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About this Workbook

Welcome to the Social Enterprise Fundamentals Workbook. This book is a resource for people and organisations
thinking about starting a social enterprise. It forms part of the Swinburne Social Startup Studio's Social Enterprise
Fundamentals Program. The Swinburne Social Startup Studio (The Studio) is an initiative of the Centre for Social
Impact Swinburne and the Social Enterprise Fundamentals have been developed with generous support from the
Victorian Government as part of their Skills Development Program for Social Enterprises.
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How to use this Workbook

This Workbook accompanies The Studio's Social Enterprise Fundamentals Program.

The Social Enterprise Fundamentals Program consists of four key topics:
¢ Introducing social enterprise
¢ Designing for impact
¢ Social enterprise business model elements
¢ Thinking aboutfeasibility

Each topicincludes: a series of short videos that cover the basics of each topic; additional links, information and
resources; related exercises and tools in this Workbook; and a series of online workshops.

We suggest you watch the videos for a topic and then complete the relevant Workbook pages. You can then register
tojoin an online workshop. The workshops will build on the content of the videos and the Workbook exercises - you
will be guided to apply your new knowledge and have the opportunity to ask questions.

For more
m information about
the Social Enterprise

Step 1 Step 2 Step 3 Step U4 Fundamentals
e — e —— e — e ——— Program, see our
website,
Watch each Check out the H:"e ‘1 90 at Register for
set of topic additional the relevant the topic
videos.. resources.. Workbook WORKSHOP

exercises...

L LA L ¥



Be sure to watch the
topic videos before
trying the exercises!
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SOCIAL ENTERPRISE

TYPES

Topic 1: Introducing social enterprise
Fundamentals exercise #: 1

1

Can you think of an
example of each type
of social enterprise?

g\/ho are the

beneficiaries (who
benefits from the
social purpose?)

@What is the

product/service they
sell?

% Who are the

customers (who buys
the product/service?)

Employment

Goal: employment opportunities with
support

Write your

N
L7777

answers here for
each example...

L7 Ir?

Use thus tool to: think
about the d

es of social
erprtse ond how that

ifferent

af fects decision-making.

\‘“““
= ““‘\s

AccesSs

Goal: people get what they need
regardless ofincome, location or

community

Funding

Goal: maximize profits whist
operatingsustainableandethically




CA U S ES M A P Use this tool for: explorin

the root causes and impacts
Topic 2: Designing for impact of the issue you are
Fundamentals exercise #: 2 investigating.

) The obvious effects of this
h issue are...

Other, less obvious effects
are...

5

Deeper causes are...

** The obvious causes are...

After you have
completed the map,
reflect on where your
solution should lie -
are you solving a
cause or addressing a



PROBLEM
DEFINITION

Topic 2: Designing for impact
Fundamentals exercise #: 3

Use this tool to re-frame the
problem as a potential
opportunity.

1
\

Describe in detail the problem you are
aiming to address. Why is it important to
solve?

The more you know about
the problem and the people
affected, the better - make
sure that your answers are
based on consultation and

research - rather than
assumptions!

Brainstorm 'out of the box' ideas (from

other contexts or communities) that might

be able to be adapted to address this
problem (don't hold back - just ideas!)...

_,-'l Who is affected by this problem - describe
= the groups of people that itimpacts...

What are the broader, contextual factors
that stand in the way of a solution for
these people?

After unpacking the
problem and thinking
about possible'out ofthe
box'ideas, canyou spot

an opportunity for a
solution?

Possible opportunities to address the
problem...



THEORY OF CHANGE

Topic 2: Designing for impact
Fundamentals exercise #: U

Focus

Solution

Outputs

Use this tool to: ensure
there is a logical fit
between the problem
and the proposed
solution.

Outcomes

What is the current issue
@ or problem that you are

focusing on as a way to

drive systems change?

E % Who is affected by this
problem - describe the
groups of people that it

impacts - are there
different groups? ...

ff?fil What actions and

I‘:"?H-' activities are you

planning to do to
address the problem?

7z

Check the assumptions
you are making
between each of the
two boxes above. Are
they logical? Is there
reasonable evidence to
support their

5

What will the immediate
results of your actions
be?

_|

6

Q Describe the ultimate,
systems-level change
or outcome you are

planning to contribute
towards...

How will the immediate
results contribute
towards the ultimate
change you plan to
make...

Are your planned

actions likely to
achieve your
intended

connection?




ECOSYSTEM &

STAKEHOLDER MAP
i T—

stakeholders...

Topic 2: Designing for
impact Fundamentals
exercise #: 5

of knowledge, networks, finance &

@ Resource providers - the providers
funding, etc...

Write down your
ecosystem
stakeholders. These are
likely to change over

@ Social Enterprise

Our social purpose is....

We do this by selling...

Complementary
organisations -
partners & suppliers...

@ Customers...

Use this tool to: identify
your ke\( ecosystem
stakeholders.

(based on Bloom & Dees 2008)

o ——

Beneficiaries benefit from
the social purpose.
Customers buy
products/services.
They are not always the
samel!

ECompetitors...

2 Beneficiaries...



STAKEHOLDER ANALYSIS

Topic 2: Designing for impact
Fundamentals exercise #: 6

’@stqkehotder

name...

Type of
stakeholder..

Refer to the
ecosystem &
stakeholder

map.

Use this tool to: think

about each stakeholder
ond their relationship

to your social
enterprise.

escribe their
interest...what are they
Looking to achieve?

@How iS their
nterest aligned
with the SE’s

success (+ or -),
Why?

priority!

Stakeholders with
high importance
should be your

Rate their
importance to the
SE’S success...

(H, M, L), why?




ECONOMIC VALUE
PROPOSITION
ANALYSIS

Topic 3: Social Enterprise Business Model Elements
Fundamentals exercise #: 7

Undertake this analysis
for each different

customer group or
'segment.’

Needs

What problems is your
customer looking to solve?
What job are they wantin .

Jto get donye? s Gains
How does the customer
ssess if they are pleased
with a product or service?

What makes them satisfied?

Use this tool to: ensure
the fit between customer
needs and the social
enterprise's
product/service.

(based on Osterwalder & Pigneur 2010)

Product/Service

Describe the product or
service that the social
enterprise sells to this .

customer. Gain - makers

¢ How does the social
“enterprise's product/service

satisfy and please this
customer?

Social Economic
Enterprise Value
Pains Pain - relievers :
avvmt armc?ys them abr?ut Customer Hov:/ does the ‘social Creation
t i to thei N .
problernz . Segment reduce o elmpatewhat - ACtivities

Check you have
alignment between the
customers' needs and
the social enterprise's

products/services.

currently annoys this
customer?



SOCIAL VALUE
PROPOSITION
ANALYSIS

Topic 3: Social Enterprise Business Model Elements

Fundamentals exercise #: 8

Problem

What is the problem thatthe
beneficiary group is
currently facing?

Gains

What would the beneficiary
group stand to gain if this
problem was addressed?

Social
Enterprise
H Beneficiary
What is standing in the
way of the beneficiary Group

group? What is
exacerbatingthe
problem they face?

the social enterprise's

activities.

Use this tool to: ensure the
fit between beneficiaries'
needs and the social
enterprise's

activities.
(based on Osterwalder & Pigneur 2010)

Solution

Describe how the social
enterprise addresses the
problem that the beneficiary .

group faces. Gain - makers
J How does the social
=>enterprise's solution and
approach create added or
bigger-picture benefits for
the beneficiaries?

Social VValue
Creation
Activities

Pain - relievers

How does the social
enterprise work towards
addressing the things that
exacerbate or contribute
toward the beneficiary
group's problem?



S E B U SI N ESS M O D E L u§e this tool to: explore how the
CANVAS your € busimess model work

Topic 3: Social Enterprise Business Model Elements together to create social value.
Fundamentals exercise #: 9 (based on Osterwalder & Pigneur 2010)

Refer back to your
Theory of Change and

Social purpose: ot purpore, eneficiaries:
What social problem isyour 'b?“efticia”e?,& Who are the people thatbenefit
SE Working to address? customers: direCtly from the SE's social
w purpose? (beneficiaries).
0 & Ry &
glgqrtners' skills & |[/Activities & ..,) Economic Value Reaching your m@Customer segments
assets required people, Proposition beneficiaries &
- skills & assets o G LV Gl B customers Who are the main groups of
What partnerships are L. . . people that your social
- What are the key activities you selling to your How does the social .
needed for the social . . . . enterprise sells to?
. required for the social customers? What problem enterprise connect with and
enterprise to create . | ) ) L
. - enterprise to createeconomic || does it solve for them? deliver to beneficiaries and
economic value and deliver . . .
value and deliver its social customers?

its social purpose?
purpose? Therefore, what

skills, resources,
infrastructure and assets are

needed?
|
‘ Be careful not to be overly
optimistic about the income
- e | ot | . that can be generated;
p T B - B 3 make sure that the
ExpenSes o ‘ncome assumptions informing your
estimate are reasonable.
How much will it cost the social entify where the social
enterprise to deliver the enterprise's income will
economic value proposition and come from and estimate
the social purpose annually? how much will be earned
(see exercise #12). annually (see exercise #11).




ESTA B L IS H M E NT Use this tool to: identify and
COSTS ESTIMATOR cstantishing a social enterprise

Topic 4: Thinking about feasibility (rather than operating it).
Fundamentals exercise #: 10

It is important that you are
reasonably conservative
with your estimates of costs
- use quotes or other
reliable sources of

List and describe all the items that you need to have in place to Provide a reliable est.imate ofthe
establish the social enterprise. cost of each of these items.

Item: $ information where you can.
ltem: $
ltem: $
ltem: $
ltem: $
f
ltem: $

1
g Total Estimated Establishment
Costs = §




OPERATING INCOME

ESTIMATOR

Topic 4: Thinking about feasibility
Fundamentals exercise #: 11

Identify all the key products or services that your social
enterprise plans to deliver to its customers...

Refer to your SE Business
Model Canvas to make sure
you include all
products/services and
customers - you may need
more boxes!

Customer segment:
Product or service they buy:

o Number of customers per year .. =

customers/year

.Number of times each customer
purchases each year ............ccccoovrirrinininns | =

times/year

° Price of each purchase. ...

Estimated product revenue = §
(awnually)

Customer segment:
Product or service they buy:

e Number of customers per year .. }

customers/year

e Number of times each customer
purchases each year ...

times/year

o Price of each purchase ...............

T Estimated product revenue = §
(annually)

Use this tool to: estimate the
operating income of

your social enterprise, once
it is established and you
have developed the
customer base.

Remember to include
income from government
funding programs if they

are payments associated
withthe enterprise's

Total all the estimated product

revenue to give you an overall,
estimated operating income.

operations.

$ +
$

+
$

+
$

+
$

Total estimated
operating income = $§

(annually)




OPERATI NG EXPENSES Use this tool to: identify and

ESTIMATOR

Topic 4: Thinking about feasibility
Fundamentals exercise #: 12

@ Identify all the key activities that your social enterprise
needs to undertake to deliver on the economic and social
value propositions...

estimate the cost of
delivering the social
purpose and your economic
value proposition.

Refer to your SE Business
Model Canvas to make sure
you list all the key activities
you will need to do to
deliver the economic and
social value propositions,

Activity name:

What does the activity achieve?:

List the inputs required for this activity and estimate
the costofeach input:

_ =$

What does the activity achieve?:

List the inputs required for this activity and estimate 2 Total all the estimated activity costs

the costof each input: to give you an overall, estimated
o operating cost.

)
S —— - — o
=3 B . S — $ +
. y -
T e e =93 e * ______,f,,._,_wy..._...__-.-fx—~—-‘--——-2_-$_—m._ $
)
e —— e e - — — +
* o - . =3 ;
Estimated activity cost = § Estimated-activity-eost =% —— —— .
Activity name: Activity name: $
What does the activity achieve?: What does the activity achieve?: +
List the inputs required for this activity and estimate List the inputs required for this activity and estimate $
the cost of each input: the cost of each input:
° =$ ° =$ Total estimated
S R — s - T e T T =$ T operating costs = §
S . e R $ - (annually)
° - =% n hd ~ ~ —

Estimated activity cost = §

« =$

Estimated activity cost = §




I N ITIA L FI NA N C IA L Use this tool to: help inform your initial

FEASIBILITY
ASSESSMENT

Topic 4. Thinking about feasibility
Fundamentals exercise #: 13

NB: It will take time to build
your customer base and
therefore your first few year's
revenue are unlikely to reach
this estimate - the gap between
this and your costs will also
need to be covered by your

Total Estimated Operating

feasibility assessment from a financial
perspective. Before you commence this
exercise, we suggest you review your
Theory of Change and confirm what you
plan to do has the potential to create
impact.

Once you have the estimate of establishment
costs, it is important to think about the
likelihood that you will be able to raise the
funds ... this will inform your decision about
the best legal structure for your enterprise

too!
Then, look to see that there is the
potential for the social enterprise
to operate in a financially
sustainable manner -
if not, you need to revisit the business model
to look at other options.

Total Estimated Establishment
Costs = §

Income = §
(annually)

—minus (-) .

Total Estimated Operating

Total Estimated Operating
Surplus/Deficit = §
(annually)

Costs = §
(annually)




WHAT'S NEXT?

Topic 4. Thinking about feasibility
Fundamentals exercise #: 14

You are

(somewhere around)

here!

-8 ..

apporium{g

If your initial feasibility
assessment looks
promising, it is time to
move onto more

rom|
Purpose

Value
Proposﬁlon

FOUNDAT\ON

Core business
areas/capabilities

Agreed theory o/\2
of change “/V\~

@ Appropriate

Capital

g e

/ Governance i

Alignment of
social purpose
i business
strategy

Za

\dentification of
key strategic @
choices

Detailed financial
@O modelling (multiple

scenarios)

E,/ Evaluation
= fFramework

Use this tool to: inform your
next Steps

After initially evaluating the likely §
feasibility of your social enterprise,

you now need to circle back to the
social enterprise business model

and develop your plan so that you
can work towards some initial
capital.

Initial
financial 4
model

Initial

assessment

of impact
@ -~

4 Prototype/
pilot capital

management @_
Structure

Staff “A-

recruitment

Operational
systems and
processes

@ Brand and
customer base
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The NESTA DIY toolkit
is a fantastic
resource, with lots of

tools and information

for social innovation.

...and other great
info

NESTA DIY Toolkit: Development impact
ond you: Practical tools to trigger and
support social innovation. NESTA & The
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https://diytoolkit.org/
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The Social Enterprise Fundamentals are a set of resources specifically designed for anyone looking to, or in
the process of, starting a social enterprise in Australia. The resources consist of videos, accompanying resources
and a workbook.

The Social Enterprise Fundamentals are an initiative of the Swinburne Social Startup Studio, part of the

Centre for Social Impact, Swinburne University of Technology, Melbourne. They have been developed with
generous support from the Victorian Government Department of Jobs, Precincts and Regions.
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