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Background  

This methodology report has been developed by British Waterways under the EQUAL project. EQUAL is a 

European Social Fund (ESF) funded community initiative that aims to test and promote new ways of combating 

discrimination and inequalities in relation to the labour market through regional, national and transnational co-

operation. "Equal Shares for All" is a Development Partnership that is made up of ten partners, with British 

Waterways as one of them. 

The project undertaken by British Waterways has two components-  

1. To undertake access audits in order to identify the condition of the canals with regard access to work and 

services. The main objectives of this component were- 

• Access Audits- development of methodology for access audits and undertaking audits on the 

Welsh canal along with prioritising areas for improvement based on the outcomes of the audits.  

• Access promotions through website, leaflets and events.  

• Liaison with local disabled access groups for access promotion and consultations. 

• Undertaking disability awareness trainings for the waterways along with development of a tool 

kit for access audits and improvements.  

2. To undertake background research regarding opportunities and employment creation to support the 

development of good practice guide.  

The following report is an outcome of the second component of the project.  
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Introduction 
 
This report has been prepared to help British Waterways develop strategic thinking on the role social 
enterprise could play in supporting and developing the provision of services to the canal network in 
Wales. It also looks at the wider application of successful social enterprise in the UK, and specifically 
considers the ways in which this can assist waterway related employment and the training and support 
of disabled people, in line with priorities identified by the EU Equal initiative. 
 
Following definitions of social enterprise and social firms, the report then examines the Welsh policy 
context, and looks at relevant policies for canal based tourism, The context is extremely supportive, 
with the Welsh Assembly Government wishing to see a growth in social entrepreneurship, and relevant 
authorities developing policies for community based and sustainable tourism. 
 
Given this background, the potential for social enterprise and the employment of disabled people is 
examined, linked to recreation and tourism on and adjacent to canals in Wales. This lists a range of 
options and possibilities, but also identifies constraints and types of work where the employment or 
training of disabled persons may not be suitable. All link to British Waterways vision to grow visitor 
numbers and engage with a wider range of users and customers. 
 
Two potential projects are outlined, at Trevor Wharf near Llangollen and at Fourteen Locks north of 
Newport. Both are locations where a growth in visitor numbers is expected, and both could relate well 
to heritage and tourism initiatives such as training and the development of skills for future employment. 
Other possible long term sites are also noted. 
 
Critical success factors and ideas to guide the content of a social enterprise business plan follow. 
A number of case studies are included to illustrate the range of work underway in England and Wales, 
and the relevance of each of these to British Waterways is noted. Examples range from catering to land 
management, and show different approaches from the voluntary and public sectors. All have been 
selected as examples of best practice which are also proving that a sustainable business model can be 
successfully adopted. 
 
Delivery and funding mechanisms are outlined, though more are emerging as agencies and funders 
seek to help new ventures. British Waterways is also well placed to learn from the experiences of a 
number of their partners. 
 
Looking to the future, two approaches are suggested for more detailed research and feasibility - visitor 
services and customer care, and training and skills development. Both suit the policies and projects 
which British Waterways are developing for canals in Wales 
 
Appendices include useful website links, and a number of useful documents and background reports.  
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1. Definitions 
 
What is social enterprise? 

Social enterprise is helping to change society for the better. Social enterprises are run to generate 
profits that are used to provide social, community or environmental benefits. It is currently estimated 
that within the UK they are now annually generating more than £27 billion turnover and contributing 
more than £8 billion to GDP. 

The most commonly used definition is that 
 
�� social enterprises are businesses with primarily social objectives whose surpluses are principally 
reinvested for that purpose in the business or in the community, rather than being driven by the need to 
maximise profit for shareholders or owners� (DTI, 2002). 
 
Social enterprise is a diverse and varied activity. Some enterprises work at community level, whilst 
others work nationally, but they characteristically channel their business energy into achieving wider 
objectives. Social and environmental benefits are often their primary drivers, and their work can help to 
address a whole range of public policy priorities, such as health, recreation, environment and 
education. They can work in public service or commercial markets, and they often work with the most 
socially excluded groups, including the disabled and long term unemployed. Some organisations work 
only as a social enterprise, but in other cases it forms part of wider activity, most commonly in the 
voluntary sector.  

 
Social enterprises have three key characteristics : 
 

•   they have a social, community or ethical purpose 
•   they operate using a commercial business model 
•   their status is social ownership or �not-for-personal-profit�  
 
Social enterprise shares the social and ethical values of much of the voluntary sector and the wider 
social economy, which is frequently being described as the �third sector�. The social economy includes 
work carried out by voluntary and community groups, self help groups, sports clubs, and other �not for 
personal profit� organisations set up to benefit communities and people. It includes businesses such as 
co-operatives which have a common ownership principle written into their constitution, ensuring that the 
owners of the business - the employees, the customers or the community - share decision making and 
financial rewards.  

Like any business a social enterprise must raise an income to sustain itself but, unlike the private 
sector, the profit or surpluses generated are re-invested back into the business, or the community that it 
supports, to enable them to deliver their wider objectives. The social enterprise sector has often been 
described as the 'not-for-profit' sector and this has led to the belief that they do not make 
profits. Increasingly such work is now being described more accurately as the 'non-profit distributing' 
sector.  

One phrase often used when referring to social enterprises is the notion of the �double� or �triple bottom 
line�. This is used to describe the dual or sometimes triple aims of the enterprise to meet its financial, 
social and, often, environmental goals. This �multiple bottom line� approach is key to any social 
enterprise. In the same way that financial accounts are audited, it is also possible to undertake a 'social 
audit' to help evaluate the performance of an enterprise from a social perspective. 
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Social enterprises generally operate in that part of the economy where the public sector is unable to 
deliver services and in which the private sector is unable to make sufficient profits. In some cases, 
however, social enterprises compete with both private and public sector providers. Social enterprises 
complement both the traditional voluntary and charity sectors as well as the mainstream business 
sector.  

Social enterprises are diverse and operate at many levels, eg, community enterprises and social firms. 
They help to tackle social and environmental challenges, and can help set new standards for corporate 
responsibility through improved public services and new approaches to service delivery. By attracting 
new opportunities for business they also help to increase levels of enterprise. 

      They have an important role to play in regeneration and social inclusion and they can help to 
encourage sustainable economic activity. They bring local services and goods into areas where others 
may not want, or may not be able, to operate. They provide employment and training opportunities in 
supportive business environments for groups that mainstream business cannot, or will not, employ, 
such as the disabled, those with mental illness, and the long term unemployed. They also provide a 
means by which wealth can be retained and recycled for longer within communities or local areas. And 
social enterprises also provide opportunities for disadvantaged groups to participate as customers and 
users of services that otherwise might not be available, whilst also helping to develop an inclusive 
society with active citizenship. 

There is no single legal model for social enterprise, and the range of organisations involved now 
includes housing associations, development trusts, community businesses, charities, cooperatives, 
employee-owned businesses, intermediate labour markets and social firms. All derive their income 
primarily from trading activities, and specific examples include companies limited by guarantee, 
industrial and provident societies, and community interest companies. 
 
A number of indicators help to show how social enterprise may be relevant to a project  
or an organisation :  
 
• Motivated by issues associated with social need, social change or social values  
• Ideas address issues of disability, poverty, education, community, environment, etc  
• Social values such as democracy, inclusion, equality, equity and co-operation 
• Proposed products or services rely upon local markets or communities 
• Business ideas relate to services currently available from the public or voluntary sectors 
• Connections with one or more interest groups or communities 
• Organisation will be an independent, self sustaining enterprise employing staff  
• Degree of volunteer involvement anticipated 
 
Many of the above relate to the work and aspirations of British Waterways.  
 
What is a Social Firm? 
 
A Social Firm is one type of social enterprise, set up specifically to create good quality jobs for those 
who are disadvantaged in the labour market, including disabled people. They therefore work with less 
able employees, and often support intermediate labour markets that stimulate temporary and 
sustainable jobs for long term unemployed people. Social firms generally subscribe to three core values 
� enterprise, employment and empowerment � and combine a market orientation and a social mission. 
Social Firms are supportive workplaces where the working environment is one that provides all 
employees with support, opportunity and meaningful work. They are committed to the social and 
economic integration of disadvantaged people through meaningful employment, and a key means to 
this end is economic empowerment through the payment of market wages to all employees. 
Their core values include : 
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• At least 50% of their turnover is earned through sales of goods and/or services 
• An appropriate legal status � social firms are not governed or driven by individual profit 
• A constitution or written principles that reflect objectives re: disadvantaged people  
• A management structure that supports trading as the firm�s primary purpose  
• More than 25% of employees are disadvantaged people in the labour market 
• All employees have a contract of employment and are paid a market wage  
• An equal approach taken between disadvantaged and non-disadvantaged staff  

• Engagement of employees in their own and the organisation�s development  
• Reasonable adjustments are made for employees relevant to their needs.  
• Staff development is a priority in order to maximise employee�s ability and potential  
• Volunteers have agreements in place that reflect good practice in volunteering  
• Disadvantage/Disability Equality and Awareness training given to all staff       
• An emphasis on training for disadvantaged staff, eg, appropriate social skills  
• Staff are encouraged to participate in business decisions as appropriate 
 
 

2. Policy Context in Wales 
 
Policies are now well established in Wales, as well as England and Scotland, to promote social 
enterprise and related projects. In particular, the Welsh Assembly have developed a strong vision to 
establish and use social enterprise to help to deliver their plans for an inclusive economy. All policies 
offer a framework to support proposals for canal related social enterprise. 

Social Enterprise Strategy for Wales  

From the Social Enterprise Strategy for Wales : 

�Our role in the success of social enterprises in Wales is to ensure that they are provided with the right 
support with which to develop, grow and flourish. We must work in partnership to encourage, develop 
and sustain social enterprises at all stages in their development. We also need to achieve greater 
recognition for the benefits that the social enterprise sector offers Wales� economic life.�  

The Welsh Assembly Government�s vision is of dynamic and sustainable social enterprises strengthening  
an inclusive and growing economy. This is consistent with the vision in their main strategic document,  
�Wales, A Better Country�, of a sustainable future for Wales where actions for social, economic and 
environmental improvement work together to create positive change. 'Wales - A Better Country' commits 
the Welsh Assembly Government to action on social justice which tackles disadvantage and poverty and 
provides people and their communities with the means to help themselves. The document commits the 
Assembly Government to providing support for grassroots business including the funding of Credit  
Unions, support for community business via the Community Loan Fund and implementation of the  
Social Enterprise Strategy for Wales.  
 
Social enterprise contributes to all four of the Assembly Government�s main themes of : 
 

• Helping more people into jobs 
• Improving health 
• Developing strong and safe communities 
• Creating better jobs and skills  

 



 

                                                                                 8 

Social enterprise also contributes to the delivery of a range of Welsh Assembly Government  
initiatives, such as: 
 

• A Winning Wales : creating a dynamic, inclusive and sustainable economy for Wales 
• Making the Connections : delivering better public services for the people and communities of 

Wales 
 
The Assembly Government believes that social enterprises have a distinct and valuable role to play in 
helping to create a strong, sustainable and inclusive economy. The aims of the Assembly Government 
for social enterprise are : 
 

• �The creation of an environment that encourages new social enterprises and capitalises on 
opportunities for growth 

• The establishment of integrated support for the sector involving mainstream and specialist 
agencies  

• The creation of a thriving social enterprise sector in Wales 
 
The Assembly Government�s role is to create the environment in which social enterprises in Wales can 
flourish by :  
 

• Helping to ensure social enterprises are able to compete effectively with mainstream 
businesses by �levelling the playing field� 

• Ensuring the specific needs of social enterprises are recognised in policy 
            making and programme delivery 

• Helping change the culture by showing that there are ways of doing business 
            that are both socially inclusive and sustainable 

• Making sure that social enterprises have access to appropriate finance 
• Ensuring that timely and appropriate advice and support, including business support, is 

available to existing as well as potential and emerging social enterprises  
• Encouraging public sector bodies (such as British Waterways) to actively consider social 

enterprise solutions to procurement issues 
 
The first Social Enterprise Strategy for Wales, launched in June 2005 following an earlier action plan 
and consultation, sets out the Assembly Government's three year plan to encourage, develop and 
sustain social enterprises at all stages in their development. It focuses upon four main objectives :    
    

• Creating an enabling environment 
• Making social enterprises better businesses 
• Establishing the value of social enterprises 
• Encouraging new opportunities 

 
The Strategy provides details on the barriers to achieving these objectives, some of the measures to be 
put into place to help overcome them, and a summary of work already underway.  It also incorporates a 
number of key actions and targets, and annual reviews will be carried out over the life of the strategy. In 
order to make progress, the Strategy seeks the full engagement of all departments and agencies at 
both national and local level to help deliver a coherent framework of support for the social enterprise 
sector in Wales. 
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The objectives of the Social Enterprise Strategy are as follows :  
 
Creating an enabling environment by : 
 

• Co-ordinating government action and policy 
• Ensuring that legal and regulatory issues do not hinder the development of the sector 
• Increasing the involvement of social enterprise in delivering public services 

 
Making social enterprises better businesses by : 
 

• Ensuring high level and quality of support for social enterprise 
• Securing appropriate finance and funding to enable the sector to grow 

 
Establishing the value of social enterprise by : 
 

• Determining the size, strength and spread of the sector 
• Recognising success and promoting the sector 
• Helping social enterprises to �prove� their value 

 
Encouraging the development of new opportunities by : 
 

• Supporting specialist networks 
• Supporting the development of clusters 
• Linking to regeneration programmes 

 
The Assembly Government recognises the need for monitoring, and aims to work with partners to meet 
the aspirational targets, shown below, included in the Strategy for 2005-2008 : 
 

• 80 new social enterprises incorporated 
• 1000 new, emerging or potential social enterprises registered with the Wales database 
• £1m growth in turnover amongst registered social enterprises 
• £6m of transferred assets to social enterprises 
• £12m investment secured to purchase and/or refurbish assets 
• £2m in new contracts secured by social enterprises 
• �30 sets of social and environmental accounts produced by 2008 

 
The Strategy aims to build upon existing initiatives, and the size and scale of the sector in Wales has 
recently been assessed by specific pieces of research.  A project commissioned by the Social Economy 
Network and the Welsh Development Agency quantified the number of social enterprises at 600, 
employing 2,750 people and including community regeneration and quasi-public service organisations. 
 
The Assembly Government commissioned research to produce baseline data which estimated that 
there are some 620 social enterprises in Wales contributing an annual turnover of around £163 million 
and providing employment for 5,600 people. The research also identified another 
438 organisations that were either emerging social enterprises or had the potential to become social 
enterprises, and these employed a further 2,900 people. 
 
Additional information from the Welsh Council for Voluntary Action indicates that the wider social 
economy in Wales is made up of some 30,000 organisations, providing a turnover of £1.2 billion, assets 
of £1.6 billion, and employment for 22,900 people (of whom 14,900 work full-time). 
 
Relevant social enterprise policies for England and Scotland are included in the appendix. 
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Relevant Tourism Policies linking to opportunities for social enterprise 
 
Policies for tourism which relate to the inland waterways in Wales are also supportive of projects which 
aim to be socially inclusive, relate to local communities, encourage new skills and adopt partnerships to 
bring about sustainable solutions. The provision of customer care and visitor services are given high 
priority, thereby offering additional context for British Waterways to consider social enterprise projects 
which support the vision to grow visitor numbers whilst also conserving local distinctiveness. 
 
Powys : Sustainable Tourism Strategy 
 
The Sustainable Tourism Strategy for Powys seeks to improve visitor satisfaction, whilst seeking to 
improve the local economy and quality of life of host communities and the local environment. Powys 
County Council recognises that tackling social exclusion and actively promoting social inclusion is a 
long term policy which requires consistent and reliable partnership working with agencies and 
communities. It also promotes partnership with communities and agencies in the public, private and 
voluntary sectors to help address issues and opportunities of local concern. The Council believes the 
status and appreciation of work in tourism and leisure should be enhanced within the wider community 
with a broader awareness of training and business development. 
 
In the further development of tourism, the Council states that it will put building sustainable 
communities at the heart of what it does. Social enterprise linked to canals can therefore play a role in 
supporting a number of the key themes identified in the strategy : 
 
Concern for quality � eg, customer care, improved visitor services 
 
Authenticity - visitors are looking for genuine experiences 
  
Distinctiveness - visitors travel to experience something different 
 
Sustainability � ensure a sustainable approach is adopted  
 
Inclusiveness � a good experience should be provided for all visitors, and especially those with special 
needs 
 
Attention to detail � eg, providing extra services 
 
Partnership - tourism enterprises, related organisations and community groups should work together  
  
Interdependence - rural tourism depends on and supports many other activities including local services 
 
Relevant policies are as follows : 
 
Provide services that strike the best local balance between economic, community and environmental 
needs 
 
Continue schemes of environmental improvement throughout the towns and villages of Powys 
 
Maintain and enhance the built environment in a way which is in harmony with the natural environment 
 
Support tourism initiatives and measures that conserve and enhance the landscape and its biodiversity 
 
Create a series of community based tourism products, maximising links between tourism attractions 
and host communities 
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Work with partners to improve the co-ordination, integration and local delivery of public and voluntary 
sector services 
 
Empower local communities by strengthening local skills and implementing shared local action plans for 
community and tourism based regeneration  
 
Ensure the viability of rural communities through coordinated actions based on delivery on the ground 
but not necessarily by large organisations 
 
Develop, support and train community groups and associations to build local capacity to support 
tourism and community development 
 
Develop and support community tourism products and services through joint action 
 
Develop products and services which strike the best local balance between economic, community and 
environmental needs within realistic and sustainable time frames 
 
Wye Valley and Vale of Usk Rural Tourism Growth Area  
 
The Tourism Growth Area (TGA) covers an outstanding natural and cultural landscape featuring some 
of the foremost heritage in Wales. Policies stress that these and other inherent strengths must be 
protected and managed as part of the work of the TGA, with the aim of concentrating efforts on projects 
or initiatives which make a real difference and uplift the appeal of the area to visitors and the 
community alike.  
 
The specific objectives of the current programme are to :  
 

• provide a catalyst for rural regeneration  
 

• develop a distinctive and quality Welsh experience  
 

• improve marketing of rural tourism  
 
Research shows that that there is a need to : 
 

• improve existing and develop more accommodation.  
 

• build upon the strong and distinctive image of the area  
 

• promote market towns and villages as service and interpretive centres  
 

• present strong themes through interpretation and visitor welcome 
 

• upgrade the quality of tourism products and facilities  
 

• increase visitor awareness of the area  
 

• promote training opportunities in the area  
 

• benefit from the growth in �softer� outdoor activities 
 
Relevant tourism development principles include : 
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• Product, facilities and services must reinforce the inherent qualities of the area, which must be 
maintained and enhanced  

 
• Countryside areas should develop softer and more appropriate products  

 
• Efforts should be made to divert discerning visitors from honeypot areas and from the major 

through routes to explore the rural heart of the area  
 

• Developments should be supported by the local community and community interests should be 
involved wherever possible.  

 
• Partnerships should be formed, where feasible, to deliver projects and initiatives to acceptable 

quality standards, also conforming to greening business initiatives 
 

• Development of walking and cycling routes and facilities will be welcomed 
 
4. Potential for social enterprise and disabled people in Wales :  
     inland waterways, recreation and tourism 
 
Given the supportive policy background and the scope to link social enterprise to tourism and visitor 
services, there is wide ranging potential to consider the inland waterways of Wales as a setting for new 
social enterprise, with some key opportunities to create employment or training specifically for disabled 
people. 
 
The following ideas are linked to British Waterways work and vision, as well as its commitment to 
Corporate Social Responsibility : 
 
Generating and sustaining jobs and opportunities for disabled and disadvantaged people 
 
Developing and retaining employees with new skills and potential 
 
Creating new opportunities and partnerships for local communities and enterprises 
 
Offering new or improved visitor services on Welsh canals 
 
Strengthening and developing the visitor experience 
 
Supporting existing and proposed canalside destinations in Wales 
 
Enhancing the image and profile of canals in Wales 
 
Maximizing diversity and growth in the outdoor recreation market 
 
 
Taking forward local and national policies and priorities, whilst also helping to develop British  
Waterways� vision across the four Welsh canals in their ownership : 
 

•   Llangollen Canal 
•   Montgomery Canal 
•   Monmouthshire and Brecon Canal 
•   Swansea Canal 
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Key : 
*    suitable for disabled persons 
**  particularly suitable for less mobile/physically less active 
^    potential income via social enterprise 
 
Outdoor recreation  
 
Social enterprise as a point of contact and welcome for outdoor recreation,  
serving both canal and wider area : 
 
Local wardening and ranger work * 
Point of contact with local people and visitors, assisting with towpath queries, advising on heritage and 
wildlife. Supporting other tourism initiatives. Feeding back to BW core staff, with positive customer care 
benefits to BW 
 
Supporting diversity work* 
Disabled people seen at the frontline of local efforts to champion the diversity agenda. Pilot project with 
National Park? Politically and locally beneficial to BW with local people undertaking work to spread and 
promote key messages 
 
Encouraging access for all initiatives* 
Disabled people could work on small scale initiatives, but some physical aspects may be more difficult 
to arrange or manage 
 
Wheelchair/mobility facilities*^ 
Hire or loan of equipment, but may be very limited market. Would provide promotional benefits to BW 
 
Guided walks, themed activities, etc*^ 
Opportunities to lead short guided towpath and non-towpath walks and help with one-off themed 
activities, eg, children�s days. Promotes positive image for BW which could be promoted via other 
tourist outlets, hire boat operators, etc 
 
Cycle hire facility*^, and creation/management of off-road trails 
Disabled people could run/manage a facility. Opportunities to develop off-canal cycle trails may be 
more challenging, but social enterprise could have a promotional or management role. Creates new 
business opportunities for BW and links canals into wider outdoor networks 
 
Horse riding/pony trekking^ 
May be problematic, and not mainstream BW 
 
Canoe/boat hire^ 
Opportunities could include bookings, repair/maintenance, etc. More physical aspects could be dealt 
with by suitable disabled persons. Creates new business opportunities for BW and  
opportunity to test viability of canoe hire in Wales 
 
Angling  
Bailiff duties, arranging competitions, etc, but largely in support of angling work already carried out by 
BW 
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With opportunities to link to the following themes : 
 
Environment  
 
Maintenance and improvement work, eg, access, towpath tidy* 
Supporting existing work, enabling extra work to be undertaken, setting standards for well maintained 
canalside visitor destinatons, litter picking, management of pocket parks, etc  
 
Conservation led work, eg, hedgelaying, dry stone walls 
Work to support BW environment and heritage values. Small scale projects to help maintain waterway 
heritage and local distinctiveness. Promotes positive image for BW but management issues need to be 
considered 
 
Biodiversity and habitat work, eg, to support BAP priorities* 
Specific generally small scale work in line with wildlife priorities. Enables BW to progress internal and 
external targets. Good local benefits to BW with PR spin-offs. Creates opportunities to work with 
partners (eg Wildlife Trusts) and stakeholders. Social enterprise could develop habitat improvement 
work beyond the canal corridor  
 
Initiatives to serve and improve local area and local communities*^ 
Social enterprise working beyond the canal, eg, providing a service - landscape maintenance for the 
local community, biodiversity work for the local authority. Earns income to help offset BW costs and 
helps spread BW messages 
 
Green gym activities, linking to, eg, BTCV initiatives* 
Encouraging healthy lifestyles, helping to set standards and show how canals are suitable for range of 
activities. Encouraging other disabled people to take part would help promote positive image for BW, 
but management and resource issues need consideration 
 
Support and work with volunteers* 
Needs detailed consideration � health and safety, etc 
 
Tourist information and promotion 
 
TIC type work, eg, information provision** 
Largely desk/office based � scope for range of disabilities. Supporting customer care work and 
encouraging more people to visit and use canals 
 
Visitor welcome, eg, talks** 
Scope for one-off or weekly talks, slide shows, etc � could help attract new visitors for BW. Suitable for 
wide range of disabled people 
 
Newsletters and related publicity and IT work**^ 
Desk based wih associated training opportunities. Would enable BW to target local people and 
communities, with subsequent PR benefits. Suitable for less mobile people 
 
Links with Waterscape, eg, encouraging people with disability** 
Desk based but adding value to Waterscape. Disabled persons viewpoints could help widen appeal of 
website  
 
Specialist themes**^ 
Researching/developing tourism and outdoor initiatives to appeal to specialists, eg, industrial 
archaeology, wildlife, etc. Develops stronger working links with VisitWales and other partners, and 
encourages links between Welsh waterways. Long term benefits to BW 
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Outreach work 
 
Education work**^ 
Working with schools and groups � disabled people providing extra services, eg, talks. Helps to widen 
work of WOW and could also be tailored to disabled groups. Offers creative ways to generate income 
via social enterprise 
 
Activity days and sessions*^ 
Working with partners and others to support or host events. Good local benefits for BW 
Links to local schools and curriculum** 
Positive image for BW and attracts potential new visitors 
 
Links to local community groups** 
Positive image for BW and attracts potential new visitors 
 
Community events* 
Positive image for BW and social enterprise. Helps raise local profile of BW   
 
Specific programmes, eg, support for World Heritage Site bid** 
Positive benefits to BW, with support from partners likely. Social enterprise options could provide 
alternative cost effective ways to support and promote the bid 
 
Interpretation and arts  
 
Recording local waterway history** 
Ideal opportunity for range of disabled people, developing potential community links  
 
Publications** 
Supporting visitor services and customer welcome, and linking to IT training, etc. Social enterprise 
could foster links with other organisations to service their needs 
 
Artist in residence** 
Scope for disabled person to take, say, six month placement. Good PR benefits to BW   
 
On site interpretation work 
Opportunities need to be assessed. Possible health and safety implications 
 
Retail 
 
Catering, eg, tea shop, cafe (floating facility?)** 
 
Could combine with customer care and provide services to local area too. Supervisory skills required 
and need to meet necessary standards and regulations � need to work with suitable experienced 
partners. Investment required, and accessibility criteria need to be met 
 
Canalside stores** 
Scope to help meet customer expectations, but specific experience needed? 
 
Links with local food and local producers*^ 
Suited to social enterprise, but not mainstream BW. Possibly develop links with local supplier, 
cooperative, etc to supply shop or outlet. Could be a pilot projct to test viability of canal links with local 
producers 
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Links with local craftworkers**^ 
Establish suppliers with new outlet and audience � good local benefits for BW and vice versa.  
 
Specialist shop, eg, books, gallery** 
Combine with other retail functions including catering 
 
Accommodation 
 
Social enterprise as an accommodation provider, eg, B&B, bunkhouse, linked to provision of other 
services*^ 
Good opportunities to link into social enterprise, but currently not mainstream BW work. Develop links 
with a partner? Also requires suitable premises and range of skills 
Floating accommodation*^ 
eg, Permanently moored self catering boat, facility for youth groups 
 
Inland waterways 
 
Specific opportunites : 
 
Customer welcome - walkers, boaters, visitors by car, etc** 
Supporting and developing visitor services and customer care work, with scope for wide range of 
disabilities to become involved 
 
Boaters services**^ 
Developing and managing facilities for boaters, eg, pumpouts, laundry services 
 
Trip boats, restaurant boats, etc*^ 
Developing and/or supporting boat trips for tourism and visitors, eg, day hire, heritage cruises, 
restaurant and catering boats, specialist cruises, short breaks 
 
BW customer transformation programme � establish pilot initiatives** 
Scope to test new approaches to customer care in Wales 
 
Waste management and recycling, linking to wider local opportunities*^ 
Helps meet customer demand and supports BW sustainability ethos. Could link social enterprise to the 
wider community with good messages re BW wider environmental role. Supervisory and practical 
issues to consider 
 
Lock keepers 
Health and safety implications � could only be carried out by suitable persons 
 
Moorings management* 
Some scope, but depends upon overlaps and relationship with existing staff  
 
Licence patrols 
Some potential, but depends upon existing BW practice. NB - volunteers carry out some of this work 
elsewhere on the network 
 
Fishing  
Some potential, but depends upon existing BW management 
 
Volunteer work � opportunities for individual tailored programmes, linking to stakeholders, etc 
Health and safety implications and management issues, but volunteer hours can count as match funding 
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Training 
 
Linking to the range of opportunities identified above : 
Social enterprise as a training provider, encouraging disabled and disadvantaged people to experience 
work in an outdoor related environment, with training for future employment skills such as countryside 
management work, tourism and outdoor events, catering, customer care, volunteer work, etc 
 
Training could include : 
 
Specific opportunities aimed at disabled people 
Graduate trainees/placements � bringing specialist skills  
Youth partnerships, eg, scouts, guides, DoE, Princes Trust, etc 
Schools volunteering, eg, towpath adoption, links to WOW, etc 
Retired sector, growing in size and importance 
Specific programmes, eg, Lottery funded projects, British Council bursaries 
 
5. Potential canalside projects in Wales 
 
Although on paper there may be many canal-based possibilities for social enterprise and training 
disabled people, two sites appear particularly suitable for consideration by British Waterways and their 
partners in Wales : 
 

• Trevor Wharf, by Pontycysyllte Aqueduct near Llangollen 
  

• Fourteen Locks Visitor Centre, north of Newport 
 
Both are established visitor destinations, adjacent to important heritage sites where further 
improvements and provision of visitor services is either planned or envisaged. Each would be suitable 
to the development of the two approaches outlined above. 
 
Trevor Wharf and its surroundings have seen considerable improvements in recent years, including 
landscape works to the restored basins, new surfacings, interpretation and art works, restoration of a 
dry dock, provision of a holiday cottage, and the complete refurbishment by British Waterways of a 
former stables as an information centre cum small souvenir shop. It is anticipated that the aqueduct and 
surrounds will gain World Heritage status in the near future. There would appear to be a number of 
opportunities for disabled people to work within this context, including better support to existing staffing 
and opening hours. The premises are limited in size (consideration could also be given to a 
complimentary floating facility) but are flexible and could act as a base for the following activities :  
 
Customer welcome - walkers, boaters, visitors by car, etc 
Local wardening and ranger work  
Supporting diversity work 
Encouraging access for all initiatives 
Wheelchair/mobility facilities 
Guided walks, themed activities, etc 
Maintenance and improvement work, eg, access, towpath tidy 
Conservation led work, eg, hedgelaying, dry stone walls 
Biodiversity and habitat work, eg, to support BAP priorities 
Initiatives to serve and improve local area and local communities 
TIC type work, eg, information provision 
Visitor welcome, eg, talks 
Education work - links to local schools and curriculum 
Activity days and sessions 
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Links to local community groups and events 
Specific programmes, eg, support for World Heritage Site bid 
Recording local waterway history 
Catering, eg, tea shop, cafe (floating facility?) 
Links with local food and local producers 
Links with local craftworkers 
Specialist shop, eg, books, gallery 
 
Fourteen Locks is owned and managed by Newport City Council, but British Waterways remain 
involved as an active partner. Although the flight awaits restoration, Heritage Lottery funding has 
recently been obtained to restore the top two locks as a visitor destination, and the City Council are 
progressing capital expenditure to extend and refurbish the existing visitor centre at the top of the flight. 
Short boat trips will be possible northwards and it is envisaged the revamped centre will include a 
catering facility to be managed as a social enterprise.  
 
A local charity called Pause intends to bid for and run a tea shop/cafØ to specifically work with and 
employ disabled people, and has already begun applying for grants, though a business plan will be 
required to help ensure success. Fourteen Locks could benefit and learn from the experience of others, 
such as Pathways-Shropshire Ltd, who have helped develop a tea room and catering enterprise in 
Ditton Priors near Bridgnorth (see further details in case study). Initial thinking was to make the existing 
Oak Farm Day Service for disabled people (a smallholding teaching horticultural skills) into an 
environment which could offer opportunity for progression into work placement in a real business for 
service users. Their ideas needed a suitable development partner � an agency in the independent 
sector that had both ethos and experience to secure capital funding. In response, Shropshire County 
Council created a suitable agency, and Pathways-Shropshire Ltd was set up as an emerging and 
vibrant social firm in 2001 with funding support from the Learning and Skills Council. In 2003, it became 
a completely independent charitable company with a hospitality and catering division. 
 
A further option at Fourteen Locks would be to develop a social enterprise specifically linked to the 
planned programme of heritage restoration work. Whilst a secondary base may be required, such an 
operation might initially be located within part of the visitor centre (the local Canal Trust already store 
materials in the car park). This would focus upon outdoor training in a broad range of environmental 
and heritage work, and would be developed to train small groups in skills which would have a wider 
application beyond the project itself. Initially this could be promoted as an Intermediate Labour Market 
scheme, with support from the City Council and other partners. A suitable and successful model has 
been developed in the Black Country by Groundwork and British Waterways, and trainees (who are 
given up to twelve month placements) have found the work a valuable way of both learning new skills 
and re-entering the employment market (see case studies for more details). The Black Country scheme 
has subsequently developed as a self-sustaining project which fully covers its costs and overheads. 
Such an enterprise would also appeal to the Heritage Lottery Fund, who currently give training and the 
development of new skills a high priority. Works which trainees could assist with could include tree and 
vegetation management, new planting, habitat work, stone and masonry repair, towpath improvements, 
and access and safety measures. If suitable support funding were available this work could also be 
extended down the lock flight, where maintenance and management are required to prevent further 
deterioration of the historic fabric. 
 
Other possibilities for social enterprise/disabled people in the vicinity of Fourteen Locks might include : 
 
Customer welcome - walkers, visitors by car, etc 
TIC type work, eg, information provision 
Visitor welcome, eg, talks 
Local wardening and ranger work 
Supporting diversity work 
Encouraging access for all initiatives 
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Provision of wheelchair/mobility facilities 
Guided walks, themed activities, etc 
Cycle hire facility 
Canoe/boat hire 
Angling projects/management 
Initiatives to serve and improve local area and local communities 
Green gym activities, linking to, eg, BTCV initiatives 
Newsletters and related publicity and IT work 
Education work � links to local schools and curriculum 
Activity days and sessions 
Links to local community groups and events 
Recording local waterway history 
On site interpretation work 
Links with local craftworkers 
Specialist shop, eg, books, gallery 
Trip boats, restaurant boats, etc 
Waste management and recycling, linking to wider local opportunities 
 
Other potential locations in Wales include : 
 
Burgeddin Locks � British Waterways own and operate from a recently converted and extended 
lockside cottage near Welshpool, on the Montgomery Canal. In the future, there may be scope for a 
community based enterprise to locate into all or part of the building, but the location lacks prominence 
and would not appear to be suited to tourism or visitor related work. 
 
Maesbury Marsh � British Waterways own a recently built (1993) canalside �service station� next to the 
Montgomery Canal, but half of the building remains vacant and awaiting fitting out. There may be scope 
to consider community or social enterrpise options, but more recently a new privately owned canalside 
Post Office cum shop has been built in Maesbury Marsh with the support of Defra. 
 
Welshpool � Opportunities in Welshpool would appear to currently link to the canalside Powysland 
Museum, provision of visitor facilities, etc. Current ideas for an artist in residence to look at the 
waterway�s Dragonfly Trail may in the longer term link to opportunities to work with disadvantaged 
people, enterprise linked to arts, etc. 
 
Llanymynech � On the Wales/England border, recent renovation of the old canalside stables has 
enabled a community group to operate visitor facilities and boat trips on summer weekends. In addition, 
a recent Heritage Lottery grant will enable further work to be carried out, including a second stable 
block being put back to use as a learning and skills centre. Visitor services will be required once the 
restoration of adjacent limekilns, tramways and other industrial features are complete. 
 
Llangollen Basin � British Waterways now operate a new visitor marina to serve Llangollen town centre. 
There may be opportunities in the longer term to consider the ways in which social enterprise might 
support these facilities and develop ways of linking the town more closely to its canal. 
                                                 
Goytre Wharf � British Waterways manage a well established visitor destination at Goytre Wharf on the 
Monmouthshire & Brecon Canal, to the south of Abergavenny. Existing facilities include a tea 
room/restaurant, boating and mooring, a heritage education room, forest walks, and interpretation 
works. A priority for further investigation should be the ways in which a social enterprise might support 
and help to further develop the education facilities, since currently there is no open access to the 
education/interpretation room. 
 
Pontymoyle Basin � South of Goytre, a small basin with low key visitor facilities (car parking and 
portacabin tearoom) may offer limited scope for social enterprise. 
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5. Social Enterprise and British Waterways : issues to consider 
 
Social enterprise brings a new approach to delivery of services and the management and training of 
staff, particularly if disabled persons are employed.  It also brings potential for British Waterways to  
promote social benefits as part of wider Corporate Social Responsibility in Wales. The following  
chedules summarise some of the key issues and opportunities which British Waterways will need to 
consider. Key issues include staff management, health and safety, expectation levels, quality, training, 
engagement with sponsors and, of course, ideas to ensure susatined generation of income or revenue.  
In addition, wider working should be considered, ie, canalside social enterprise with links to the wider 
community, creating broader opportunities for income, with potential service delivery to third parties. 
 
Benefits to British Waterways 
 
Social enterprise, even on a small scale, could bring potential PR and political benefits in Wales 
New opportunities will be created for both BW and trainees 
Scope for British Waterways to develop work that would not otherwise take place  
Helps show positive movement towards disability and discrimination targets 
Social enterprise trades independently of British Waterways with better links into community work 
Social enterprise model could help meet seven day visitor service commitments 
Helps meet wider obligations � social inclusion, biodiversity work, etc 
Social enterprise could help offset costs to British Waterways, with potential to get work done cheaper 
Longer term potential to attract trained staff to British Waterways 
Makes a contribution towards plans for volunteer growth 
Start up funding potentially available  
 
Key issues 
 
Health and safety issues, duty of care, etc 
Possible reliance upon enthusiasts, social entrepreneurs, or transient social providers 
Training programmes required - for existing staff and new employees/beneficiaries 
Quality of work and quality control � with good leadership, there are examples where social enterprise 
models have outperformed, eg, standard local authority works 
Appropriate work needs to be considered and planned - outdoor v indoor; manual v indoor work 
Local focus important � travel to work issues, catering for local people, etc 
Management implications � staff time and responsibilities should not be underestimated 
Additional resources required � staff and funding issues 
Investment or additional finance may be required � liaison with partners and funders 
Levels of partner/stakeholder involvement and commitment 
Continuity of work - maintaining momentum, support and funding 
Expectations from both sides - staff retention and staff motivation  
Disabled people � slower progress towards profitability 
Perceptions of existing staff 
 
Supporting employees/trainees/volunteers 
 
British Waterways or a provider would need to support staff engaged via social business, including : 
Induction and welcome (from British Waterways) 
Provide information, eg, policies, role 
Reassure, explain, persuade, encourage new starters who may be new to formal procedures 
Provide training and support � social enterprise will often offer high levels of relevant training 
Affiliation � ensure employees/trainees/volunteers have others with whom to share their ideas 
Recognition and reward � celebrate and promote achievement, publicity, responsibility 
Record keeping to support moves into full-time employment 
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Retaining employees/trainees/volunteers 
 
Need to focus on known skills and enthusiasms 
Need to encourage and channel specific efforts  
Provide feedback and regular communication 
Build relationships and provide incentives 
Maintain relationships with funders, sponsors and stakeholders 
Acknowledge, celebrate and evaluate success - all want to see their efforts are worthwhile 
 
Income generation 
 
Social enterprise needs to generate income � need to prepare a business plan 
Support from partners and stakeholders required  
Cross-subsidy is often needed � income from one activity to support another 
Income from a mix of either commercially generated and/or public sector support (British Waterways 
or a suitable training provider) 
In-kind income, eg, use of volunteers or trainees can both help reduce cost base and make contributions 
towards match funding 
A training provider may help to cross-subsidise schemes to increase overall income potential 
But - not all ideas will lead to income or profit 
 
Engagement with partners and public 
 
In addition, liaison and engagement with partners and public is an important facet, and many 
stakeholders may need to be involved. Oak Farm at Ditton Priors provides a suitable model in this 
respect, where this has been achieved through a number of measures. Oak Farm has provided day 
care for several years but the decision to move towards a catering trading enterprise meant that fears 
and concerns had to be addressed together with plans for a more business-like approach. 
Oak Farm initially arranged an open meeting for parents, carers, service users and staff, from which 
developed a stakeholder group to help take ideas forward. This group met every four or five weeks 
throughout the initial development process and was attended by Pathways-Shropshire, parents, users, 
local councillors and other interested parties. Parent representatives were tasked with disseminating 
information, supplemented by staff and occasional newsletters. Ways must be found to keep the focus 
of a stakeholder group, since experience showed interest can wane. Defra and other funders were 
invited to meet the group and a public meeting helped demonstrate wide support within the village and 
its surroundings. 
 
A number of measures were also undertaken to engage with service users. The Learning and Skills 
Council provided initial support and funding for employees and trainees to be trained in basic food 
hygiene, customer service, food preparation, etc. This was undertaken by a tutor employed by 
Pathways-Shropshire. Service users and staff were also involved in door to door delivery of an initial 
market research survey to local villagers, and also in delivering newsletters and information on the 
emerging plans. 
 
A number of ways to engage opinion were undertaken including an initial market research survey 
(which achieved an excellent response and was used to support a bid to Defra), articles in the press 
and local publications, and dissemination of information through regular open events arranged by the 
existing day service. Dialogue with the Parish Council was important too. Their support was essential in 
securing a grant from the Countryside Agency, and their input helped deal with issues related to the 
planning application. 
 
An important part of the project�s ethos is to support the future sustainability of the village. Every effort 
has therefore been made to ensure that the tea rooms, and a forthcoming extended farm shop, do  
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nothing to dispace existing business. As well as providing a significant improvement to local amenity, 
Oak Farm supports local traders by using them a suppliers whenever possible. Local farmers and 
suppliers are asked to provide stock, and the enterprise aims to encourage retention and circulation of 
income within the village. 
 
The process of engagement has given service users a strong sense of identification with the project 
and an enthusiasm to be part of the team now managing the enterprise. British Waterways and its 
partners will need to invest time with partners and communities to help ensure that proposals for social 
enterprise will carry local support. Examples might include liaison with social services, schools and 
suppliers, as well as staff and users.  
 
6. Critical success factors for social enterprise 
 
In developing social enterprise a number of factors and criteria need to be considered. These include 
the need to consider commercial aspirations alongside the wider focus on people and social outcomes. 
Social enterprises which seek long term sustainability need to focus on their market, their 
customers/users, and their  profitability. Evidence frequently shows that enterprises initially dependant 
upon external and time-limited funding may not outlive their start-up period, and some, or all, of the 
following factors should be borne in mind before and during establishment. 
 
Capital requirements 
A recent study suggests that access to capital is the priority factor determining the viability and success 
of social enterprises. The study found that many social enterprises fail because they are unable to raise 
capital from banks and other traditional financial institutions.  From inception, the capital requirements 
of a social enterprise need to be planned. The plan should include not only start up costs but also how 
it will fund future growth. An ability to issue share capital should be considered as should readiness to 
grow. Social enterprise should have access to capital as well as capital requirements both for start up 
and for continual business development, and these will determine the suitability of different potential 
organisational structures. 
 
Shared commitment 
The success of a social enterprise is strongly determined by the commitment of its founders, members, 
board and staff. Social enterprises must be able to find and engage stakeholders who represent a 
community of purpose, shared needs and common aspirations. 
 
Market-driven 
Successful social enterprises are seen to be in close touch with, and responsive to, the needs of 
customers who represent the market for their products and services. Organisational structures that 
encourage an understanding and contact between members and the customers of the enterprise are 
more likely to survive and prosper. 
 
Profit-orientated 
Social enterprises must compete effectively, but failures can result because some have not striven to 
maintain sufficient levels of profitability to be able to continue to meet their stated social objectives. 
 
Access to capital 
Access to sufficient capital to finance growth and development is a critical success factor for social 
enterprise. Funding must be accessible when needed and required � financial planning, fund raising 
and cash flow need consideration. 
 
Focus on people 
Social enterprises that recognise people as an essential asset are more likely to be successful. 
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Clarity of objectives 
Successful social enterprises need to show a clear vision, and their mission should pervade all parts of 
the organisation and should be supported by clear strategies for achievement. Simple and limited 
objectives can be best to help bring initial success. 
 
Effective governance 
The ability of board members to effectively govern will influence commercial success. They must be 
skilled and strong enough to direct strategy and policies but allow its management and staff to get on 
with the tasks of day to day operations. 
 
Leadership 
Appropriate and skilled leadership influences the chance of social enterprise success. Leaders must be 
able to unite and articulate business needs as well as organise delivery of goods and services. 
Traditional businesses tend to buy or recruit their leadership, whereas social enterprises generally try to 
find it closer to home and then develop and maintain it. The ability to develop suitable future leadership 
is therefore important. 
 
Flexibility 
Flexibility and the ability to respond to change are factors influencing the succes of social enterprises. 
Management structures need to be able to change quickly in order to respond to evolving 
circumstances, and social enterprises usually need to retain this flexibility over time. 
 
Consistency of purpose 
Social enterprises also need to be able to safeguard their primary objectives and purposes. There is a 
risk these may be put at risk through stakeholders or others who may wish to develop the business for 
purposes other than those for which it was originally set up. As enterprises become more established 
there is always a risk they may become more bureaucratic, so making it easier for minorities to 
influence their working. 
 
Membership 
Social enterprises are often thought better likely to succeed if their membership is restricted to a single 
stakeholder group, eg, an inland waterway society, which will share a common bond or background. 
Such an approach may not preclude other stakeholders from participating in some aspects of the 
business. 
 
Allocation of profits 
Successful social enterprises have clear mechanisms for the way profits are used and distributed, and 
will generate surplus profits in excess of those required to finance growth. Consideration needs to be 
given to the ways in which such monies are either distributed or reinvested. 
 
Innovation 
A common characteristic of social enterprise is the ability to take risks and adopt innovative solutions. 
 
Commitment 
The commitment of key stakeholders and groups is a critical success factor. Participants should 
consider how different organisational models could influence future plans, eg, small user group v. 
community owned structure v. publicly owned organisation such as BW. 
 
Charitable status 
Charitable status confers benefits in terms of tax relief, perceived legitimacy and the ability to attract 
certain forms of funding. However, these benefits can be outweighed by the additional burden of 
statutory reporting, restrictions on permissable activities and controls on the transfer of capital to 
support new initiatives. Difficulties experienced by registered charities can include exclusion of 
commercial trading, the fact that provision of employment (ie to disabled people) does not normally 
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qualify as a charitable activity, and the need to adopt complex arrangements to receive tax efficient 
donations. 
 
Entrepreneurial drive and longer term sustainability 
The creation of a successful social enterprise requires considerable investment of time and energy, as 
well as entrepreneurial drive and business sense. As the enterprise matures different skills and forms of 
motivation are likely to be required. The enterprise will have to develop the skills and capacity of its staff 
to ensure sustainability. This can present problems � harnessing skills in the early stages, whilst at the 
same time ensuring long term successful management and control. Any organisational structure should 
seek to address and balance these requirements. 
 
Decision making 
The ability of a social enterprise to develop and grow is affected by the ability of its management to take 
appropriate and timely decisons. There can be conflicts of interest in a social enterprise between 
entrepreneurial management and a membership or board that wishes to work as an inclusive and 
democratic body. The arrangements of different organisational structures can affect the decision-
making ability of its management on strategic issues, such as the transfer of assets or the ability to 
raise capital. 
 
In-kind contributions 
The business plan of a social enterprise may include the provision of in-kind or voluntary labour, 
materials or services by members or supporters. If this is the case the organisational structure adopted 
should allow and support the use of such resources. For example, democratic social enterprises where 
volunteers and employees can vote may engender a sense of ownership from volunteers which a trust 
form of structure would not. 
 
Board members and employees 
A social enterprise benefits from a skilled and committed board and staff. However, different 
organisational models demand different numbers, kinds of people, and skills from directors, trustees 
and senior employees. For example, if a stakeholder approach were to be adopted, eg, involving canal 
interests,it is important to assess whetehr each group will present sufficient and adequately skilled 
members to take on the responsibility of directing the work. 
 
Credibility 
Credibility is vital both within a social enterprise and within the external community or people it serves. 
Credibility may be affected by organisational structure � an analysis of stakeholders may enable 
participants to consider which forms of structure would be most likely to enhance credibility. 
 
7. An outline Business Plan for social enterprise 
 
Just as in traditional ventures, business planning is important for social enterprise, and a business plan 
should be prepared to guide and steer development. Whilst there is no fixed template, the following 
schedule indicates recommended content. This will need to be adapted to suit requirements and will 
also reflect the ways in which a social enterprise is funded. Legal structures may vary, or indeed may 
not be required, depending upon the way a project might develop with British Waterways. 
 
Executive summary  
 
Describe the key objectives of the proposed social enterprise  
Describe the level of funding required to start the project  
Provide details of the various stakeholders and management board  
Describe the benefits of the social enterprise to its potential funders  
Describe the current status of this new social enterprise  
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Market Research  
 
Market research should cover and seek to identify relevant issues such as : 
 
Population :  
Demographic profiles and trends, visitor numbers, visitor spend, consumer habits, etc  
Local needs :  
Local need/demand for the product/service, potential customers for a social enterprise service, potential 
for developing them into stakeholders or members of the management board, etc 
Other providers :  
Services offered, their approach, their customers or target audience, their prices, possibility of providing 
complimentary services or collaboration, etc  
 
Description of Legal Structure  
 
Outline the typical legal structures adopted by social enterprise  
Describe current legal structure for the new social enterprise  
Develop a proposal for a management board  
 
Operational plan  
 
This should detail key objectives and timescales for the social enterprise : 
 
Ethos of the organisation  
Working/opening hours  
Equipment and other resources required 
Details of premises or base 
Management controls to ensure effective service, eg, health and safety policies, encouraging staff 
training and development, etc 
 
The team  
 
Details of the team that will run the social enterprise  
Roles to filled - when and how they will be recruited  
Qualifications being sought and experience required  
Include diagram depicting staff/team relationships?  
 
Implementation plan  
 
This will describe the steps to be taken prior to starting up or expanding the social enterprise, eg  
 
Securing premises  
Liaising with regulatory bodies  
Carrying out conversion or building works  
 
Marketing   
 
This will describe how the social enterprise will be promoted to :  
 
Potential customers  
Potential stakeholders  
Consider communication and advertising strategies suitable for a social enterprise:  
Define the identity and ethos of the work, eg, mission, values, balance between social and business 
approach, quality assurance, etc  
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Identify various communication channels, eg, partners, stakeholders management board, local groups 
or initiatives  
 
Pricing policy  
 
Define any pricing in the context of a social enterprise  
Outline the fee structure and how they will be collected  
Penalties for non-payment, etc  
 
Financial information  
 
Provide information about start-up costs for social enterprise, including capital and revenue costs. This 
could be summarised as follows :  
 
Cash flow forecast and any assumptions made  
Profit and loss account   
Balance sheets  
 
Risk analysis  
 
Aspects to consider might include possible constraints such as planning permission, legal 
requirements, policies, insurance, timescales, etc  
 
8. Case Studies 
    Social Enterprises : Leisure, Recreation, Tourism and Environment 
 
The following case studies have been selected to help portray a range of work undertaken via forms of 
social enterprise. Well-known forms of social enterprise have successfully developed recycling 
programmes, building or landscape maintenance, and hospitality work. Nevertheless there are a 
growing number of socially-led businesses which are responding to broader environmental and leisure 
interests. These are offering or leading visitor services, catering, access and biodiversity projects, and 
schemes which encourage either disadvantaged or disabled people to gain work experience in these 
fields. Canal based examples include the Land Apprentice programme in the Black Country and the 
larger Green Apprentices scheme around Merseyside.  
 
As yet, however, there appears to be a lack of examples akin to the schemes which British Waterways 
could help to progress at Trevor Wharf and Newport. The key to their success may well lie in an 
alignment with a suitable innovative partner with access to initial funding. 
  
Pathways-Shropshire Ltd 
 
Pathways-Shropshire Ltd was established by Shropshire County Council as a separate agency to 
support and develop social firms and social enterprises that will provide opportunites for people with 
disabilities or other disadvantage to gain access to employment. Their work is based around three key 
targets � working with disadvantaged communities, working towards the inclusion of those excluded by 
employment disadvantage, and by developing and promoting a barrier free approach to the provision of 
skills-based training. 

Pathways is an emerging social firm - a charitable company that reinvests its trading surplus for social 
benefit. Their social purpose is to develop a role as a small business to create work based training and 
employment opportunities for people with disabilities or others who find it difficult to access the training 
and labour market. This includes people who live in a rural community who are reliant on public 
transport, or perhaps someone who is only able to work part-time because of child care responsibilities. 
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Pathways operates as a "social firm development agency", creating new businesses divisions of its own 
and also offering development support and advice to other emerging social firms in Shropshire. They 
recognise the significant barriers that people with disabilities face in accessing training and 
employment, and by creating a range of flexible seasonal and part-time work opportunities aim to 
provide a suitable starting point for anyone who is either returning to work or taking that first step. 

Their work aims to develop businesses which support local employment opportunity, long-term 
sustainability, and the creation and circulation of local wealth through trading and the development of 
social capital. Schemes aim to provide supportive employment to reconnect disabled people with the 
wider community, whilst recognizing that individuals face a number of real or perceived barriers to 
securing employment in addition to what is often a low vocational base. 
 
Pathways-Shropshire has developed a number of initiatives, which include voluntary work placement in 
their trading divisions (hospitality and catering, horticulture and domestic gardening). Such placements 
provide opportunities for individuals to gain confidence in a supportive and positive work environment. 
The combination of small-scale social enterprise and the acknowledgment of individual needs enables 
successful placements to be made for disabled people which allows them to develop skills in visitor 
services, customer care, etc. 58% of staff have a disability, with learning and mental health being most 
prominently provided for. 
 
Projects developed include a community cafØ in Telford, the Oak Farm tea rooms (see below), a coffee 
shop in Shrewsbury, and two environmental schemes which help implement community based work. 
The latter has included work at Llanymynech adjacent to the Montgomery Canal. Projects are chosen 
to provide an excellent environment for trainees who would not thrive in busier or more pressurised 
venues. Trading income has now grown to represent a third of turnover, though grants still underpin 
over half of the work. 
 
Relevance to BW : Example of partner organisation which sponsors small scale social enterprise and 
promotes opportunities to employ and train disabled people  
 
Oak Farm, Ditton Priors, Shropshire  
 
This farm in Ditton Priors, Shropshire has developed an ambitious social enterprise, Oak Farm Tea 
Rooms, in partnership with Pathways-Shropshire Ltd, as described above. This has enabled external 
funding to be levered into the project, and engagement with the local community has also formed a key 
part of the development. The project has converted farm buildings into a 35 cover tea room, offering 
open employment and sheltered work placements to people with special needs, the relocation and 
expansion of the farm shop, an outlet for produce grown on the farm, and the planned creation of a 
village museum in partnership with the local history group. It is intended that one third of the building 
will become the village archive/museum. 
 
Future plans include development of a community composting facility at the farm which can be used by 
the whole village. This will be a community resource but will also allow an additional commercial 
opportunity in selling surplus compost at farmers markets.  Also planned is the enhancement of the site 
by providing new walking opportunities around the farm and a new children�s play area, which will be 
both an attraction for visitors and a benefit for the community. Restructuring of the animal pens will 
allow greater public access, and the new �mobile farm� will tour local schools, allowing employees to 
demonstrate animal husbandry skills. 
 
Since its inception Oak Farm has actively engaged with the local community and has, as a result, 
avoided many of the challenges of alienation and social exclusion which can be experienced by adults 
with a learning disability. Input from the community is vital for the successful delivery of the service and 
the project has demonstrated that its work can be central to the life of the community. Successes 
include the development of a sustainable and growing project, a high level of support from Defra (due 
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to the significant social outcomes attached to the project), an additional Countryside Agency grant, and 
local users now have a strong sense of identification with the project. Funding was provided by 
Shropshire County Council Community Services Department (£108,000), Defra Rural Enterprise 
Scheme (£ 90,000), and the Pathways project (£24,000). 86% funding was obtained overall. 
 
The project shows how creative partnerships and social enterprise can be used to provide solutions to 
rural exclusion and employment for disabled people. The project needed a suitable development 
partner � an agency in the independent sector that had the right ethos and experience to take the 
project forward - but such an agency did not exist. Pathways-Shropshire Ltd was therefore created 
under the auspices of Shropshire County Council in 2001 with funding support from the Learning and 
Skills Council. In March 2003, Pathways became a completely independent charitable company. 
 
Steps have been taken to ensure that the tea rooms and new extended farm shop would not displace 
existing businesses. It is the intention to support local traders and farmers by using them as suppliers 
wherever possible, encouraging retention and circulation of income within the village. 
 
The following perspective was kindly supplied by Marian Giles at Pathways-Shropshire : 
 
The tea rooms took about five years to develop and get funded, largely because Ditton Priors does not 
fall in any of the strategic funding areas for Shropshire.  Funding was eventually obtained through a 
combination of grants from Shropshire County Council and Defra's Rural Enterprise Scheme.  A small 
grant was also obtained from the Countryside Agency.  All were capital grants for the refurbishment and 
extension of the building, landscaping scheme, fitting out, etc, but there have been no revenue grants 
for running the tea rooms. Consequently the project is having to work really hard to develop enough 
business to break even, though this is helped by the rent-free lease from Shropshire County Council.  
In addition, Bridgnorth District Council granted an exemption on business rates.  Nevertheless, it is 
proving difficult to get business through the door in the volume needed to sustain the project. 
  
There are seven people with learning disabilities on work placement at the tea rooms, but no grant has 
been available from the Learning Skills Council (LSC) or similar agencies.  Shropshire Pathways 
projects have been LSC funded in the past, but found that the structure of LSC training placements 
worked against the interests of people with learning disabilities or mental health issues, so a decision 
was taken not to apply for it again. 
  
Next to the tea rooms the Oak Farm smallholding is run as a day service for adults with a learning 
disability by Shropshire County Council and there is a close and vital working partnership between the 
two projects.  Much of the fresh produce used in the tea rooms, and the free range eggs, are produced 
on the farm, and this is a potential selling point in marketing terms. 
  
Work is currently underway to secure funds for a second phase of the project to develop a farm shop 
and a village archive (working with the local history group) in a former cowshed to the rear of the site.  
Once again, it is proving difficult to find the capital grants necessary to take this forward but a 
combination of Nexus (Advantage West Midlands Rural Regeneration Zone), Lottery sources, etc is 
being put together. The farm shop and village archive are considered vital to the future viability of the 
project since they will bring in more visitors to the site and make it more of a 'destination' for tourists 
rather than just local people. 
  
Oak Farm was developed with a high degree of community and stakeholder involvement, and this was 
considered important in a rural area where a sense of local ownership and acceptance were required.  
Another key factor is the importance of finding the right person to manage the project once it is 
developed.  This is quite difficult as many people with a catering background actually have quite limited 
'management' skills, and Shropshire Pathways have found that work such as developing local 
suppliers, developing and costing the menu, marketing the venue, staff issues, etc can appear difficult 
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for them to get to grips with.  Oak Farm are currently working with their second cook/manager within 
less than a year of opening, and this has led to temporary closures and some disruption. 
 
Shropshire Pathways consider staffing is by far the biggest overhead to contend with once a catering 
project is up and running, and their experience with social enterprise suggests looking at the feasibility 
of a venue at least partly run by volunteers to reduce staff costs as far as possible.  For example, they 
quote a parent-led group for adults with learning disabilities in Ludlow which set up a small coffee and 
crafts shop in the town centre completely under their own steam by all contributing some time and 
energy to staffing it.  They have since kept things really simple (just a coffee and cake type menu) and 
they now have a successful little venture, with no ongoing revenue grant involved. 
 
Another observation is that very few cafes or tea rooms branded as social enterprises truly stand-alone 
as financially sustainable businesses - most are subsidised with revenue grant income in some way, 
and whilst this may be satisfactory at present it may not be fully sustainable in the longer term. 
 
Relevance to BW : Combined social enterprise and local heritage centre, akin to 14 Locks at Newport, 
and manned by staff with disabilities; partnership funding obtained 

Green Apprentices, Merseyside 

Green Apprentices was established as a social enterprise Intermediate Labour Market (ILM) company 
in 1998, as an offshoot of Groundwork, with the primary purpose of providing waged employment and 
training for unemployed young people. It also aimed to enhance the Government�s Welfare to Work 
strategy by addressing issues of high youth unemployment.and has been very successful in delivering 
New Deal contracts for 18-24 year olds. Initially, this was primarily in hard and soft landscape related 
activities, but recent months have seen a significant growth into wider activities. Work has included 
canalside improvements in Sefton. Employees work on either 13, 26 or 52 week programmes beyond 
which around 75% of starters secure full time employment. Since 1998, Green Apprentices has 
employed in excess of 1500 people in a diverse range of activities including construction, health, retail 
and hospitality. Key themes are engagement, employment and enterprise. Wider outputs include health 
awareness, new skills, confidence, etc and the formal placement of trainees in full time employment.  
 
Having built on early successes, Green Apprentices has delivered new contract activities in 
construction training as part of the highly successful Fusion 21 initiative, developed by a combination of 
seven Merseyside housing associations.  531 unemployed people have been employed and trained 
through the Fusion 21 programme, with 73% moving into long term employment with companies 
working on major housing repair and maintenance contracts.     
 
Green Apprentices has established an excellent reputation on Merseyside, and more recently across 
the North West, delivering high quality, bespoke employment and training and trading activities to meet 
the needs of unemployed people and employers alike. Many of the programmes have resulted in the 
completion of a diverse range of physical regeneration projects including clearances, recycling, painting 
and decorating, hard and soft landscape installation, maintenance of gardens and open spaces, and 
innovative projects to create new uses for vacant and derelict land. Other initiatives include working 
with partners and local communities in the New Deal for Communities areas thereby helping to deliver 
neighbourhood services while providing training and employment opportunities for local unemployed 
people. 
 
More recently Green Apprentices were part of a successful consortium, led by Glendale, to deliver a 
maintenance contract for all Liverpool parks, gardens and cemeteries over the next 12 years. Green 
Apprentices are now working closely with a number of private sector partners to deliver on the broader 
objectives for the client, including repair and restoration of park buildings. Other achievements have 
included developing and delivering work programmes with NHS Trusts which complement the work of 
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large scale contracts whilst developing a locally skilled workforce. A customer care programme is being 
developed in conjunction with Liverpool�s retail centre. 
 
Green Apprentices is now in the process of establishing a trading subsidiary, GA Training, specifically 
to service a broad range of bespoke training in personal development, both vocational and legislative, 
to meet the needs of its clients and beneficiaries. Their success in delivering quality, engaging with 
local people, and working with partners means that they have now established social enterprise as a 
mainstream operation within many programmes on Merseyside and beyond. Green Apprentices tender 
for work and enter into contracts for delivery of services, when they stress their quality control and 
employment procedures (see pre qualification questionnaire included in the appendices). 
 
Examples of work include : 

� New Deal Environmental Task Force programmes in Liverpool, St Helens, Sefton and Knowsley 
primarily focused on amenity landscape, landscape construction and commercial horticulture, 
providing training and ILM jobs for young people from across the whole of Merseyside.  

� Kensington Environmental Task Force, providing ILM jobs (landscape, maintenance, clearance) 
and employability skills training for unemployed Kensington residents in partnership with 
Kensington Regeneration and local housing associations.  

� Environmental Housing Support Team to undertake clearances of void properties and derelict 
areas in partnership with Knowsley Housing Trust and North Huyton New Deal for Communities 
(NDC).                                        

� �Team North Huyton� provided training and employment to 16 - 21 year old Huyton residents. 
This involved landscape, grounds maintenance, painting and decorating and environmental 
improvements across the North Huyton area.  

� Sustainable Communities programmes in North Huyton, South Sefton and Liverpool with the 
aim of helping local residents of all ages to develop skills and to improve their local environment 
and develop more sustainable lifestyles.  

� Fusion 21 Skills that has developed strong, collaborative partnerships with a diverse range of 
stakeholders that has allowed Green Apprentices to best match the needs of construction 
contractors with the needs of local unemployed people.  

� Mentoring activities to help provide people with a confidential, empowering and supportive 
mentoring relationship, to help them to identify solutions to problems that are preventing them 
from moving on and achieving personal goals.   

� Transitional Employment Programmes that are employed-led and supported by Liverpool City 
Council aimed at supporting long term unemployed people back to work through a number of 
innovative projects within the health, retail and hospitality sectors.   

Relevance to BW : Ideas for environmental management and skills development via ILM and other 
employment programmes 

Land Apprentices : Canalside Social Enterprise in the Black Country 
 
Through a theme entitled �Land�, and a social enterprise now called Land Apprentices, Groundwork 
Black Country has been able to bring about real and sustainable improvements to the physical 
environment of the Black Country and its surroundings. Not only does Groundwork now contribute to 
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the long term strategic planning of green and open spaces in the conurbation, but they are also able to 
implement improvements through a specially tailored delivery mechanism known as the Land 
Apprentice programme. Key to this has been communicating the importance of long term strategic 
plans to the partners, stakeholders and communities with whom Groundwork work in order to create 
bridges between strategy, design and delivery. 
 
Groundwork has developed two aspects to their work in this field � the design of physical improvements 
and the ways in which they are implemented.  
 
Firstly. Groundwork offers a professional landscape design service which recognises links to local 
communities and aims to make a visible and lasting improvement to their locality. High quality 
landscape design is necessary to support wider social and economic initiatives to improve the quality of 
life for the people living in the Black Country. Groundwork is unique in the third sector in providing an 
in-house delivery mechanism for environmental improvements. This enables the design of 
improvements in partnership with local communities in order to achieve sub-regional objectives and to 
deliver improvements in a safe, professional and competent way.  
 
Secondly, via a non-profit social enterprise project which is now self-sustaining, the local community 
can further benefit from the opportunities created to gain an income, work experience and skills whilst 
participating in the delivery of projects in their own neighbourhoods. Groundwork Black Country are 
now able to handle a wide range of projects from major contract management to minor works, grounds 
maintenance, specialist arboriculture services and health and safety planning. Wherever possible 
Groundwork use local suppliers and promote the sustainable use of materials. This ensures that 
resources invested bring the maximum benefit to the most deprived neighbourhoods where most of 
Groundwork�s projects are delivered. 
 
Since Groundwork�s canal regeneration team commenced in 2002 they have enhanced many important 
canal heritage sites in partnership with British Waterways whilst also helping long-term unemployed 
people back into work. In 2004 the project was independently evaluated by Pathfinder Associates and 
Williamson Joyce Research Ltd and acclaimed as a successful collaboration between agencies and the 
third sector in the delivery of high quality projects : 
 
�A key value of the programme is its ability to undertake quality work in a demanding field, something 
that is not always associated with ILM programmes. It is this aspect of the programme which is its 
biggest selling point, and ultimately will enable it to provide training and jobs for more unemployed 
people�. 
 
Now known as Land Apprentices, employees gain real work experience in construction and bespoke 
training whilst employed with Groundwork. These skills  equip local people to deliver a wide range of 
environmental improvements whilst also giving them an employment track record to enable them to go 
on to secure full time employment. In April 2006 the programme was changed in light of the 
recommendations of the evaluation to give up to 12 months sheltered employment and training. This 
has further enhanced the quality of the projects delivered on behalf of clients. 
 
The Land Apprentices programme has also helped British Waterways meet Corporate Social 
Responsibility targets, including : 
 
• Discharge of social responsibility : by supporting the programme British Waterways are 

demonstrating positive action in enabling social enterprise to establish and flourish in the delivery of 
traditionally private sector or in-house services  

 
• Local Employment : the Land Apprentice mechanism enables the recruitment and employment of 

local people in improving the canal network, the project is also able to act as a recruitment 
mechanism for British Waterways  




