
URUGUAY
The Extended Vision

From Family Sanctuary to Resilience Hub & Living Business

RETREATS WELLNESS RESILIENCE BUNKER HORSES DIGITAL INCOME VOLUNTEERS

Prepared June 2026  ·  For planning purposes only  ·  Seek legal and professional advice before acting



Uruguay: The Extended Vision Page 2

All revenue projections are illustrative estimates only · Legal advice essential for retreat, plant medicine, and bunker operations

BEYOND THE MOVE: A LIVING VISION

The base proposal covers the family: six people, shared land, communal life, financial freedom. That alone is

transformative. But rural Uruguay at scale offers something more. The land, the time, the stability, and the low

overheads create a platform on which an entirely different kind of life — and a self-sustaining business

ecosystem — can be built.

This document is the dream scenario. Not wishful thinking — each element is a real, functioning business

model operating in Uruguay and globally right now. Together, they describe a property that pays for itself,

earns additional income, serves a growing community, and leaves the family financially independent within

five years.

The vision in one sentence: A self-sufficient rural sanctuary in Uruguay that houses a family, welcomes

guests, runs wellness retreats, offers resilience infrastructure to subscribers, breeds horses, generates

digital passive income — and does all of it from land that costs less than a terraced house in Bradford.

Base running costs remain: ~£23,000/year. Potential gross revenue: £80,000–200,000+/year.

THE PHYSICAL FOUNDATION: CONTAINERS +
EXPANDED LAND

Shipping containers are the most cost-effective modular building system on earth. Montevideo is one of South

America's largest container ports — containers are cheap, plentiful, and already in country. A 40ft container

costs $4,000–7,000 delivered to rural Canelones. Fitted out, insulated, plumbed, and electrified:

$18,000–28,000 per unit. Merge two or three and you have a substantial structure for under $60,000.

Container Configuration Footprint Fit-out Cost
(USD)

GBP Equiv. Use

Single 40ft container 37 m² $18,000–24,000 £14,000–19,0
00

Studio / single bedroom unit

Double merged (2×40ft) 74 m² $28,000–38,000 £22,000–30,0
00

2-bed family unit / large studio

Triple merged (3×40ft) 111 m² $42,000–55,000 £34,000–44,0
00

Full family house with living area

Container + deck/veranda +30 m² deck +$4,000–7,000 +£3,000–5,50
0

Outdoor living extension

Buried bunker module
(2×40ft reinforced)

74 m²
underground

$35,000–55,000 £28,000–44,0
00

Resilience/emergency shelter

Retreat dormitory (2×40ft
side-by-side)

74 m² + shared
deck

$32,000–45,000 £25,000–36,0
00

8–10 bed retreat accommodation

Expanded Land: 8–12 Hectares
The base proposal modelled 2–3 hectares. For the extended vision — retreats, horses, bunker, volunteers —

8–12 hectares is the right scale. This is still very affordable in Uruguay.
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Land Area Canelones Dept. Cost GBP Equiv. What It Gives You

5 hectares $35,000–70,000 £28,000–56,000 Family + 1 retreat space + horse paddock

8 hectares $56,000–112,000 £45,000–90,000 Full vision: retreat, horses, bunker, forest, gardens

12 hectares $84,000–168,000 £67,000–134,000 Significant farm, multiple revenue streams, genuine
estate

Recommended: 8
hectares

~$70,000–90,000 ~£56,000–72,000 Canelones, road access, fibre internet, 45 min
Montevideo

For context: 8 hectares in Canelones is 80,000 square metres — roughly 11 football pitches. The cost is comparable to a single
garage in central London.
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EXPANDED SETUP BUDGET (£300,000 STARTING
CAPITAL)

The extended vision requires more upfront investment. With £300,000 starting capital (or £300,000 raised by

selling UK properties), here is a full build budget for the sanctuary-plus-business model:

Item Cost (GBP) Notes

Land (8 hectares, Canelones) £65,000 Approx $80,000 USD

Legal/escribano/immigration (all 6) £6,000 Land + residency applications

Main farmhouse (buy + convert) £50,000 Existing 3-bed structure + works

Container eco-units ×3 (family living) £55,000 Private units for family members

Retreat accommodation block (2×40ft merged) £32,000 Sleeps 8–10 guests

Communal kitchen/dining + lounge £22,000 Heart of the property

Resilience bunker (2×40ft buried, reinforced) £40,000 Underground, insulated, stocked

Solar array + battery (15kW system) £18,000 Powers everything; near-zero electricity bills

Borehole + water filtration £5,500 Independent water supply

Rainwater capture + grey water recycling £3,500 Full water independence

Septic + composting waste system £4,000 Rural standard

Horse paddocks + stable (3 horses) £12,000 Fencing, shelter, basic stable block

3 horses (2 mares + 1 stallion/gelding) £8,000 Criollo or sport breed

Vehicles (1 truck + 1 estate) £20,000 Secondhand, Uruguay market

Workshop + tool store container £8,000 Single fitted container

Vegetable garden + polytunnel £3,500 Near-self-sufficient food production

Retreat furnishings + equipment £12,000 Yoga mats, meditation cushions, kitchen, linen

Bunker provisions (6 months food + supplies) £8,000 Non-perishables, medical, communications

Flights + shipping (container of possessions) £9,000 6 flights + 1 shipping container

Contingency (12%) £29,000 Always include

TOTAL BUILD COST £410,500 Exceeds £300k — see note below

Shortfall vs £300k starting capital -£110,500 Cover via: UK rental income / phased build /
small Uruguayan mortgage

Phasing note: The full vision does not need to be built at once. Phase 1 (family living + basic retreat capacity): ~£220,000.
Phase 2 (bunker + horse infrastructure + expanded retreat): funded from Phase 1 revenue over years 2–3. Uruguay also has
mortgages for residents — typically 15–25 year terms at 7–10% in UYU, or USD loans available through some banks.
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THE REVENUE STREAMS

Each stream below operates independently. Together they create financial resilience — if one slows, others

carry it. The family's core living costs (£23,000/year) are already covered by the pension and one remote

salary. Everything below is additional.

REVENUE STREAM 1: WELLNESS & RETREAT HOSTING

The wellness retreat industry is one of the fastest-growing sectors globally, valued at over $650 billion.

Uruguay is an emerging destination — cheaper to fly to than Bali, safer than Mexico or Colombia, with a

gentle climate and stunning countryside. A 10-bed rural retreat property running 2 retreats per month at

$1,500 per person per week is a serious income.

Retreat Type Duration Price per Person Capacity Revenue per Retreat

Yoga & meditation weekend 3 days $600 10 $6,000

Wellness immersion week 7 days $1,500 10 $15,000

Nature & mindfulness retreat 5 days $1,000 8 $8,000

Plant medicine ceremony (see note) 3 days $1,200 8 $9,600

Creative arts / writing retreat 7 days $1,200 8 $9,600

Family & reconnection retreat 5 days $800/person 16 $12,800

Scenario Retreats/Mo
nth

Avg
Revenue/Retreat

Annual Gross Costs (30%) Net Profit

Conservative (40% occupancy) 1.5 £7,000 £126,000 -£37,800 ~£88,000

Moderate (60% occupancy) 2.5 £8,000 £240,000 -£72,000 ~£168,000

Ambitious (75% occupancy) 3 £9,000 £324,000 -£97,200 ~£227,000

Year 1 realistic (building
reputation)

1 £5,000 £60,000 -£18,000 ~£42,000

On plant medicine: Uruguay does not specifically schedule DMT (the active compound in ayahuasca) or psilocybin
mushrooms. Several retreat operations run legally in the country. However, the legal landscape is nuanced and evolving —
always obtain Uruguayan legal advice before offering any plant medicine services, and structure carefully. Cannabis is fully
legal in Uruguay and can be incorporated into wellness programming without restriction.

REVENUE STREAM 2: RESILIENCE BUNKER SUBSCRIPTION

We live in a period of genuine global instability — geopolitical fractures, supply chain fragility, climate events,

AI disruption. A growing number of high-net-worth individuals and thoughtful families are quietly acquiring

resilience infrastructure: secure, self-sufficient locations they can access if the world becomes severely

disrupted.

Uruguay is already on the radar of this community. It is politically neutral, far from nuclear targets, fertile,

temperate, and has one of the most stable democracies on earth. A reinforced, buried container shelter on a

private rural property — with six months of provisions, independent water and power, communications, and a

medical kit — represents genuine value to subscribers who want the option to use it but may never need to.
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Subscription Tier Annual Fee What It Includes Target Subscribers

Bronze — Digital
Member

£500/yr GPS coordinates (disclosed on payment),
community forum, quarterly status updates,
emergency contact protocol

100–500

Silver — Access
Member

£1,500/yr All Bronze + right to stay up to 14 nights/year +
annual property visit

20–50

Gold — Priority Shelter £5,000/yr All Silver + guaranteed berth in emergency,
dedicated storage locker, monthly briefing

5–15

Founding Member
(one-time)

£15,000 Permanent priority access, named storage,
co-governance rights, 30 nights/year

5–10 total

Subscriber Mix Annual Revenue Notes

100 Bronze + 10 Silver + 2 Gold £50,000 + £15,000 + £10,000 = £75,000 Conservative Year 2–3 target

300 Bronze + 25 Silver + 5 Gold + 5
Founding

£150,000 + £37,500 + £25,000 + £15,000 = £227,500 Ambitious 3–5 year

Year 1 (building community, soft
launch)

£15,000–25,000 50 Bronze + 5 Silver

Key principle: The property location is never publicly disclosed. Members receive coordinates only after payment and identity
verification. The sanctuary is marketed through word of mouth, private networks, and trusted communities — never on public
social media. This is the business model of discretion, and it commands a premium.
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REVENUE STREAM 3: WWOOF / VOLUNTEER PROGRAMME

Workaway, WWOOF (Worldwide Opportunities on Organic Farms), and HelpX are global platforms

connecting properties with volunteers who work 25 hours per week in exchange for accommodation and food.

This is not free labour in the exploitative sense — it is a genuine cultural exchange that thousands of

travellers seek out specifically.

Metric Detail Value

Volunteers hosted simultaneously 3–5 (you have the container units) —

Hours per volunteer per week 25 hours (standard WWOOF) —

Total labour hours per week (4
volunteers)

100 hours —

Annual labour hours 5,200 hours —

Cost to host (food + utilities per
volunteer)

~£200/month each ~£9,600/year for 4

UK minimum wage equivalent
value

£11.44/hr × 5,200 hrs £59,488/year in labour value

Net value of programme £59,488 − £9,600 ~£50,000/year in labour value

Tasks volunteers do: garden maintenance, horse care, retreat housekeeping, building and maintenance

projects, cooking, market runs, childcare assistance. They bring skills, energy, international perspectives, and

often become lifelong friends of the property. The family works alongside them — not above them.

REVENUE STREAM 4: HORSE BREEDING & EQUESTRIAN

Uruguay has a deep equestrian culture. The Criollo horse — tough, intelligent, bred for South American

terrain — is a national treasure. Argentina's polo industry creates constant demand for trained horses. Sport

horses, leisure horses, and working ranch horses all have strong markets.

Activity Investment Annual Revenue Potential Notes

Breeding (2 mares, quality
stallion or AI)

£8,000 initial stock £6,000–20,000/year 1 foal per mare/year; Criollo foals
£2,000–5,000; sport breeds higher

Training & sales (buy young,
train, sell)

£3,000–5,000 per
horse

£4,000–10,000
margin/horse

Buy at 2 yrs, train 12–18 months, sell
trained

Equine retreats / riding
experiences

Existing horses £2,000–6,000/year Day rides, sunset rides, retreat
add-on packages

Agistment (boarding others'
horses)

Existing paddocks £3,000–8,000/year £200–400/month per horse boarded

Horses also serve the retreat programme directly: horse therapy is one of the fastest-growing wellness modalities globally.
Equine-assisted therapy sessions can be charged as premium retreat add-ons at $100–200 per session.
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REVENUE STREAM 5: DIGITAL & AI PASSIVE INCOME

The remote workers in the household already have digital skills. In Uruguay, with 30–40 hours a week

returned to them, they have time to build passive income alongside their existing work. AI tools have

fundamentally changed the economics of content and web-based businesses — a single person with AI

assistance can now do what previously required a small team.

Model Time to Build Year 1
Revenue

Mature Revenue
(yr 3+)

How AI Accelerates It

Niche authority websites
(SEO + affiliate)

3–6 months
per site

£500–2,000/site £1,000–8,000/site/yr AI writes content 10× faster; keyword
research, structure

Digital products (courses,
guides, templates)

1–3 months £2,000–10,000 £5,000–30,000/yr AI creates curriculum, scripts, sales
copy

SaaS micro-tools (simple
web apps)

2–6 months £500–5,000 £5,000–50,000/yr AI codes MVP; non-developers can
now ship software

Retreat marketing +
booking consultancy

Immediate £3,000–10,000 £5,000–20,000/yr Offer skills to other retreat operators
globally

Print-on-demand / Etsy
(handicrafts + art)

1 month £500–3,000 £2,000–10,000/yr AI designs products; fulfilment is
automated

YouTube / content
(retreat lifestyle)

6–12 months £0–2,000 £3,000–20,000/yr AI edits scripts; attracts retreat
bookings organically

The property's own story — British family builds sanctuary in Uruguay, runs retreats, breeds horses, lives

off-grid — is itself a content asset. A well-produced YouTube channel or Instagram presence about the

project would generate retreat bookings and sponsorship income organically. The life is the marketing.

REVENUE STREAM 6: HANDICRAFTS, ARTS & LOCAL PRODUCE

Uruguay has strong craft markets — particularly in Colonia, Punta del Este, and Montevideo's weekend

Tristan Narvaja market. British artistic sensibility combined with Uruguayan materials (leather, wool, wood,

clay) creates distinctive products that sell well to the significant tourist and expat market.

• Leather goods — Uruguay is one of the world's largest cattle producers; quality hides are cheap.
Handmade leather bags, belts, and journals sell for £40–200 at market and £60–350 online.

• Textiles — Uruguayan wool is world-class. Hand-woven throws, scarves, and cushion covers have strong
Etsy and retreat-shop markets.

• Preserves and produce — Home-grown jams, herbal tinctures, dried herbs, honey (beehives are
inexpensive to establish) sell at retreats and local markets.

• Art and photography — The landscape is extraordinary. Prints, paintings, and photography of the
property sell as retreat souvenirs and online.

• Retreat merchandise — Branded items for retreat guests: tote bags, ceramics, books. High-margin, zero
shelf cost.

Combined, artisan and produce income is unlikely to replace a salary — but £5,000–15,000/year is realistic

from markets, Etsy, and retreat shops, with minimal time investment once systems are in place.
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COMBINED REVENUE PROJECTION

The table below models the property's revenue potential across three time horizons. Year 1 is conservative —

building, settling, establishing. Year 3 is realistic once operations are running. Year 5 is the full vision.

Revenue Stream Year 1 Year 3 Year 5 (full vision)

Remote work income (existing) £75,000 net £75,000 net £50,000 net (reduced hours)

Pension income £14,500 net £14,500 net £14,500 net

Wellness & retreat hosting £42,000 £100,000 £168,000

Resilience bunker subscriptions £18,000 £65,000 £150,000

WWOOF / volunteer labour value £20,000 £45,000 £50,000

Horse breeding & equestrian £3,000 £15,000 £28,000

Digital / AI passive income £5,000 £30,000 £80,000

Handicrafts, arts, produce £2,000 £8,000 £15,000

TOTAL GROSS INCOME ~£179,500 ~£352,500 ~£555,500

Total running costs (property + living) £35,000 £45,000 £55,000

NET SURPLUS ~£144,500 ~£307,500 ~£500,500

Monthly net surplus ~£12,000 ~£25,600 ~£41,700

Note: Volunteer labour value is expressed as equivalent cost saving, not cash income. Remote work income is shown declining
in Year 5 as the property generates enough that one or both workers reduce hours substantially. All figures are pre-UK tax on
remote/pension income; Uruguayan income on retreat/bunker revenue subject to Uruguayan business tax (IRAE at 25%) after
the first 10-year exemption on foreign income.

THE FIVE-YEAR ARC

Year Phase Key Milestones Financial Position

Year 1 Arrive & Build Land purchased. Containers installed. Family units
complete. First retreat hosted. Residency
applications in. Horses acquired. Volunteers first
hosted. Garden planted.

Running costs met. First retreat revenue.
Net surplus ~£120,000. Bunker phase
begins.

Year 2 Establish & Grow Retreat programme running monthly. Bunker
complete and first subscribers recruited. Digital
income streams launched. Horse first foals.
Volunteer programme full (4 at a time).

Retreat + bunker covering all costs.
Remote work income is pure surplus. Net
~£200,000. Begin debt repayment if any.

Year 3 Scale & Stabilise Retreat reputation established (reviews, word of
mouth, returning guests). 100+ bunker subscribers.
3–5 niche websites generating passive income.
Horse training sales. Residency permanent.

Financial independence from remote
work. Net surplus >£300,000. Could stop
remote work entirely if desired.

Year 4 Refine & Invest One or both remote workers reduces to part-time or
stops. Property fully paid. Begin investing surplus
(index funds, another small property, land). Possible
second bunker property.

Pure choice: work for pleasure only.
£25,000+/month net. Family wealth
building rapidly.
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Year Phase Key Milestones Financial Position

Year 5 Full Vision A living, breathing sanctuary. 10–12 retreats/year.
200+ bunker members. Passive digital income.
Horses. Art. Abundant food. Time. Grandchildren
visiting. Members coming to stay.

Financially independent. Property worth
significantly more than cost to build. Net
worth growing at >£400,000/year.
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LEGAL & PRACTICAL CONSIDERATIONS

Area Consideration Action Required

Retreat business Foreign nationals can own and operate
businesses in Uruguay. Register as a company
(SRL or SA). IRAE tax (25%) applies to
Uruguayan-sourced business income.

Register SRL with Uruguayan accountant. Separate
business and personal accounts.

Plant medicine Ayahuasca and psilocybin are not explicitly
scheduled in Uruguay. Several retreat centres
operate. Legal landscape evolving.

Obtain specific Uruguayan legal opinion before
offering. Consider religious/ceremonial framing used
by established operators.

Cannabis Fully legal in Uruguay. Residents can grow up to
6 plants or join a cannabis club. Can incorporate
into wellness products.

Register as grower with IRCCA. Cannot export.

Bunker
subscriptions

Subscription/membership model is legal. Property
access rights for fee = standard contract.

Draft membership agreement with Uruguayan
lawyer. Ensure location confidentiality clauses.
GDPR-equivalent considerations for EU
subscribers.

Horse breeding Agriculture is a core Uruguayan industry. No
special licensing required for small-scale
breeding.

Register animals with INAC/MGAP. Basic vet
registration. Brand animals per national
requirement.

Volunteers (WWOO
F/Workaway)

Cannot pay volunteers as employees without
labour law implications. Room-and-board
exchange is the standard model.

List on Workaway/WWOOF platforms. No formal
contract needed but basic written agreement
advisable.

UK tax
(non-residents)

UK income tax still applies to UK-sourced income
regardless of residence. Must file UK tax return.
HMRC P85 non-residency declaration.

Appoint UK accountant. Consider contractor status
for remote workers.

Uruguayan
business tax

10-year foreign income exemption applies to
income from abroad. Uruguay-sourced business
income taxed at 25% (IRAE).

Structure carefully: keep retreat and bunker revenue
in Uruguayan SRL with proper accounting.

THE DREAM IN PLAIN ENGLISH

Eight hectares of Uruguayan countryside. Yours.

Three container eco-units for the family — private doors, private lives. A main farmhouse. A shared kitchen

where something is always on the stove. A covered terrace with a fire pit and a view of the horses in the

paddock.

Once a month, eight to twelve strangers arrive for a retreat. They come stressed. They leave changed.

They tell their friends.

Somewhere beneath the property, reinforced and stocked and quiet, sits a shelter. Two hundred people

around the world sleep a little easier knowing it is there. They pay you a small fee each year for that feeling.

You don't advertise it. You don't need to.

Three volunteers from France, Brazil, and Japan are weeding the garden, mucking out the stables, and

learning to make dulce de leche. They eat at your table. They become part of the story.
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One of the remote workers spends Tuesday afternoons building niche websites with AI. Twelve of them

now earn passive income. The laptop is in the orchard.

The pension covers the electricity. The retreats pay for everything else. The bunker memberships are

building a fund. The horses are beautiful.

The children know their grandparents. The grandparents are not lonely. The adults are not burned out.

Nobody is commuting. Nobody is watching the clock.

This is not a fantasy. Every single element of it is operating somewhere in Uruguay right now. The question

is only whether you are the family that does it.

This document is a planning vision, not professional advice. Engage a Uruguayan abogado, a UK non-resident tax accountant,
and a financial adviser before committing capital. All revenue projections are illustrative and should be stress-tested against
conservative assumptions.


