MINUTES OF ROADWATER VILLAGE COMMUNITY SHOP CBS MANAGEMENT COMMITTEE
12" DECEMBER 2024, 1.00 PM, IN THE VILLAGE HALL

PRESENT: Bruce Freeman (Chair), Cherry Bird (Sec.), Mary Coles, Tony White, Claire Sawatzki,
Sheila Robertson (part).
APOLOGIES: Di Binding, Karl Toth

This was a short meeting purely to deal with urgent financial issues, led by Tony as a result of his recent work.
The remainder of the agenda will be covered in a second meeting next week.

1. Post Office compensation

A decision is needed on whether we ask John Allen to proceed with a compensation claim against the PO as
invited by email some weeks ago. This option has been extended to all POs affected by the Horizon scandal.
Others (eg Dulverton) who have submitted claims have received the money in about 3 weeks. However, the
complication for Roadwater is the change of company in the meantime, which is likely to require more legal
work. There are 2 options: (1) to refloat the old (ie original) company to make the claim or (2) to float a new
company. Option (1) could attract significant fines because of lack of submissions to FCA but the compensation
would cover that. Also, currently John Allen is the only shareholder in the old company as other shareholders
transferred to the new (current) company or were paid for their shares.

Tony recommends asking John Allen to do the legal work and make the claim, as it should not sit with the
committee and it needs his legal skills. The fee to be capped at £3,000 and no fee if the compensation is not
received. Also to set terms ensuring any compensation received is fairly distributed. There are two advantages
to proceeding (1) the money (2) the goodwill on the part of shareholders that this was followed up.

ACTION: All those present agreed to accept Tony’s recommendation. Those not present, please email the
committee with their opinion before Tony goes ahead.

2. Stock records

Tony has been working with Steve and Julia to review stock records, many of which are questionable. Of
around 2,500 entries about 500 are incorrect, in the wrong departments or sub-departments or reported in
the wrong areas. The whole structure needs to be cleaned up and VAT codes correctly allocated and entered
to avoid future errors. Margins were also checked, some of which are very small or even negative. They plan to
review any that are <5%. Monthly control reports can be used for this. Process likely to take around 6 weeks
and is important for profitability.

Steve and Julia commended for the time and effort they have put in.

ACTION: All those present agreed Tony should continue with this work. Those not present, please email the
committee if you have any comments.

3. Card machine and Repos
Card machine contract is up for renewal. Tony has looked around it seems the deal we have is as good as any,
especially as we are quite limited as to what is compatible with Repos.

Tony feels Repos is an outdated system and we should be looking to get something better in the future. First
however, we need to get the data in good order. If/ when we decide on this, grants are available.



ACTION: Those present agreed the current card contract should be renewed and we will not change from Repos
in the immediate future but consider it in the longer term. Those not present, please email the committee with
their opinion before Tony goes ahead.

4. Financial performance

Recent figures are encouraging and we are back in profit. The numbers are looking more positive, although
return on capital is lower than before. Cost of sales for the café needs to be looked at. Last year was
exceptional, not helped by almost zero profit from the flat. Revenue needs to be increased, and marketing will
be an important component of that (to be discussed at next meeting).

5. Roles and responsibilities

Greater clarity is needed on roles. In particular we need to appoint a shop manager who is accountable. We
have previously thought this would be too costly, but we should look at ways it could be done. If profitability is
increased that would help compensate. Currently too many people dipping in, which has created chaos
throughout the business. The number of people who can enter items on the system needs to be limited. The
café manager role also needs to be more clearly defined (current JD is available).

Suggested actions:
e Add roles and responsibilities to the agenda for discussion at the next meeting
o Contact other shops in Somerset and invite to a meeting to share ideas
e Contact Plunkett for their thought on this issue (could include other shops and Plunkett at same
meeting)

6. Book-keeping

The book-keeping is currently not in good order, which is a serious concern. Tony recommends moving to an
agency for book-keeping and payroll services, to separate these activities from John Allen as he is the person
who examines the accounts. Initially a complete review of the system is needed to get things into good order,
which would require significant time. Tony has approached John Allen and found likely cost is around £1,200
per month, about £500 more than we currently pay. He is also looking for other options. Cost will be increased
but risks reduced. Challenge is to find a service quickly.

Tony suggests asking John Allen to take this on in the immediate term, while we carry out further research into
other local options. But we would want to say who he uses to do the work. Bringing back former employees
would not be acceptable.

ACTION: Some of those present thought we could try other options before asking John Allen and action was left
undecided. We need to make a decision quickly, so please could everyone email their preference.

7. Bank signatories
ACTION: As our Treasurer, Tony White to be added as a bank signatory on both accounts as soon as possible.
All those present voted for this. Could those not at the meeting please email their vote.

The process for removing Simon Smith is ongoing.

Next meeting: Thursday 19t December at 5.00 pm TBC
Mark Andrews to be invited to discuss marketing. Roles and responsibilities also to be covered.



