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INTRODUCTION

‘Inside the Social Economy’ is a unique publication designed for professionals 
working in or alongside the social economy who are keen to learn more. 
In bringing together various best practice examples from across England, Poland 
and Belgium, it takes you on a voyage of discovery through the eyes of the people 
who know the most; the individuals and managers who have been there and done 
it.  For, the best ambassadors are often the people who have learnt the hard way !  

In doing so we cover five organisational functions that are fundamental to any successful 
organisation: structure & management, staff; strategic thinking, marketing and finance.  
Through 12 case studies we get these individuals to unearth their do’s and don’ts, tips 
and tricks, as well addressing controversial issues that people tend to shy away from…

For you may have noticed that the cover of ‘Inside the Social Economy’ is something 
you would normally expect to find on a glossy tabloid magazine - Miss Belgium lying 
on a bed of chocolates?  Is it right for a social economy organisation to be using such a 
provocative image, admittedly one that sells, to promote their cause?  
It might offend someone. 

‘Inside the Social Economy’ is a product of the transnational project 
‘European Enterprise Plus’ (EE+), a project that takes in partners from across 
England, Poland and Belgium.  Funded by EQUAL Funds (ESF) between 2005 
and 2007, these partners include organisations from Connect (Ghent, Belgium), 
SEASY (South Yorkshire, England) and the Academy of Entrepreneurship (Cracow, Poland).

As a transnational case study guide, it wasn’t always easy trying to find 
common ground over definitions, legal structures and terminology.  For different 
words mean different things to different people, let alone people from different 
countries!  But in spite of this, we weren’t distracted from our common goal of  
sharing knowledge, experiences and ideas to help enrich the social economy as a whole.

In the name of the project ‘European Enterprise Plus’…

Marc Standaert   Jadwiga Pauli   Dave Thornett
GM De Punt   GM ROPS   CEO SCEDU
Chairman, Connect   President, Academy of   Coordinator,
                                                Enterpreneurship   SEASY
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 Social Economy in England

Despite the Social Economy being a relatively 
new concept, it is already large and diverse in 
England, encompassing a wide range of or-
ganisations.  These organisations range right 
up from traditional voluntary organisations to 
major social businesses (e.g. social enter-
prise), including some public sector agencies 
as well.  In actual fact, the Social Economy 
is really just a little bit of the three traditional 
and existing sectors – the public, private and 
third.  However, it is the little bit of each sector 
that focuses on bringing about social and/or 
environmental benefit.  

Perhaps the best example of a Social Econo-
my organisation to date is a social enterprise.  
A social enterprise is typically defined as:

“A business with primarily social objectives 
whose surpluses are principally reinvested for 
that purpose in the business or in the com-
munity, rather than being driven by the need 
to maximise profit for share holders.”

In 2006 it was calculated that there were 
roughly 55,000 social enterprises in the United 
Kingdom, contributing a total GDP of £8 billion 
(€11.8 billion) to the economy.

 Social Economy in Poland

The Social Economy in Poland is a relative-
ly new phenomenon as well – one that has 
spawned from the social sector and coopera-
tives of the twentieth Century.  However, it is 
less developed than in England and Belgium 
and there is no clear definition of it yet.  At this 
moment in time, the following organisations 
are widely considered to make up the sector:

- NGOs (running an economic activity)
- Social Cooperatives 
- Centres for Social Integration
- Establishments of Occupational Activity 

In Poland, “social enterprise” is not yet 
defined, but the following principles are 
usually considered to be indicative (although it 
is not very common for a single organisation to 
satisfy all these criteria):

Although the term ‘Social Economy’ is generally understood to mean the same thing in England, Poland 
and Belgium – namely, bringing about social good in a way that is economically beneficial – there are 
various differences in how this concept has actually developed in practise.  This is due to a number of 
reasons, including socio-economic idiosyncrasies and Government policy of the respective countries.
As such, the following is a brief summary of the Social Economies in England, 
Poland and Belgium - one that encapsulates the main similarities and differences.

SOCIAL ECONOMY ?

- Taking economic risk; 
- Existence of paid staff; 
- Social aims; 
- Empowerment; 
- Bottom-up initiatives; 
- Democratic management; 
- Profit reinvested for social aims;
- Continuous economic performance; 
- Independence from other institutions.

Poland’s Social Economy has recently been 
supported by the introduction of new social 
legislation, including The Social Employment 
Act (2003), The Public Benefit and Voluntary 
Service Act (2003) and The Social Coopera-
tives Act (2006).  As such, it is widely expected 
that within the next five to ten years the sector 
will undergo heavy, dynamic growth.

 Social Economy in Belgium

Today the Social Economy in Belgium em-
ploys more than 50,000 people, generating 
a turnover of approximately €1 billion (£680 
million).  As within England and Poland, the 
Social Economy in Belgium also consists of 
a wide range of organisations and initiatives.  
These organisations are generally considered 
to have specific social purpose, adhering to 

the following principles: 

- Prioritising people over capital
- Democratic decision-making
- Transparency
- Sustainability and Quality

For example, in Flanders – the northern part 
of Belgium – the following organisations are 
all considered to make up the Social Econo-
my: sheltered workplaces; social workplaces; 
recycling centres & shops; neighbourhood & 
proximity services; work-care centres; inser-
tion companies; labour & environment-friendly 
cooperatives; etc.  

At present there are various institutions 
supporting the growth of the Social Econ-
omy, including dedicated Social Economy 
start up centres and advice bureaus, the 
Flemish umbrella organisation VOSEC, and 
both national & local government.  Current 
challenges against this growth include be-
ing able to: quantify and demonstrate social 
benefit adequately (e.g. through social 
audits); transfer CSR principals over to the 
mainstream economy; make sure economic 
growth is sustainable; and developing core 
competences of the sector.

THIRD PRIVATE

PUBLIC

SOCIAL
ECONOMY

Social Economy in England

 Social Enterprise Action South Yorkshire 
 (SEASY) - England
 
The SEASY DP (Development Partnership) 
comprises of a number of cutting edge so-
cial enterprises, including: SCEDU, Social 
Enterprise Europe, The Graduate Gateway, 
Groundwork Sheffield and BBEMI.  Its aim 
is to develop, support and promote a thriving 
social enterprise sector in South Yorkshire; 
one that is capable of providing vehicles for 
bringing excluded groups of people back 
into the labour market.  As such, its areas of 
activity are:

- Capacity building for social enterprises

- Developing new accounting for quality 
 models

- Attracting non-traditional people into the 
 social enterprise sector, both as employees 
 and entrepreneurs

- Piloting new social enterprise brokerage  
 models

clients.timsmithies.com/scedu/seasy/

EE+ PARTNERSHIP ?

 Academy of Entrepreneurship
 Poland

The Academy of Entrepreneurship DP is com-
prised of several different organisations, in 
order to bring various competences together 
and achieve maximum benefit.  These organi-
sations are:

- The Regional Center of Social Policy, 
 Krakow

- Mogilany Municipality

- Wieprz Municipality

- Krakow Hamlet Foundation

- The Malopolska Agency for Regional 
 Development

- The Institute of Sociology, Jagiellonian 
 University

- The Malopolska Employers’ Organisation

- The Regional Labour Office, Krakow

Its primary aim is to develop alternative forms 
of employment.  As such, this has taken in the 
development of innovative models of social 
employment (employment in social enterpris-
es) and supported employment (coaching), 
with there being a special focus on helping 
the long-term unemployed and people with 
disabilities.

www.akademia-equal.pl

 Connect
 Belgium

Connect is a project of ‘Ghent, city at work’, 
co-ordinated by De Punt and supported by a 
broad DP. Connect informs, trains and advises 
managers and staff members on social econ-
omy and sustainable enterprise in the Ghent 
region.

Two websites are fundamental tools in all 
communication.
Firstly, the business-to-business website of 
Connect gathers all services and products 
offered by the social economy in the 
Ghent region. It also allows entrepreneurs to 
request on-line quotations for work. The 
website puts the enterpreneur in touch 
with the most suitable subcontractors, 
offering the specialisms needed for a single, 
temporary or ongoing work.

www.depunt.be/connect

Secondly, a portal website and digital 
knowledge centre for entrepreneurs with an 
interest in sustainable business. Themes 
include marketing, coaching, competency 
management, public contracts, procees 
management, CSR, etc. For each subject 
the website offers tools, practical examples, 
articles, suggestions for workshops and 
training, etc.

www.depunt.be/misec
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STRUCTURE  AND MANAGEMENT

‘It all has to start somewhere, and without a 
structure or manager an organisation, no 
matter what its creed, isn’t going to get very far ! 
As such, this chapter explores some innovative 
organisational forms and the legal implications 
of these, as well as taking a look at some inventive 
management structures.  Appetizing food for thought!’

CHAPTER 1
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U PANA COGITO

CRACOW - POLAND 

WWW.PCOGITO.PL

 Why the hotel industry?

Examples from Edinburgh and Bruges suggest 
that people with a mental disability make good 
employees in the hotel and tourist industry.  
There is also evidence to suggest that such 
working environments are conducive to helping 
rehabilitate the mentally ill.  To find out more, 
please visit:

Guesthouse Six Mary’s Place, Edinburgh: 
www.sixmarysplace.co.uk

Roodhof, Bruges:
www.roodhof.be/Engelskader.htm

 Legal Structure

Until 2003 the hotel operated under the 
structure of the MHF Association, before being 
registered as an independent ‘Establishment 
of Occupational Activity1.’  The hotel is part 
financed by the State Fund for Rehabilitation 
of the Handicapped, and part financed through 
income generation (i.e. selling services).

However, it must be noted that funds 
available for Establishments of Occupational 
Activity have progressively been getting lower: 
the hotel is currently looking at diversifying its 
income streams in order to counteract this 
(e.g. by offering a bicycle renting service).

 Organisational Structure

At present, the hotel’s organisational structure 
can be depicted as follows. 
 

n The mission of the MHF Association has always been to create workplaces for people with mental disabilities.  
Traditionally, this had been achieved by encouraging existing employers to employ people from the target group.  
However, at the end of the 1990s this method began to falter as employers became dissuaded by the increasing costs 
involved in accommodating an employee with a mental disability (e.g. introducing new procedures).  As a reaction to this the 
MHF Association set about creating its own workplaces for people with a mental disability; workplaces like the U Pana Cogito.  

Formed in 2000, the hotel ‘U Pana Cogito’ was one of the first social enterprises to be established in 
Poland.  As an initiative of the Mental Health Families (MHF) Association, the hotel’s overriding aim was 
to provide and maintain a workplace for people with mental disabilities.  As a hotel operating in a busy 
touristy city center it has also been able to bring benefit to the local economy.  As a result, the hotel has 
won several awards for both its efforts as a rehabilitation center and as an out and out hotel over the years. 

The name U Pana Cogito was inspired by a volume of poetry called ‘Pan Cogito’ (Mr. Cogito) by the 
famous Polish poet Zbigniew Herbert.  This volume reflects on the idea of being dignified and coping 
with problems in life, despite having a disability; something that is central to U Pana Cogito’s existence.

U PANA COGITO

MANAGEMENT BOARD

HOTEL MANAGER

DEPUTY MANAGER

ATTENDANCE &
REHABILITATION

PERSONNEL
EMPLOYEES WITH

A HANDICAP

As the name suggests, the Management 
Board is responsible for the hotel’s overall 
management.  It is constituted by members 
of the Association, operating in a voluntary, 
and is responsible for appointing the Hotel 
Manager and strategic decision-making. 
The Hotel Manager is responsible for the 
everyday activities of the hotel.  This includes, 
preparing reports on the hotel’s operation, 
preparing estimates, etc.  They are supported 
by a Deputy Manager.

At present there are seven Attendance and 
Rehabilitation Personnel whom are each 
responsible for managing three Handicapped 
Employees (of which there are 21).  Within the 
Attendance & Rehabilitation Personnel is a 
three-man Programme Team responsible for 
creating individual rehabilitation & develop-
ment plans for each employee.  These plans 
focus on both the individual’s professional and 

personal development.  Off the back of these 
individual development plans, common issues 
are identified and an overall rehabilitation 
programme for the hotel is developed – a plan 
that is fundamental to the hotel’s existence as 
a social enterprise.

 The Hotel

The hotel currently offers following services;

- 14 rooms (32 beds in total)
- Restaurant
- Conference room
- Catering facilities

It is interesting to note that the hotel initially 
started off in a small single building, 
Before gradually leasing out extra space as its 
reputation grew It now operates from a very 
large premises.

DO
OFFER HIGH qUALITY SERvICES.

PROMOTE YOUR ENTERPRISE IN 
PROFESSIONAL WAY.

COOPERATE WITH YOUR 
STAkEHOLDERS.

CREATE SUPPORT NETWORkS FOR 
SOCIAL ENTERPRISE.

LOBBY FOR BETTER SOCIAL 
ENTERPRISE REGULATIONS.

DON’T
FEEL GUILTY ABOUT SPENDING

MONEY ON PROMOTIONAL
MATERIALS; THEY ARE

FUNDAMENTAL TO SUCCESS.

NEGLECT TO INvEST IN GOOD 
WORkING CONDITIONS FOR

YOUR STAFF;
THEY ARE THE MOST IMPORTANT 
RESOURCE YOU WILL EvER HAvE.

ISOLATE YOURSELF FROM THE
MAIN MARkET.

 Recognition

As aforementioned, the hotel has won 
several awards to date - both for its services as 
a hotel and for its rehabilitation work.  In 2004 
it received a ‘Clean Tourism’ certificate and a 
mention in the ‘Clean Business’ programme 
as recognition for breaking through social bar-
riers.  2006 brought yet more recognition with 
a mention in ‘Ice Breakers’ - recognition of the 
hotel’s efforts to employ people with a men-
tal disability.  The hotel also became a laure-
ate in the category of ‘best three-star hotel’ 
in an award presented by the ‘Doradca Hote-
larza’, one of Poland’s most prestigioushotel 
magazines. 

 Stakeholders

In terms of direct stakeholders, people with 
mental disabilities and clients of the hotel 
are considered to be the two most important 
groups.  In an indirect sense, families of the 
beneficiaries, competitor hotels, funding bod-
ies (e.g. the State Fund for Rehabilitation of 
the Handicapped), and other organisations 
dealing with mental health and disability are 
all regarded as relevant. 

 Strengths & Weaknesses

One of the main strengths of the hotel is 
the bespoke and friendly service that it 
offers.  This friendly service has translated into 
several positive relations with stakeholders, 
including local government and other 
enterprises in the region.  It has also brought 
the hotel considerable commercial success, 
with its occupancy levels averaging at 90% 
against a city average of 84%.

However, a complicated legislative environ-
ment means that the hotel is often limited 
in how it can develop.  Its location – being 
just outside the city center – also limits its 
occupancy during the off-season.

1Establishment of Occupational Activity: An organisation specifically designed to help rehabilitate employees with 
mental disabilities.  It is eligible to have its set up costs fully or partially funded by the State Fund for Rehabilitation of the 
Handicapped.  It is also eligible for other benefits, including being exempt from income tax, property tax, judicial & treasure charges, 
etc.  However, all profits have to be allocated to a separate fund and used to rehabilitate people with a disability.  There are also 
rigorous regulations concerning how many people can be employed, how many supervisors there needs to be, etc.  

Wawel Hill during winter, nearby the hotel
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WHITE HORSE GREEN PEOPLE

SHEFFIELD - ENGLAND 

WHITEHORSEGREENPEOPLE.CO.UK

 History

As noted above, all of WHGP’s profits 
are reinvested in the community, 
principally for the maintenance of 
local green space.  This local green 
space is the Heeley Millennium Park. 
For, having been designed and built by the 
Heeley Development Trust (HDT) (one of 
WHGP’s founding shareholders) funds to 
maintain the park were in short supply by 
2005.  With the park holding such an im-
portant symbolic and emotional value in 
the eyes of the community, HDT realised 
that they quickly needed to generate some 
sustainable income in order to maintain the 
park.  The most practical way of doing this 
was seen to be through the establishment 
of an environmental social enterprise whose 
profits would be reinvested for such a purpose. 
As such, WHGP was born.

 Mission

WHGP’s mission is to protect and 
preserve the environment for the 
benefit of the community by:

The provision, maintenance or 
improvement of a recreation ground, open 
space or public park;

The provision of some other public utility in the 
vicinity of a landfill site; and

Carrying on any other trade orbusiness that 
can be carried on by the Company in 
connection with, or ancillary to, any of its 
social objectives.

Established in early 2006, WHGP is an innovative social enterprise that provides high qual-
ity green space management and landscape services - design, build and maintenance 
- across Sheffield.  The business delivers a range of activities supporting the work of the 
Local Authorities as well as a number of private contracts.  All profits from WHGP are reinvest-
ed in the community, principally for the maintenance of local green space.  WHGP also place 
a strong emphasis on employing and training local people, currently employing eight staff.

WHITE HORSE GREEN PEOPLE

 Social & Environmental Objectives

As a social enterprise, WHGP holds a firm commitment to bringing about social & environmental 
benefit by:

Employing local people
A commitment to people with reduced employment chances

E.g. WHGP took on two unemployed local young men with poor academic records.  These two 
employees are now receiving NVQ Horticulture & Basic Skills Training.

DO
MAkE SURE THAT EvERYONE ON

YOUR BOARD CLEARLY
UNDERSTANDS THEIR ROLE, 

RESPONSIBILITIES AND RIGHTS BEFORE 
THEY jOIN.

MAkE SURE YOU HAvE A GOOD
CHAIR. ONE THAT LISTENS TO EvERYONE, 

BUT IN TURN, ONE
THAT EvERYONE LISTENS TO! 

GET A CROSS SECTION OF STAkEHOLDERS 
AS DIRECTORS.  PEOPLE FROM DIFFERENT 

SECTORS WILL HAvE DIFFERENT 
kNOWLEDGE AND kNOW DIFFERENT 

PEOPLE!

DON’T
ASSUME THAT SHAREHOLDERS 

AUTOMATICALLY HAvE TO
INvEST CASH.

OvERLOOk INNOvATIvE & NEW 
ORGANISATIONAL STRUCTURES
IN FAvOUR OF THOSE THAT ARE

“TRIED AND TESTED.” 

Environmentally sensitive design & practise
Investing in skills & knowledge transfer
Returning a dividend back to the community

E.g. WHGP works alongside community 
groups helping them to improve their own 
environment through design, fund-raising, 
community activity days and long-term main-
tenance. 

 Company Structure

Traditionally, most social enterprises have 
operated as a ‘company limited by guaran-
tee.’  However, in order to bring in significant 
initial investment WHGP decided to employ a 
‘company limited by shares’ model.  This 
allowed WHGP to purchase new equipment 
and staff, thus increasing its capacity to take 
on contracts.  

At present, the company employs eight 
staff.  This includes a core of an Operations 
Manager, Charge Hand and Main Supervi-
sor who collectively manage a team compris-
ing of a Main Worker, two Stewards and two 
Environmental Assistants.  This structure is 
illustrated below.

OPERATIONS MANAGER

CHARGE HAND

MAIN WORkER

MAIN SUPERvISOR

ENvIRONMENTAL
ASSISTANT

STEWARD

ENvIRONMENTAL
ASSISTANT

STEWARD

N.B.  Future plans include the re-structuring 
of the team into three separate departments: 
design; build; and maintenance, so as to 
reflect their areas of work more accurately.

 Board of Directors

WHGP currently has three shareholders 
(all founding shareholders) who have equal 
voting rights and shared risk.  

Heeley Development Trust (45%; ordinary 
shares) 
Groundwork Sheffield (45%; ordinary shares) 
Key Fund (10%; preference shares) 

However, it is noteworthy that the form of 
investment made by each was quite 
different.  HDT’s investment was made up in 
terms of set-up costs - paying for staff and 
equipment whilst the company was being 
created, as well as transferring existing 
contracts over to WHGP.  Groundwork 
Sheffield invested in cash and time in kind, 
whilst Key Fund invested with a loan & grant 
package.  But, despite these differences 
the monetary value of each investment was 
agreed, allowing the model to function.

At present a representative from each 
company sits on the Board of Directors. 
Accordingly, the three main roles on the board 
(Chair, Treasurer and Secretary) are shared 
equally.  At present the board meets every 
two months, which includes the yearly legal 
requirement of an Annual General Meeting 
(AGM).  From a legal point of view, it is at the 
board’s discretion to decide how often they 
meet.  The directors are appointed and re- 
appointed on an annual basis at the AGM.

By definition, the directors are charged with 
the conduct and management of WHGP’s af-
fairs.  As such, they are responsible for mat-
ters of stewardship and governance, and are 
responsible for making the fundamental 
decisions about how the organisation does its 
business.  It is then the staff’s responsibility 
to carry out these decisions on a day-to-day 
basis.  It must be noted that it is usually 
beyond the remit of a director’s responsibility 
to get involved with this day-to-day running.

The power and responsibility of the board 
is actually invested in the board as a whole, 
and not the individual directors.  As such, 
decisions are reached by voting.  It is at the 
organisation’s discretion to decide whether 
unanimous or consensus verdicts need to be 
reached when voting – this is something that 
is set out in WHGP’s Articles of Association & 
Memorandum of Association. 
 
 Stakeholders

WHGP’s has two main stakeholder groups.  
The first is its shareholders – Heeley 
Development Trust, Groundwork Sheffield 
and Key Fund.  The second is the community 
of Heeley, and South Sheffield at large.  This 
is for the reason that, as aforementioned, all 
of WHGP’s profits are reinvested in the com-
munity, principally for the maintenance of local 
green space.  Thus, the relationship between 
the two is fundamental to WHGP’s purpose.  
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STAFF

‘It has often been said that an organisation’s staff are the 
most important resource it will ever have.  This chapter 
takes a comprehensive look at two novel forms of social 
”workers” fast in the ascendance; the coach of supported 
employment and the social entrepreneur.  Taking a 
journey-like perspective, it captures how individuals have 
turned the conviction of their social passion into a reality.’

CHAPTER 2

13



COACH OF SUPPORTED EMPLOYMENT

WIEPRZ - POLAND 

WWW.AKADEMIA-EqUAL.PL

 What is a ‘Coach of Supported Employment’?

Put simply, the main purpose of a coach is to 
motivate and support long-term unemployed 
people (clients) back into the labour market.  
This is both in terms of helping them find a 
job and also supporting them in this job un-
til they are regarded as stable. This process 
is very wide-ranging, covering such areas as 
confidence building, job searching, employer 
relation brokerage, mentoring and skills de-
velopment.  

However, rather than be a ”hand holding” 
exercise, the point of a coach is actually 
to help clients to help themselves.  For the 
client’s ultimate destiny is their own 
responsibility; coaches are merely there to 
help them realise this.

 Where did it originate?

Before the Academy of Entrepreneurship there 
was only one known example of coaching in 
Poland – the ‘Wroclawski Sejmik Osob Nie-
pelnosprawnych’ (WSON) in Wroclaw (http://
wson.wroc.pl).  However, whilst their pro-
gramme mainly focused on supporting people 
with mental disabilities, the Academy wanted 
to develop a method that focused on support-
ing the long-term unemployed.  As such, they 
set about developing their own methodology.  

Develop a framework 
Firstly, drawing upon the experiences of the 
WSON and others in Belgium and England, 

When the Academy of Entrepreneurship commenced in 2004, its principal aim was to discover, test and 
develop alternative forms of employment.  One such form of employment became known as the ‘coach of 
supported employment’ (coach).  The following is a description of how the coaching model developed, 
as we take a look at some of the theory & thinking behind it, as well as what it is actually like in the box seat!

COACH OF SUPPORTED EMPLOYMENT

the Academy set about developing their own 
framework for a coach (i.e. what they should 
be good at, what they should do, etc.).  Al-
though this was naturally somewhat of an ex-
plorative process, the following ‘competence 
model’ was developed as a baselines against 
which to recruit individuals into post:

To accompany this the following summary of 
‘tasks and factors’ relevant to a coach was 
also compiled.  It is a coach’s job to:

• motivate, stimulate and support clients in 
 order to restore & realize their skills

• create situations that facilitate learning and  
 help clients to grow

• coach clients to have the necessary com 
 petence and skill to make decisions 
 for themselves

• create thought-provoking situations for 
 clients that allow them to evaluate them 
  selves (i.e. where they are and where they  
 want to go).  

• establish contacts with employers and help 
 broker suitable employment opportunities 
 (i.e. act as an intermediary)

• mentor clients in the workplace 

• treat their relationship with the client as a 
 partnership that enables the client to 
 gradually take responsibility for themselves  
 so as to counteract the possibility of learned  
 helplessness or dependency

• be flexible and use teaching styles that are 
 appropriate

• support clients for as long as necessary 
 (everyone is different)

A
T

T
IT

U
D

E
S

K
IL

L
E

X
P

E
R

T
IS

E Basic knowledge of psychology, 
sociology and pedagogy
(i.e. human behaviour) 
Expert knowledge of how the labour 
market operates
      

Familiar with processes of adult 
learning and motivation

Communication 
Motivation
Problem-solving 
Initiative 
Able to handle stress

A ”people person”
Honest 
Likes working independently 
Flexible
Self-aware 

  Recruit and train

Once a framework was established a  
total of six coaches were recruited into post. 
The process of training these coaches, like the 
job itself, was a new-fangled and flexible one. 
As such, The Academy took the point of view 
that each coach would develop slightly dif-
ferently from the other (depending on their 
experiences and outlook), and thus it would 
be best to let the learning process evolve 
naturally.  For example, some coaches might 
be “therapeutic”, whereas others might be 
more “teacherly” or “professional.”  Thus, when 
the modular training programme was devised, 
particular emphasis was paid on being versa-
tile.  This training programme comprised of nine 
complementary modules (both theoretical 
and practical), covering the following issues: 

DO
kEEP THINGS INFORMAL.  TALk TO YOUR 

CLIENTS ABOUT THINGS NOT RELATED 
TO THEIR WORk - IT GIvES THEM A 

SENSE THAT SOMEBODY IS ACTUALLY 
INTERESTED IN THEM. 

ENCOURAGE THEM TO BE SELF-RELIANT.  
MOTIvATE THEM TO SEARCH FOR WORk 

FOR THEMSELvES.

BE CAREFUL WHEN SELECTING AN 
EMPLOYER.  YOU CAN’T LET CLIENTS THINk 
THAT THEY ARE BEING SENT TO SOMEONE 

ON AN OFF CHANCE. 

DON’T
GET IMPATIENT 

CHANGE TAkES A LONG TIME!

jUDGE ANYONE ON THEIR PAST WITHOUT 
GETTING TO kNOW THEM FIRST. 

IT IS MUCH BETTER TO START WITH A 
CLEAN SHEET. 

 

come back on a regular basis to tell us what 
they have done that day at work, talk about 
their experiences, etc. 

What is the most difficult thing you have 
to deal with?

JH:  I am a bit concerned that our social enter-
prise might turn into a commercial company.  
If we lost our social functions of coaching and 
training this would be disastrous.  Of course, 
I completely understand that the company 
needs to generate money in order to survive.  

KS:  Another major problem is that not every 
employer agrees to our presence as a coach 
in their company. 

JH:  Yeah.  For example, in Kaufland [a su-
permarket] we were able to coach our clients 
for three to four hours a day over a fortnight 
period.  This was really useful, as our clients 
said that they felt much more confidant when 
we were around.  However, a clothes-sorting 
company we recently approached didn’t even 
allow us into the work place – they were afraid 
that we would uncover their trade secrets!

KS:  Sometimes we also have problems 
reaching the families of the unemployed.  
They are often suspicious and don’t want their 
children to work.

JH:  Another problem we often face is that 
the training periods organised are not long 
enough.  When this happens it is impossible 
to achieve any long-lasting employment for 
our clients. 
 
What are employers’ attitudes to you like?  
Are they surprised by the idea of coach-
ing? 

KS:  Some of them are surprised, but general-
ly their reaction to us is positive.  In fact, some 
of them can be very supportive.

JH:  Although, employers’ ignorance of the 
subject often causes problems - we have to 
explain and clarify everything!   But, having 
said that, achieving this element of under-
standing with the employers is quite funda-
mental.  We usually have to explain to other 
employees of the company what we are doing 
there as well. 

Do you ever notice any problems/conflicts 
with existing employees, e.g. Kaufland? 

KS:  No, not in Kaufland.  I suppose because 
the shop had only just opened and everybody 
there was starting from the scratch, so it didn’t 
really matter.  Also, the other people working 
there had been unemployed as well – so they 
all got on quite well.  But, in other places, yes, 
we have had problems.  It is much more dif-
ficult when clients enter an existing team or 
environment.  

Despite all your training to be a coach, 
is there anything that has taken you by 
surprise?   

KS: This is a job where you constantly have to 
learn and adapt.  You can’t just train for it and 
suddenly know what to do.  Every individual 
you work with is different and has different 
needs; you need to learn to work with them in 
a way that is suited to them as an individual. 

• Identifying the potential within coaches 

• Social and economical 
 conditions of the labour market 

• Rules and methods of coaching

• How to negotiate

• Planning and management 

• Practical workshops and study visits

Send coaches to work...
In their first half a year the six coaches 
helped 13 clients back in long-term employ-
ment.In the Cracow Hamlet Foundation three 
clients were helped back into employment, with 
another four clients being close.  In Mogilany 
two clients found employment, with another 
two being close.  Whereas in Wieprz eight 
clients found employment. 

 The Interview

Katarzyna Soltys (KS) and Jerzy Herma 
(JH) are two of the coaches who went 
through this process.  Currently working in 
a small advisory-training centre in Wieprz 
(www.equal.wieprz.pl) we talked to them 
about their journey and experiences so far...

What inspired you to be a coach? 

KS: For me, first and foremost, it was the 
fact that I could help somebody.  It was also 
a chance to do something different.  I’m not in-
terested in working behind a desk for the rest 
of my life - I like to be active and work with 
people.  This job would allow me to do that.

JH: It was the same for me - I don’t like 
monotony and I enjoy working with people. 
I am also very interested in the social aspects 
of management.  When I heard that a project 
like this was going on, I applied straight away. 

Had you heard about coaching before The 
Academy? 

KS: No.  For me it was completely new. 

JH: The same for me.

What do you most like about your work?

KS: I think the most satisfying thing is the 
change we see in our clients - both in terms 
of their outlook on life and the success 
they have in re-entering the labour market. 
Usually after about six months you can see 
that their values are starting to change, they 
get organised and they start to believe that 
they can do something.  

JH: Yes, and when they get a job it is really 
rewarding seeing the smiles on their faces. 
I remember one guy who, after he got a job, 
immediately came back to see us and flung 
his arms around us with tears in his eyes. 

KS:  Yeah, the change in mentality is amaz-
ing.  It’s not about finding a job for them, but 
it’s about making them feel like they are able 
to get a job by themselves.  We are really 
proud when they manage to do this. 

JH:  The bond that we create with some of our 
clients is also really rewarding.  A lot of them 

What would you say the main benefits of 
coaching are?  

KS:  From our experience there is a massive 
difference between people who have come 
straight out of unemployment into work, to 
people who work with us for a few months and 
then go back into employment.  The former 
are much more likely to lose their job - they 
are usually just coming out of a long period 
of staying at home.  Whereas the people we 
work with develop a habit of working, and 
they always have support if they need it. 
Of course, coaching is a much slower 
process.  But the effects are long lasting. 
 
What traits do you think a coach should 
have?

KS: I think that patience, openness and 
empathy are all really important.  And, 
of course, you’ve got to enjoy working with 
people!
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CLEAN & BRIGHT

SHEFFIELD - ENGLAND 

WWW.CLEANANDBRIGHTLTD.COM

What were you doing before Clean & 
Bright?

I used to work as an assistant manager at a 
small store run by the Longley Neighbourhood 
Group.  When the store closed down the group 
kept me on as a part-time cleaner, whilst I 
simultaneously worked some other hours for a 
human resources company.

How & why did you start Clean & Bright?

I was encouraged by a support organisation to 
seize the fact that I was working as a part-time 
cleaner as an opportunity - they said I should 
launch a cleaning social enterprise of my own!  
I never saw myself running a company, and 
it was scary because they were painting a 
picture of this gigantic successful company – I 
didn’t think I was qualified enough to do it.

After backing from Sheffield Community 
Enterprise Development Unit (SCEDU), 
a social enterprise development organisa-
tion, I decided to give it a go.  I wanted to give 
something back to my community, by providing 
employment opportunities and training.  It took 
me nearly a year to take up the opportunity, 
during which time I did some basic business 
training, joined a women’s business network, 
did some market research, learnt about social 
enterprise and started my driving lessons.  
This was all whilst I was still working!

I eventually began working out of some 
borrowed office space.  In between cleaning 
early in the mornings and late at night I would 
spend my day developing contacts with new 
customers, sourcing a pool of cleaners, etc.  
With the help of SCEDU I secured a small 
amount of funding and used this to set up a 
proper office.  Eventually I secured enough 
contracts to employee my first cleaners.

What does your typical day involve?

When Clean & Bright began my day started at 
about 6am with 2 hours of cleaning, before I 
headed off to the office.  I usually finished with 
another lot of cleaning at about 9pm.

Nowadays, my days are usually a bit 
shorter - but not always!  A typical day involves 
securing new contracts, ensuring all 

Under the direction of entrepreneur and current Manager, Anita Barton, Clean 
& Bright began life as a social enterprise in 2003.  Initially set up to provide an 
affordable, high-quality cleaning service, Anita has gone on to employ more than 30 
people in just 3 years, having secured several sizeable cleaning contracts in the Sheffield area.

n For such a successful organisation, one might naturally assume that social entrepreneur1, 
Anita Barton, was an experienced and confident individual when she created Clean & Bright.   
Well, aspiring individuals can probably take more heart from the fact that she
wasn’t, as Anita reveals all…

CLEAN & BRIGHT DO
BE CLEAR ABOUT WHAT

YOU WANT TO DO.

LOOk AFTER YOUR EMPLOYEES.

BE REALISTIC ABOUT WHAT YOUR 
BUSINESS CAN ACHIEvE.

DON’T
THINk YOU CAN’T DO IT - THERE IS 

ALWAYS HELP AND OPPORTUNITIES
OUT THERE.

BE AFRAID IF IT TAkES LONGER
THAN YOU ExPECTED.

TRY AND MAkE YOUR BUSINESS
TOO BIG, TOO SOON. 

existing contracts are carried out to speci-
fication, etc., as well as running all other 
aspects of the business.  I still do the odd 
early morning or late evening of cleaning if 
staff are off sick or new staff need training.
 
What barriers did you have to overcome in 
setting up Clean & Bright?

My personal weaknesses at the time of set-
ting up Clean and Bright were a lack of 
confidence and a lack of experience of 
running a business.  Over time, and with the 
growth of the business, these weaknesses 
have become my strengths, although I still 
think I lack a bit of confidence at times...

The biggest “business” barrier I had to 
overcome was a lack of finance - SCEDU 
kindly helped me with this.

What advice would you give to anyone 
thinking of becoming a social entrepre-
neur?

The advice I would give to anyone hoping 
to be a social entrepreneur would be to not 
to hesitate - it took me a year of doubts and 
questions before I decided to go for it.  This 
was mainly down to my lack of self-belief. 
If you believe you can do it then nothing will 
hold you back.  Even if you have doubts, like 
I did, then still go for it, for there are always 
organisations that can help.  I wish I had the 
opportunity years ago, so don’t regret it!

Do you regard yourself as a role model?

As someone who is highly motivated by 
the benefits that my business brings to the 
community (e.g. employing local people), 
I hope I can inspire others.  By investing 
guidance and training in my employees I hope 
they feel they are in a better position to run 
their own businesses.  Although I don’t want 
to lose my employees, I can see some of them 
in the same position I was in not so long ago, 
and I want to help create opportunities and 
assist them in unlocking their potential.

What skills, qualifications, experience, 
etc., do you think a social entrepreneur 
needs to have?

I think you just need to want to do it.  You 
need to want to make a difference, to bring 
benefit to your community or society as a 
whole, whatever way that may be.  There is 
always help out there, and although it may 
take a little longer, you can learn as you go 
along.

What do you think needs to be done to 
encourage more social entrepreneurs?

Personally I think that there is enough support, 
training, and supervision out there for budding 
or existing social entrepreneurs.  However, I 
think that there needs to be easier and simpler 
access to finance.  I think that current arrange-
ments might put people off.
Also, there could be a bit more of a 
proactive effort to “source” social entrepre-
neurs.  I mean, I think that being a social 
entrepreneur does come naturally, like 
being any entrepreneur, and it is not 
something you can “recruit” for.  But, at the 
same time I also believe that you can spot the 
potential in someone, and look to develop and 
nurture this.

 Woman of Inspiration, 2007

It is no surprise that with all this success 
Anita recently picked up the ‘Women in 
Business’ award at the Inspiration Awards,  
2007, as sponsored by The Lord Mayor of 
Sheffield. (see picture on previous page)

For more information on the help that Anita 
received, please visit: www.scedu.org.uk/ac-
tivities/women_ent.htm

For more information on the funding support 
Anita used, please visit: www.scedu.org.uk/
activities/funding.htm

1Social Entrepreneur: someone who uses 
entrepreneurial principles to organise, create 
and manage a venture that brings about social 
change.
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STRATEGIC THINkING

‘Very much ”strategy in action”, this chapter 
delves into the complex world of strategic thinking, 
assessing the strategic tools at an organisation has 
at its disposal. As well as looking at strategy as an 
internal function, we also look at how organisations 
might be strategic by their very nature & purpose.’

CHAPTER 3



DON’T
FORGET TO INvOLvE EvERYONE IN

THE STRATEGIC PLANNING PROCESS. 

THINk THAT INvESTMENT IS AN 
AUTOMATIC STEP TO SUCCESS.  

SOMETIMES IT IS BETTER TO WORk 
WITH WHAT YOU’vE ALREADY GOT.

DO
REGULARLY REMIND EMPLOYEES 
WHERE THE PRIORITIES OF THE 

ORGANISATION LIE.

COMMUNICATE RESULTS THAT ARE 
DISAPPOINTING.

MEASURE ONLY WHERE NECESSARY.  
AFTER ALL, MEASURING CONSUMES 

ENERGY AND CAN BE ExPENSIvE.

LIMIT THE NUMBER OF CRITICAL 
SUCCESS FACTORS AND COUPLE

EACH FACTOR TO CONCRETE ACTIONS.

as the BSC would be ideal in helping us put 
our finger on the problems and direct change.  
As a result, each year we select a few of the 
problems - at least eight, at the most 12 - and 
put them on the BSC.  For, strategic work aris-
es mostly from need; if there are no problems, 
why bother?  That’s why we didn’t implement 
the BSC before.  

How did you go through the process?

We started with a thorough examination of the 
organisation in 2000, in which we talked to 
both coordinators and counsellors.  Countless 
‘points for attention’ came out of these conver-
sations.  For instance, workforce cars could 
no longer be parked in the customer car park, 
we needed to create a system to monitor over-
time, etc.  After this we distinguished between 
the primary and secondary issues, i.e. what 
was really of concern to our organisation?  
The scorecard gives you the option to do this, 
but you need to accept that not everything can 
be a priority.  

Can you give us a practical example of 
something you did?

Yes, sure.  In the garden maintenance depart-
ment we wanted our customers to regard our 
service as being of high quality.  We initially 
thought that this had to be reflected in our 
employees’ dress.  However, this wasn’t very 
easy to implement, as our employees didn’t 
tend to wash their outfits very well!  We then 
asked ourselves whether clothing was really 
that important, or was it just an illusion?  We 
have since learnt that it was the latter, and 
customers actually assessed our product in 
terms of the condition in which we left their 
garden, the accuracy and speed of our work, 
etc.  Therefore, we have made no strategic 
point about work clothes, but rather about the 
completion time of our work.

Have you asked customers about points 
for attention?

No.  When customers are dissatisfied or have 
comments to make they usually make them 
without a prompt.  Moreover, we don’t want to 
rely too much on structured market research 
- you learn a great deal through personal con-
tact.  

How did the workers react to the introduc-
tion of BSC?  

There was certainly no consensus about what 
the ‘points for attention’ should to be to start 
with.  Moreover, we didn’t really know what 
they were thinking!  We eventually did a brain-
storming exercise.  This was crucial because 
a plan is only valuable when many different 
people support it: a good plan has no intrinsic 
value. 

Michael Beer, emeritus professor at Harvard 
Business School, warns against having a rigid 
‘top down’ approach.  He calls it one of the 
“silent killers” of strategic plans.  But you don’t 
have to be a professor to know that!  If the 
employees who are putting the plan into ac-
tion are not behind it, they will not execute it 
properly – simple as that.  It is very notice-
able that employees are much happier if you 
involve them in the process.  The most stupid 
thing you could do is to use the scorecard as 
a kind of battering ram to give your organisa-
tion an incredible push.  For co-workers don’t 
allow themselves to be forced, and neither do 
customers.

1Social Workplace: a workplace that specifi-
cally employs people who have been inactive 
in the labour market for five or more years.  
These people are usually without a secondary 
education, and are employed by the workplace 
on a permanent basis.  This employment is 
supplemented by (mostly) Flemish subsidies. 

Today there are more than 100 social 
workplaces in Flanders, employing an 
equivalent of 3,200 people on a full time basis.  
More than 30% of the workplaces are involved 
in reuse and recycling, with gardening and 
green maintenance, renovation and cleaning 
also being popular.

2Balanced Scorecard: a strategic manage-
ment system that balances measures of fi-
nancial performance, internal operations, in-
novation & learning and customer satisfaction.  
In doing so it allows an organisation to clarify 
its vision and strategy, and put defined action 
plans into place.

For more information on the balanced 
scorecard system, please visit:
www.balancedscorecard.org

Is such a management tool suited to small 
organisations as well as big ones?

Yes, that’s the nice thing about it.  It works just 
as well on a small scale as on a large one.  
Only the latter attract attention more quickly.  
Karel Baeck, head of the unemployment ben-
efit service (RVA), uses his BSC as a sort of 
cockpit in which he looks over all the meters 
and dials in the morning to monitor perfor-
mance, making changes as necessary.  And 
it works!  In the RVA the phone is answered 
within four rings, and within 90 seconds you 
are put through to the right person – much 
faster than they were before.

The BSC is a good way for us to understand 
our organisation: you can use a hundred dif-
ferent management tools, but if they are not 
appropriate to your organisation then they are 
only ever going to do more harm than good.

The BSC also leaves room for a commu-
nity perspective.  How does the De Loods 
social workplace fill that in?

Well, we want to return our level of employ-
ment to 42 people [editor’s note: in 2005 De 
Loods lost 12 work placements when the 
catering contract with a local High School  
was taken over by an international catering 
company], and further help the people in our 
target group.  From an ecological perspective, 
not damaging the environment is a priority for 
the farm, e.g. we limit our use of transport.  
These are the things we like to communicate 
to our stakeholders – we think it is important.

Has using the BSC altered the mission or 
aims of De Loods?

Yes.  We had many “noble” aims that ultimate-
ly turned out to be very naïve, such as trying 
to achieve the first organic guarantee label 
for garden maintenance.  Client appreciation 
still remains essential.  We also want to break 
down a few of the prejudices about our target 
group.  We have noticed that at first custom-
ers are often sceptical about employing the 
target group, mostly letting us begin in their 
back garden ‘where they can’t do any harm.’ 
[laughs] 

But, first and foremost, we want to be eco-
nomically profitable, to build enduring custom-
er relations, to sell high quality products and to 
do work of community significance.  The BSC 
helps us with that.  Of course, you can’t expect 
a tool to solve all your problems at once!

 Suggested Reading

I recommend everything by Rosabeth Moss 
Kanter.  This Harvard Professor is well respect-
ed on the subject of organisational change.  
Her best-known book is ‘When Giants Learn 
to Dance.’  Read her books patiently because 
they are usually very serious.  For example: 
‘Confidence’ (Crown Business: 2004) com-
prises of more than 400 tough, densely written 
pages.  But, it abounds wisdom!

Balanced Scorecard, Step-by-Step Paul Niv-
en (John Wiley: 2002) - this is my bible.  Niven 
is a close colleague of Kaplan and Norton, the 
inventors of the BSC concept.  He looks at how 
an enterprise that uses a Balanced Scorecard 
can actually focus on its strategy.
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Can you briefly clarify the organisational 
structure of the De Loods social work-
place? 

Yes, there are four levels of responsibility in 
our organisation; the general coordinator, 
the coordinators, the counsellors and work 
leaders, and then the workers themselves.  
The job care, organic farm and garden 
maintenance departments each have their 
own coordinator.   Each coordinator is re-
sponsible for the strategic planning of their 
department, looking after the coaching and 
training of counsellors, administering invest-
ments, etc.  They are effectively managers. 
Below the coordinators are the counsel-
lors.  They provide training and psychological 
support to individuals, working in tandem 
with the work leaders - people from the tar-
get group itself.  The work leaders have a 
number of responsibilities on the work floor, 
including directing workers (from the target  
group as well) on technical matters. 

n Jan Ghijselen has worked at the De Loods social workplace since 1999 and is 
currently the General Coordinator.  We talked to Jan about the organisation culture in De Loods, 
and what he thinks of the Balanced Scorecard – a strategic management tool fast in the ascendance.

Established in 1989 as a training centre for the long-term unemployed, De Loods set out 
with the mission of helping the long term unemployed back into employment.  In 1991 they soon 
added a social workplace to this initial offering.  The social workplace1 has since grown 
into an independent organisation with a centre for job care, an organic farm and a 
department for garden maintenance & construction.  It currently employs 49 people, with 
there being 10 volunteers with a disability.  Although legally separate organisations, the 
workplace and centre provide complimentary services working towards De Loods’ goal.

DE LOODS

GENERAL COORDINATOR

COORDINATORS (x4)

WORkERS (x33)

COUNSELORS (x6) WORk LEADERS (x5)

What is the shape of the organic market 
like?

When we started with this in 1992, organic 
food was a bit stigmatised.  We wanted to 
change this image and add some fun to it.  
Now today there is an enormous demand for 
biologically processed products.  In the big-
ger supermarkets almost 30% of all foodstuffs 
are taken from the fridge or deepfreeze; that 
is impossible with organic produce.  But the 
off-shot of this is the potential for a market of 
pre-packed, pre-sliced and processed organic 
products.

What would you say your overall strategic 
outlook is like?

We are always very specific with our invest-
ment.  This is both because we adhere to the 
traditional organic perspective, and because 
we are convinced that it’s not the amount of 
land that guarantees a good return – it’s about 
the breadth of your products and the way you 
profile yourself.  We used to think that hav-

ing a greater production surface would auto-
matically bring about increased profitability.  
But through benchmarking we realised that 
the largest companies weren’t actually the 
most profitable.  When we calculated what 
we needed to earn per square metre to break 
even with a lot of land, we realised that it was 
not worth it.

We now cultivate on one hectare of open soil 
and half a hectare of greenhouses.  The rest of 
what we sell, which is about the same again, 
is bought in.  We realised that it was better for 
us to concentrate on the processing, packag-
ing and sales of products as well, rather than 
produce everything ourselves.

In 2000 you implemented a Balanced 
Scorecard2 (BSC) system.  Why was this?

Jumping off the burning platform [laughs]? We 
found ourselves in a precarious financial posi-
tion; our turnover was minimal and we had no 
room to breathe.  Our quality control was also 
not adequate.  We knew that an exercise such 

On the farm you grow and sell forgotten 
edible flowers, plants and herbs.  Was this 
a deliberate unorthodox choice?

Yes, it was a deliberate strategic decision.  
For herbs spice up life and food, do they not 
[laughs]?  Our herbarium has become well 
known with individuals and restaurateurs; we 
have many varieties, grow reliably and they 
are always tasty and special!  We deliberately 
don’t choose modern varieties, as there is a 
constantly increasing demand for anything 
from pineapple sage and lemon thyme to St. 
John’s Wort and apple mint!  I think the suc-
cess of TV chef Jamie Oliver has given us a 
helping hand.
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 Strategic Connections

Sheffield First Partnership
The Sheffield First Partnership was formally 
recognised by central government in Febru-
ary 2002 as the ‘Local Strategic Partnership’ 
for the city of Sheffield.  Local Strategic Part-
nerships are commonplace in Britain’s major 
cities, designed to bring together different 
parts of the public, private and social economy 
sectors to work towards a common vision. 

At present the chair of SCEDU’s board of 
directors has a seat on the main Sheffield 
First board.  Through this they are able to 
both represent the voice of social enterprise 
and keep SCEDU up to date with relevant 
developments.

Social Enterprise Yorkshire and Humber 
(SEYH) www.seyh.org.uk
Support for social enterprise in the UK 
has traditionally been carried out at a local 
level, through organisations such as SCEDU. 
However, whilst the Social Enterprise Coali-
tion has existed as a national voice for social 
enterprise (as appointed by national gov-
ernment), there has never really been a 
coordinated lobbying or promotion of social 
enterprise in the region of Yorkshire & The 
Humber.

Identifying this hole, SCEDU took the 
opportunity to lead on the establishment of 
SEYH - a regional social enterprise voice in 
Yorkshire & The Humber.  As such, SCEDU’s 
CEO is currently the chair of SEYH.

SEYH’s aim is to develop itself into a low 
cost, high value regional voice for the sector.  
Its main method of doing this is through 
commissioning work to existing social 
enterprises, rather than duplicating existing 
capacity.  As a result of establishing SEYH, 
SCEDU has been able to build up strategic 
contacts across the region, raise its profile, 
engage with new customers and promote 
social enterprise to a wider audience.

n SCEDU has always placed a strong emphasis on acting strategically in order to maximise its impact.  To date it has 
primarily done this through recognising relevant political developments and strategic opportunities, and acting upon these.  
As such, SCEDU has been able to build strong strategic relationships with a diversity of players from across the private, 
public and social economy sectors.  Over the years SCEDU has also placed an emphasis on innovation and investment in 
the social economy.  Through incubating many strong social enterprise brands, SCEDU has been able to raise its profile.

Established as a social enterprise and ‘company limited by guarantee’ in 1995, SCEDU’s initial remit 
was to develop an enterprise culture within Sheffield’s communities.  Employing just 3 people, 
it set about doing this by encouraging social enterprise growth through business 
support and investment.  By identifying unmet needs and providing specialist 
solutions against these, SCEDU has gone on to employ over 30 people, offering such diverse 
services as; office space, conferencing facilities, business advice, training, childcare, 
public sector contracting assistance, financial advice and asset base development services.

SCEDU

Board Influence
Over the course of its history SCEDU has 
always invested considerable staff time in 
representation on boards of other social econ-
omy organisations.  SCEDU has been directly 
involved in both the creation of some of these 
organisations, as well as having been specifi-
cally invited to sit on their boards.  This has 
given SCEDU the opportunity to work more 
closely with other social economy organisa-
tions and keep better informed of events, as 
well being able to exert some strategic influ-
ence within these organisations.  

South Yorkshire Procurement Task Group 
(SYPTG)
SCEDU has always taken a lead role on 
procurement issues for social enterprises 
within South Yorkshire.  However, it was 
apparent that there was a lack of structured 
communication between the ‘buyers’ and 
social economy ‘suppliers’ of South York-
shire.  It was also clear that local government 

procurement departments in South Yorkshire 
weren’t really talking to one another.  Spot-
ting a central government focus on social 
enterprises procurement, SCEDU grasped the 
opportunity to make some tangible progress.

As such, SCEDU has been instrumental in 
designing, establishing and maintaining the 
SYPTG – a group of individuals from social 
economy organisations and local government 
procurement departments who meet every 
six weeks to discuss relevant procurement 
issues.  To date the group has published pub-
lic sector spend figures with social economy 
organisations and also increased awareness 
around upcoming contract opportunities.  

Through driving the SYPTG, SCEDU has 
benefited greatly in gaining closer access to 
procurement officers, being aware of new 
opportunities & developments and being 
recognised nationally for talking innovative 
steps around social economy procurement.

DO
BE CLEAR ABOUT YOUR 

ORGANISATION’S PURPOSE AND 
AREA(S) OF ExPERTISE.

GENERATE NEW IDEAS AND EMBRACE 
CHANGE - ‘GROW, CHANGE OR DIE.’

BE AMBITIOUS, BUT REALISTIC.

INvOLvE OTHERS IN THE PLANNING 
PROCESS – GIvING EMPLOYEES A 
SENSE OF OWNERSHIP HAS MANY 

BENEFITS.

MONITOR PROGRESS AGAINST PLANS, 
WHILST ALSO kEEPING AN EYE OUT 

FOR NEW OPPORTUNITIES.

HAvE CONTINGENCIES
(BACk-UP PLANS).

DON’T
DRIFT FROM YOUR MISSION, 

OTHERWISE IT WILL BE HARD TO 
FOCUS ON WHAT IS STRATEGICALLY 

IMPORTANT TO YOU.

BE AFRAID TO ASk FOR HELP.

BE AFRAID TO TAkE (CALCULATED!) 
RISkS.

THINk YOU ARE TOO SMALL TO HAvE A 
CLEAR AND DEFINED STRATEGY.

IGNORE LOCAL DEvELOPMENTS AND 
TRENDS.

BE PUT OFF BY BEING THE FIRST ONE 
TO DO SOMETHING!

 Branding 

Tender Readiness Toolkit
Part of SCEDU’s ability to take a lead on the 
SYPTG was off the back of its success with 
the Tender Readiness Toolkit.  For the toolkit 
showed public sector suppliers that SCEDU 
was both serious about the development of 
the sector, and able to offer practical solutions 
to problems that they had identified.

Through its various networks and connec-
tions, strategic and otherwise, SCEDU discov-
ered that many social economy organisations 
were aware of procurement, but not really in 
position to take advantage of it.  There was 
a general feeling that they weren’t really ”ten-
der ready”, not having the ability or capacity 
to turn around tender applications.  Realising 
that there weren’t any tools to help organisa-
tions develop against this agenda, SCEDU 
set about developing the Tender Readiness 
Toolkit.  

The toolkit is essentially a means for organisa-
tions to assess how ”tender ready” they are, 
and subsequently, what they may need to do 
in order to become tender ready.  It provides a 
simple guide to tendering, and allows the user 
to make an educated decision about whether 
the procurement agenda is for them or not.

Developing a product like this was a risk for 
SCEDU, as they had never done it before – 
but it proved to be a huge success and useful 
learning experience.  For, prior to its release 
the toolkit generated significant interest and 
publicity on a national level, before going on to 
sell over a 1,000 copies.  This success helped 
SCEDU raise its profile both locally and na-
tionally, positioning itself as a market leader 
on social enterprise procurement issues.

 Business Support

SCEDU has a strong history of delivering 
business advice for social enterprises. 
As such, Sheffield Enterprise Clusters (SEC) - 
an arm of SCEDU - currently holds the govern-
ment contract for social enterprise business 
support in South Yorkshire.  SEC employs 
five business advisors and has a considerable 
database of clients from across South 
Yorkshire.  Work with clients generally 
includes developing business ideas, mar-
ket appraisals, business model evaluations, 
appraising finance options, finding suitable 
business space and access to legal & other 
specialist advice.  

This status has enabled SCEDU to 
connect with wider business support 
facilities across the region and align itself 
with the grass roots development of 
social enterprise. It has also allowed 
SCEDU to compile a large evidence 
base on the social economy and social 
enterprises; one that has been useful in 
developing new products (e.g. the Tender 
Readiness Toolkit)

Mowbray Street
In 1996, off the back of this ”evidence base”, 
SCEDU also realised that many social 
enterprises were in need of quality work-
space that could be let out with little bureau-
cracy.   Accordingly, it began the process of 
renovating an old derelict steelworks factory 
into a modern business centre – Mowbray 
Street.  Complete with 28 incubation units and 
four conference/meeting rooms, the attractive 
riverside location was opened in 2000 after 
four years of development. 

Demand for the units has consistently 
been high, thanks to many word of mouth 
recommendations and small marketing 
campaigns.  The workspace has also proved 
useful in terms of promoting cross-sector 
partnerships, with a good blend of social 
economy and private sector businesses 
occupying spaces.  

The conference and meeting facilities have 
also been high in demand, with regular 
bookings from a host of organisations, 
including international banks, private 
businesses, the city council and social 
economy organisations.  The facilities have 
also been used by the local church to function 
weddings.

SCEDU has also capitalised on the unique 
experience of developing its own asset by 
establishing ‘SCEDU Asset Base 
Development’ - a dedicated team who work with 
organisations to develop their own assets and 
community facilities.  This has been supported 
by a fair amount of asset based development 
policy from government in recent years.

SCEDU’s business centre before renovation
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What is the set-up at Duet?

At present Duet works in partnership with 
two other organisations – Job & Co-CBW (a 
training and coaching centre) and Con Brio (a 
social workplace that specialises in cleaning 
and maintenance).  This partnership forms 
the overall group ‘Job & Co’, which provides 
progression routes for individuals at risk2 of 
being excluded from the labour market.  The 
group belongs to Tabor, a big consortium of 
organisations in Education, Health & Care.

What drove you to adopt the Balanced 
Scorecard (BSC)?

Mia: It’s natural for a company to go through 
many different phases in its life.  When we 
started, back in 1995, we initially focused on 
achieving our social objective - to employ 
people at threat of exclusion.  However, by 
1998 it became clear that we were neglecting 
our economic status as a result of this drive, 
with our balance sheet showing some serious 
losses.  After a couple of years we redressed 
this and found an appropriate balance 
between our social purpose and our economic 
imperative.  

After this initial ”bedding down” period we then 
decided that it would be good to have a period 
of reflection, in order to take stock of what had 
happened and plan for the future.  We had 
many fundamental questions that we wanted 
to answer.  So we decided to adopt the BSC 
to help us work these out.

How did the process work for you?

Chris: First of all we clarified our mission 
and long-term goals, setting these against a 
specific number of strategic policies.  These 
naturally acted as a baseline for further 
decision-making. 

After undertaking a SWOT3 analysis, asking 
questions like: where are we strong?; 
where are we weak?; where do we foresee 
possibilities or threats? If you are going to do 
this thoroughly you have to be really critical of 
yourself and look at a lot of different elements.  
It gets interesting when you have to include 
your fellow workers, environment, suppliers, 
competitors, etc. [laughs]

Established in 1995 as an initiative of the cluster organisation ‘Job & Co’, Duet 
became the first insertion company1 in Flanders’ history as it set about to create permanent 
employment for people threatened with exclusion.  Operating as small cooperative company with 
limited liability, Duet currently employs 20 people, focusing on three production areas - every 
day fresh bread, chocolate and pastries - which it sells through its shop and catering service. 

DUET

We also arranged a think tank to discuss 
certain issues.  This comprised of four people 
from within the organisation and three people 
from outside, including a member of our 
management board, an HR advisor from 
Tabor and an advisor from the start centre De 
Punt4.  Step by step, we discussed the various 
issues, establishing our priorities for action.  
Naturally, we tested each of these priorities 
with a wider group of stakeholders. 

You were able to count on a great deal of 
management support from Job & Co and 
Tabor.  Would this of been possible without 
them?

n We spoke with Chris Monten, Coordinator of Duet, and Mia Vermeers, General 
Manager of Job & Co, about developing a strategy and translating this into everyday operational decisions.

Mia: In my opinion it would have been 
perfectly viable.  It is quite a timely process, 
as you have to engage a wide variety of 
stakeholders.  But, it’s worth it!  

Did the SWOT analysis show up any 
surprises?

Mia: Not really.  It was nice that everyone who 
took part seemed to identify the expertise, 
commitment and motivation of the workers 
as a real strength of Duet - this gave us a 
good feeling.  For, the workers are the most 
important asset any enterprise will ever have, 
especially in the service industry.  

DO
HAvE AN ACHIEvABLE MISSION,

BUT ALSO ONE THAT
CHALLENGES PEOPLE.

SEEk ExTERNAL, INDEPENDENT
ADvICE WHEN NECESSARY. 

START WITH SMALL CHANGES
AND WORk YOUR WAY UP.

MEASURE AND EvALUATE YOUR 
PROGRESS AGAINST INTERIM 

TARGETS.

DON’T
NEGLECT TO INvOLvE YOUR

WORkERS; EvERYBODY MUST
BE MOTIvATED AND MOvING IN THE 

SAME DIRECTION. 

USE UNNECESSARILY COMPLICATED 
LANGUAGE!

NEGLECT YOUR kEY STAkEHOLDERS.

BE AFRAID TO MAkE CHANGES
WHEN NECESSARY.

Also, the analysis did show up the fact that we 
focus internally a bit too much – but this wasn’t 
a surprise!

Chris: One of the conclusions was that we 
weren’t doing enough benchmarking; so that 
became an area of attention – but again it 
was no surprise.  However, we were a little 
taken a-back by the fact that our internal 
communication was regarded so positively!

Up to now we have mainly talked about the 
internal impact of your strategic efforts 
– what about the external impacts? 

Mia: Before we undertook this strategic re-
think, there was quite a lot of misunderstanding 
about what we did.  For example, a lot of people 
thought that we just had subsidised jobs.  Now 
I think people are a lot clearer about our role, 
including ourselves [laughs]!  But, I don’t think 
there has been any explicit external benefit; 
we can’t exactly use our strategic astuteness 
as a quality standard.  It impacts in subtler 
ways.

There are so many strategic tools nowadays 
– which one do you think is best?

Mia: I think what tool you use is of secondary 
importance – it is all about the value you 
draw from the process.  What you’ve got 
to make sure is that you allow enough time 
to really immerse yourself in the process.  
I suppose you could use the BSC to determine 
your goals, targets and indicators.  If you do 
this right it can be really beneficial, as the 
contribution of every worker in realising these 
goals is made clear.  A SWOT analysis is a tool 
that should really be used before the BSC, to 
do some pre-analysis.  Then again, an EFQM 
model is also good for self-evaluation.  An 
ISO standard is more about the integration of 
systems to guarantee quality.  But hey, I’m no 
expert!  It all really depends on what you need 
as a company – there are so many models to 
choose from.

What would you say is the biggest 
advantage of the BSC?

Chris: It’s a clear and convenient instrument, 
yet at the same time it is dynamic. 

And what about its disadvantages? 

Mia: The BSC requires you to be quite cold 
and calculated, thinking in terms of ‘critical 
success factors’ and ‘performance indicators.’  
We weren’t used to this and it took us quite a 
long time to get our heads around it.  It was 
also very time consuming, as we had to involve 
a lot of the workforce and stakeholders.  But, 
it was worth it. 

So, did the workers have a say in things? 

Chris: If you ask our workers they would 
probably say no.  But the reality is that they 
did participate!  Especially in formulating the 
goals and targets of the BSC – they were 
given ample opportunity to ask questions and 
make comments.  They were also asked to 
think a lot about cost control, in terms of using 
standard portions in our catering service – this 
makes cost calculation a lot easier and a lot 
more accurate.

Would you say that you are a socially 
responsible company?

Chris: Yes.  Duet makes a point of employing 
people from the so-called ‘opportunity groups’ 
who are often unjustly excluded from the 
labour market.

Why is social responsibility so important?

Mia: I think it’s high time that businesses 
became aware of their community responsibility 
and how they influence the health of society.  
We live in a time where there is a great 
need to make values more explicit.  Just 
maximising profit is not always acceptable – it 
negates from people’s other responsibilities.  
Obviously price and quality are important to 
customers, but so is the company behind the 
product. Many customers should and do put 
other criteria first. 

What we do at Duet and Con Brio is nothing 
spectacular.  As companies we want to make 
a contribution to the development of a more 
liveable society in which profit stands for 
quality of life, and not for capital.  

1Insertion Company: a business that 
employs social insertion employees – people 
from ‘risk groups’ – and is eligible to receive 
wage subsidies from the Flemish authorities. 
They are committed to creating sustainable 
development and to achieving a good balance 
between profit, people and the planet. Today 
in Flanders there are more than 130 insertion 
companies recognised. Together they employ 
approximately 1200 people threatened with 
exclusion from the labour market.

2Risk groups (or “opportunity groups”): 
groups of people of working age whose 
degree of work activity is lower than the 
average of the total Flemish population. Up 
to now these are mainly allochtones, people 
with disabilities, women, elderly people or the 
long-term unemployed and people that are 
poorly qualified. (This is yearly determined by 
the FG).

3SWOT Analysis: a strategic management tool 
used to identify the strengths and weaknesses 
of an organisation, as well as the opportunities 
and threats facing it.

4De Punt – Regional Starting Centre for the 
Social Economy
Funded by the Flemish authorities, starting 
centres offer guidance to new insertion 
companies and promote the social economy 
as a whole. They act as a first point of contact, 
offer relevant advice, reinforce business 
networks and stimulate the development 
of useful business ideas. They also aim to 
create sustainable employment for people 
with reduced employment opportunities 
and to aid the systematic implementation of 
corporate social responsibility. More info see 
www.depunt.be

 Strategy tips by Mia Vermeers:

• Dedicated and convincing management is 
 a  requirement

• External process guidance is a real bonus

• The mission must be clear, inspiring and  
 respectable, also for the workers

• Use clear language, also on the work floor

• Focus on your key stakeholders

• Take care that the fellow workers are  
 involved and motivated, make sure  
 everybody is pointed in the same direction

• Targets must be realistic, reachable and 
 motivating

• Begin with attainable and visible processes 
 for improvement on the workfloor
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MARkETING

“In the era of the brand, the function of marketing has 
rocketed its way from the periphery of organisational 
thinking to the very foreground.  We take a look at three 
exerted marketing drives, the thinking behind these, 
their successes and valuable lessons learnt.  We also 
delve into the complex world of marketing social values 
and the commercial criticisms this often faces...”

CHAPTER 4
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 When Oxfam Fairtrade began, you spent a 
lot of time re-branding your assortment of 
your fairtrade products.  Why was this?

Research showed that although 
Oxfam pro-ducts had only ever been sold in 
Oxfam stores, a lot of people already confused 
Oxfam Fairtrade products with other fairtrade 
labels, such as Max Havelaar.  Coupled 
with the fact that we were going to sell our 
products in a new market, we thought it would 
be a good idea to create a strong, emotive 
and distinctive brand! With the help of an 
advertising agency, we settled on …

How much say did Oxfam World Shops 
have in the re-branding?

We had several discussions with our 
colleagues in sales and marketing at the Ox-
fam World Shops.  For instance, they helped 
develop the marketing plan.  But, ultimately 
the responsibility lay with Oxfam Fairtrade.

Tell us more about your marketing ap-
proach.

First of all, our fundamental assumption is that 
fairtrade is for everyone.  Thus, our market-
ing strategies are targeted at everyone.  Of 
course, this is hard, as specific target groups 
are usually demarcated in order to tailor mar-
keting efforts. 

In a practical sense we tend to focus on 
reaching large institutions, keeping a high 
media profile and engaging with established 
businesses.  This takes the form of supplying 
schools and governments, being visible at im-
portant events and festivals, and encouraging 
businesses to become ”ambassadors” for our 
brand, respectively.  

The 2005 ‘celebrities campaign1’ was 
conceived within the company – is that 
common policy?

No, not really, for you’ll remember that the ini-
tial re-branding project was conceived togeth-
er with an advertising agency.  The 2005 

n  Although Oxfam Fairtrade was only established in 2002, it has already managed to develop a strong profile 
thanks to some pragmatic, yet innovative, marketing campaigns.  We talked with Oxfam Fairtrade’s 
General Manager, Katrin Derboven, and Head of Sales and Marketing, Jeroen Brugge, to find out more 
about these campaigns, and what they thought about the marketing of social values.

Oxfam Fairtrade products have been on sale exclusively in Oxfam World Shops since the network’s 
launch in 1971.  Today there are over 200 Oxfam World Shops in Flanders (the northern part of 
Belgium) and 100 in Wallonia (the Southern/French speaking part of Belgium).  In 2002, 30 years 
after the network’s launch, the general assembly of Oxfam World Shops decided to expand their 
sales channels (i.e. sell products in non-Oxfam stores), in order to target new consumer groups 
and generate more business.  Accordingly, a new body - Oxfam Fairtrade - was created and made 
responsible for this venture.  In order to manage the distribution process it took the same struc-
ture as any traditional wholesaler.  Since then it has widened its scope, delivering products to 
supermarkets, health food shops, companies, vending machines and organisations abroad.

OxFAM FAIRTRADE DO
STAND OUT, SURPRISE, AND 

EvEN SHOCk PEOPLE.  GIvE THEM 
SOMETHING TO TALk ABOUT! 

ENCOURAGE YOUR EMPLOYEES TO 
COME UP WITH AND DEvELOP THEIR 

OWN IDEAS.

BE CREATIvE 
IT IS THE kEY TO SUCCESS.

BE REALISTIC ABOUT REACHING A 
LARGE AUDIENCE WHEN YOU ARE 

“SELLING” A SOCIAL CAUSE.

DON’T
TRY AND PLEASE EvERYONE WITH 

YOUR ADvERTISING, BECAUSE THEN 
YOU’LL REACH NO ONE.

jUST USE THE SAME MARkETING 
AvENUES AS EvERYONE ELSE. 

OTHERWISE YOU WILL GET LOST IN 
THE MAINSTREAM.

GO OvER THE TOP AND BE vULGAR!

COMPROMISE YOUR SOCIAL vALUES 
FOR A COMMERCIAL GAIN 

THE TWO CAN WORk IN TANDEM.

campaign grew very organically.  One of our 
graphic designers had an idea, brought it to 
us, we refined it, defined a budget, and then 
went with it.  We are very keen to foster an 
entrepreneurial culture within the company.  
Employees are encouraged to come up with 
ideas and bring them to management.

What did you do to ”refine” this particular 
idea? 

Well, it took us hours of internal debate.  We 
had to make sure that the four key elements 
- image, slogan, product and accompanying 
text - were perfectly balanced.  In total, we 
considered around 25 different ideas.

Do you think that all the free publicity you 
got was a big factor in the campaign’s suc-
cess?

Well, yes, it is true that we had, and contin-
ue to have, the goodwill of some of the me-
dia.  But, I believe that the re-branding was a 
success because we had a good story, good 
campaign and good products.  One news- 
paper commented that ‘this campaign 
succeeded in getting rid of the dusty  NGO  
image, without losing [the] 
mesage.’  Even though we technically 
aren’t, and never have been, an NGO, 
I agree that we managed to shed our old- 
fashioned image!

So what is your new campaign like? 

This year it’s called ‘Oxfam Fatale’, and like 
last year, it’s essentially a celebrities cam-
paign.  Although this time it is a national one, 
whereas the last one was just a Flemish one, 
and it is a bit more controversial.  For exam-
ple, we have a former Miss Belgium posing 
in an American Beauty-alike pose and there 
are a few top politicians joining in, includ-
ing the Belgian Prime Minister [see picture]! 
I believe that is good marketing; making sure 
that people have something to talk about. 

Did you undertake an ‘impact study’ of last 
year’s campaign before you decided to run 
this new one?

No, not really.  We just listened to what our 
customers and co-workers had to say.  Last 
year’s campaign got lots of positive reactions, 
and some negative.  We thought about and 
acknowledged all of this.  Nevertheless we still 
had the motivation to do another celebrities 
campaign – so that’s what we decided on!

What lessons have you learnt from the pre-
vious campaign? 

With the previous campaign we tried to place 
as many advertisements in magazines and 
newspapers as possible.  However, we now 
realise that a lot of these just got lost in the 
mainstream.  Now we intend to be a lot more 
proactive in our approach to the media and 
develop free advertising opportunities, e.g. 
negotiate with a popular magazine to give 
them exclusivity over the “making of” the ‘Ox-
fam Fatale’ campaign.  Of course, this takes a 
lot more time and effort, but it’s worth it.

A lot of organisations with social aims try 
to stir up the public conscious.  Oxfam 
Fairtrade doesn’t do that – is that for com-
mercial reasons?

This is an issue that leads to a lot of heated 
in-house discussions!  For, how do you find a 
balance between social and commercial con-
siderations?  And is it better to tackle a prob-
lem by criticising it from the sidelines, or solv-
ing it from within?  We will not sell our soul to 
the devil.  However, we equally realise that if 
we want to sell our products to a wider public, 
and ultimately encourage more fair trade, then 
we have to be cooperative and form alliances.  
Consequently, we avoid confrontation, prefer-
ring to let the brand do the talking, hoping that 
it will reach as big an audience as possible. 

It’s all about finding a good balance between 
your social and commercial considerations.  
The product’s quality and taste are as im-
portant as the message behind it.  And yes, 
we sometimes serve as an excuse for larger-
scale distributors to enhance their image, but 
consumers are becoming ever more critical.
So, are you saying that good marketing and 
socially responsible practise are incompat-
ible?

No.  I’m just saying that like in any organisa-
tion, they are tools that we have at our discre-
tion to sell our products and message in a way 
that doesn’t compromise our values.

So, to conclude, what do you see as your 
biggest future challenge?

Because we initially set our standards so high, 
there is a tendency to want to keep on doing 
much better each year, which is a bit scary.  
At the end of the day, we just want to keep 
making as great a possible impact as we can 
with our limited resources, and to always be 
accessible and creative.

1The Oxfam Fairtrade Celebrity Campaigns 
of 2005 and 2006 used several provocative 
pictures of politicians, media stars and art-
ists alike.  With connotations of sex, con-
troversial humour and even an image of 
the Catholic Church in one of them, there 
was naturally a lot of heated debate about 
the pictures.  At least the Oxfam Fairtrade 
brand will never be forgotten!

28 29



DE KRINGWINKEL

FLANDERS - BELGIUM 

WWW.KRINGWINKEL.BE

Why did the recycling centres need re-
branding?

Els:  About five years ago some research into 
the image of second-hand products found that 
customers were confused between second-
hand shops and warehouse stores/deposit 
shops – shops were you get paid for providing 
second-hand goods.

Geert:  Yes, when you bring goods to us you 
don’t get any money in return – it is all about 
supporting a social workplace.  Moreover, 
they didn’t realise that all of our second-hand 
stores pretty much worked to the same social 
goals and principles.  This was basically be-
cause, at the time, each store marketed itself 
differently, i.e. had a different style, logo and 
name.  

Els:  Furthermore, the customer perception 
of our second-hand goods and recycling still 
seemed to be rather negative.  They found 
them dirty, lacking in quality, dishevelled and 
most importantly, they thought it was only in-
tended for the poorest members of society.  As 
a result we decided that we wanted to come 
up with a single brand for second-hand goods; 
one that redressed these negative associa-
tions and explored unified marketing.  That led 
to the launch of De Kringwinkel.

Is it luck that this re-branding coincided 
with second-hand and “vintage” items 
suddenly becoming trendy?

Els:  To be quite honest, I still don’t know now 
whether the chicken or the egg came first…  
Our re-branding was a very conscious deci-
sion, and although its success did flow with 
the fashion wave at the time, I am sure that 
we made steps in our own right that led to the 
success of De Kringwinkel.

Geert:  Anyway, De Kringwinkel recently 
identified itself in the second-hand sector, be- 
coming a concept with more solid support than 
mere second-hand shops.

Els:  Yeah, in the beginning I remember 
that we still had difficulty raising enthusiasm 
for our projects in the media.  Now journal-
ists even want our story for popular lifestyle 
magazines!

n  In 2002, KVK launched a new communications and marketing strategy.  As part of this strategy it 
decided to re-brand its second-hand shops, gathering them under a new ‘De Kringwinkel’ label (‘The Circle Shop’).  
As such, roughly 70 of KVK’s 100 second-hand shops have taken to this De Kringwinkel banner.  One of them 
is ‘Ateljee’ in Ghent, who re-branded their five second-hand shops under the De Kringwinkel banner.  Els Piron 
(Communications Manager, KVK) and Geert Deruyck (Communications Manager, Ateljee) talk about this re-branding…

KVK (Koepel van Vlaamse Kringloopcentra) is a not-for-profit organisation whose aim is to offer 
support to localised recycling centres and shops (all social workplaces) in order to make them more 
professional.  It acts as an umbrella body to these organisations, collectively representing them to 
government and other stakeholders.  KVK initially spawned from a government initiative on recycling 
and has since gone onto represent 33 recycling centres and 100 second-hand shops across Flanders

DE kRINGWINkEL

Re-branding is often regarded as a radi-
cal adjustment.  Tell us about your experi-
ence.

Els: The great challenge for us was that in-
stead of having limited local means, for the 
very first time we had a budget that could be 
applied on the Flemish level.  This offered us 
a lot more possibilities.  However, we had to 
be careful in balancing a national programme 
against the local needs of the centres. 

Geert: This is especially considering that cen-
tres that went on board with De Kringwinkel 
had to give up part of their autonomy, and part 
of their budget.  Also, because there were go-
ing to be no immediately tangible results from 
the re-branding, it took some time to convince 
members.  Moreover, a number of them were 
frightened that their regional identity would 
suffer as a consequence of the re-branding.  
That’s why many centres still retain their origi-
nal name under the logo of De Kringwinkel 
– like we do here at Ateljee.

Was the decision imposed on the centres 
from above?

Els:  No, not at all.  And naturally, with this free 
choice some centres chose to remain autono-
mous and not to partake - for a number of rea-
sons, like because they had a strong enough 
local market.  It’s not as if we just supplied the 
centres with a logo, and that was it.  You have 
to have a certain amount of financial resour-
ces available, the right personnel from the tar-
get groups and the appropriate infrastructure; 
it takes at least a year before an organisation 
can get the De Kringwinkel label.

Geert:  In principle, most of the centres were 
immediately won over with the idea.  In prac-
tice, less centres actually converted over, as 
the necessary investment was pretty heavy.  
All logos in the shops and on the lorries had 
to be replaced, new folders and headed note-
paper had to be printed and paintwork had to 
be done.

How were the quality standards associated 
with the new label implemented?

Els: The De Kringwinkel organisation has 
three working groups: ‘Crea’, which looks after 
style and creates new concepts; ‘Kwazi’, 
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which is in charge of the implementation 
and auditing of quality standards; and the 
‘Strategie’ team, which looks after communi-
cations and strategic planning.

Geert:  Yes, to expand on that, Kwazi has 
established various sets of standards, 
relating to such issues as customer complaints, 
spacing in the aisles of shops, information, 
etc., in order to assure quality.

Els:  The centres are checked regularly, and 
they also monitor themselves to see how they 
are performing against various standards.  As 
part of this a monitoring report, illustrating 
the weak points of the centre and where they 
should develop action plans, is published.  
This evaluation is really useful, as it gives us 
a general picture of how everyone is perfor-
ming, and where work needs to be done.  For 
example, because of this we have learnt that 
we need a representative to visit the different 
branches and help with the proper application 
of house style, presentations, shop window 
displays, etc.  However, at first these reports 
came over as a bit threatening and patroni-
sing to the centres.  Thankfully, now everyone 
has realised that this monitoring only serves 
as a form of support, and is not meant to be 
mothering!  

Geert:  We apply quality standards just like 
any other self-respecting company.  But, the 
strength of KVK is that we do it in a unify-
ing manner, with organisations that function 
autonomously.  

The launch of De Kringwinkel was encom-
passed in a bigger marketing and commu-
nications strategy.  Can you give us a brief 
outline of this?

Els: First of all, we decided that we wanted 
to communicate clearly.  So we started by 
negotiating with our communications bureau 
the need for brand recognition, visibility and 
impression, all complete in a common house 
style and logo.  We wanted De Kringwin-
kel products to come across as original and 
inexpensive, breaking the ice and reach-
ing a younger and trendier audience.  This 
drive succeeded relatively well, and we are 
now following with a second phase in which 
we’re consciously aiming to reach the general 
public.  Therefore, we are using classic 
distribution techniques, including newspaper 
ads where products are coupled at discount 
prices.  We also use coupons whereby people 
can obtain a free LP or glass. 

Geert: And we don’t just use our social goals 
as selling points, we also use them to encou-
rage people to donate their unwanted goods 
to De Kringwinkel; they are contributing to a 
better environment and more social employ-
ment.  

Do you already have a view on the results, 
both quantitative and qualitative, of your 
re-branding?
      
Els:  Some quantitative research revealed that 
one in four Flemish people can accurately 
identify the Kringwinkel brand, without confus-
ing it with ‘spullenhulp’ or any other similar ini-
tiative.  It also revealed that 95 % of the Flem-
ish population is familiar with the activities of 
second-hand centres in general, of which the 
environmental and social goals are fairly well 
known.  However, I can’t make any direct cor-
relation between our image campaigns and 
turnover, or the number of visitors to shops.  

Geert:  It has certainly had a positive impact.  
I hear people remark in our shops that our 
displays look better and that they are always 
tidy.  The change has been noticed and ap-
preciated. 

 Suggested Reading 

‘Science of shopping’ Paco Underhill,
Simon & Schuster: 1999 

Els: “This book is a witty and humorous report 
from the trenches of the branch shop.  It de-
scribes what consumers are attracted to, what 
they do whilst shopping, and most importantly, 
why!”
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HET VERZET

ASTENE - BELGIUM 

WWW.HETVERZET.BE

Put simply, Het Verzet’s mission is to promote the use of bicycles.  Operating from a shop in As-
tene it does this by offering a variety of services, including the hiring, repairing and selling of 
bicycles.  As an Insertion Company it currently employs nine people, three of which are ‘in-
sertion employees.’  The ‘insertion measure’ of the Flemish Government gives financial sup-
port to companies who recruit people from specific target groups, such as the long-term un-
employed, the under-educated, people with a disability and those younger than 25 year olds.

HET vERZET

customer doesn’t care about your cost-price 
structure.  They just want a solution to their 
problem - that’s what you have to focus on. 

You do get some customers who ask for a 
discount – for some it’s a game, for others it 
is because they don’t have much money.  If 
this happens, my advice is to always ask them 
what they are prepared to pay.  Most will name 
a price that is ridiculously low - these are not 
the customers you want!

And remember, you can never beat the “big 
boys” when it comes to price!  They have the 
capacity to price you out of the market.  As 

n We spoke to Het Verzet’s founder and former Business Manager, Herman Janssens, about various aspects of marketing.  
He provided us with an in-depth breakdown of his pioneering thoughts, using a combination of theory and 
anecdotes to illustrate this.

 Mission

The first question you should ask yourself 
is ‘what is the core of your business?’  The 
core of Het Verzet is, quite simply, to sell a 
refreshed mind.  It just so happens that we 
achieve this through cycling - so our mission 
is to promote the use of bicycles as much as 
we can!  
 
For example, everybody knows Black & 
Decker and Revlon.  But, Black & Decker 
don’t sell drills, they sell holes in your wall.  
Revlon doesn’t sell lipstick, it sells hope.  Just 
the same as Het Verzet.  Het Verzet doesn’t 
sell bicycles, it sells a refreshed mind!  I think 
that is the real challenge for anyone selling 
something: it is about fulfilling a need, and not 
the product.

Of course, in practice our bicycles must meet 
certain quality standards.  We also don’t 
want our customers to worry about whether 
their bicycle will be delivered on time or not.  
Therefore, we always make sure we have a 
few bikes spare in case there is a problem. 

 Price

If you are selling a product or service, it only 
makes sense to know how much it is costing 
you.  I think the first advice I would give is 
that, when working this out, always have 
someone with an outside view to help you - 
so you remain as objective as possible.  Once 
you have done this, most people tend to put 
a set profit margin on top.  But, you need to 
look at your competition.  There is no point in 
charging a higher price than them for the same 
product or service, for the sake of your profit 
margin!  

When I started at Het Verzet and I had a big 
order to satisfy I used to rent out extra bikes 
from a competitor.  However, I never put a 
margin on these - I always rented them out 
to customers at cost price.  Obviously this 
didn’t make me any money, but I managed 
to establish a relationship with my customers 
that has stood me in good stead.  Nowadays I 
still rent extra bikes from competitors to meet 
big orders, but now I put a 20% mark-up on 
them; my customers are prepared to pay for 
a reliable service.  But, remember this - the 

a small organisation, the key to selling your 
products is to differentiate. 

 Promotion

I think it is important to be aware of the fact 
that promoting is often the last step in the 
sales process.  For, having all your products in 
stock, trained staff who are smartly dressed, 
a tidy premises, appropriate branding etc., 
all come before this! 

But, when you do get round to it, I think the 
most important thing to remember is that it is 
good to be experimental.  You can spend 
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a fortune on advertising on local papers or 
radio, but we have found that you can be 
just as successful with a small budget - if you 
are creative.  For example, we provided free 
bicycle racks outside bakeries, restaurants, 
video shops, etc., in surrounding villages, 
complete with our slogan and contact 
details on them.  We also send out a regular 
electronic newsletter with information on our 
promotions, advice for about maintenance, 
jokes about cyclists, etc., on them.  Also, 
once we organised a big demonstration for 
the construction of a cycle path between 
Astene and the neighbouring city of Deinze.  
We organised a massive petition, collecting 
signatures in our shop.  This helped raise our 
profile. 
 
One of the greatest advantages of the Internet 
is that it allows you to inform customers with 
ease and at low cost, unlike with a written 
letter.  Although, people tend to read letters - 
especially if they lurk about on your desk for 
a while!  Postcard mailings are also good for 
announcing temporary promotions, and are 
good for sending to existing customers - it lets 
them know that they are in your good books.

But, be careful about trade fairs.  They are 
okay, as customers get to try your products.   
But they are very expensive, even before you 
pay for your posters and staff to attend!  There 
is also the danger of there being too many 
stands, and you getting lost in the crowd.

 Market Research

You can spend a lot of money on large-scale 
market research.  But, you have to ask yourself 
– is it worth it?  You could just conduct small-
scale market research by asking people you 
know.  But, then again, are they going to give 
you truthful answers? 

When deciding whether to launch a new 
product, I often follow my gut feeling.  If my gut 
feeling is good, then I go for it.  Having said 
that, if you don’t get gut feeling, then you are 
probably better off not being a manager!

 Market Segmentation

The following is an exercise in creative 
thinking that is designed to help you segment 
your market:

Imagine a table – you are probably sitting at 
one right now.  Now, try to define what criteria 
a table needs to satisfy in order to be labelled 
a table.  Does it need one, two, three or four 
legs?  Should it be rectangular or round, 
foldable or fixed?  Should it be made of wood, 
iron or plastic?  Etc.

If you brainstorm for long enough, analyse 
the different possibilities and forget about the 
conventions, you might invent a new table in 
the end.  Image this - a cardboard table with 
a wavy top and legs screwed to the ceiling!  
Now try thinking in a similar way about your 
product.  You never know, you might come up 
with a new product-market combination.

We have gone from just renting out mountain 
bikes to individuals, to renting tandems, 
children’s bicycles, bikes to companies over 
a period of several years, to renting bikes to 
companies who construct concert stages - so 
they can get about the set quicker!

 Customer Relations

Customers who are just glad that they can buy 
something and simply pay the price that you 
ask are becoming increasingly scarce.  The 
modern-day customer is much more difficult 
to satisfy.  When they enter your shop they 
often know more about your products than 
you, because they have been researching on 
the Internet.  But, if you can still focus on being 
the solution to their problem, then the chances 
are that you will end up doing business with 
them for a longer period of time.  

 Measuring Performance

I always remember one of my marketing 
professors at Brussels University starting his 
lecture with the statement – ‘first and foremost, 
marketing is applied mathematics.  It is only 
partly creative.’

I am certainly an advocate of this.  Measuring 
the performance of your products allows 
you to make better decisions about what 
marketing you should undertake and why.  
For, knowledge is power.  With this information 
you can answer various questions and look to 
develop.

For example, you are very likely to want to be 
able to answer such questions as: how would a 
price increase affect turnover?; what potential 
growth is there in a particular market?; how has 
our market share developed?; has a particular 
product reached its sales peak?; etc.   If you 
measure the necessary information you are 
likely to be able to do this.

 Guerrilla Marketing

The art of guerrilla marketing is using minimal 
resources in an unconventional way to 
maximise your profits.  Just enter the term 
‘guerrilla marketing’ in Google Images and 
you will see plenty of great ideas people have 
had over the years! 

I used to dream about riding around on an 
unusual bicycle in order to catch motorist’s 
attention and distract them to enough that they 
would crash…  Last spring this came true!  I 
was riding a carrier cycle with three kids in it, 
when suddenly, boom!  A lady driving a jeep 
had been distracted by me and hit another 
car!
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FINANCE

“As the lifeblood of every organisation, the world of 
finance is both complex and considerable, but full of 
opportunity.  We take a detailed look from both sides of 
the financial coin by analysing the help available from 
a financial support body, and how a recipient organi-
sation translate this help with their day-to-day financial 
decisions & dilemmas.  We also take a look at some 
of the more contemporary financial tools available.”

CHAPTER 5
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KEY FUND SOUTH YORKSHIRE

SOUTH YORKSHIRE - ENGLAND 

WWW.SHEFFIELDSGREENBOND.ORG.UK

Why was Key Fund created?

It became apparent that the various social 
economy organisations of South Yorkshire 
were experiencing difficulties accessing 
finance, from bank loans to structural 
European funding.  This was due to complex 
and daunting application structures that 
small community organisations were unable 
to navigate, and the various prejudices that 
they often faced.  As such, Key Fund was 
created to redress these barriers and help 
South Yorkshire’s social economy unlock its 
potential. 

How does it work?

Key Fund essentially operates as on the 
same principle as a Community Development 
Finance Institution (CDFI), whereby it helps 
groups and organisations who are unable/
unwilling to access the services of banks or 
building societies.  However, Key Fund also 
includes other financial institutions, such as 
those bodies that administer national and/or 
European funding.

Put simply, Key Fund draws down various 
investments, funds and monies from these 
sources into a single pot; a pot from which it 
distributes finance to various social economy 
organisations (as illustrated above).  The 
process takes away a lot of the bureaucracy 
that impairs small organisations, and is 
tailored for the wide-ranging needs of social 
economy organisations. 

What is available?

In some senses Key Fund operates like a bank, 
as it offers finance that has to be repaid with 
interest over an agreed period (e.g. a loan).  
However, its interest rates are typically much 
lower, as the objective is to recycle this money 
around as many organisations as possible.  
Key Fund also offers several other types of 
finance, including grant and equity.  Finance is 
available in a variety of combinations, and to 
various values, depending on the nature and 
size of activity being applied against.

At present, this money is channelled through 
2 main funds.

Key Fund for the Social Economy (KFSE) – 
a fund primarily for social enterprises, offering 
grants, loans, equity and quasi equity for a 
wide range of community-focused business 
ideas.

In the last 4 years the Key Fund has delivered 
to over 300 social enterprises through this 
fund, with roughly 55% of applications being 

Established in 1999 with just five employees, Key Fund South Yorkshire (Key Fund) was created to 
help social economy organisations across South Yorkshire overcome barriers to accessing finance.  
By channelling various sources of money into a single pot, simplifying the application process and 
providing bespoke support the Key Fund has been able to unlock the potential of numerous such 
organisations.  Now employing over 20 staff it has administered almost £9 (€13.2) million finance to date.

kEY FUND S.Y.

for start-ups and 31% for social enterprises 
seeking to grow & develop.

Key Fund Global Grants (KFGG) – a fund 
primarily for organisations specialising in 
community regeneration, with a focus on 
developing skills and improving employability.  
It offers pre-matched grants of up to £10,000 
(€14,800).

Where does the money come from?

As aforementioned, Key Fund draws down 
finance from a variety of sources, including 
European funding (e.g. the European 
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Structural Fund), National funding (e.g. Single 
Regeneration Budget), as well as private 
banks (e.g. Lloyds TSB).  Various investors 
sign up for various reasons.  But, the upshot 
of it is that all the money helps to grow and 
develop South Yorkshire’s social economy.

How do you apply?

Fundamental to Key Fund’s existence is to 
make the application process for finance a lot 
simpler for social economy organisations.  As 
such, the method employed is a fairly short, 
linear process.  After registering their idea, 
applicants are assigned a client manager 
who leads them through the whole process.  
Depending on the nature of the application, 
applicants may need to provide anything 
from a brief description of their project to a 
full business plan, explaining why they want 
the money.  Internal assessments are carried 
out to assess the credibility and viability of 
applications, before external assessments 
are sometimes carried out.  When all of this 
has been satisfied, applications are taken to a 
monthly assessment panel, where an ultimate 
decision is made.  

Where has the money gone?

To date, organisations operating in the 
Childcare, Cultural Industries, Environmental 
and Training sectors have received the 
majority of support.  Below are a few case 
studies that illustrate this investment:

Sheffield’s Green Bond – The Green Bond 

is a simple, yet innovative initiative that raises 
money to help support various green causes 
in Sheffield.  Put simply, individuals and 
organisations invest their money in the bond 
for a period of five years.  The bond then puts 
this money in the bank and lets the interest 
build up.  At the end of the five years the 
investment is returned in full to the individual or 
organisation, and the interest is used to invest 
in Sheffield’s various green treasures!  As a 
keen supporter of such green causes, Key 
Fund is the bond’s most significant investor 
to date, inputting a whopping £150,000 
(€220,000)!  www.sheffieldsgreenbond 

Granary Café – As a coffee shop in a 
museum, Granary Café might not seem like 
an obvious investment for Key Fund.  But then 
consider the fact that it is owned by Speak 
Up – an organisation run for and by people 
with learning disabilities – and then it starts to 
make sense.  Having received monies from 
Key Fund to support its incorporation and staff 
costs, Granary Café attracted over 100,000 
customers in its first year of trading alone.  
Now employing twelve staff, the café has gone 
from strength to strength. www.speakup.org.uk 

The Graduate Gateway – as a Social 
Enterprise established in 2005, The 
Graduate Gateway received monies from 
the Key Fund to help develop its business 
model and employ core staff.  With a remit 
of granting recent University graduates 
opportunity to work in the social economy, and 
concurrently help develop the next generation 
of managers, The Graduate Gateway has 
gone on to establish itself as a pioneering 
and innovative Social enterprise in South 
Yorkshire.  www.graduategateway.org.uk  

Higher Rhythm Studio – Founded in 2001, 
Higher Rhythm Studio has transformed the 
lives of many young people through the medium 
of music whom were previously disengaged, 
disadvantaged or socially excluded.  Running 
various recording projects and training 
sessions, the studio has drawn a lot of hard-
to-reach youngsters back into education and 
even helped them into employment.  Over its 
short life Key Fund has provided monies for 
Higher Rhythm to invest in office space and the 
accreditation of various training programmes.  
www.higherrhythm.co.uk
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RYHOVE BW

GHENT - BELGIUM 

WWW.RYHOVE.BE/ENGLISH

Founded in 1961 with the mission of ‘offering suitable and sustainable employment to people with a 
disability’, Ryhove BW was the first sheltered workshop1 to be established in the region of Ghent. Op-
erating in the printing market offering a variety of manual services, it has gone on to employ 280 people 
(of which 220 have a disability), making it one of the most successful sheltered workshops in Belgium.  
In 2004 it even took over a failing private bookbinding company and transformed their fortunes – a big 
accomplishment for a social enterprise.  For the period 2006 it had a turnover of €3.8 (£2.6) million.

RYHOvE BW

always go back to normal.  However, it is 
important not to get carried away by this: 
companies could really ruin each other if they 
did.  The only surplus value is for the customer, 
who takes advantage of the sharp prices.

Another reason why companies work below 
the market price can be the use of other raw 
materials.  Paper, for example, is much cheaper 
in Third World countries than in Europe.  It’s 
pointless trying to compete with that.  The best 
strategy is to shift your own market – to new 
product niches or geographical areas. 

Ryhove began as a printing office, but 
now the printing market is under great 
pressure.  Are you on the lookout for a new 
core business?

n Current General Manager Yvan De Bie began working for Ryhove four years ago, bringing with him many years of in-
ternational business experience.  As a newcomer to the social economy he initially restructured the sheltered workshop 
according to principles of modern management of the private sector.  Thanks to this crucial reorganisation Ryhove has 
now become a fully-fledged, successful company.  For as Yvan often says, ‘social economy is obviously still economy.’  We 
talked to Yvan about the financial side of the social-economic coin.

The social economy in Flanders is currently 
experiencing price pressure due to internal 
competition, international competition 
and the decreased outsourcing of manual 
work by industrial companies.  Are you 
pessimistic about the future?

In social economy there is rule that says that 
you must turn your threats into opportunities.  
Price dumping has always existed.  You just 
have to make sure that you are financially 
strong enough to bridge a period when a 
competitor dumps their prices.  Prices get 
dumped for a number of reasons - a company 
could be on the brink of bankruptcy and use 
knockdown prices as a last straw, or it may 
lower its prices temporarily in an attempt 
to enter new markets.  After time prices will 

We’ve already established a new core 
business!  Driven by the examples I just 
mentioned, we left the printing market and 
shifted our focus to after-print and manual 
finishing services; instead of trying to fight 
the competition, we have just tapped into a 
new market.  The printers who used to be our 
competitors are now our biggest customers!  
Roughly speaking, there are two main 
types of printing companies - there are the 
large printers that take care of the finishing 
themselves, and there are the medium-sized 
businesses that do not.  Since we are a 
neutral partner, many of the medium-sized 
printing businesses prefer to have their 
products finished by us instead of the big 
competitors, as they know that we are not 
going to steal their customers!
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In 2006 we issued an average of 400 quotes 
per month, with a return of between 12 to 
15%.  Compared to most of our colleagues 
this is really high, and suggests that we have 
already positioned ourselves well in this new 
market. 

Employment is one of Ryhove’s main goals, 
and manual work is one of its greatest 
strengths.  But, automation is increasing 
in the social economy.  What’s your view 
on this?

Automation is an important development that 
has to be considered before an investment is 
made.  For, what’s the cost-benefit of buying 
a fully automated folding machine against a 
semi-automatic?  We would rather choose 
the latter, as we can maintain our social 
goal.  Even if this means that we can only 
process 3500 covers per hour instead of 
7000.  Sometimes we buy two semi-automatic 
machines instead of one fully automatic, in 
order to have the capacity we need, as we can 
always put twice as many people on the job, 
or have two shifts. 

What other changes have you made at 
Ryhove?

We used to ignore market prices: we have 
learnt that we can no longer do this, as one 
month we would make a profit, and then the 
next we would make a loss.  Now we keep 
them up-to-date. 

With a correct calculation of the cost 
price?

No, such calculations are never correct – the 
exact price does not exist.  You estimate the 
cost price as accurately as you can, then the 
market sets the price, and after that it is up to 
you to decide whether or not you can follow 
that price.  You do need an efficient calculation 
of course.  For this we have subdivided Ryhove 
into nine departments, or profit centres.  
Some of these are very capital-intensive - the 
divisions where a lot of mechanized finishing 
work takes place - but we also have less 
capital-intensive departments.  Of course you 
need a distributive code to divide some of the 
elements, such as the amount of work done 
in each department, the turnover, the number 
of employees and the surface area, over the 
departments. 

In some profit centres we make a healthy 
profit on the cost price that we can then 
invest in other centres.  But, in other profit 
centres things can be completely different.  
For example, the ‘sweets’ department only 
brings in enough to cover its own wages and 
electricity.  But this is a deliberate choice: 
the people who work there are our weakest 
group, and in the framework of our social goal 
we want to keep them employed.  Obviously, 
you could work out a system of temporary 
unemployment for them, wherein they could 
work only one or two weeks per month.  But 
that would give them little pleasure, and our 
people are quite sensitive to interruptions or 
deviations from their normal work scheme.  
Moreover, this could cause social unrest in 
the company.

At first we feared that investing in a weaker 
department would not bring anything in.  But, 
the effects appear to have been positive: our 
best employees are in the right place, our 
prices are in accordance with the market, and 

we avoid social unrest within the company.  
Isn’t that a nice balance?

For a company that employs 250 people 
spread over nine divisions, it can’t be easy 
getting an accurate view of the actual cost 
price per department?  Besides, employees 
often move from one division to another.  
How did you manage to set up a structure 
that efficiently gathers and analyses all the 
necessary data?

We apply the “divide and rule” principle 
- be present on the work floor, analyse 
your workflow and production system, then 
appoint people specific tasks and make them 
accountable.  Then you can start to gather the 
information you need.  The entire cost table 
is split up per department, analysing even 
the smallest details, e.g. the number of light 
points, energy consumption, the number of 
engines for which you have to pay capital 
levy, etc.  It took us two months to establish.  
Of course, a lot of information was already 
present in the company, somewhere.  But, we 
still had to find it!  

For that reason we invested in the 
development of a specific, centralised IT 
application.  We used to work with different 
software programmes for different processes 
- bookkeeping, purchasing and production.  
Nowadays everything is linked together.  
This makes it much easier when it comes to 
invoicing, etc.  For some of our staff this was 
quite a shock to the system.  But, in general I 
can’t complain about our employees; they are 
very flexible and there is great comradeship 
on the work floor.  Our workers often gather 
to talk to each other half an hour before 
production starts.  In this company, working is 
a social activity.

Can you give us an idea of your current 
customers and the orders you receive?

We have many customers, and our aim is 
to further diversify them.  For, even though 
it would be nice to have big customers, we 
don’t want to become dependent on them.  
I remember a business in Zaventem that 
received 80% of its orders from the airline 
company Sabena.  When Sabena went 
bankrupt overnight, they all of a sudden had 
to find new customers and new orders.  In the 
long term you risk becoming dependent on 
your big customers. 

Ryhove can also count on government 
support.  How important is that?

Our labour costs amount to approximately 
€6 (£4) million.  We pay almost €4 (£2.7) 
million from our own turnover, and between 
€2 and 2.5 (£1.4 and 1.7) million comes 
from subsidies.  In other words, without the 
subsidies we would not survive!

Our government support consists of two 
types of subsidies.  There are the ‘structural’ 
subsidies, where we receive specific 
amounts for every hour worked by 
our employees from the target group.  
We also receive a comparable sum for the 
people who coach them.  Then there are the 
‘project’ subsidies.   For we are an active 
participant in a number of projects relating 
to corporate social responsibility and diversity.  
In fact, I think this should be obligatory 
for any company that wants to be a 
sustainable enterprise.  

1Sheltered Workshop: a business whose 
main objective is to employ people with a work 
disability.  Their work processes usually have 
to be adapted for this purpose.  However, 
guidance on doing this and loss of productivity 
that ensues are usually subsidised by the 
Flemish authorities.  Recruited employees get 
an employment contract that guarantees them 
at least minimum monthly wages.

In Flanders there are 68 sheltered workshops . 
In total they employ 18.500 people and have a 
turnover of almost € 300 million.
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‘Inside the Social Economy’ is a unique publication designed for professio-
nals working in or alongside the social economy who are keen to learn more. 
In bringing together various best practice examples from across 
England, Poland and Belgium, it takes you on a voyage of disco- 
very through the eyes of the people who know the most; the individuals 
and managers who have been there and done it.  For, the best 
ambassadors are often the people who have learnt the hard way!  

In doing so we cover five organisational functions that are 
fundamental to any successful organisation: structure & management, 
staff, strategic thinking, marketing and finance.  Through 12 
case studies we get these individuals to unearth their do’s 
and don’ts, tips and tricks, as well addressing controversial 
issues that people tend to shy away from…

“First and foremost, marketing is applied mathematics.  It is only partly creative.”
Herman Janssens, Founder, Het Verzet, Belgium

“I think you just need to want to do it.  You need to want to make a difference.”
Anita Barton, Manager & Founder, Clean & Bright, England

“I’m not interested in working behind a desk for the rest of my life,
I like to be active and work with people.”
Katarzyna Soltys, Social Coach, Wieprz Advisory-Training Centre, Poland 

“I think it’s high time that businesses became aware of their community responsibility.”
Mia Vermeers, General Manager, Job &  Co, Belgium

‘Inside the Social Economy’ is a publication of the transnational 
project ‘European Enterprise Plus’ (EE+).  Funded by EqUAL 
Funds (ESF) between 2005 and 2007, this partnership includes 
organisations from Connect (Ghent, Belgium), SEASY (South 
Yorkshire, UK) and the Academy of Entrepreneurship (Krakow, Poland).

© EE+, June 2007. 
Contact for publication:
De Punt, Kerkstraat 108, 9050 Ghent, Belgium, info@depunt.be 


