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THE SCHOOL FOR SOCIAL ENTREPRENEURS - A CASE-STUDY IN PUBLIC PRIVATE PARTNERSHIPS

Abstract

This paper considers a case study of the School of Social Entrepreneurs in Scotland which trains social entrepreneurs and provides support for those seeking to start-up socially orientated businesses or other organisations. Social entrepreneurs have an important role in the creation and development of Public Private Partnerships. They effectively lead innovative and entrepreneurial changes in social organisations or arenas that have not-for-profit motives. Social entrepreneurs: focus upon social issues; systematically apply new perspectives and innovations to relevant opportunities; and change what their organisation produces, how the services are produced and/or how their organisations operate. The development of the SSE outlined in this case study is, hence, of interest to the development of Public Private Partnerships.
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INTRODUCTION

This paper analyses the role of social entrepreneurs in Public Private Partnerships focusing upon a case study of the School of Social Entrepreneurs in Scotland. Great emphasise has been placed upon the private sector and community participation in various types of national and local policies, such as urban regeneration or local economic development. At the same time governments have been moving towards having a greater enabling, rather than providing, role where private and community-based or other not-for-profit organisations are expected to provide services previously provided by government. These trends have been important in the expansion of Public Private Partnerships and participation by non-for-profit organisations. However, key to the effective participation of not-for-profit or community-based organisations within Partnerships are the activities of social entrepreneurs, yet their role has largely been neglected in the literature (McQuaid, 2002a). 

The changing causes and nature of social problems requires much innovative thinking and entrepreneurial action. Society continually undergoes social, economic and political changes, generating new needs or refashioning old problems, such as community-based urban regeneration, drugs, crime, bad housing, lack of facilities for young or old people etc. There is a need for innovative solutions to deal with such social issues that are effective and efficient. Entrepreneurial thinking and behaviour has an important role in generating such solutions. This may require creating new organisations or ways of delivering services such as partnerships that combine the activities of many different agencies to tackle multi-faceted problems. Public Private Partnerships and social entrepreneurs are of growing importance in meeting such challenges.

This paper considers a case study of the School for Social Entrepreneurs (SSE) to help train social entrepreneurs and assist them in starting new organisations. The next section defines social entrepreneurs, their behaviour and their contributions to Public Private Partnerships. Section 3 discusses a case study of the School of Social Entrepreneurs in Scotland. Finally, there are some brief conclusions.

WHAT ARE SOCIAL ENTREPRENEURS?

The term ‘entrepreneurship’ has a number of meanings. These include seeing entrepreneurship as: a function in the economy linked to innovation or resource allocation; a new business start-up; an owner-manager of a micro or small business; a set of personal characteristics, attributes or motivations (such as their being risk takers or a ‘great leader’) (McQuaid, 2002b; Glancey and McQuaid, 2000)
. An important meaning or perspective is that entrepreneurship is a form of behaviour, so it need not be restricted to people seeking private gain or starting profit making organisations, but rather can also be applied to those working in all sectors. For example, Peter Drucker (1985) argues that an entrepreneur is characterised by the behaviour of someone who “always searches for change, responds to it, and exploits it as an opportunity” (p.25). Entrepreneurs must learn to practice systematic innovation, which “consists in the purposeful and organised search for changes, and in the organised or systematic analysis of the opportunities such changes might offer for economic or social innovation” (p.49). He argues that entrepreneurship can be learned and we are not necessarily ‘born’ entrepreneurs. Social entrepreneurs are those who effectively lead innovative and entrepreneurial changes in social organisations or arenas which have social and not-for-profit motives. They: focus upon social issues; systematically apply new perspectives and innovations to relevant opportunities; and change what their organisation produces, how the services are produced and/or how their organisations operate. Although the term social entrepreneur is used in the singular here, this does not mean that entrepreneurship implies a ‘cult of the individual’. Rather there may be a team of social entrepreneurs in some projects.

Dees (1998) sets out an "idealized" definition. Which argues that social entrepreneurs play the role of change agents in the social sector, by: 

· Adopting a mission to create and sustain social value (not just private value), 

· Recognizing and relentlessly pursuing new opportunities to serve that mission, 

· Engaging in a process of continuous innovation, adaptation, and learning, 

· Acting boldly without being limited by resources currently in hand, and 

· Exhibiting a heightened sense of accountability to the constituencies served and for the outcomes created. 
Social entrepreneurs channel, often voluntary, resources creatively to help deal with social issues, on a not-for–profit distributing basis. Leadbetter (1997) suggests that they concentrate on social outputs, i.e. ones that promote health, welfare and well-being. What distinguishes them from private entrepreneurs is that the organisations they operate in are not-for-profit, i.e. do not have profit as their main aim and usually do not distribute their profits to their owners. They may have a variety of motives, but should have a strong moral integrity underlying how they go about achieving their aims. Leadbetter continues that their core assets are forms of social capital (relationships, networks, trust and co-operation) that then give them access to other physical and financial resources. Hence the role of partnerships is crucial to their activities. They achieve their aims through realising innovative solutions to social problems, engaging effectively with a wider part of the community and utilising under-used resources (e.g. people, premises, equipment) to meet identified community or client needs.

Of course, innovative solutions should not simply be innovative for their own sake but must also be effective and efficient or else they may be wasteful and use of resources that would be better allocated elsewhere. Indeed, Drucker (1992) argues, effective non-profit organisations, or social entrepreneurs, should be governed by good performance in achieving their objectives rather than by their good intentions. Drucker (1985, p.21) suggests that the creation and development of the modern university is a prime example of (social) entrepreneurship. He cites Humboldt University that helped to give Germany and its industry scientific and intellectual leadership and the US universities that became leaders in research, promoted greater access and equality of opportunity (partly funded by the government’s GI Bill funding ex-soldiers irrespective of their background) and expanded education to new groups in the twentieth century.

Young (1983) suggests that social entrepreneurs follow a similar process or sequence to private sector entrepreneurs. Usually they start with ideas generation, which may include an opportunity or new solution to a problem identified, often through systematic analysis of the situation (or innovation as discussed above). This may be through new ways of joint working with other bodies or other forms of partnership. Barriers to the development and implementation of the new ideas need to be carefully identified and acted upon. Next, resources are gathered or developed, through reallocation of existing resources or gaining new resources from potential stakeholders, such as through a Public Private Partnership (particularly where the organisation’s own resources are limited). Following this, the path-clearing phase involves overcoming other institutional barriers, such as licences, changing mandates for the organisation, creating formal and informal links to other bodies etc. Other significant issues may be the lack of a supportive entrepreneurial culture than supports social (and other) entrepreneurship. Then the leadership and management of the venture needs to be organised so that it will be self-sustaining, although the social entrepreneur or team, may not necessarily take the management role. The management of the project may involve a joint management board with other bodies. Finally, after the plans, resources and leadership are in place and necessary permissions obtained, the crucial stage of implementation occurs. This may involve hiring staff, getting premises and equipment and ensuring effective monitoring and evaluation of activities and a clear forward strategy for development.

This process is similar to the general strategic decision-making and implementation process. It involves networking, partnership and collaboration among key bodies and other stakeholders (such as the local community). It may involve a division of labour with delegation of various activities, but with the entrepreneur assuming responsibility for making things happen and driving the project forward. The success in generating the project will depend on both the social entrepreneur and other stakeholders or potential partners, and on other factors such as the surrounding economic, social, political, cultural environments. 

In addition, many individuals, who work in the private sector, contribute to urban regeneration Public Private Partnerships and may act as social entrepreneurs when acting in their individual capacity (as if there are acting in their business capacity they may be better termed business people or private entrepreneurs). For example, early industrialists such as Robert Owen (see below) or many Victorians, including Rowntree, Cadbury and Lord Lever, provided housing and educational facilities for their workers and families that were far in advance of contemporary standards and were not motivated by purely commercial factors. These industrialists exhibited both private and social entrepreneurship. Staying in the Victorian era, to illustrate how many things do not fundamentally change, Samuel Smiles (1859) argued that the key psychological traits of an entrepreneur were integrity, self-learning, courage, conscientiousness, patience, perseverance, self-discipline and self-respect. There are similarities with social entrepreneurs who should: 

act strategically and have clear vision and goals; 

act professionally and with a high degree of integrity; 

have dynamism and an ability and willingness to identify and realise opportunities; 

understand the operational as well as broader policy issues; 

be focused on the needs of stakeholders and searching for and identifying relevant opportunities; and

demand high standards of themselves and build strong teams of similarly talented, ambitious and hard working associates around themselves and whose strengths complement the entrepreneurs’ weaknesses. Social entrepreneurs need to be true inter-disciplinarians with high awareness of political, economic, social aspects and the drive and stamina to push forward their solutions in partnership with other key actors.

In organisational terms social entrepreneurs often create flexible organisations with flat structures, using paid and voluntary workers. Crucially they have the skills to effectively help combine a complex network of various individuals and organisations, through formal or informal, partnerships to tackle social needs. The entrepreneurs may generate and pilot new solutions or provide services more efficiently and effectively than before. To do this they often help build up the social capital and capacity of the communities or client groups they work with to enable them to take greater control of their own destinies. 

While private and social entrepreneurs have many similarities, they do differ in terms of objectives, but also how they implement their activities. For social entrepreneurs, the way they respond to and deal with their stakeholders is crucial, for instance, not using power that they may have over their clients, or other actors, in a way that is inconsistent with the values and remit of their own organisation. Hence, in an urban regeneration partnership, the views of the local community may sometimes be paramount, even though they may have relatively little power.

Given the importance of social entrepreneurs, can their numbers be increased and their performance improved through training? The next section considers a case study of some such training and support.

CASE STUDY - BRAG SCHOOL FOR SOCIAL ENTREPRENEURS

Background

The Benarty Regeneration Action Group (BRAG) is a voluntary non-profit-making organisation formed in 1988 as a response to the coal industry closures in Fife, Scotland. The aim was, and still is, to provide skills diversification, flexible retraining and locally-based learning opportunities to develop new skills that meet current employer demands. However, the aims have subsequently broadened to include business and wider local economic development The economic development vision of BRAG is “to assist in the creation of a vibrant economy in Central Fife – an economy in which all the key indicators are at least on a par with Scotland as a whole.” One of a number of projects that BRAG provides is a School for Social Entrepreneurs (SSE), delivering individualised training and support for people undertaking community project or business ideas. BRAG has partnership and funding arrangements with the following organizations, part of the funding from these goes towards running the SSE.

· Fife Council – the local authority and a partner and funder

· Scottish Enterprise Fife – the local economic development agency and a funder

· ERDF Objective 2 programme – a funder

· ESF Objective 3 programme – a funder

· Coalfields Regeneration Trust – a funder

· Glenrothes College – a partner and funder

· Lauder College – a partner

· SENSCOT (Social Entrepreneurs Network) – a partner in the SSE provision. 

· New Deal – a partner

· Learn Direct/Scottish University for Industry – a partner

· Lochgelly Regeneration Area – a local partner in their internet café
This case study considers first the SSE and then three individuals supported through it.

School for Social Entrepreneurs Overview

The School for Social Entrepreneurs was set up in 2002 to recruit students from all over Fife to train as social entrepreneurs, running sustainable businesses to the benefit of the whole community. In 2003, 12 people went through the SSE. The UK wide SENSCOT (Social Entrepreneurs Network) is a partner in the SSE provision and provided the model on which the SSE is based and operational guidelines.

The courses last for 46 weeks and offers formal and informal training and support, including: support for the business idea; personal development (e.g. communication skills); high profile guest speakers, including successful entrepreneurs; and provides a training allowance with travel and childcare expenses.

In researching this case study, we interviewed four current students and three social entrepreneurs who had studied on last years course and had now established businesses.

Students currently on the course were planning a diverse range of social businesses, including creative arts, a community supported agriculture farm incorporating rare animal breeding and a drop-in centre for disabled ex-servicemen. Projects were at a variety of stages, ranging from ideas, to businesses that were starting to operate. 

Students came from backgrounds that may have made employment difficult, with long spells of unemployment, criminal records, disability, mental health problems and age counting against them. However the school had provided a way into sustainable activity for these people, and these activities should in turn help other local people. 

All the students interviewed had a strong personal motivation for starting the business, based on their own experience, and expressed a desire to help others in the local community.  In the case of the creative arts project, two students with experience in photography and music production had joined together to form a route for young people to express themselves through creative arts. It was hoped that creating musical or photographic outputs would give disillusioned young people a sense of achievement that would lead them to progress into employment or further training, either in creative arts or other areas. The disabled ex-servicemen project stemmed from the student’s own experience in trying to obtain information on benefits and support. The proposed project would offer telephone advice on support and employment and hopefully expand into a drop-in centre. The rare breed farming project came from family farming experience and to create a supply of cheap, organic healthy food that was affordable to local people on limited budgets. 

Role of the SSE

Students had faced a number of problems in setting up their businesses, including writing business plans, acquiring funding and finding suitable premises. However, they all felt that the SSE had helped them considerably in tackling these. Three out of the four students stated that their project could not have progressed without the SSE and the other stated that it would have taken longer and been less secure without input from the school. For some of the students, the SSE has provided a stimulus to leave the house and re-engage with society.

All students agreed that the most beneficial aspects of the course were the support offered by other students and tutors and the opportunity to network with other students and outside organisations, including potential funders. Students greatly valued the opportunity to ‘bounce ideas’ off their peers and to benefit from each others’ experience. In one case this synergy has lead to two projects being combined into one larger project. The friendly, supportive environment of the school also helped boost students’ self-confidence and confidence in their ideas. Some comments made are given below.

“The school has a co-operative atmosphere. If someone has an idea or finds out something useful, they are happy to share it with the others”

“Attending the school has boosted my self-esteem and made me more confident socialising with people”

Although the main benefit was networking, students also found much of the formal content to be useful. In particular, business planning, mind mapping, identifying sources of funding and visits from experienced entrepreneurs were seen as important parts of the course. The business knowledge gained at the school had allowed students to identify multiple income streams that should allow many projects to become sustainable. 

Benefits to the Community

· Creating business opportunities for local residents, many of whom were detached from the labour market.

· The projects have the potential to provide a wide range of services to local residents, and may help some into employment.

· The potential to directly employ local residents once the businesses are established.

The following three examples are of businesses that have been set up by former graduates of the SSE.

Business A: 

Purpose of Business

Sale of cheap, affordable, second-hand furniture and clothing. Furniture is collected from donations and sold to people in need, for example former homeless people given new unfurnished accommodation. There are also sidelines in bric-a-brac, internet provision and tea and coffee facilities, although furniture has turned out to be the service in most demand. The project received a one-off grant of £2,000 from Scotland Unlimited, but since than has been entirely self-funded. The project started in July 2003, and has been operating for 6 months.  

Motivation

The owner saw the need for second-hand furniture provision through experience of being homeless and knowing others in the same situation. The business was also driven by a desire to cut down on waste and encourage recycling of good quality furniture that is often discarded.

Problems at start up

The main problem was the condition of the premises, which were derelict and required painting, a new roof and other structural work. This was completed with assistance from the landlord.

The role of the SSE course

The owner decided to take the course to ensure that the business would be self-sustaining, rather than a charity. The most beneficial aspects were seen to be: the networking opportunities with others starting their own business, and, through national seminars, with people who had SE businesses up and running; and providing the confidence to turn ideas into action and to believe in the project. Other useful aspects were: health and safety; accounting; communication skills; and keeping up-to-date with government legislation and policy, for example areas likely to receive priority funding such as recycling.

The course made a major contribution to the owner in terms of the following.

· Networking with other project owners and funders.

· Providing support and advice when needed on a range of issues, including follow-up advice after completion of the course.

· Giving the confidence to communicate and deal with people at all levels, for example asking the local authority for assistance.

· Similarly, providing the confidence to be proud of the business idea and make people aware of the business.

Although the owner believed that the project would have gone ahead had she not been on the course, the course allowed her to more quickly develop services and provided contacts and knowledge that should enhance the sustainability. The only criticism given is that the course could be more individually tailored to clients’ needs. This was felt to be necessary as the group of 12 contained clients at very different stages in the business development process.

Sustainability

The project has been running for 6 months and is now self-funding. The owner has expansion plans involving increased marketing and development of a furniture restoration workshop employing people with learning difficulties.
Business B: 

Purpose of Business

The business involves the collection and recycling of aluminium cans. There are currently 72 collection bins placed in local pubs, clubs and community centres. The cans are separated, crushed, re-bagged and sent to the LEAP ALCAN recycling facility in Edinburgh. The owner has won a national environmental award for his work. The business is currently a registered charity limited by guarantee. Such forms of business primarily usually seek to benefit the wider community, although they may also have wider social objectives and indeed may lead social change in society in some circumstances (Tetzschner, 1997; Houghton, 1999).

Motivation

The owner was previously employed in the building trade and retired due to injury. While retraining at College he noted the amount of aluminium cans that were being thrown away and decided to take action. He was also opposed to the development of a large landfill site nearby, and saw recycling as an opportunity to reduce landfill material.

The role of the SSE course

The owner attributes great value to SSE. Although it may have been possible to set up business otherwise, he would not have made contacts. As a result of the school, the business has developed at a faster rate and is more sustainable than it would otherwise have been.

The most important aspects of the school were networking with other trainees and external organisations. The school was vital, in obtaining business contacts and for exchanging ideas and information with other students. Staff at SSE were also very helpful in obtaining information on funding and provided a link to the start-up funder. Specific elements of the course that were useful include: training in business start-up procedures, including advice on legal constitution; team building activities; internet access for business research; guest speakers; preparing business plans; presentation skills and confidence building.

A strength of the school was seen to be the flexibility of staff in providing information in addition to the set programme.

Sustainability

The project received a £20,000 grant from Scotland Unlimited and receives income from sales of crushed cans. In the future the owner plans to expand the can recycling to schools, homes and businesses and to diversify into glass and textile recycling. It is hoped that 2 part time and one full time job will be created.

Benefits to the Community

· The owner has gone from unemployment into self-employment

· Reduction of waste and landfill in local sites

· Potential for employment creation and to create income for the community.

Business C: 

Purpose of Business

The organisation aims to provide a safe meeting space, drop-in centre, health education, social and support groups for lesbian, gay, bisexual and transgender people and their family and friends. The project is currently a registered charity

Motivation

The owner saw a need for a centre in Fife, as people in these groups can feel isolated outside of the cities, and may not be aware that other people in Fife are in the same situation.

The role of the SSE course

The most important aspect of the course is networking, both within the group of students and with external organisations. Networking with students who have more advanced projects or fellows (graduates) of the school provides advice, inspiration and confidence. Conversely, networking with newer students is rewarding and lets you know how much you have achieved. Other important aspects of the course have included business planning, legal advice and the chance to develop presentation and social skills. The latter are particularly important in accessing funding.

If he had not been on the SSE course, the project would probably have existed, but the owner would have spent much more time fundraising and less on the project. As a result it would be at a less advanced stage and probably underfunded. 

The owner is now on the second year at SSE, having missed several weeks of the first years course. He feels that the course is better organised and run in the second year, and commented that this is to be expected of any course.

Sustainability

The project received initial funding from the Millennium Awards but plans to become sustainable in the long-run using income through art and other classes run from the centre. A full-time drop-in centre is planned and it is hoped that 3 people will be employed.

Benefits to the Community

· Helping lesbian, gay and other people all over Fife

· May help stop talented people leaving Fife for the big cities, thus helping to retain income.

· Currently employs one New Deal administration trainee.

SUMMARY AND CONCLUSIONS

Social entrepreneurs are important for the creation and development of Public Private Partnerships. It was argued that social entrepreneurship should be viewed as a form of behaviour that effectively leads innovative and entrepreneurial changes in social organisations or arenas which have social and not-for-profit motives. Social entrepreneurs: focus upon social issues; systematically apply new perspectives and innovations to relevant opportunities; and change what their organisation produces, how the services are produced and/or how their organisations operate. They have specific roles in systematically identifying new ways of doing things, or doing things in a new way, and actually carrying out these opportunities. 

The case of the School for Social Entrepreneurs has proved helpful for a small number of social businesses to become established and should produce more as students of the second cohort establish businesses. It is too early to examine the failure rate of these businesses as most have been established for less that a year. It appears that around half of students and fellows feel that their project would have been impossible without help from the SSE, and half feel that it would have been possible, but more difficult, slower to become established and/or less sustainable. The SSE therefore appears to add value either partly or wholly. Benefits to the community in such schemes go beyond providing employment for one person, as the businesses themselves provide a service to local people. Direct employment benefits have been modest so far, but may increase as the businesses expand. Interestingly, all students and fellows that we interviewed identified the internal and external networking opportunities as the most important aspect of the school. The principles of partnership between students (and their prospective organisations or businesses) and between organisations supporting the SSE are important.
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