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Foreword

Plymouth has a long tradition of creating and supporting social enterprises in the city.
Over twenty years it has encouraged their creation, and been at the forefront of their
support, even when the climate for enterprise development was not as favourable as
it now is for the sector. This activity has created a legacy of a mature social
enterprise sector in the city, making a significant contribution to its economic and
community life. There is now a huge opportunity for Plymouth to build on this legacy
to strengthen and build the sector to address some of the issues it faces — disparities
in wealth creation between wards, the inclusion of all its citizens in access to fulfilling
economic activity, and the provision of services through a vibrant local economy.

This Action Plan has been developed by Co-active Ltd — the social enterprise
development organisation based in the city — for the Wealthy Theme Group of the
Local Strategic Partnership. It has been developed in consultation with leading
members of the social enterprise sector, with Business Link and working closely with
Plymouth City Council. The plan takes particular account of the recent development
of a regional business support service (to be launched in April 2008) for social
enterprises, which will provide a comprehensive and in-depth support for new and
existing social enterprises in Plymouth and across the whole South West Region.
The existence of this new service will mean that the city’s resources for social
enterprise can be directed towards an ambitious and innovative programme of local
actions that will create a climate for social enterprise growth and development. The
plan proposes a set of actions to promote and encourage wider understanding of the
role of social enterprise in wealth creation and social cohesion. It seeks to speed up
the rate of creation of new social enterprises in Plymouth by working with the new
regional support service and providing real added value locally, using the resources
of the sector itself. The plan also sets out the ways in which the existing sector will be
enabled to improve performance and reach, creating a new wave of economic
opportunity in Plymouth. The plan encourages joint working across the social
enterprise sector, and beyond into the economic and educational organisations of the
city and into the voluntary and community sector in order to achieve these goals.
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1.1 Introduction

This document is designed to be a working document supporting a dynamic and
progressive Social Enterprise sector in Plymouth. The aim of this document is to pull
together the actions, funding and partnerships to harness the full potential of social
enterprises in the city. This document has been informed by in-depth interviews with
the following people and organisations:

Sue Morrish, Co-active

Peter Flukes, Wolseley Community Economic Development Trust
Roger Pipe, Millfields Community Economic Development Trust
David Banks, Devon Furniture Forum

Jo Hawcroft, North Prospect Garage Project Ltd

Oli James, Plymouth Music Collective

Pat Patel, Tamar View Community Complex Ltd

Peter Graham, The East End Partnership

Rod Burnett, Dragon Products

Viv Hill, Get Up and Go

In addition we have used existing research around social enterprise and the
integrated Business Link database. Thanks to everyone who contributed their time to
this strategy.

Plymouth has some of the most vibrant social enterprises in the country. There are
over 160" social enterprises in the Plymouth travel to work area? operating in diverse
sectors from healthcare provision to recycling. This document will set out how social
enterprises will be supported and helped to grow in order to contribute to Plymouth’s
competitiveness and success as a quality place to live and work.

What is a Social Enterprises?

A social enterprise is a business, with primarily social objectives. The surpluses are
re-invested in the business or in the community, They are owned by a range of
stakeholders and at least 50% of their income is derived from trade.

Why are Social enterprises important?

Social enterprises have proven to be an important catalyst in regeneration. They are
a driving force in ethical and environmental standards in business. In Plymouth they
have piloted innovative regeneration and help to generate wealth sustainably and
inclusively. They have proven to make a lasting difference for hundreds of people.
Importantly they provide services and sources of employment in deprived areas.
Private business would not normally choose to be located in these areas of market
failure. Social enterprises make an important sustainable model for implementing
change.

Social enterprises also contribute to the wider economy of any city. They tend to
trade in innovative ways and in new products and services, as well as providing

! Source: Co-active database 2007.

%In July 2007 Plymouth City Council defined the Plymouth Travel to Work area as: PL1, PL2,
PL3, PL4, PL5, PL6, PL7, PL8, PL9, PL10, PL11, PL12, PL15, PL17, PL18, PL19, PL20,
PL21, EX20, TQ10



regeneration vehicles as outlined above. Whether in music or child care, catering or
retail, many of the most innovative businesses are social enterprises.

1.2 Why social enterprise is important in Plymouth

Social enterprises have the potential to deliver both social and economic benefits.

Economic benefits

The economic benefits have been recognised by the government in their social
enterprise strategy “Scaling New Heights”;

“Enterprise is the lifeblood of the UK economy, creating prosperity and jobs.
Encouraging enterprise contributes to economic success, improving productivity and
competitiveness and contributing to efficiency and innovation...... Social enterprises
can make a valuable contribution to the level of business start-up. Those who may
not be attracted by conventional business may be more interested in starting a social
enterprise, and social enterprise may be an attractive way to fulfil the aspirations of
young people for social change”.

By basing their businesses in areas of deprivation social enterprises have a direct
economic impact. They often employ people from their community, creating new
jobs, serving other businesses and improving the confidence and level of skill in
deprived communities. Plymouth has some excellent examples of this; both the
Wolseley Community Economic Development Trust and the Millfields Community
Economic Development Trust manage business premises in deprived areas of the
city. These business premises foster new businesses in those areas, creating jobs,
and encouraging businesses to trade and employ locally.. Significantly both projects
also generate surpluses which are reinvested to expand and diversify but also to
provide services for the local community. The Wolseley Community Economic
Development Trust now directly funds service delivery of counselling and
employment services for local people from its operating surpluses and gives grants
and financial support to local people, local organisations and businesses- in
particular other social enterprises. Peter Flukes sums up this aspect of their work;

“Last year we generated, from our two business parks, £189,000 of profit.
£150,000 of that was ploughed back into community infrastructure support and
commissioning direct services, for example counselling, benefits advice and job
placement advice, as well as providing support for other organisations too who
provide services for the benefit of the people who live in our area.”

Market failure

Social enterprises can bridge the gap where the public and private sector have been
unable to provide the services that a community needs. By focusing on a social aim
rather than the desire to generate profit, social enterprises are able to meet these
unfulfilled needs where the private sector is reluctant to operate on tight margins..
Social enterprises are a very effective way of generating solutions which are
financially sustainable.

Viv Hill, explains how this worked in the case of her business;
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“We had this interest in providing child care in this area. There was no full day
care in this area, there were plenty of pre-schools which ran part time but nothing
that actually catered for anybody who wanted to go out for long periods if they
needed to go to work or training. Childcare that wasn'’t really available in this
immediate area and if they were accessing anything it tended to be quite
expensive childcare. Our idea was to provide something that was reasonably cost
effective.”

Individual solutions to local needs

Many social enterprises are created when a community or group identifies a local
need and for this reason social enterprises are solutions developed from within a
community rather than imposed . They can be highly successful in terms of meeting
community needs. Many of the social enterprises highlighted in this strategy use a
membership board as a way of engaging their community in the decision making
process, encouraging ownership and ensuring that communities are continually
consulted and included in the decisions within the business.. They can reach people
who would not usually engage with the public sector via statutory services.

By providing services and encouraging communities to input and shape those
services, social enterprises can be powerful in tackling social exclusion.

The government has defined social exclusion as "what happens when people
or places suffer from a series of problems such as unemployment,
discrimination, poor skills, low incomes, poor housing, high crime, bad health
and family breakdown. When such problems combine they create a vicious
cycle. Social exclusion can happen as a result of problems that face one
person in their life. But it can also start from birth. Being born into poverty or to
parents with low skills still has a major influence on future chances.”*

The benefits of social enterprise highlighted in this section, such as employment
opportunities, building skills and confidence and providing services all contribute to
tackling social exclusion and to creating a more inclusive society within our city.

1.3 Strategic fit

The role of Social Enterprises in the economic and social development of the United
Kingdom is now being championed at all levels. In 2006 the Government published
its Social Enterprise  Action Plan - Scaling New  Heights
http://www.cabinetoffice.gov.uk/third sector/documents/social _enterprise/se_action
plan_%202006.pdf

This national action plan recognises the importance of social enterprise and set out
clear goals for the future. Many of these goals are highly relevant to social enterprise
within the Plymouth area, indicating that locally we share many of the same
opportunities, issues and challenges with social enterprises throughout the UK.
Nationally identified priorities include;

Attracting more young people to social enterprise
Improving access to finance for social enterprises
Business support in start up phase

3www.cabinetoffice.qov.uk
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Legal forms and that as they “operate in a large number of sectors, they often
need sector- or trade-specific support”.

At a regional level, social enterprises are recognised by the South West Regional
Development Agency in the Regional Economic Strategy (RES) 2006 - 2015 . The
RES highlights the importance of social enterprises in delivering opportunities in our
economy, “Successful, competent businesses create the wealth that is at the heart of
the region’s prosperous and sustainable future..... Successful social enterprises
make an important contribution to these outcomes. ”

“Social enterprise is a vital element of the region’s economy, providing jobs and
services in their own right but also adding to the region’s overall “wealth” through a
broad range of social and environmental objectives. Successful social enterprises
also have to operate in competitive markets, but need tailored support to help them
to become sustainable. The region needs to build on existing structures, to enhance
support for social entrepreneurs.”

In 2007 Regional Infrastructure for Social Enterprise (RISE) published the final report
on the Business Support Project 2007 . The report delivered strong evidence of the
need for business support for social enterprise and created a mechanism for the
delivery of such a service.

WWW.rise-sw.co.uk

The role of social enterprises has also been identified at a local level. The Plymouth
Local Economic Strategy 2006-2021 and Beyond aims to develop a prosperous
economy and clearly indicates the importance of the sector, “As well as effective and
unconstrained participation in the labour market, a competitive city is also
characterised by participative characteristics more generally. These characteristics
might include active involvement in community groups and in local democracy,
healthy relationships between businesses and their surrounding communities, a
strong and innovative community and voluntary sector, as well as successful social
enterprises offering much needed goods and services onto the market particularly in
relatively deprived areas.” Furthermore, the Action Plan which accompanies the
economic strategy cites “social enterprise development” as a key action area for the
city.

This brief overview of national, regional and local strategies demonstrates the
recognition of the role of social enterprise at all levels. When developing this action
plan, care has been taken to ensure that our strategy and the identified actions fit
well within the wider strategic context identified above and compliment, rather than
duplicate existing provision for the social enterprises in Plymouth.

1.4 Local evidence base and size and scope of the m  arket

Characteristics:

In 2007 approximately 12,000* individual businesses were operating in the Plymouth
travel to work area. Although it is not possible to access precise figures it is likely that
the actual number of social enterprises in Plymouth is between 150- 200. Indicative

* In July 2007 Plymouth City Council defined the Plymouth Travel to Work area as: PL1, PL2,
PL3, PL4, PL5, PL6, PL7, PL8, PL9, PL10, PL11, PL12, PL15, PL17, PL18, PL19, PL20,
PL21, EX20, TQ10


http://www.rise-sw.co.uk/

figures can be derived from the Business Link and Co-active databases. In 2007
Business Link’s database identified 138° social enterprises in the city. Co-active’s
database reinforces these figures showing 168 social enterprises in the city.

These figures infer that Plymouth has a lower stock of social enterprises businesses
than the regional average.It appears that Plymouth has approximately only 1.4% of
its business stock operating as a social enterprises compared to 3% regionally®.
These figures are derived from statistics from the Small Business Service, 204,400
businesses operate in the SW region.” RISE estimates that there are approximately
6,000 social enterprises in the South West.

While Plymouth has a lower concentration of social enterprises than the region as a
whole, it does have an extremely experienced body of social enterprises. The
majority of the social enterprises on record have been working to improve the lives of
local people and the local economy for over 5 years. This body of highly successful
social enterprises are leading the way and demonstrating that there is an opportunity
and the ability, to develop businesses which are sustainable in the long term.

Figure 2 - Age of businesses 2

Trading Time Number of businesses
Trading less than 1 year 9

Trading 1 — 5 years 48

Trading over 5 years 81

The table below shows the size and type of social enterprises in the Plymouth travel
to work area. This table, based on Business Link statistics highlights, some
interesting factors:

Concentration in the health / social care sector — 66 of 138 businesses
Real estate business activities 19 of 138 businesses

Figure 1 — The Size & Type of Social Enterprises in ___ Plymouth
SIC 92 Industry | Size Size Size Size Size Unkno Total
Sector Band Band B | BandC | Band D | Band E | wn

A 1-4 5-9 10-49 50-249

0 Emps Emps Emps EMps

Emps
A- Agriculture, | 1 2 1 0 0 0 4
Hunting and
Forestry
C - Mining and | 0 1 0 0 0 0 1
Quarrying
D — Manufacturing | 1 1 1 4 0 0 7

® Source: Business Link Devon & Cornwall database, July 2007. Figures based upon
businesses which had received at least one step or business support intervention in the
previous 2 years.

® Source: RISE September 2007.
! http://stats.berr.gov.uk/ed/sme/smestats2005-regspr.pdf

8 Source: Business Link Devon & Cornwall database, July 2007. Figures based upon the
recorded start date for the social enterprise.
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F — Construction 1 0 0 2 0 0 3
G - Wholesale | 1 0 0 1 0 0 2
and Retail Trade

H - Hotels and | O 7 0 0 0 0 7
Restaurants

I — Transport, | O 0 0 0 0 1 1
Storage and

Communication

J - Financial | O 4 0 0 0 0 4
Intermediation

K — Real estate, | 1 8 2 6 2 0 19
renting and

business activities

M — Education 3 6 3 9 1 0 22
N — Health and | 4 11 6 13 2 0 36
social work

(0] - Other | 11 12 2 4 0 1 30
community, social

and personal

service activities

Q — Extra-territorial | 2 0 0 0 0 0 2
Organisations and

bodies

Total 25 52 15 39 5 2 138

Figure 3 - Engagement with business support

Of the 138 social enterprises that have engaged with Business Link, in the last two
years 66% have received 3 or more interventions.

No of Steps 2005 — July 2007 Number of businesses
1-2 steps 47

3 — 5 steps 32

6 — 10 steps 31

11 — 25 steps 18

26 — 50 steps 9

50 + steps 1

Total 138

These figures demonstrate that Plymouth has a well established base of social
enterprises and a high level of engagement and repeat engagement with business
support. However it is clear that the volume of social enterprises in the city and the
rate of social enterprise start-ups in the city is lower than might be expected.

This low rate of social enterprise start-up mirrors the low rate of business start-up
generally in Plymouth, as noted in the 2003 Scoping Study for the Plymouth City
Growth Strategy Project.” “The city’s economic problems — notably low rates of
entrepreneurship and over-reliance on traditional industries and major employers —
have been well documented.”

“Low levels of entrepreneurship and business densities are a significant concern in
Plymouth. Latest SBS data record 195 VAT registered businesses in the City per

o Scoping Study for the Continuation of the Plymouth City Growth Strategy Project, A Revised
Report to SWRDA and Partners, 5" August 2003, GHK.




10,000 adult population — only half the regional and national averages and 40% of
the level recorded in Devon. Rates of new VAT registration are also very low — at 22
per 10,000 population in 2002, barely more than half the regional and national
rates.”™

Research for the City Growth Strategy identified the reasons for this low rate of
entrepreneurship as;

Cultural factors — notably low confidence, self esteem and aspirations, an
employee culture and a tendency to risk aversion;

The structure of the economy — especially the dependence on large
employers and the public sector;

Socio-economic factors, especially deprivation, low incomes and low rates of
owner occupation;

Low levels of skills and numbers of managers and professionals;
Unrecorded entrepreneurship and the size of the grey economy.*!
Whilst this research was not primarily focused on social enterprise, there are clear

parallels which would explain the reasons why Plymouth has low levels of social
enterprise start-up.

Key Characteristics of social enterprise in Plymout h:

Good base of mature social enterprises operating in the city,
Body of experience to draw upon,

Concentration operating in the areas of community and social services,
health and social work and economic development activities,

Concentration of social enterprises operating in deprived wards
Opportunity to boost new social enterprises and spin-offs.

Social inclusion

As already highlighted there is a concentration of social enterprises operating in the
areas of community and social services, health and social work and economic
development activities. This is not surprising given the significant areas of deprivation
within the City. Of the 20 wards in the City ten are in the top quartile of the most
deprived in England, and three (St Peter, Ham and Budshead) are among the 10%
most deprived according to the 2000 Indices of Multiple Deprivation.*? Indeed the
2004 Indices of Multiple Deprivation ranks Plymouth as the 75" most deprived city in

10 Plymouth City Growth Strategy, Consultation Draft, February 2004. GHK.

11 Plymouth City Growth Strategy, Consultation Draft, February 2004. GHK.

12 WWW.QOSW.goV.uk
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theh country, a position which has worsened since 2000 when Plymouth was ranked
84t .13

In Plymouth many social enterprises such as Tamar View and the East End
Partnership were initially started from within the deprived wards themselves. These
organisations continue to be staffed by people from the community and have
community representation at board level. This close relationship with the community
enables organisations to tackle the issues that are important to a community.

General Manager Peter Flukes, describes the way that Wolseley is managed by its
community;

“We are a membership organisation so any resident and any business within our
catchment area, which is within the inner city of Plymouth, can be a member of
the trust. The members elect the majority of our management board, so we are
actually managed by the community. It is not just that we do good with the monies
that we generate but we are run from the beginning by our community and we are
accountable to them.”

For many social enterprises it is clearly important that their senior managers are able
to build and retain good community relations, as well as managing a successful
business. Also as the tendency is towards small management, senior staff need the
ability to multi-task. This has implications for the training and support of managers in
social enterprises.

Significantly many social enterprises take a different approach to staffing their
business. They may consider providing employment opportunities for disadvantaged
or disabled or people as part of their social aims. By training and supporting staff to
enable them to work social enterprises make a valuable contribution to social
inclusion.

13 http://www.plymouth.gov.uk/incomemaximisationplymouth
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Millfields Community Economic Development Trust — C ase Study

The Millfields Community Economic Development Trust was set up in the late 90s in
one of the poorest areas of the city. The Trust now manages five buildings which
provide 90 units of managed workspace and houses over 60 tenants. The aim of the
trust is to use managed workspace as a means of promoting economic regeneration
in the area. To do this the trust enables small companies to launch or develop in the
area, as these businesses grow local people benefit through employment, companies
trading locally and generally uplifting the area.

Roger Pipe explains how the business operates;

“We use businesses as a means of driving our own company as well because if we
don’t get our today right in terms of our business, we are not here tomorrow, we
strive to do our business properly. We are encouraging small businesses to start with
us and that provides us with a source of income and enables us to plan for the
future.”

“What keeps me going is that there is still a lot of work to be done. Stonehouse is
still, unfortunately, considered to be the worst neighbourhood [in the city]. | have
never worked with an organisation that has such as opportunity to make a difference.
If we do things right there is a huge chance that we will not only make a significant
contribution to eradicating deprivation in this area but also we could be used as a
model by which communities around the country can address long term issues
around deprivation..”

Roger also believes that the trust will continue to diversify and grow in the future;

“We want the trust to develop and diversify in the future. It will do other things other
than just develop business units, it will use business units as a means of doing
community development, so hopefully it will have more staff and a bigger asset base.
It will have an enhanced reputation, hopefully an enhanced sub-regional, regional
and even national reputation for doing good works.”

The trust has been supported by a number of other organisations during its lifetime;

“Well what has helped us to grow in the first instance was all the support that we
have had from Plymouth City Council, the fact that there were other organisations
like ours, | mentioned the Wolseley Trust and the fact that we were able to drill down
initially to some structural funds. In fact more recently we have been fortunate to
receive support from European objective 2 funding. So | can’t emphasise enough that
I don’t think we could have got going in the first place but for offers of support and
time from the Council and people like Co-active who were around at the time helping
us get going. So there was a fair amount of regeneration money and support at the
beginning and | don’t think we could have got going without that. Now | think that's a
problem for organisations about how they can start without that type of support.”

He also believes that there is an opportunity to build on the support offered by Co-
active and to offer specialist support in key areas;

“Well yes, specialist advice that common sense can't give you, in relation to analysis
of a building project and feasibility study, that sort of stuff on occasions.”

-12 -




Sue Morrish of Co-active has seen how social enterprises like the Millfields can
contribute to the growth of the Plymouth economy;

Social enterprise and especially the development trust model are efficient and
effective at delivering regeneration and economic growth in areas where private
business is often absent. As membership organisations social enterprise can be
responsive to residents by working closely with members to ensure that services are
effective and appropriate. Social enterprises like The Millfields provide a local
workplace, with easy terms to encourage first time entrepreneurs into business.
They also provide good links to main stream services like business advice and put
private business in touch with the world of social enterprise.

The Millfields has been developed from a redundant building in partnership with the
local council. Substantial capital grant money was used to refurbish and develop the
building but once that is achieved the asset has been used to build a sustainable
business that delivers on a range of social outputs.

As the Millfields building is situated in one of the most deprived wards in Plymouth it
has an opportunity to deliver regeneration and growth to an area where private
business is sometimes reluctant to go. As a business with social as well as business
aims profits are used to deliver services to members and local communities like skills
development and training. With support for childcare alongside the trust can provide
a route to work members and residents.

2.0 Barriers to Growth

Interviews with key organisations and research have identified the following factors
as stopplng social enterprises flourishing in Plymouth:

A fit for purpose business support source

Attitudes to social enterprise

Access to finance

Lack of a culture of social entrepreneurship

Skills development

Relevant and up to date knowledge and information

2.1 Business support

New regional service

During the last three years a new regionally-based business support service has
been developed, which will be rolled out across the south west region from April
2008. This service is a collaboration between the social enterprise support
organisations in the region through RISE (Regional Infrastructure for Social
Enterprise), Business Links and the South West of England Regional Development
Agency. This initiative arose from the patchiness of business support provision in this
region. Some areas (such as Plymouth) were relatively well-provided for, whilst
others had nothing.

Quality of support was also uneven. From a regional perspective this was an
unacceptable state of affairs. As the government set out to review the provision of
business support across England it was recognised that there was an opportunity to
improve services to the social enterprise sector in the region, and to integrate this
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provision into the general business support offer, using the IDB model (Information,
Diagnostic and Brokerage). This has resulted in the creation of Social Enterprise
Link — a service operated through Business Link by specialist social enterprise
business advisors (including those at Co-active Ltd) and available free at the point of
delivery to the whole region. This unique service (no other currently exists in the UK)
provides a development pathway for new and existing social enterprises, and
because it is developed and funded at a regional level, allows for local investment in
social enterprise to be targeted at local needs. Social enterprises all over the region
will have access to business support that provides:

information about social enterprises through a variety of mediums

(workshops, packs, online ),

an individual diagnostic process for all social enterprise with a trained and

accredited business advisor, and

access to further specialised help relevant to its own individual development

needs. The regional service will operate for both start-ups and existing

enterprises, and is underpinned by a commitment to quality and a relationship

with social enterprises at all stages of their development characterised by

timely and appropriate support interventions.

The development of the new regional service will provide a platform of basic high
guality business support. The evidence base indicates a need for additional bespoke
business support in Plymouth. Plymouth resources can therefore address specific
local needs. Specific factors that are relevant here include

Low levels of start up and spin off businesses

High levels of urban deprivation

High levels of skills in existing social enterprises, with limited career
progression

Ambitious business support organisations that want to transform the business
support delivery for social enterprises

The existence of this regional service enables the actions set out in this plan to be
truly bespoke for the city, and to raise ambition beyond the level of general business
support.

Feedback on Business Support

Access to business support tailored to the specific needs to social enterprise was a
key success factor for all the social enterprises that we talked to.

Many of the social enterprises who were consulted for this strategy had accessed the
services of both Business Link and Co-active. A number noted that Co-active had
signposted generic business support by Business Link where this was appropriate. It
was clear that the two services operated in a complementary way. Significantly, Co-
active was cited repeatedly as a key partner both in the start-up phase and for
ongoing support at key development stages.

Viv Hill highlights how important Co-active was to the growth of the Get Up and Go;

“I don't believe that we could have got going without advice and help, so Co-
active had been really really fundamental and supportive. That relationship has
changed over the years but they are still there. So Co-active, crucial to us,
wonderful, great supporters, great partnership | feel now.”
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Plymouth is fortunate to have this specialist service and expertise on hand to support
and develop social enterprises. A key challenge for this strategy should be to ensure
that this service continues to be funded and supported in the future. This should be
achieved against the backdrop of business simplification and in partnership with the
Business Link service provider.

Potential for further support

Interestingly many of the social enterprises felt that a combination of formal support
by a business advisor and informal, or peer support, could play a critical role in
supporting social enterprises and removing the fear of failure, particularly where
start-up businesses were involved.

An informal social enterprise forum was suggested as a means of encouraging social
enterprises to share ideas and network.

Furthermore mentoring was cited as one way in which real experience could be
pooled to assist new social enterprises. Peter Flukes took part in the Co-active
mentoring pilot;

“l think that by adding practitioner advice and encouragement to the support from
Co-active that could prove more fruitful. We have got that practitioners knowledge
of “this is what it was really like to get this going”. | think if you are removing the
fear factor there are some cracking examples of people that | admire and work
with around the city who could be mentors. In a way it ought to be a pool,
because we've all got different skills and different experiences and people relate
well or less well to organisations and individuals within those organisations.”
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Get up and Go — Case Study

Get up and Go has been providing child care for families in the deprived area of
Wolseley Road in Plymouth for over ten years.

A market failure in the area had led to a lack of affordable childcare provision for local
people wanting to use childcare for work, education or leisure. Today Get Up and Go
provides an essential community resource. The business began when the founding
members, a group of childcare workers, were approached by the Wolseley Trust to
set up their own business at Ford.

Viv Hill of Get Up and Go recognises the importance of tailored business support for
social enterprises and the role that mentoring could play in supporting social
enterprises in Plymouth,

“We wouldn’'t have got off the ground if we hadn’t had support from Co-active. Our
business advisor has been with us throughout our lifetime and what has been really
special about Co-active is that they have always been supportive but they have never
tried to impose any of their own ideas. They have made suggestions, they have
helped us to understand what it is that we need to know and then allowed us the
space to make our own decisions, that is really important that we have always had
ownership. Co-active were very good at hand holding as well, myself having to deal
with professionals over the legal things, you know it was very scary and we are
people who have never done that before! someone at the end of the phone if there
was a mini crisis. It almost seems funny now, some of the things that we phoned up
about but at the time it was nice to have someone at the end of the phone.”

“I think that there is a value to having mentoring, not instead of the agency, it is an
enhancement of it, It's the real-life bit, the case study, the practicalities behind the
theory. We would give people the case study where Co-active would give them the
theory and the backing and the help, all the fundamentals of business that you need.
For me there is nothing like hearing somebody’s story to actually bring it to life, once
you hear the story you can put it into context and think, how would | fit that story?
Could | make my own story? What would | do if | had my own story?”

Viv still feels that social enterprises are not widely understood,

“Spreading the word. We still need to help businesses that aren’t a social enterprise
to understand that not all businesses have this overwhelming need to make profit for
profits sake. That a social enterprise makes profit, needs profit, but for its social aims
and only for its social aims.”

Sue Morrish at Co-active has worked closely with Get Up and Go,

The group of women who had the vision to start Get Up and Go Nursery had strong
childcare skills, and great sense of community and a passion for a high standard of
childcare available in a deprived neighbourhood that was undergoing some
regeneration. However they had no experience at all of running a business, dealing
with other professionals, opening bank accounts and many of the other business
related activities that are required to start a business.
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Viv Hill is clear that skills development for herself and her staff are crucial to the
success and growth of her business. Viv has embraced many opportunities for
training throughout her time in business resulting in a growth in confidence and the
ability to pass on her approach to others starting in social enterprise business. Co-
active often highlight Viv as a role model to other social entrepreneurs and have also
recruited her as a mentor.

Case Study - Wolseley Community Economic Developmen t Trust Ltd

The Wolseley Trust is a community and social enterprise based in the inner city area
of Plymouth. The Trust manages two business parks and a range of community
facilities with the aim of encouraging businesses to develop in the inner city, thereby
creating jobs in the area and developing the local economy. The ethos of the trust is
to use assets and business to generate a trading surplus. This surplus is then used
to subside and directly commission services for the deprived community that the trust
operates in. In 2006 the trust generated a surplus of £189,000 and reinvested
£150,000 into commissioning of services such as counselling, benefits advice, job
placement advice and other well being services.

The Wolseley Trust is a membership organisation so any resident or business within
their catchment area can become a member. Members are responsible for electing
the majority of the management board making the trust accountable to the
community.

Peter Flukes, General Manager explains some of the steps which he feels could to
implemented to support social enterprises better in the city,

| think that the obvious ones are proper business support, freely available and
promoted more and advertised more. There is an inevitability about grant start-up
and business grant start-up that isn’t so readily here now which was around when
Wolseley was first started and the SRB program did have a definite line of business
support for social enterprises, so that is a barrier, | always think, access to business
finance. Wolseley has gone from a £25,000 turnover to £1.2 million, but that leap of
faith and support that needed to be there for us for the initial 12 or 18 months is
more difficult to obtain now and | think that is a big barrier. Skills are poor, frankly, in
terms of being relevant to what social, community enterprises, and businesses in
general need to succeed in Plymouth although there is a move to address that now in
Plymouth.”

Peter also felt that collaboration could enable groups of social enterprises, as
Community Anchor Organisations, well-established in the various communities of
Plymouth, to develop new projects, social enterprises and enable transfer of assets,
and their use to sustain social and community enterprises;

“It could be that the City Council, and other stakeholders linking to our Plymouth
2020 Local Strategic Partnership, such as Plymouth Teaching Primary Care Trust,
SWRDA (South West England Regional Development Agency), says “We want you
to form a collaborative partnership approach with the likes of, for example, Millfields
Trust, Tamar View Community Centre, Granby Island Community Centre, Devonport
Community Land Trust and a few other key organisations with similar experience”.
For us to actually have such a consortium would, | feel, better enable anyone who
wants to come in and commission services from us in the third sector- for example,
say, Plymouth Primary Care Trust or Plymouth City Council- to come and engage
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widely with the various communities. That consortium would be entrusted to help
develop the enterprise management and service capacity of our community
organisations, not just to keep the pounds for themselves but to spread them out
across the area and help other developments in other areas.”

Sue Morrish looks at how the Wolseley Trust now act as a key partner to Co-active
and mentor to other emerging social enterprises,

“Co-active has worked with The Wolseley Trust from the early days of planning and
recruiting the first directors and members. We have provided business advice and
practical training for new directors over the years and advised at particular stages in
the Trust’'s development.

As Wolseley Trust has grown and developed its team our relationship has changed
and we now consider the Trust to be more of a partner organisation that provides
community development and support for grass routes ideas that are signposted to
business advice services. Wolseley has played a key role in promotion of social
enterprise and in encouraging new organisations as they develop.

A key role for mature social enterprises like Wolseley Trust is the role of a mentor for
a newly establishing social enterprise. A mentor can provide the one to one support
that is so difficult for a business advisor. Good quality mentoring adds value to the
work of the advisor and complements the advice being provided by the advisor.
Mentoring is best provided by the social entrepreneur that has a track record and can
work and discuss issues from their own very valuable experience. A mentor needs to
be able to talk from a wealth of experience both successes and lessons learned.”

Key Challenges - Business Support:

The unique business support needs of social enterprise require both
generic and specialised support

Opportunity to develop complementary formal support and peer support
via mentoring or forums

Building on the existing mentoring pilot by Co-active

With the development of a regional business support service for social enterprises
Plymouth now has the scope to develop a tailored service for supporting and growing
these businesses, along with a much-needed programme to bring an understanding
of the role and value of social enterprises into the mainstream

It is unlikely that this issue is unique to Plymouth. Although the concept of a business
with primarily social aims is not a difficult concept to grasp, it may be that changes in
the terminology used to describe social enterprises have created some confusion.

In the article “Developing the Social Economy” printed in Local Economy in February
1999 it was acknowledged that “The social economy is a well known concept in
continental Europe although in the UK where it has been more commonly referred to
as the Third Sector, Non-Profit and Not for Profit sector.”

This confusion about the term “social enterprise” which is still used interchangeably

with the term third sector in many arenas may be muddying the waters for private
sector businesses.
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Furthermore recent moves by central government to promote social enterprise as a
way of meeting the needs of communities has led to an increased awareness of the
role and contribution of social enterprise in the public sector. Many public sector
organisations are now looking to social enterprise to deliver services and to work as
partners. However, this change in the perception of social enterprise has not been
mirrored within the private sector. Indeed many social enterprises felt that private
sector businesses considered them to be “warm and fuzzy” rather than productive
businesses providing a quality service or product.

East End Development Trust — Case Study

The East End Partnership brings together representatives from the three
communities that form the East End area of Plymouth, with other stakeholders and
partners, to direct the regeneration process in the area. In June 2004 the Partnership
established a trading arm, the East End Development Trust in order to ensure the
long term sustainability of services for local people.

The trust has been delivering services to the community since April 2005 when it
received a grant of £150,000, from the Plymouth SRB company. Since that time the
trust has engaged with thousands of people in its community, secured Big Lottery
Funding and developed the skills of its volunteer team to manage considerable
assets and services.

By developing its asset base and reducing its reliance on grants, the trust aims to
ensure the continued delivery of services for residents past the life of the renewal
process. The focus for Peter's small team is to see long term results and real
regeneration for local residents.

“Its been a terrific process really but it has been a real learning curve, none of us fully
understood that you had to write off to the tax man, or that you had to do whatever it
took to build the business but we have learnt from our mistakes! We also learnt to
use the services of Co-active and others to help us plan for the future which has
been very useful.”

Peter felt that training and recognition would make a difference to social enterprises
in the city;

“l think appreciation is the thing that is lost. | don’'t know why but you just get the
feeling that a social enterprise is often seen to be a touchy feely type of business
rather than a real business doing a real service. So appreciation, a bit of
support.......... and recognising that a social enterprise has got a place in the
economy and the growth of the city will go a long way.

Sue Morrish from Coactive understands the challenges faced by Peter and his team;

“Developing and running a social enterprise is not an easy way of doing business.
Social enterprises balance the need to be financially sustainable, a surplus or profit
must be made in order for the business to survive, with the mission to deliver on
social aims. The social aims reflect the purpose of the organisation that is being
delivered through a business model.

More social enterprises are undertaking contract work now and can find themselves

in partnership or competition with private sector business. As more statutory
services are being commissioned social enterprises will be operating in the same
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market place as private business. All of these aspects will mean the world of private
business will become more familiar with their local social enterprises.

A Social Enterprise Mark is about to be launched by RISE and as the membership
grows and the association develops its work the reputation and profile of social
enterprise as an effective business model will increase.”

Key Challenges - Attitude to Social Enterprise

Low level of understanding in the private sector

Perceptions of “warn and fuzzy” businesses — not businesses making a
large contribution to the local economy

Confusion over the term “social enterprise”

Opportunity to address negative perceptions and create a real
understanding of the value of the sector

2.3 Access to finance

What finance is available?

Funding for start-up enterprises was a recurrent theme in the feedback received from
social enterprises. A large proportion of Plymouth social enterprises had accessed
funding (including Single Regeneration Budget [SRB] funding) in order to “kick-start”
their social enterprise and there was a widespread concern about the lack of funding
currently available for this purpose. It is worth noting that these organisations have
now developed into sustainable businesses which are no longer reliant on grant
funding, but they all felt that their organisations had relied heavily on this “seedcorn”
funding in their start up phase and that the lack of start-up funding would be barrier to
new start-up businesses.

To help start-up social enterprises to overcome this barrier, Co-active signpost
existing funding as part of the initial business planning stage.

Depending on the constitution of the social enterprise in question, they may be
eligible for some pots of start-up funding such as lottery and Arts Council funding.
However some types of social enterprise such as some co-operatives will find it very
difficult to access grant funding in this way. Charities with a trading arm are also able
to apply to grant making trusts.

Business support can also signpost start-up social enterprises to the Community
Development Finance Association organisations and other specialist providers.

More established social enterprises which can demonstrate a good track record and
sound business proposal can approach main stream banks for loan finance.

Investment readiness

In order to be investment ready social enterprises must possess the skills and
mindset to capitalise upon funding opportunities.
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Traditionally social enterprises have come into being to meet a local need and are
often grown from a driver or group of key drivers in that community. These drivers do
not necessarily come from a business background and as such are less likely to feel
confident in taking risks, such as borrowing money, to develop and grow a business.

This is supported by comments from long established social enterprises who
identified the key drivers for growth as being;

Less risk averse
More confident
More willing to borrow money to fund expansion

This is likely to be partly due to increased business experience, but also due to the
sustainable financial footings that these organisations are now based upon. Many of
them are now in a position where they can forecast their income based upon
contracts and surpluses for years to come, enabling them to borrow money for new
enterprises.

Interestingly several of these established social enterprises commented that they
wished that they had been more bold and less risk averse in the initial years of their
social enterprise.

Cash flow

Although social enterprises have different motivations for trading the need to
generate profit to become sustainable and to allow reinvestment, expansion and
diversification is the same as a private business.

Significantly social enterprises are highly aware of the need to generate a profit as
means to fund expansion and diversification. Viv Hill highlights the need to be
sustainable in order to provide a solution for her community in the long term solution;

Cash flow is one of the main challenges facing social enterprises and this is
repeatedly highlighted in the series of social enterprise case studies entitled
“Learning from failure” by John Pearce.'

Historically Plymouth City Council have provided invaluable seedcorn finance
to foster new social enterprises in the City. This has provided an essential
springboard for a number of organisations who are now among the successful
social enterprises in the city; Peter Graham acknowledges the help that the
East End Partnership have received;

Peter Flukes of the Wolseley Community Economic Development Trust Ltd also
credits Plymouth City Council for their support;

4 pearce, J: “Learning from failure”. Co-active , “Learning from failure” by John Pearce
Plymouth 2006
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“Just because we are not for profit, that does not mean to say that we don’t run
for profit. We have to be able to make profit to reinvest, but it does not go into
any one shareholder or to any private owner, it goes back into the business, it
is reinvested.”

“The City Council enabled us to acquire this site, both of our sites are on 25
year leases, very supportive leases from them, it's a real partnership and |
never want us to forget that, that the local authority is our main partner, and
without them we couldn’t do any of this. But in turn we have “paid back”, we
deliver the goods, we as | have said we are full of businesses small and
medium businesses that create jobs.”

“I would certainly say Plymouth City Council have been one of our
strongest allies in the fight to regenerate the East End, The renewal
process was supported by a team of very dedicated officers that
Plymouth City Council put into our area.”

However social enterprises who have accessed seedcorn finance in order to start up,
need to plan for sustainability from the outset to enable them to move quickly away
from dependency on grant finance. In order to achieve this, social enterprises have
three potential avenues:

Procurement

By tendering for public service contracts social enterprises can secure contracts
giving them long term income which is not reliant on grant sources.

Any additional income from grants can then be used to build add-on services.

Asset Management and trading

-22 -



Prudent investment and management of assets can build a firm financial base for
social enterprises particularly where bodies such as Plymouth City Council have
assisted the social enterprise.

Niche market for sustainability
By their very nature social enterprises may be the only operator in an area or
sector, this does present opportunities to develop a niche market. Niche
marketing allows businesses to charge a premium price for services, thereby
improving sales margins and cash flow.

Case Study - Tamar View Community Complex Ltd

Tamar View Community Complex Ltd offers a range of facilities for its local
community. The trust has created an infrastructure for a deprived area of Plymouth
which had no spaces for community events or activities, no convenient shopping
facilities and very little money with which to provide services.

The complex now owns four buildings including a community centre, community
resource centre and Co-op, as well as a building which it hopes to develop as a GP
service. Each of the buildings is managed to offer services to the local community
and to generate sufficient revenues to put the surplus back into the trust for use in
other community projects. The trust started from scratch and is currently valued at
around £4.5 million

Pat Patel, Project Manager feels that the success of the complex comes from a
desire to ensure continuity of services for the community

“One of the things that worried me in the beginning was that we had all of our eggs in
one basket, and that worried me because if you have only got one avenue of income
and for whatever reason that dries up then that threatens the rest of the business. |
was very mindful of this and came up with an action plan that would diversify the
business. From the very early days we looked at sustainability of the organisation
being the number one priority and that has given us really good business disciplines
to carry on and remain that way. “

Co-active were involved in supporting the Community Complex from a very early
stage and continue to provide ongoing support today,

“When we first started way back in 1999, none of us had any idea of what we were
going to do, we all had day jobs, we just knew we wanted to save this place but we
didn’t know how or how to go about it. Co-active were really good, they put together a
ten week business plan, one day a week, which we all attended and we produced a
business plan at the end of it. We submitted the plan to Annington Homes who were
the owners of the estate, they liked what we wanted to do and agreed a two year
peppercorn rent for the site. That has a value to it and helped in that we had two
years to build the business up.”

Pat is very passionate about the work of the trust and is motivated by the positive
changes that he sees in the community that he lives in “I really enjoy this, there is so
much satisfaction to be had from this, | mean we take kids away all through the
summer and you see how much they develop and how confident they get. Its really
nice and you get a good feeling when they come up to you and tell you how much
they have enjoyed it and say thank you. Even when we built the shop, people came
up and said how useful they find it and convenient it is now for them, so there is a lot
of satisfaction to be had.”
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Pat also felt that there is an existing support network among social enterprises that
could be built upon,

Access to finance, much more than anything else, | think that there is a lot of money
out there to be had but its just so difficult and the process for getting it, or getting to it
and then the reporting procedures afterwards make it so difficult and that NRF one
that | gave you is a classic example, with the clawbacks and all that. You see social
enterprises, to me, do the minimum amount of paperwork that is required by law, now
if you are funded by a government body the amount of paperwork that they want is
absolutely phenomenal, and that actually stops you taking the business forward.

Sue Morrish remembers the early days with the Tamar View Community Complex;

The Tamar View trustees have built a strong business and management organisation
through the development of a capital asset and the services they deliver from the
asset. They have developed much needed and varied services that are accessed
from the building and have used the asset to develop a strong viable business being
prepared to take calculated risk and manage the risk effectively.

Through the early training done by Co-active the trustees learned about costings and
the management of cashflow and profit and loss. Although some skills were learned
‘on the hoof they understood what was needed by the community and were
responsive to members feedback, always seeking professional advice when they
needed to.

A capital grant was an important first step and enabled the early group to purchase
the building. Once they were sure of ownership the trustees have never looked back
and continue to go from strength to strength. Services have been developed with a
business perspective and following the first grant all other activities have been
financed through surpluses and loan finance. The trustees have not been afraid to
take on loan finance and as they built a track record banks and other lenders have
seen them as a good proposition.
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Case Study - Devon Furniture Forum

Devon Furniture Forum (DFF) is a not-for-profit organisation set up in 1998 to
provide support for Furniture reuse projects throughout Devon. Initially one
appliance engineer travelled to repair appliances at each project and then with
funding a centralised electrical workshop was set up. Most of the appliances
were collected from Comet’s regional depot which took back old appliances
from their customers. Now DFF has established and manages four Furniture
and appliance reuse projects in south and West Devon called ReFURNISH and
employs over thirty staff. ReFURNISH collects unwanted items from the general
public, repairing them and distributing them to people on low income. It sells
goods to anybody but gives a substantial discount to people on benefits. The
aims of the organisation are social, as they provide low cost goods to people on
low incomes and environmental, by reducing the amount of household goods
going to landfill through recycling and reuse. The business has grown thanks to
a clear demand for their products, a sound business plan and an
entrepreneurial eye for an opportunity. David Banks sums it up,

‘I enjoy the challenge of making it work financially, | am a businessman
effectively but | also have got a social background, so the social and
environmental aims are quite diverse in a way and they are not always
compatible. For me that makes it even more of a challenge, to be able to
achieve all those things whilst also creating local employment and volunteering
opportunities”

As a long established social enterprise Devon Furniture Forum have been
supported in their growth by Co-active and can offer insights into the
development of social enterprises in Plymouth,

“The barriers it is always hard to start a new business or social enterprise
without funding. There are no obvious sources of start-up funding that are big
enough for someone to take the risk to do it. It is much easier for DFF to start
things up now because it can build up surpluses from other parts of the
business and borrow money, but as a new business, access to funds is a
barrier.”

Sue Morrish of Co-active agrees that start-up finance is a challenge for new
social enterprises;

“Accessing funds that enable a social enterprise to start is one of the biggest
challenges pre start groups face. Having acquired a grant to get underway one
of the strengths of this business is the resulting product available for sale at the
end of the process. By getting costings right and developing a good
understanding of the market place in which they operate the business has taken
a steady road to sustainability. By developing slowly in the early days and by
clearly using a business approach to an environmental and recycling challenge
this organisation has grown into a strong viable business.”

Sue has enjoyed watching the Devon Furniture Forum develop;

“Co-active worked with the business to establish the right governance for the
organisation. We developed a clear pricing policy that generated enough
income to contribute to the business and also to place the product within reach
of the client group they were marketing to. As stated above key workers in this
business have used their entrepreneurial skills to seek opportunities that
enhance the development of the business, this has resulted in steady and sure
growth over a period.”
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Case Study — The North Prospect Garage Project Ltd

The North Prospect Garage Project teaches mechanical engineering to young
people, predominantly 14-25 year olds. The project provides vocational training for
young people who aren’t excelling in school.

Originally set up in 1990 by residents to address local problems with fly tipping, high
rates of burglary and car theft in the area, the project utilises a formerly derelict piece
of land. The project closed temporarily in 1999 and reopened in 2002 with a new
focus on financial stability and a long term future for the project. This drive for
sustainability has transformed the project into a stable business providing a valuable
service to local people and schools and colleges in the Plymouth area. Jo Hawcroft,
Project Manager has been a key driver in this process;

“The biggest obstacle that we always have is money, and also duration, that if you do
tend to get money or if you get grant funding, it is always short term. | think that we
got fairly lucky, | think we hit a niche market but | have seen other projects fold in the
time that we have been up and running ..... When we initially started we were 100%
grant funded now we are almost completely 100% self sustainable. In a 5 year period
| think that is a brilliant turn around.”

The project has a small team who are motivated by their desire to make a difference
to the lives of disadvantaged young people in their community;

“| passionately believe in what we are trying to do. | believe that, and in fact I think
that all of my staff believe it ......... we all believe that everybody has got the ability to
learn, it's the environment that you put them in that makes the difference and just
because a young person may not be excelling at school for whatever reason, does
not mean they don't have the ability to do well. And that's what we believe in here -
that everybody deserves a chance!”

Sue Morrish, has seen the Garage Project grow into a sustainable business;

“The Garage Project was first established by a group of local activists and youth
workers who were struggling with problems of youth crime and car theft in a
residential area of the city. The vision was to harness the energy spent in car theft
by enabling young people to work with cars and to be taught engineering and other
skills in a garage setting. Local residents believed that young people would be
interested and youth workers and teachers promoted the vocational learning aspect.
The project would not have got off the ground were it not for capital and revenue
investment at the start. However in a relatively short period workers and directors
have turned this investment into a sustainable business where income is generated
from customers and from contracts like probation and youth justice.

This social enterprise delivers a high level of social value in a localised area and has
made a major contribution to improving educational achievement for many young
people.”
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Key Challenges — Access to Finance :

Investment readiness program required to address risk aversion and
confidence to borrow money

Lack of start-up finance

Opportunity to overcome this through skills development around cash
flow, procurement, asset management and niche marketing

2.4 Culture of social entrepreneurship

As referenced earlier Plymouth has a low start-up rate and a low culture of
entrepreneurship. In order to foster a larger, more innovative social enterprise sector
in our city we need to find ways to encourage new entrants into the sector and spin-
off businesses from existing enterprises as well as encouraging established
enterprises to grow.

As we have seen social enterprises are often initiated by an enthusiastic person who
becomes the key driver. How do we find more of these people and help them to set
up more businesses?

How to encourage new entrants - Youth social enterp  rise

Education has a key role in encouraging young people to consider a career as a
social entrepreneur.

Currently social enterprise is not well-covered or understood in schools and colleges
as a subject. In order to see a career in social enterprise, young people need a clear
understanding of what a social enterprise is and how it works as a business. To
achieve this social enterprise needs to be embedded into the careers and business
enterprise elements of the curriculum and firmly linked to the local delivery of national
programs such as National Enterprise Week.

Local initiatives such as the Business Adventure project which ran in 2007 are a
perfect forum for getting young people to really think about social enterprise. The
project included 14 schools and 394 pupils across the region, their task was to
develop “business / project ideas that were beneficial to the school and / or
community” enable young people to take an initial idea and develop it. On completion
of the program 98% of students said that they felt that they had learned more about
entrepreneurial skills, attitudes and knowledge and thought it would be helpful in their
own life.

Visibility of social enterprise in the City

Similarly if the population of Plymouth and the wider business community had a
better understanding of social enterprise it would encourage more new entrants into
the sector. Awareness of the opportunities within social enterprise and the support
available to those wishing to start a social enterprise will foster new entrants.

This could be achieved through:

Exhibitions
Media coverage
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More promotion of the existing social enterprises in the city
Chamber of Commerce

Beacon Programme

Case studies

Plymouth Business Awards

Visibility of Plymouth’s social enterprises regiona lly and nationally

Plymouth is highly fortunate in having a body of highly successful social enterprises
which are gaining recognition regionally and nationally through bodies such as RISE
and the SWRDA.

The national focus on social enterprise as a key partner and contributor to the
economy presents opportunities for Plymouth to increase the promotion of these
social enterprises, to demonstrate good practice and to establish the city as a centre
for social enterprise in the South West.

Regional partnerships
RISE

Beacon

Transnational Programmes

Raising aspirations

Cultural factors including low self esteem and low aspirations have contributed to the
low start up rate in Plymouth, this is also likely to be mirrored in the social enterprise
sector.

However social and cultural factors can also be the issues which social enterprises
spring from. Both Tamar View Community Complex and the North Prospect Garage
Project are thriving examples of social enterprises which started with a group of
residents and now supply vital services for their community, contribute to the
Plymouth economy and have created a sustainable future for their business. The
East End Development Trust was born from a group of residents who volunteered
their time to create facilities for their community and has been a catalyst and driver
for real regeneration in the city.

Any thriving business in a deprived area acts as a role model. It shows what can be
achieved and helps local people to see alternatives. A business which is providing a
service, employing people, using redundant buildings, helping people gain new skills,
acts as a catalyst for further investment and promotes a “can do” — “have done”
attitude. These are the initial ingredients for regenerating an area, which are hard to
measure. Social enterprises have an important role in raising aspirations and actions
as local role models.

Therefore the very areas where there is deprivation and people suffer from low

aspirations and self esteem are in fact potentially harbouring opportunities for new
social enterprise.
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Pat Patel of the Tamar View Community Complex as seen ideas grow from within his
community;

| would suggest that in areas like this, the areas with a lot of deprivation there are a
lot of people out there to whom the only avenue for them is to go down the self
employed route. | will give you a typical example, there were a couple of school
boys and there was no way that they could go into mainstream employment. They
came to me and | said “Why don't you set up as window cleaners, you know you can
do that”, that was about four years ago. They started off with a ladder that they used
to carry about between them, now they drive around in a van. That is what they
have done since they left school and they are doing it legally, are paying their taxes.
They are 21, 22 now and they are thinking of taking on more people, they have
found something that they are good at and there are a lot more people like that
around here. Just because it is a deprived area does not mean to say it doesn'’t
happen, everyone has a place in the market place, it is just a case of finding it.

In this way social enterprises can be the catalyst for change and can create a
multiplier effect. They key aspects of building on these positive outcomes to raise
aspirations would be;

Key Challenges - Culture of Social Entrepreneurship:

Encouraging new entrants through youth social enterprise
Visibility of social enterprise in the city

Visibility of Plymouth’s social enterprises regionally and nationally
Raising aspirations

2.5 Skills development

Career progression in social enterprise

The structure of social enterprises in Plymouth is similar to that of many SMEs. Often
the teams are small, include part time staff (or in this case volunteer staff) and have
one key driver or manager with overall control. Training and managing volunteers
and part time staff presents a series of challenges for managers of social enterprises.
Furthermore social enterprise managers are required to wear many hats and often
find themselves reporting to a committee or project board with little daily input in
terms of support and line management.

Career progression for managers within social enterprise may well mean moving to

another organisation or project. The majority of small social enterprises cannot
support regular promotion.
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However for project staff and volunteers working in a social enterprise does offer the
opportunity to learn new skills and receive training. Social enterprises are generally
very supportive of staff training and consider developing people as part of their
“social aim”.

Skills gaps

The skills gaps in the Plymouth labour market have been well documented in
strategies such as the Regional Economic Strategy;

“Plymouth has a significant labour force of 110,000 in 2005 although it has the
lowest proportion of its population qualified to NVQ4+ in the region.”)

As we have seen social enterprises are often formed by local residents who seek to
address issues in their neighbourhood. These residents may have no formal or
business training and therefore, if there social enterprise is to succeed it is essential
that they are able to access quality training in business management.

How training specific to social enterprise is curre ntly delivered

Social enterprises have many of the same training needs as the wider business
community and may enterprises access mainstream training via Business Link for
example. In terms of training which is specific to social enterprises the regional
business support service runs a program called “Grants to Trade” which focuses on
building a sustainable financial footing through trading rather than relying on grants to
finance the business. Social enterprises in Plymouth have access to this program.
There have been very successful sector-specific training courses in the city in the
past, and there is evidence that social enterprises benefit from further training which
is both low in cost and delivered locally . More recently resources have been
unavailable for the kind of business training seen as most useful by social enterprises
themselves.

Procurement

Feedback from social enterprises showed that one area where the sector is keen to
develop its knowledge base is around procurement. The larger social enterprises
referred to a need to develop skills in this area and the significant impact this could
have on their business.

Pat Patel of the Tamar View Community Complex explains how he thinks pubic
procurement can make a bigger contribution to the local economy
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“Yes, because that [public procurement] is the way ahead, but I'm not big
enough to go for anything like that .... So if say four or five groups in
Plymouth got together as a consortium and then bid for that type work,
together, they are so much more likely to get a success because you are
now accessing all parts of Plymouth and there is no need to stop at
Plymouth, there is no reason why we can't identify groups within Devon.
You could even do it nationally, that is not a problem, but there is safety in
numbers and strength in numbers. And | think what we need to do now is
to find social enterprises that have the same ethos as we do because all
social enterprises are as diverse as each other. There are quite a lot that
are working the same way and it is probably the more successful ones
that are working the same way, that is my experience anyway.”

An analysis of the public sector contracts advertised from January 2006 to August
2007 has shown that of the 130 contracts which were advertised, only 9 of these
were suitable for the types of social enterprises currently operating in Plymouth. This
was based upon the matching the contract description and the type of contract which
was advertised to the remit of the social enterprises in Plymouth. There were
potential opportunities for social enterprises to tender in the areas of:

Health and social care
Maintenance of buildings
Community services
Graphic design
Transportation

There was a significant concentration of opportunities in providing social services
support suggesting that any procurement support should be concentrated on this
sector and should focus on enabling social enterprises to be ready to bid for these
contracts.

Furthermore the feedback received from social enterprises revealed that references
to tendering for public sector contracts were almost exclusively linked to potential
collaborative projects between a number of social enterprises. The benefits of this
would be pooling of skills in order to create a strong tender and spreading of any
risks.

For this reason any procurement training should focus on;

Developing the general knowledge of the procurement process

Working with the public sector

Building the confidence of social enterprises to tender

How to set up and manage a collaborative project (including legal structures)
How to bid and costing
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In 2007 Devon Furniture Forum tendered for, and won, the South Hams District
Council recycling contract. This success in tendering for a public sector contract
illustrates that social enterprise can move towards a service delivery model of
working. The benefits to Devon Furniture Forum include a consistent level of income
for a five year period and a further step away from grant dependency. However, as
David Banks explains the tendering process itself was a new experience and a steep
learning curve,

“It [the contract] has been running since April, but we could really have
done with support to tender, someone to look over the contract and
costs prior to being committed to a five year contract and dealing with the
consequences of any short comings in the price or the contract..... But to
find an expert in tendering, where are they? Where do you find
experienced people locally that can give the support needed by
developing companies like DFF? There needs to be professionals funded
to assist and advise organisations like DFF in matters such as tendering
and developing and maintaining computer systems and websites"

Key Challenges — Skills Development:

Limited opportunities for career progression

Skills gaps

Tailored training required to meet the specific needs of social enterprises
Training required around procurement

2.6 Knowledge and information

Access to knowledge and information is a critical factor in all business support. Up to
date, relevant knowledge which is delivered in a digestible format is vital for enabling
business growth. Businesses make better decisions if they are armed with the right
information. This means they need access to up to date research, kept abreast of
changes in legislation and have a detailed knowledge about their customer needs
and trends.

Specific Information Needs

Social enterprises have specific needs and these mirror some of the areas already
covered and include;
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The business legal structure

Changes to legislation

Access to finance — information about grants and loans
New opportunities

Developing Information Provision

The new regional business support service, Social Enterprise Link, will provide
information transfer. A number of sources of information will be used to support the
regional scheme. These include

Co-active

RISE

The Association of Community Development Finance organisations

The Development Trust Association etc.

In Plymouth there is an opportunity to enhance the regional service through the
development of knowledge transfer. Existing social enterprises and the University of
Plymouth hold a wealth of knowledge. If the right support infrastructure was put in
place it would be possible to recognise and utilise the expertise in these
organisations. The process of knowledge transfer in Plymouth should also look
beyond national examples to an international perspective. Understanding examples
of best practice from other areas will help stimulate new ideas and working. It will
also help generate confidence locally and potentially open up new markets and
opportunities for the sector..

Key Challenges — Knowledge and Information:

Specific information needs, e.g. legal structures and access to finance
Opportunity to develop information provision including high-level research
and a knowledge network
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Opportunities for Growth - An Action Plan for Socia | Enterprise in Plymouth

This plan demonstrates that Plymouth already has considerable strength in the social
enterprise sector.. The following actions will build upon these strengths, to create a
vibrant social enterprise economy which is recognised internationally. This Action
Plan is set in the context of the regional business support service (Social Enterprise
Link) and seeks to complement and build on this resource. It is based on the
premise that additional local resources can build on this service to create a bespoke
range of high quality place-specific actions that will strengthen and grow the sector
and increase its contribution to the economic and social well-being of Plymouth.

Figure 4 shows the three key areas which the actions must address in order to
maximise the potential of the social enterprise sector. The diagram also provides a
colour key showing how the outcomes of the action plan relate to the three key
areas.

Figure 4 — Three areas of focus

Improving
social
enterprises
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The Expertise Bank

The expertise bank is an innovative approach, which will “mine” knowledge and
expertise from within the social enterprises in Plymouth. This expertise will then be
shared with other social enterprises. This project will encourage productive
networking and collaboration within social enterprises. The sharing of practitioner
knowledge and best practice will encourage the emergence of new and spin-off
social enterprises. It is envisaged that an Expertise Bank could be funded through
Competitiveness Urban Enterprise. The expertise bank will be comprised of three
components

1. the knowledge network,

2. mentoring programme and

3. links to further and higher education.

These are explained in greater detail below
Knowledge network

The project will involve a skills and knowledge audit of key individuals working in
social enterprises. This will identify key strengths, expertise and knowledge gaps.
This will be vital information which will form base line data. This data will enable us
to measure the impact of any support. Using this information it will be possible to
draw up an annual evidenced and needs based programme of support. It is
envisaged that we repeat this exercise each year. The skills and knowledge audit
will focus on areas already identified in this study e.g. Public procurement and
Investment Readiness. Where an individual has identified strengths they will become
an “expert” in the expertise bank. In order to maintain quality “experts” will be
fostered and helped to develop their specialism. This will be achieved through:

Support from the International Networking Project

Support from Social Enterprise Link

Where necessary additional training (possibly delivered through HE/FE)

It is proposed to use experts identified, to deliver a wider programme of support to
other social enterprises. These key individuals or “experts” will be paid to
disseminate their knowledge to other social enterprises. It is important that they are
paid for the following reasons;

It places an economic value knowledge and experience

It helps small businesses release key members of staff to help other

businesses
In order for this to work, it is important that dissemination is fit for purpose and
reflects the needs of the needs of the businesses. It is proposed that we will use a
variety of delivery formats, which deliver “short and sharp” so that people are not
away from their businesses for too long. Possible delivery formats may include

- Thematic seminars

Telephone conferences or pod-casts supported with fact sheets

Work based master classes (small groups working through a practical issue

on site)

In some instances additional help would be brought in to supplement knowledge
gaps in the sector, however it is envisaged that external experts would always be
applied to local examples to ensure relevance. An example where this may happen
could be an expert on finance is brought in to present jointly with a member of the
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social enterprise sector. This would provide expert finance advice with a social
enterprise focus.

It is envisaged that this project will be managed and delivered by social enterprise.
Output and Impacts up to 2010

Skills Audit
150 training days

Mentoring

As identified in this strategy mentoring provides valuable practitioner advice and one
to one support which complements formal business support. Mentors would be
drawn from the knowledge and expertise audit. Mentoring would be a key aspect of
the expertise bank. Mentors would be paid for their time at a consultant rate, this
acknowledges their contribution and the time taken out of their businesses to provide
this support.

Co-active has already developed a successful mentoring pilot in Plymouth. The pilot
engaged a number of social enterprises in the area, demonstrating a local need and
the ability to supply experienced staff to meet that need. Furthermore Co-active has a
proven existing SFEDI endorsed mentoring training program that could be used as a
basis for this mentoring initiative.

Output and Impacts up to 2010

10 businesses mentors
20 businesses assisted

Link to Higher Education and Further Education

By working in partnership with education providers such as Plymouth University,
Plymouth Business School, the College of St Mark and St John, City College
Plymouth and Peninsula Medical School, we will promote social enterprises and
develop courses to meet the needs of the sector. The aim is to inform the work of
these education providers about social enterprise.

We would advise on appropriate course content, and on access to courses, ensuring
that courses are delivered at times and places which are accessible to social
enterprises. The aim of this work is to increase the uptake of formal learning in the
sector and build on the vocational learning that already exists.

Academic and other experts in social enterprise policy and practice would be brought
to together in a program to create a virtual faculty of social enterprise development.
The distance learning opportunities offered by this approach are considerable. In co-
operation with local providers, the virtual faculty could provide expertise not locally
available in a cost-effective way, and begin to create that capacity in local institutions.
It is envisaged that social entrepreneurs could engage in learning at a higher level
than is currently available. and that this initiative could act as a focus for increased
concentration on and participation in social enterprise as a valid area of study. This
approach has been used in the United States to very good effect, and is replicable
here.

-36 -



Output and Impacts up to 2010

Virtual faculty established
10 social enterprises leaders undertake HE/FE courses or modules

Creating a Climate for Social Enterprises

In order to foster a vibrant social enterprise culture, it is proposed to raise aspirations
confidence and awareness. It is proposed to develop a series of measures which
collectively will change how people working in and leading Social Enterprises think
and how people who live and work in the city perceive social enterprises. The
component parts include
International Networking
Seminars targeted lawyers, accountants and specialist consultancy
Making a difference in deprived wards
o Case studies
o Delivery
Local loan Fund

These are explained in more detail below
International networking

The international networking aspect of this project would focus upon raising the
aspirations of social entrepreneurs and sharing practitioner knowledge and best
practice from outside the area. The aim of this project is to encourage innovation
and raise the profile of Plymouth. It is envisaged that this project will have strong
links with the Expertise Bank. This project would be funded through Co-operation
Funding

a) An international project would be established with European cities, such
as Valencia that are renowned for its vibrant social enterprise sector. The
cities in question would demonstrate a track record in social enterprises in
key sectors matched to Plymouths key sectors — for example health and
social care. Groups of social enterprises would visit the city and learn
from visits to other social enterprises and lectures by key social
entrepreneurs. Raising the profile of Plymouth social enterprises
nationally and internationally.

b) Secondment key staff from within the knowledge network would be
engaged in a secondment in a social enterprise within Europe. This would
encourage knowledge sharing, new ways of working and approaches to
service delivery.

Output and Impacts up to 2010

20 social enterprises entrepreurs intensively assisted

Seminars

This strategy has identified a low level of understanding of social enterprise within the
private sector and a perception of social enterprises as “warm and fuzzy” businesses.

In order to develop a proper recognition of the role of social enterprises and their
contribution to the local economy a series of seminars will be provided. The seminars
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will be targeted at private sector businesses in fields where social enterprises have
an identified need, such as lawyers, architects, financial institutions and human
resources companies. The aim of the seminars would be to:

Increase the understanding of social enterprise as a key sector

Increase awareness and overcome confusion around the term “social
enterprise”

Create a positive attitude towards social enterprise

Enable private businesses to consider social enterprises as potential clients
Develop an understanding of the specific needs of social enterprises

Seminars would be located on the premises of prominent social enterprises in
deprived wards in order to showcase the size and standard of social enterprises in
the city.

Outputs and Impact up to 2010

60 businesses attending seminars

Making a difference in deprived urban areas

As noted earlier in this strategy there is a clear concentration of social enterprises
operating to alleviate poverty in the deprived wards of the city. For this reason this
entire strategy and action plan relates directly to the deprived wards in Plymouth,
because it is impossible to separate these businesses from their location and their
aims. However there is still much which these actions can contribute to support the
work already taking place including;

Delivery of these actions within the deprived wards
Case studies

Delivery

The city has a number of superb social enterprises with function rooms and meeting
rooms which are ideally suited to delivery of training and seminars. The use of these
buildings will have a multiplier effect, raising the profile of the social enterprises that
host the events and also providing a direct economic benefit to those businesses.
Outputs and Impacts

100 events/seminars held in deprived wards

Case studies

As noted elsewhere in this action plan there is much to be done to raise aspirations
and increase the visibility of social enterprises in the city. Case studies can be used
to highlight the work of social enterprises operating in deprived areas to draw

attention to the successes and challenges of social enterprises.

As well as promoting social enterprise these case studies will also improve access to
social enterprises by making local people aware of these businesses.

Outputs and Impacts
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20 case studies of which 10 used in national/internationally
Local loan fund

The South West Investment Group (SWIG) currently provides unsecured loan
finance loans of £1,500 - £50,000 for companies who cannot raise funds through
traditional sources. By re-branding this funding as the Social Enterprise Loan Fund
and promoting it to people within deprived areas we could enable the creation of new
social enterprises within the areas of need.

SWIG is funded from a mixture of European money and private finance. The funding
is well suited to the needs to start-up social enterprises as it is highly flexible. In order
to encourage the take-up of this funding from within deprived areas we could offer
business support around business planning and the funding application itself.

Outputs and Impacts

5 loans in most deprived wards

Encouraging New Social Enterprises

There is a wide scope in the city for the development of new social enterprises,
together with good mature examples for new enterprises to learn from. Specific
measures to encourage new social enterprises are set out below. These measures
will complement the services available through the new regional business support
service for social enterprises (Social Enterprise Link), which will provide a
comprehensive start-up service for all new social enterprises.

Pre-start Programme

This measure will ‘turn up the volume’ in the city for the regional service, by providing
a programme of awareness-raising and seminars for organisations and individuals
interested in social enterprise solutions. Run as a series of day seminars, with
individual surgery sessions also available with a business advisor, these measures
will generate interest, and put social enterprise solutions in front of potential new
entrepreneurs in the city. Through a complementary liaison programme with local
policy makers and significant economic organisations in the city, these seminars will
be integrated into the economic development infrastructure of Plymouth.

Investment Readiness Program

The investment readiness programme would focus on developing confidence and
skills within the sector. Specific areas covered would include managing grants, debt,
creating a capital asset, managing risk. The method of delivery would be through
group learning supported by mentoring. This would be funded through
Competitiveness Funding, Urban Enterprise. This project would be supported by a
repackaged local loan fund, already funded through ESF, which would be re-branded
and marketed specifically for social enterprises (see local loan fund)

This program will address the barrier of risk aversion at key stages in the
development of social enterprises:
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Start up - Social enterprises will build confidence & develop a more positive
attitude to finance and borrowing in order to develop their business plan and start
a new social enterprise.

Growth - Social enterprises will build confidence & develop a more positive
attitude to finance and borrowing in order to develop their business to the next
stage, to start new spin-off businesses or engage in public procurement

This will be achieved through the use of a financial expert to provide free advice
to social enterprises, both in groups and on an individual case work basis. This
action would also have the additional positive outcome of up-skilling the mentors
and building their confidence in this area.

Feedback from social enterprises showed that they were interested in submitting
collaborative tenders for public sector contracts. Support would be provided to
kick-start this process and would include help in forming groups, legal status, z
skill audit, the tender process and how to tender. This would be provided in
association with the voluntary and community sector in a joined up way to avoid
duplication.

Output and Impacts up to 2010

25 new business starts up supported
25 existing businesses helped to grow (measured by GVA)

Schools project

The schools project will take place during National Enterprise Week and is designed
to create a culture of social entrepreneurship and an understanding of what a social
enterprise is. The ultimate aim will be to encourage young people to consider starting
up or working in a social enterprise as a career path. The project would have two
main facets; a Plymouth Social Enterprise Competition run in schools and the work
experience programme.

The Plymouth Social Enterprise Competition

Schools would enter a competition to set up a working social enterprise. Students
would then be engaged in teams to develop an initial idea for the business including:

What product or service the business would provide
Who the target audience of the business would be
Financial aims of the business

Social aims of the business

Environmental aims of the business

This project would be run in partnership with Connexions, possible funding sources
include ESF and Connexions.

Work experience programme
In addition schools would have the opportunity for students to undertake work

experience within a social enterprise and to experience a variety of roles within these
businesses.
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Outputs and Impacts

200 pupils supported aged 14-19

Conclusion

The Action plan proposed here has been the subject of discussion and consultation
across the sector in the city, as well as seeking to learn from best practise across the
UK and beyond. It seeks to change the climate for the better for social enterprises in
the city (and beyond) and to build on the considerable asset that already exists in
Plymouth. It is ambitious in its reach, and its purpose is to strengthen, improve and
grow social enterprises in a city that understands the role and value of social
enterprise in its economic and social well-being.
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4.0 Glossary of terms

Business Link

Business Support
Simplification Agenda

Co-active Ltd

RISE

Social enterprise

Social Exclusion

SWIG

SWRDA

Business Link provides an information diagnostic and
brokerage service for all businesses in England..

The aim of the cross-government Business Support
Simplification Programme is to make it easier for business to
access support and easier for government to ensure that
support is value for money. The aim of the programme is to
increase the ease of use, effectiveness and efficiency of
government support to business;

Established twenty years ago, Co-active Ltd is a social
enterprise working with individuals and communities across
the South West of England. One of the most experienced
social enterprise development agencies in the UK

Regional Infrastructure for Social Enterprise. The regional
voice for social enterprise.

A social enterprise is a business with primarily social
objectives whose surpluses are principally reinvested for that
purpose in the business or in the community, rather than
being driven by the need to maximise profit for shareholders
and owners.

The government has defined social exclusion as "what
happens when people or places suffer from a series of
problems such as unemployment, discrimination, poor skills,
low incomes, poor housing, high crime, bad health and family
breakdown. When such problems combine they create a
vicious cycle. Social exclusion can happen as a result of
problems that face one person in their life. But it can also
start from birth. Being born into poverty or to parents with low
skills still has a major influence on future chances.”®

South West Investment Group

South West of England Regional Development
Agency

15 www.cabinetoffice.gov.uk
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