage will 
be divided among the applicants according to a fair policy that reflects the order in which requests came in.

They are full risk shares, and while every effort has been made to accurately forecast income and profitability, 
investors should be aware that if the losses over those three years exceed gains, they may be unable to 
recover the full amount.

Our strategy for making a success of the share issue is to target known social investors and supporters of the 
Co-op movement. The specialist press – especially thenews.coop – will be of great importance, and we will 
also make full use of the networking and social media forums most used by co-operators. Many meetings and 
events that would otherwise have been good opportunities have been forced online by the pandemic, but 
this does not prevent us using email networks and the news pages of various websites to promote the offer.

We will work with funding platforms and networks such as shares.coop and SCS Co-op Angels to reach the 
widest possible range of social investors around the country. An initial mailshot will reach 6,000 people, and 
on the strength of that response we may decide to spend more on share promotion, though never more than 
5% of the sum that we can reasonably expect to raise. 

Another option is to employ Ethex who have a further 11,000 contacts. However, we would need confidence 
that we can get close to our maximum target to use Ethex, as they have relatively high set up costs. This will in 
all probability be an approach that we move on to with a second and subsequent share offer, focused on the 
acquisition of specific development sites.

Securing grants and contractsSecuring grants and contracts

Grant fundraising:  a number of foundations, charities and government bodies have funding streams that we 
could apply to for projects that are beyond the scope of a single CDB. The inherent uncertainty of funding 
applications means that it is hard to project income streams, but based on the experience of our members 
over repeated applications in many years we believe that a ratio of around £7 of funded work for each £1 of 
expenditure on tendering and application is comfortably achievable.  

It is the case that no profits can be generated from funds given for a specific social purpose. However, 
Development Co-op will benefit where the grant funded work creates products that can be monetised after 
the end of the grant funded project; the grant funding includes fundraising for follow-on work; or the grant 
funding pays outright for facilities that Development Co-op or its members would otherwise have had to pay 
for. There is also a benefit in building the turnover of Development Co-op and being able to fund a portion of 
fixed overheads..

Tendering: in recent years, Development Co-op has built up some experience with tendering, although with 
no success as yet. A typical tender might cost around £2,800 to prepare (with all members time valued 
commercially) and will result in a contract perhaps fifty times the size. Assuming that 25% of the revenue can 
be employed to cover overheads costs and other full cost recovery, and a success rate of one bid in every four,
it would be rational to invest in doing this work – but enough applications need to be prepared to offset the 
inevitable failures, and get the benefit from material shared between multiple bids.

We will seek to invest £21,000 in capacity and submission of tenders over the first two years, but of this more 
than half will be paid in sweat equity or conditional on a successful outcome.  There is no guarantee of any 
turnover resulting from this but it would not be unreasonable to think that at least one grant or tender will be 
awarded to Development Co-op within the first year. Our forecasting is based on the assumption that a typical
/ average tender is £80,000 over eighteen months.



Models and precedents for hubs
We have identified three components to a successful co-op development hub project:

 Mixed developments with shared workspace:
Place based development needs place based assets. There is growing evidence that investment in 
shared workspace is a robust basis for business development.  That’s because of access to specialist 
advice and investment networks that are well suited to the emerging businesses. Co-operatives can, 
by their nature, get more benefit from the interactions resulting from co-location. They can also prove
to their host communities that their success will contribute to the common good. 

These hubs will not duplicate existing facilities but will emerge from consultative processes involving 
local activists and co-ops – identifying the kind of space and facilities that are going to have the most 
transformative effect, and attract the greatest participation.

Housing is a crucial component of any hub. It allows us to bring together new communities around 
co-op services, because of the widespread need for affordable and occupier controlled housing. Also, 
it brings added value and stable income to the overall business case. We’re also looking at the kind of 
retail that might add to the local area, the leisure facilities that may be lacking, and the interest in 
office space. Post Covid, it must be flexible, digitally connected, adaptable and shared.

 Replicated co-ops: 
A key goal for us is to analyse the success factors behind some of the most promising co-operatives in
the UK. With those we can recruit participants to replicating these models elsewhere. Any successful 
hub will need a thriving co-operative enterprise at the heart of it. The ‘Community Wealth Building’ 
approach shows how strong local partnerships can underpin rapid creation of jobs and local self-
determination.

In areas like energy, recycling, leisure, food systems and sustainable transport, co-operatives are not 
just eccentric outsiders – they are market leaders. But this has happened unevenly across the country.
One city has an exemplary co-operative that dominates a sector while another in the next county 
continues as if nothing has changed. Successful co-ops are very willing to share their knowledge, but 
without prompting, promoting and support that goes unnoticed. We can help to ‘clone’ these 
exemplars.

 Embedding specialist co-op development services 

Ultimately, we want to see areas lacking CDBs establish autonomous and self-sustaining mutuals that 
provide employment for skilled staff. Co-ops locally should provide long term support in exchange for
accountability. Steps in that direction include local investor networks, co-operative media and 
networks, and strong links with CDBs in neighbouring areas.

CD Hubs have many of the same goals as specialist business incubators. Academic research has shown that 
incubators are effective in generating economic activity, creating jobs and supporting innovation. In fact they 
benefit precisely from areas of strength for the co-op movement: diverse work but unity of values; specialised 
investors; high quality and progressive products; and education and skills. 

Incubators are in fact very varied, but are generally considered to have four distinctive features:

 co-location of business

 shared services

 management assistance

 policies regulating entry to one or more networks, and hence access to finance and assets

They began to develop in the 1980s in industrialised nations, and their growth has accelerated more recently. 
There is doubt about their numbers - the UK Business Incubation organisation claimed 300 existed in 2011, 
while NESTA puts their number at just over 205 in 2017.  However, the picture is complicated by the rise of 



business Accelerators, which were not distinguished from incubators in 2011 but now have a clear identity 
and are over 150 in number according to NESTA. Accelerators aren’t so concerned with co-location, 
concentrating on skills and training. They also tend to take success-contingent fees, or equity stakes, rather 
than charging fixed fees as incubators normally do.

Incubators with similar tenants can struggle to avoid competition and secrecy; those with diverse occupants 
struggle to add value through interactions. Collaboration can deliver benefits vertically in the latter case, with 
entrepreneurs providing supplies for each other. However, horizontal collaboration is possible, for example 
businesses in the same sector preparing joint bids. This demands a lot of trust, however.

 International studies of co-operatively run, ‘bottom up incubators’ exhibit both vertical collaboration and 
horizontal collaboration resulting from a mutualistic culture. Rather than necessarily identifying a market 
sector as such, incubators have shown benefits of homogeneity through a more cultural, or values driven 
sense of having ‘something in common’. Our vision is that co-operative and ethical values could provide that 
binding thread.

In all incubators the crucial difference from other professional services firms is that rather than seeking to 
maximise the number of hours of paid support delivered, the goal for the incubator managed is the most 
rapid growth for the support given. Again, that implies the creation of a mutual aid culture in which tenants 
are interacting, supporting and learning from one another all the time.

Post Covid, there is certainly a move to more working from home. However, while that will close down much 
overly specialised office space, some people will want to shift into more flexible office space – the hot desking,
shared facility may be just as popular if not more so.

Anchor tenantsAnchor tenants

Recruitment of suitable tenants is a real challenge for all incubators, as their reputation and viability both 
depend on being close to capacity at all times - a particular problem for the more specialised incubator. Some 
studies suggest that recruitment depends on the correct alignment of the mix of services on offer to the 
culture and makeup of the tenants – specialist incubators need to offer exceptional access to markets, while 
generalists need to deliver outstanding business and organisational services. 

The example of Swedish incubators suggests that it is possible to exercise some market-making ability: the 
incubator may in fact generate some business ideas itself, and recruit ‘idealess’ entrepreneurs to implement 
them; other tenants may substantially change their business model as a result of joining the incubator. This 
has more than a passing similarity to techniques used in Mondragon, where the co-operative technical college
trained students, employed students, and incubated students’ new enterprises, all at the same time.

For this reason we have begun to  analyse the factors behind the UK’s co-operative success stories. As we 
recruit teams ready to replicate these model in a CD Hub, this knowledge will boost confidence. Any 
successful hub will need at least one thriving co-operative enterprise at the heart of it. The ‘Community 
Wealth Building’ approach shows how strong local partnerships can underpin rapid creation of jobs and local 
self-determination.

In areas like energy, recycling, leisure, food systems and sustainable transport, co-operatives are not just 
eccentric outsiders but are market leaders. So far this has happened unevenly with one city having an 
exemplary co-operative that dominates a sector while another nearby gets no such benefit. Successful co-ops 
do share their knowledge, but without prompting, promoting and support its significance can be missed. We 
can help to ‘clone’ these exemplars.

This may prove particularly relevant in the development of co-operative hubs, where an ‘anchor tenant’ may 
underpin the establishment of shared workspace that other, smaller co-ops can come and go from. Some of 
the co-op business models that might lend themselves to replication are care co-ops; organic supermarkets; 
pubs and leisure facilities; bike and Ebike shops; and renewable energy co-ops, particularly those making use 
of private wires and aggregated demand to engage local users.



Establishing hubsEstablishing hubs

Development Co-op’s role (apart from developing premises) would be to bring together steering groups keen
to see these in their locality; provide consultancy and financial planning skills to turn the template into a 
business plan; and secure the equity, loans and grants that can launch the project with the resources it needs 
to succeed. Again, we will build trust with participants by proposing a long term relationship based on risk 
sharing and early stage invoices being payable only when the new business has the means to do so.

We see the housing component too as particularly important – it brings the potential for a community of 
people experiencing co-operation as part of their daily life, it meets an urgent need for affordable housing 
that is under tenant control, and it adds value and stability of income as part of the overall business model. It 
is crucial that we do not get drawn into either the ‘buy to let’ market or be left holding historic and 
characterful assets that are money pits for their unlucky owners. Instead, we are focused on practical 
repurposing of the most robust structures as a foundation for new buildings that enhance the value of the site
and the life of the community.

There are a number of pioneers in England that are taking these ideas on. Hackney Co-op Developments has 
been working in this field the longest and have immense experience in building renovation and business 
tenancies. However, they have not particularly focused on co-op development. Sheffield’s Aizlewood Mill is an
excellent example of a historic building being repurposed, and the way in which the tenants are all members 
of a co-operative management structure is impressive. They found that the pressure to fill tenancies meant 
they moved away from housing just co-ops, and developed expertise in business-to-business co-operation 
instead. Somerset Co-op Services CIC has pioneered a model in which the CDB partners with a community 
land trust to gain access to flexible workspace which raises the profile of co-op development without 
exposing the CDB itself to high costs.

Perhaps the best example we have is Stirchley Co-operative development. They are a co-op formed by a 
group of Birmingham housing and worker co-operatives who are building an affordable and eco-friendly 
residential and retail premises in the heart of Stirchley. Historically, Stirchley has had a long history of co-
operative organisations run for the community by the community, from TASCOs to the present day. This 
development builds on the noted recent momentum for co-operatives in the region to establish a “centre of 
excellence”, assisting new and established organisations to adopt a sustainable co-operative model.

The requirement for residential units was drawn from a perceived affordable housing need in the area whilst 
the retail element is drawn from the need of the Co-operative’s members for new premises. Three businesses 
will take up residence in the new scheme. These are Artefact, Birmingham Bike Foundry and Loaf. These 
businesses are presently located in retail premises on Pershore Road which are not ideal for their 
development and growth.



The building will be owned by SCD whose membership is comprised of and restricted to the residents of more
than thirty flats and businesses occupying it. The building will be run on Somerset Rules for Co-operative 
Societies with a constitution agreed to by all members. Regular meetings with votes fairly distributed will 
decide on issues as they arise. This ensures they will never be a buy-to-let development as individual flats are 
not for sale and cannot be privately owned.

Developing co-op developmentDeveloping co-op development

We refer to the hubs specifically as ‘Co-operative Development Hubs’ because they cannot simply rely on the 
first few co-ops to run the site indefinitely without further innovation. Development of the co-op economy is 
essential to spread success elsewhere in that city and its hinterland. The emergence of new co-ops in the hub 
itself will allow it to adapt to change and meet new challenges.  So it is a logical goal that one of the first new 
co-ops established there should be a co-operative development body itelf.

There is no doubt that no replicable business model for a CDB yet exists. However, Development Co-op will 
make it a priority to develop exactly such a template so that areas lacking CDB support can establish 
autonomous and self-sustaining CDBs accountable to the local co-op movement. Studies of the many 
different CDBS in the UK that have come and gone over the last forty years (and also international cases) have 
established a few core principles:

 local authority support is often available and always welcomed. But political fashions come and go and
excessive reliance on service level agreements makes a CDB vulnerable when they change.

 community shares has revolutionised co-op development, and future CDBs will see building and 
maintaining social investor networks as a core part of their work (and a source of capital investment in 
their own work).

 the internet means that many services once delivered locally are now easily accessed from a single 
national portal. CDBs need to focus on getting the most from their knowledge of a specific place (or 
possibly a specific sector).



 CDBs can become resilient by linking staff pay directly to the work they secure, and acting as a 
consultants consortium. But some revenue must be diverted into nurturing the market and promoting
the co-op model, as well as recruiting and training the next generation. Consultants will willingly 
accept that if means more security and higher quality work in the medium term.

 It’s not just about advice and consultancy, with a diverse team of staff able to provide broad spectrum 
co-op growth services including marketing, bookkeeping, member relations and secretarial support.

 worker control has been effective in CDBs as in other sectors, but funding and community support 
flow more readily when staff input is balanced with the views on non-executive directors.

 Directors can be handpicked, as in trusts, but there is some evidence that accountability to the local 
co-op movement through something close to a federal structure can strengthen links with clients and 
potential clients. This can however be demanding to maintain. 

Development Co-op’s role is therefore to be community organisers first, and then progressively bring more 
business consultancy as each hub takes shape. As a project moves from planning to project management a 
range of back office services can also be added. Group work and Impact Reporting also grow in importance as 
the project matures.

The market for these services is well understood by us, and by engaging with suitable communities and using 
contacts within existing organisations we can expect to develop an average of six or seven projects a year. A 
typical intervention of this sort will involve committing labour worth £5,978 over nine months before a go / no
go decision is reached – and at this point we must assume that 20% will progress no further. A key factor in a 
successful outcome will be the quality of partnerships locally – with anchor institutions, with local authorities 
and with the directors of a new, local body that will own and manage the development.

To recover this investment a higher profit margin will be required (for example a 37.5% markup to make a 
maximum day rate of £567) , and each project that is ’go’ should lead to further work of around £12,500 over 
six months for business devlopment; and £37,500 over a further nine months for finance arrangement and 
project management. These sums are actually quite a modest expense in the context of a substantial 
development as many of these projects will need capitalisation of £750k or more.

Development Co-op work will typically be delivered as additional high level direction alongside other support 
for the new ventures from funded sources such as The Hive, or the CLT Fund; but it may also extend to include
‘back office’ services to enable the new local body leading the project to function as if it was much longer 
established and better resourced.

We must also allow for the possibility that in some cases – say 3% - a  client will default even after the ‘go’ 
stage. This cost can be managed by funding the management and coordination of projects partly through 
sweat equity.

Covid has changed the marketplace for property, but we do not accept that people no longer wish to gather 
to work, play and purchase. Instead it is about understanding that the quality of the experience, the flexibility 
of the setting and the willingness to work with intermittent visits will underpin urban life.



Our first target areas
Bath

The city of Bath has a long history of co-operation, and until 2018 was served by Avon CDA. Since Avon CDA 
merged with the main enterprise agency in Bristol to form CDA (BRAVE ltd), DC members Co-operative 
Assistance Network continued to cover co-op enquiries (new and existing) from Bath and North East Somerset
through advisers based in Bristol. A lively local network, Bath Co-operative Alliance, are one of the groups they
have supported.

Bath Co-op Alliance has identified local issues including housing and sustainable development as areas where 
co-operative practices could serve the community well, and they are interest to see how co-op development 
could be further supported. Development Co-op’s members are well placed to add their weight to the 
existing provision of social enterprise support so that one or more mixed use developments with a strong co-
operative identity can be established to incubate new co-op enterprises, and possibly provide the seed for a 
future CDB with a focus on Bath and NE Somerset.

While the local network is still exploring the idea and considering how and whether it might work with 
Development Co-op, some properties coming on to the market might stimulate the imagination. One city 
centre riverside site, for example, already has residential permission (see an artists impression taken from the 
estate agents particulars, above) and could easily be re-imagined as a compact hub with office-based 
enterprises and perhaps co-ops working on the river as well.

Nottingham

Nottingham has not had a co-operative development body for the city or the wider county for many years, 
but co-operation is nonetheless well established there – not least as a result of the work by Radical Routes 
which has supported housing, worker and community co-ops in the heart of the city.

As well as several housing co-ops, including Nottingham Student Housing Co-operative, the city has a strong 
credit union (recently merged with that of Lincolnshire) and  Nottinghamshire Community Energy. We have 
been invited to present ideas to the local authority, and they have indicated that they are open to exploring 
them with us.



Reading International Solidarity Centre (photo: Berkshire Live)

Reading

Reading has some successful and distinctive co-ops but has never had a co-operative development presence; 
indeed there are few CDBs in the central England area. We are at an early stage of discussions with local co-
operators regarding the prospects for a significant co-operative initiative there.

Other areas

Also on our radar are Preston, Worcester, Milton Keynes and Bridport; and we will continue to listen to the 
aspirations of co-operators and communities as we select future target areas. We may well adapt our 
approach in the light of recommendations from local co-op activists, invitations from local authorities, or 
partnerships with other agencies. All these investigations are provisional – we retain the flexibility to respond 
quickly if initial signs of potential prove unfounded.

These are our immediate targets, and they are constrained only by our skill and creativity. However, there are 
a number of market opportunities that – depending on how they are implemented – may prove significant 
opportunities, and are worthy of further exploration.

 The ‘Preston Model’ of Community Wealth Building, which draws on the more explicitly co-op focused 
‘Evergreen’ project in the US, has driven interest in local authority engagement with co-ops.

 The NHS have opened a “Future NHS collaboration platform” for the pupose of consulting on future 
care delivery, with a specific Social Enteterprise (and hence potentially co-operative) working group.

 LEP’s have local authorities on their boards and are developing Build Back Better and recovery 
programmes – co-ops and Social Enterprises are evident in some of these.

 Community Entrepreneur zones, an SEUK project, is being developed to support place based 
entrepreneur development. This is already drawing on the expertise of co-operative development 
workers.

 Some of the larger Cooperative Societies are beginning to show an interest in co-op development 
skills at a strategic level; Mid Counties, for example, are undertaking a consultation.

 The development of Employee Ownership Hubs may open up opportunities for both place-based and 
high level strategic work.



Our board of directors
Josef Davies-Coates

Josef Davies-Coates is a researcher, writer, speaker, workshop leader, event producer, 
permaculture designer and founder of United Diversity; a cooperative dedicated to 
empowering people, building community, developing co-operatives and creating 
commons.

He plays an active role in the FairShares Association for multi-stakeholder co-operation in 
member-owned social enterprises and is an Associate of the P2P Foundation.  He 
previously served on the Board of Co-operatives London and was recently invited to speak
to the Greater London Authority's Regeneration team on the role of co-operatives in 
regeneration.

He regularly consults and advises co-operative and community enterprise start-ups on organisational design, 
legal structures, crowdfunding and community shares, and as co-founder of The Open Co-op was part of 
organising team for the Open 2017: Platform Cooperatives event in London in February 2017.

Alex Lawrie (Treasurer)

Alex Lawrie is a founder member of Stepping Stones and Cornerstone Housing Co-ops, 
Footprint Workers Co-operative, the Ecological Land Co-op, Red Bridge Centre and GO-OP, 
and of the CDB where he now work, Somerset Co-operative Services CIC.

He studied politics at Leeds University, and in 2017 he completed a Masters Degree from 
the University of Bristol in Strategy, Change and Leadership.

He is the author of ‘Empowering the Earth’ (Green Books, 2000), and Simply Finance (Co-
operatives UK, 2011).

Martin Strube (Secretary)

Martin is a Canadian anthropologist resident in the UK for over 30 years and currently at Co-
operative Solutions – a co-operative partnership.  He is experienced in large scale 
programme and project management, economic regeneration, and strategy development 
(largely in Local Government and co-operative movement settings) and is a specialist in 
enhancing democratic processes.

He has company and charity law experience and an extensive background in business 
advice and consultancy.  He is well versed in change management and conflict resolution in
community, Local Authority, and private enterprise contexts .  He has also served on 
company and trust Boards as a Non-Executive Director.

Ian Wilson

An experienced co-operative and community business supporter who works through CASE and also TH!NK FC,
a community business for sharing tools for better thinking and supporting community action. He has a 
background in projects around place based community action and is based in the East Midlands.

In co-operative business planning, Ian takes a strengths based approach starting with what is strong in a 
community and looking to develop understanding and confidence as we work together: "as simple as 
possible, as complicated as necessary".



John Merritt

John was born in 1959 and has a Master of Philosophy, Diploma in Social Work, Certificate 
in Co-operative and Social Enterprise Support and Credit Union Development Education. 
He has been working in the Co-operative and Social Enterprise Sector since 1998.

 Specialist areas of support include Credit Unions, Health and Care and Co-operative 
Movement development. John has been project coordinator for Southampton Co-
operative City project.

Douglas Racionzer

Douglas was born to an itinerant life. His father was a traveling salesman who lived with the Masai, and his 
mother hailed from Ethiopia. As a young man, irritated by an unfair jump in the cost of coffee at the University 
of Cape Town where he studied, he set up a cooperative café that was still operating in 1995 after 15 years. 
While in exile for nine years in the UK, he worked in a home for disadvantaged youth while simultaneously 
writing a manual on how to design work schedules for caretakers to avoid burnout. His method reduced sick 
leave by 70 percent in 25 children’s homes, and the book sold enough copies to finance his return to South 
Africa.

In 1995 Douglas had gained enough experience to become an instigator for the kind of change he wanted to 
see in his homeland. In1998, he began offering a retail skills course and when he followed up on the students 
who had failed to find employment, he discovered an immense opportunity to transform township shops into
economic and social development opportunities and founded Emerging Market Services to support this.

Today he works for Hackney Co-operative Developments as an advisor to the social and locally owned 
enterprises associated with HCD’s extensive portfolio of supported workspace.

Graham Mitchell

Since working with Co-operatives UK on sales and technical support services for .coop domain names in the 
UK and throughout Europe, Graham has gone on to be involved in some of the most innovative co-operatives 
in the UK.

He is a director of Platform 6 Development Cooperative Ltd,  Colne Valley Equitable Care Society Ltd,  and 
Ooooby UK Limited. He also plays a leading role in The Digital Life Collective - an innovative international co-
operative focussed on enabling 'Tech We Trust'.



Governance and staffing
Our labour of course comes from our member CDBs and from
individuals and agencies that otherwise have involvement in
co-op development, who can also take up membership. 

These two graphs illustrate the amount of work in hours
required in the early stages of establishing the service; and
the breakdown of fully paid and sweat equity work in three
different areas – internal management, bid development for
grants and tenders, and project development.

In the first year following launch, there will be more sweat
equity and less cash payments, reflecting the willingness of
the members to share risk. 

Our members have the chance to ‘bid’ for work as it becomes
available, and it is allocated according to our work allocation
policy that allows a ‘score’ to be calculated easily for each
bid, based on capacity, accessibility, capability and prior
commitment. This is intended to:

 build robust delivery teams 

 encourage mutual support and learning; 

 enable links within a geographical area to be
established;

 respect the effort and risk taken to enable
Development Co-op to secure the work;

 give new entrants to co-operative development a
chance to work on major contracts alongside more
well-established bodies.

Pay rates and conditionsPay rates and conditions

Whether paid in cash or as sweat equity, pay should follow simple scales that balance value for money against 
the need to secure and retain skilled people. 

The main distinction to be made is between three types of work carried out in Development Co-op: 
administration, business management, and co-operative development; we refer to these as A, B, and C rates.

Pay rates 2021

Administrative, business management and co-op development 

A: £40.00 / hr 10% paid as sweat equity

B: £50.00 / hr 20% paid as sweat equity

C: £60.00 / hr 30% paid as sweat equity

When working with contracts, we may not always be in control of pricing – however, any request to members 
to work at below these rates (corresponding to the level of skill and focus required) it will need to be approved
by the board. Not all work delivered by our members will be ‘C’ – some clients will in fact require 
administrative tasks to be carried out where they lack the capacity internally or locally – but where we ask for 
high capabilities we will always seek to pay a fair price that allows scope for reinvestment in developing our 
members own co-op development practice.

Our aim is to allow sweat equity to be withdrawn, with interest, from six quarters after it was invested; subject 
to a cap of 20% of issued share capital each quarter, and only after all outstanding requests for withdrawals 



from qualifying social investors have been met. On this basis, we would project that while almost half of work 
done will be sweat equity, most of this will be withdrawn within twenty four months of issue at a rate of up to 
£1.08 for each £1 worth of work.

ManagementManagement

Development Co-operative has three classes of share. Our user members are co-operative development 
practitioners, and we reserve 50% of voting rights in general meetings for mutual co-op development bodies 
that have a membership and trade not for profit but for a social purpose. A further 25% of voting rights are for 
other co-op development workers and organisations, and these two classes ensure the people with the most 
direct knowledge of the business and market to take effective day-to-day decisions. 

Like all co-operative societies, within each category of membership voting is on the basis of one member, one 
vote at general meetings. Non user members (our investor members, and other supporters) have 25% of the 
votes which enables them to veto changes to the rules, mission, or terms and conditions of shares. They have 
sufficient power in the co-operative to protect their investment, and as profits allow share withdrawals, they 
will have priority ahead of user members. 

We welcome participation from non-user members – they have the same powers to propose motions and 
receive information about the work of the co-op as any other member, and can stand for election to the board
as long as there are three user members for each non-user serving as directors. The board will have the main 
responsibility for day to day decision making and oversight,  and defined roles will be allocated to ensure clear
accountability for the main areas of work and information flows.

Board elections take place annually, and at least a third of the seats on the board will be opened to election (a 
third of directors, those that have served longest since their last election, must stand down each year). 
Candidates are invited to contact the board early, but can also put themselves forward on the day. Each is 
voted on in turn (using the same ‘weighted voting’ described above) until no vacancies remain. Non-user 
candidates may be voted on after user candidates if it is not clear whether there will be enough user directors 
to create a vacancy.

Unlike other Development Co-op work, service on the board is remunerated with very high levels of ‘sweat 
equity’ (payment in shares) – up to 100%. While we need to attract the very best of us to serve, it is important 
that other members can see that this does not happen at the expense of externally focused paid work being 
available to them.

The board cannot among themselves deliver all the organisational overheads. A set of contracts will be issued 
to Development Co-op members  to provide the bedrock of effort for organisational maintenance and 
support and coordination for both tenders and projects. These will employ a mix of work at different pay 
grades, with varying degrees of sweat equity, as follows:

Rate Task Sweat % Days/qtr

A Co-op investor relations 0 2

A Treasurer 0 2

A Secretary 0 1.25

A External relations 0.25 2.5

B Member Services 0 2.5

B Sector analysis 0.75 1.25

B Tender coordination 0 1.5

B Fundraising co-ordination 0.25 0.75

B Certification and CPD 0.75 2.5

C Replication co-ordination 0.25 1.5

C Incubator co-ordination 0.25 1.5

C New CDB co-ordination 0.75 2.5



Returns and forecasts
We will pay 4% interest on shares issued to investor members, and also to user members. These rates are 
modest, but it is important to us that investors treat this as a ‘blended investment’ in which social purpose is 
of equal importance to financial returns; and that the main reward to user members is from work rather than 
investment.

As an offer of community shares, the motivation for investment will be principally social impact rather than 
financial returns. However, it is important that investors in co-operative development understand it as a 
prudent way to manage savings: and we can say that it offers an internal rate of return of 23% for an investor 
who puts funds in in 2021 with SEIS tax relief, and withdraws them progressively in stages between 2024 and 
2026 (with EIS, it is lower: 15-17%). With investor churn, it may be possible for investors to withdraw all their 
funds in 2024 in which case the rate of return will be significantly improved.

It is important to stress that this is a full risk investment in working capital in an emerging market; the 
relatively high return is justified by the higher than usual risk for an investment in a co-operative enterprise.

Our policy on withdrawals is that social investors should expect share capital to be withdrawable no sooner 
than three years after it is invested – the SEIS qualifying period – and quite possibly later than that. User shares
do not have a similar qualifying period, and it is our aim that sweat equity can be withdrawn within two years. 
However, user members understand that they must bear the greater part of the risk as they are in the best 
position to mitigate it.

We do not expect that the current share offer will be the last one – after the SEIS shares have been issued we 
can progress to EIS share capital in a more established and resilient business. Our track record should support 
growth to £500,000 after three years and quite possibly over a million a few years after that. However, our 
forecasting does not and cannot rely on that: we must demonstrate to the present investors that, desirable as 
further raises might be, their exit does not rely upon it.

The pie chart below shows how funds are used in the first year (in the minimum scenario). This investment is 
almost entirely working capital – this is necessary as we are a knowledge-intensive business – but the use of 
that working capital for project development links it in many cases to real assets that will later act as indirect 
backing for our invoices.

So for example, we are working with Bath Co-operative Alliance on the development of a complex of housing 
and co-operative workspace. This will involve securing land, gaining planning permission and project 
managing the improvements – all of which leaves our client with a much more valuable asset than they 
started with, so we can have confidence that our invoices will ultimately be repaid.



Overall, the model suggests that investment in developing projects and tenders does lead to losses in the 
early years. However, these are rapidly repaid, with the society moving quickly into profit and – by the end of 
the first five years – starts to build its own common wealth.

It is clear that turnover takes some time to develop – there is a long period during which cash reserves are run 
down and the foundations of the business are laid. However, as projects reach fulfillment, larger grants and 
tenders are won, and membership begins to grow, gradually turnover begins to exceed the overheads, and 
the first quarterly profits are recorded (though intermittently at first).

As share withdrawals are enabled, the cash balance is brought down even as turnover and profitability 
increase. Overheads become progressively less of a burden as the management systems operate with 
efficiency borne of practice and confidence.

More detail can be seen in the chart below how the different transactions impact on liquid funds over time. 
Projects are developed in locations with high potential, but low levels of co-operative development 
infrastructure: Preston, Bath, Reading and Dorset are all under active consideration. 



This requires a significant investment of time, and income does not begin to flow from any of these projects 
until quite late. However, when it does it allows investors to recover their principal, should they wish, soon 
after the end of their qualifying period.

Because the co-operative can continue to expand and grow, it may very well be that the directors will in fact 
choose to launch a fresh share issue before this stage. The slightly less attractive incentive of EIS tax relief will 
be offset by the trading history and the evidence of profit, and we might speculate that at this point a step 
change to a much larger volume of trading might be their goal.

The appendices included in this document show the actual figures relating to the graphs above, and 
additional detail. Some of the headings may require additional explanation.

From late 2022 – early 2023 on, you will notice that the balance sheet records ‘fixed assets – equity’. This is the 
result of DC accepting payment for some of its work in developing hubs in the form of shares in a local society.
This is helpful to the client as it allows them to defer some payments at a time when liquid cash may be in 
short supply; it is helpful to DC as it gives us an equity stake in local projects and a legitimate say in their 
management. It also earns a modest rate of interest.

As with all financial models, there is some simplification. There is no distinction made between grants and 
contracts, because at this stage we cannot be certain which will be most effective as sources of support 
(indeed, some funded work my have some of the features of a grant and some of a contract – the distinction 
between the two can be quite complex). 



Risk assessment
We have evaluated some of the main risks facing us:

Risk Likelihood and severity 

(1-3, multiplied for overall score)

Mitigation

Days of worker time go into networking 
and partnership development that does
not lead to outcomes.

Overall:  6.25

Likely (2.5), high impact (2.5)

Clear indicators of progress used; maintain 
willingness to insist on discussions being cut 
short without tangible commitments. On-the-
ground development workers share findings 
regularly with other team members who can 
challenge their assessment of risk.

Resources are sunk into a development 
site that turns out to be complex, 
expensive or impossible to build on as 
planned.

Overall: 6

Medium (2), severe impact (3)

A checklist of key development risks must be 
completed, and independent expert advice 
sought where it is not clear. The board to 
regularly review project risks, including expert 
reports received.

Conflict with local partners, or divisions 
in a community impede progress or 
imperil an entire hub

Overall: 4

Medium risk (2), 

medium impact (2)

Clarity of expectations is very important, with 
clear written agreements rather than verbal or 
vague undertakings. ‘Cooling off periods’ 
should be used to give people time to withdraw
consent after careful consideration. Diverse 
teams will give early indications of where 
conflict might later arise, but agreement on key 
values and goals should be explicitly checked.

We become overly reliant on lawyers, 
architects and planning consultants 
who are a drain on resources

Overall: 3

High risk (3), low impact (1)

Look for professional skills that are coupled 
with co-op values, and carefully plan the 
necessary services at the right stage of 
development. Be aware of professional biases, 
including our own. Summarise and interpret the
advice received so that lay directors are not 
overawed or overwhelmed.

Enthusiastic local advocates create a 
misleading impression of the potential 
for success.

Overall: 2.5

Likely (2.5), modest impact (1)

Board level evaluation will offset the chance of 
‘going native’.

Intense competition for grant funding 
means numerous unsuccessful 
applications.

Overall: 2.5

Likely (2.5), modest impact (1)

Careful selection of which competitions to bid 
into, based on us having an unusually good fit 
with criteria.

Volatile property market makes 
investment in built assets risky.

Overall: 2.5

Low expectation (1), 

high impact (2.5|)

Spread risk among multiple types of property; 
learn from failed enterprise hub projects; 
monitor the property market and demand in 
target areas.

Shortage of qualified development 
workers to carry out tasks.

Overall: 1.5

Very likely (3), 

limited impact (0.5)

Coordinate with ‘barefoot CDB’ development 
programme, and continue to actively recruit 
CDBs. Be prepared to slow down work if labour 
shortage is acute to avoid taking on 
commitments we can’t properly deliver.

Declines or poor quality work elsewhere
in the co-op development sector harms 
our reputation

Overall: 1

Low risk (1), low impact (1)

Engage with Co-ops UK to secure high level 
support for the sector; make resources and 
assistance available in some cases to non-
members, but define clearly the boundary 
between the work we endorse as good co-op 
development practice and that we do not.



P&L and balance sheet
(Minimum working capital scenario)

2020 2021 2022 2023 2024 2025

Turnover

Grants and contracts 0 0 67,500 157,500 213,750 258,750 

Projects 0 0 19,838 89,202 148,577 184,202 

Subscriptions 1100 1,375 1,975 2,575 3,175 3,775 

Total 1100 1,375 89,313 249,277 365,502 446,727 

Cost of sales 0 0 41,597 126,144 209,188 264,971 

Gross profit 1100 1,375 47,716 123,133 156,314 181,756 

Overheads

General administration 870 25,432 26,316 25,003 25,253 25,253 

Fundraising 0 13,770 18,360 27,540 26,420 19,480 

Project development 0 8,100 44,275 65,445 61,980 61,980 

Interest 0 1,649 3,822 4,734 5,741 4,648 

Bad debts 0 0 0 (3,569) (5,843) (8,515)

Total 870 48,951 92,773 119,153 113,551 102,846 

Net Profit 230 (47,576) (45,057) 3,980 42,763 78,910 

Accumulated profit/loss 394 (47,576) (92,633) (88,653) (45,889) 33,021 

Cash balance 4618 53,294 24,331 46,066 57,284 51,760 

Class 1 shares 4300 10,945 29,707 51,852 73,941 58,376 

Class 2 shares 0 76,508 79,614 82,846 55,902 21,219 



P&L and balance sheet – minimum working capital 

2021 2022 2023 2024

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Turnover

Grants and contracts 0 0 0 0 11,250 11,250 22,500 22,500 33,750 33,750 45,000 45,000 45,000 56,250 56,250 56,250 

Projects 0 0 0 0 0 0 19,838 0 39,677 5,938 5,938 37,651 37,651 37,651 23,750 49,526 

Subscriptions 288 325 363 400 438 475 513 550 588 625 663 700 738 775 813 850 

Total 288 325 363 400 11,688 11,725 42,851 23,050 74,014 40,313 51,600 83,351 83,388 94,676 80,813 106,626 

Cost of sales 0 0 0 0 4,486 8,156 12,642 16,313 20,799 28,328 32,814 44,203 44,203 48,689 56,219 60,078 

Gross profit 288 325 363 400 7,202 3,569 30,208 6,737 53,215 11,984 18,786 39,148 39,185 45,987 24,594 46,548 

Overheads

Administrative expenses 2,080 9,985 7,487 5,880 6,800 6,119 7,252 6,145 5,670 5,683 7,937 5,713 5,731 5,747 8,001 5,775 

Fundraising 1,120 3,470 4,590 4,590 4,590 4,590 4,590 4,590 5,710 8,060 8,060 5,710 4,590 5,710 8,060 8,060 

Project development 0 630 2,105 5,365 9,470 9,685 13,645 11,475 13,715 16,625 16,305 18,800 14,495 13,115 15,885 18,485 

Interest 10 18 789 832 874 928 980 1,040 1,093 1,147 1,212 1,282 1,347 1,403 1,459 1,532 

Bad debts 0 0 0 0 0 0 0 0 0 (992) (297) (2,281) (891) (891) (1,883) (2,179)

Total 3,210 14,103 14,971 16,667 21,734 21,322 26,467 23,250 26,188 30,523 33,217 29,224 25,272 25,084 31,522 31,672 

Net Profit (2,923) (13,778) (14,609) (16,267) (14,533) (17,753) 3,741 (16,513) 27,027 (18,539) (14,431) 9,923 13,913 20,903 (6,928) 14,875 

Accumulated profit/loss (2,923) (16,701) (31,309) (47,576) (62,108) (79,861) (76,120) (92,633) (65,606) (84,145) (98,576) (88,653) (74,739) (53,837) (60,765) (45,889)

Annual profit -16,701 0 0 0 -63,161 0 0 0 -4,284 0 0 0 30,308 0
Withdrawals 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 

Balance sheet

Current assets

Cash at bank 12,317 75,665 65,211 53,294 53,960 39,999 38,339 24,331 24,083 24,603 22,198 46,066 49,609 58,728 78,199 57,284 

Creditors 0 0 0 0 0 0 0 0 0 (1,737) (1,737) (5,210) (5,210) (5,210) (6,947) (8,684)

Debtors 0 0 0 0 (9,844) (8,438) 2,962 5,774 38,420 27,619 22,588 18,607 34,601 52,002 34,545 48,770 

Liabilities (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417)

Net assets (1,101) 62,248 51,794 39,877 30,699 18,144 27,884 16,688 49,085 37,069 29,632 46,045 65,583 92,102 92,380 83,954 

Represented by

Shares 1,822 78,948 83,103 87,453 92,807 98,005 104,004 109,321 114,691 121,214 128,208 134,698 140,322 145,939 153,145 129,843 

Reserves (2,923) (16,701) (31,309) (47,576) (62,108) (79,861) (76,120) (92,633) (65,606) (84,145) (98,576) (88,653) (74,739) (53,837) (60,765) (45,889)

Total (1,101) 62,248 51,794 39,877 30,699 18,144 27,884 16,688 49,085 37,069 29,632 46,045 65,583 92,102 92,380 83,954 



P&L and balance sheet
(Maximum working capital scenario)

2020 2021 2022 2023 2024 2025

Turnover

Grants and contracts 0 15,000 120,000 255,000 300,000 345,000 

Projects 0 0 108,422 227,172 253,504 227,172 

Subscriptions 1100 1,375 1,975 2,575 3,175 3,775 

Total 1100 16,375 230,397 484,747 556,679 575,947 

Cost of sales 0 7,313 97,563 279,938 344,563 347,438 

Gross profit 1100 9,063 132,835 204,810 212,117 228,510 

Overheads

General administration 870 31,630 37,390 43,057 43,179 43,179 

Fundraising 0 24,070 33,250 36,720 36,720 36,720 

Project development 0 13,075 59,260 76,105 65,580 65,580 

Interest 0 3,489 7,103 8,416 8,421 6,255 

Bad debts 0 0 (2,117) (9,706) (13,140) (10,894)

Total 870 72,264 134,886 154,592 140,760 140,840 

Net Profit 230 (63,202) (2,008) 50,743 72,711 89,777 

Accumulated profit/loss 394 (63,202) (65,209) (14,466) 58,245 148,022 

Cash balance 4618 129,479 104,834 101,021 77,258 15,673 

Class 1 shares 4300 13,443 37,656 56,322 84,623 67,019 

Class 2 shares 0 153,321 159,547 166,025 91,857 34,867 



P&L and balance sheet (maximum working capital)

2021 2022 2023 2024

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Turnover

Grants and contracts 0 0 0 15,000 15,000 30,000 30,000 45,000 60,000 60,000 75,000 60,000 75,000 75,000 75,000 75,000 

Projects 0 0 0 0 42,336 0 21,168 44,918 44,918 56,793 68,668 56,793 68,668 47,500 68,668 68,668 

Subscriptions 288 325 363 400 438 475 513 550 588 625 663 700 738 775 813 850 

Total 288 325 363 15,400 57,774 30,475 51,681 90,468 105,506 117,418 144,331 117,493 144,406 123,275 144,481 144,518 

Cost of sales 0 0 0 7,313 11,250 18,563 22,500 45,250 56,500 68,156 83,188 72,094 83,188 87,125 87,125 87,125 

Gross profit 288 325 363 8,088 46,524 11,913 29,181 45,218 49,006 49,262 61,143 45,399 61,218 36,150 57,356 57,393 

Overheads

Administrative expenses 3,970 13,433 7,860 6,368 6,872 9,782 10,918 9,818 10,173 10,193 12,455 10,236 10,260 10,256 12,458 10,205 

Fundraising 2,240 8,060 5,710 8,060 5,710 9,180 9,180 9,180 9,180 9,180 9,180 9,180 9,180 9,180 9,180 9,180 

Project development 0 1,155 5,290 6,630 11,495 16,270 14,525 16,970 17,815 19,815 19,815 18,660 17,990 16,135 14,660 16,795 

Interest 10 320 1,551 1,608 1,667 1,732 1,811 1,893 1,972 2,058 2,146 2,240 2,223 2,071 2,020 2,107 

Bad debts 0 0 0 0 0 0 0 (2,117) (1,188) (2,246) (2,840) (3,433) (2,840) (3,433) (3,433) (3,433)

Total 6,220 22,968 20,411 22,666 25,744 36,964 36,434 35,744 37,953 39,000 40,756 36,883 36,813 34,208 34,885 34,854 

Other income (equity assets) 0 0 0 0 0 0 0 44 63 104 154 204 255 311 366 422 

Net Profit (5,933) (22,643) (20,048) (14,578) 20,779 (25,051) (7,253) 9,518 11,116 10,365 20,542 8,720 24,660 2,252 22,837 22,962 

Accumulated profit/loss (5,933) (28,575) (48,623) (63,202) (42,422) (67,474) (74,727) (65,209) (54,094) (43,728) (23,187) (14,466) 10,194 12,446 35,283 58,245 

Annual profit -28,575 0 0 0 -38,899 0 0 0 23,746 0 0 0 56,174 0
Withdrawals 0 0 0 0 0 0 0 0 0 0 0 10360 0 0 0 0

Balance sheet

Fixed assets Equity 0 0 0 0 0 0 0 10,570 15,145 25,024 37,210 49,220 61,507 74,865 88,278 101,747

Current assets

Cash at bank 39,448 139,959 125,637 129,479 111,832 104,731 79,431 104,834 101,442 108,228 119,844 101,021 92,082 92,563 106,363 77,258 

Creditors 0 0 0 0 0 0 0 (5,403) (5,403) (8,105) (10,806) (8,105) (10,806) (10,806) (10,806) (10,806)

Debtors 0 0 0 (12,500) 32,336 22,336 48,504 35,410 53,953 59,115 67,965 79,161 88,011 71,210 75,577 79,943 

Liabilities (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417) (13,417)

Net assets 26,031 126,542 112,220 103,562 130,751 113,650 114,518 131,994 151,720 170,846 200,795 207,881 217,377 214,414 245,994 234,725 

Represented by

Shares 31,963 155,117 160,843 166,764 173,173 181,124 189,245 197,203 205,814 214,574 223,982 222,347 207,183 201,968 210,711 176,480 

Reserves (5,933) (28,575) (48,623) (63,202) (42,422) (67,474) (74,727) (65,209) (54,094) (43,728) (23,187) (14,466) 10,194 12,446 35,283 58,245 

Total 26,031 126,542 112,220 103,562 130,751 113,650 114,518 131,994 151,720 170,846 200,795 207,881 217,377 214,414 245,994 234,725 
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