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ABOUT THIS GUIDE

This guide was prepared for individuals and organizations considering or operating a social 
enterprise venture in New Brunswick.  Nearly 100 resource documents were reviewed and 
those that related most closely to the interests and needs identified by social enterprises 
in New Brunswick have been used in this guide.  Our deepest appreciation is extended 
to all the authors and organizations across the world for producing such a amazing array 
of reports, tools, and information.  A listing of the key reference documents from which 
this guide was produced is contained in Appendix I.

Social enterprise is still a relatively new type of organization and many of its models and 
processes are still being tested and revised.  However there is an overwhelming number 
of reference materials available that relate to the successes and challenges of starting 
and operating a social business.  We have tried to include only those practices that have 
consistently been proven to be effective.  However as with any business it is up to the 
individual entrepreneur to decide what works best for them.
  
In the following pages you will find information that begins at the beginning – What is 
Social Enterprise – and continues through the steps and stages of planning, start up, 
governance, evaluation, and measuring social return on investment.  The guide is written 
in seven sections as follows:

• What You Should Know About Social Enterprise
• Is Social Enterprise Right for You?
• Developing a Social Enterprise
• Capitalizing Your Social Enterprise
• Governing Your Social Enterprise
• Evaluating Your Social Enterprise
• Measuring Social Return on Investment

The appendices for this guide includes a wide range of reference materials and tools that 
organizations can use in planning, operating, and evaluating their own social enterprises.  
As a number of the tools are in Word or Excel formats (so you can fill them in for your 
organization), feel free to contact us for copies by writing either the Economic and Social 
Inclusion Corporation at esic-sies@gnb.ca or the Co-operative Enterprise Council at 
info@cecnb.ca 
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TERMS AND DEFINITIONS
Angel Investor: An affluent individual who often has an interest in or passion for 
assisting a particular type of business and who is willing to invest capital financing in 
startups and in return, usually takes a share of ownership. Angel Investors often pool 
their capital in networks such as the First Angel Network.

Attribution: An assessment of how much of one outcome was caused by the 
contribution of other organizations or people. It is calculated as a percentage. 

B-Corp/ Benefit Corporations: Corporations that use business to solve a social/
environmental problem may apply for B-Corp certification, which requires a rigorous 
assessment to ensure that the business is meeting robust implementation, performance 
and transparency standards. They must have a corporate purpose to create a positive 
impact on society, the environment, workers and the community and must complete an 
annual benefit report that assesses their overall social and environmental performance 
against a set standard.”

Blended Value:  Refers to the total value of an organization (whether profit or not-
for-profit) which includes the financial and social return. See blendedvalue.org or 
Enterprising Non-Profits for more information.

Community Economic Development Interest Funds: A CEDIF is a pool of capital, 
formed through the sale of shares to people within a defined community. The 
capital raised is invested in local businesses that create jobs and generate economic 
development. CEDIFs are currently available in Nova Scotia and PEI and a program was 
announced in the February 2014 budget for New Brunswick.  

Community Interest Company: CICs can raise capital through the issuance of 
shares and are set up to serve the interests of the community.  They are governed 
by securites’ regulators and have a certification process.  They must show that their 
mandate is serving the community and not taking part in political activity. They are 
currently available in BC and as of December 2012 in Nova Scotia.

Corporate Social Responsibility: CSR refers to the voluntary actions of a business that 
goes a step beyond the traditional practices of generating profit to involve themselves 
in social/ moral responsibilities such as community and social development and 
sustainable, environmental practices.

Crowdfunding: A method in which small amount of capital is raised by entrepreneurs 
through small amounts donated by many individuals usually through various 
specialized Internet platforms such as Indiegogo. Entrepreneurs using this platform 
may give gifts/rewards for donations at different levels of funding. 

Deadweight: A measure of the amount of outcome that would have happened even if 
the activity had not taken place. It is calculated as a percentage. 
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Displacement: An assessment of how much of one outcome may be the result of 
having displaced something else. For example, increasing jobs for a target group by 
replacing others in those same jobs.

Financial Proxy: An estimate of the value a buyer or seller loses or gains in a transaction.

Gap Analysis: The process of identifying the work that has already been done for each 
section of the business plan in order to determine how much additional work will be 
needed to develop each section of the business plan.

In-Kind Resources: Contributions of time, goods, or services 

Inputs: The resources used to run the activities – money, people, facilities and 
equipment. This is the investment against which the value of the impact is compared. 

Low-Profit Market: A market that is not yet developed enough to provide the return 
on investment generally expected by traditional investors.

Market Failure: When the cost of a good or service is higher than the price that 
individuals are able or willing to pay, yet the social benefits from that good or service 
make its availability worthwhile for maintaining a healthy, productive society.

Microfinancing: A way to provide small loans to entrepreneurs who have creative 
business ideas that will help solve community problems but who would likely not 
otherwise qualify for a loan and do not have collateral. The Saint John Community 
Loan Fund is a local example.

Mission: A description of an organization’s purpose, including its tar- get beneficiaries, 
the activities it conducts in order to address its target social problem, and the 
outcomes it expects to achieve.

Operating Model: An articulation of the way in which an organization’s activities work 
together to carry out its mission.

Outcomes: The changes that occur as a result of the activities you undertake, ie. jobs, 
improved quality of life, increased community capacity.  

Outputs:  The direct and tangible products from the activity; for example the number 
of people trained, or the number of computers recycled.

Patient Capital: Investments made by social impact investors in for- profit companies 
who are willing to accept below-market returns for an extended period of time in 
exchange for social impact.

Performance Indicators: Units of measurement that allow an organization to assess its 
capacity and the outputs, or direct short-term results, of its work. These indicators also 
assess the organization’s direct short-term results in accomplishing the goals set for its 
social impact strategies.
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Pivot: To take an initial business idea into a different and better direction when it 
appears that the initial idea was not viable.

Social and Economic Impact Indicators: Units of measurement that assess an 
organization’s long-term progress toward meeting its vision of success, and ultimately 
determine whether the organization’s hypothesis about its approach to addressing its 
target social problem is working.

Social Entrepreneurship: The practice of responding to market failures with 
transformative, financially sustainable innovations aimed at solving social problems.

Social Financing: An approach in which Social Entrepreneurs/Enterprises are able to 
get access to capital from government or investors in order to take their idea from the 
conception phase to development phase or to grow their enterprise further. It uses 
various tools & options to provide financing and is a way of mobilizing capital make a 
positive impact on the community and on the common good.

Social Impact Investor: Investors who direct their capital investments toward 
enterprises that deliver a social return and strive to make a positive impact on 
the community, society and environment. They may be foundations, corporations, 
government, or individuals.

Social Problem Definition: A concise description of an organization’s target social 
problem, which begins to clarify the organization’s niche within its field and is based on 
the need and opportunity analysis.

Social Return on Investment:  SROI is a measure of the value received in terms the 
kind of social difference made by an investment. It is a tool for measuring more than 
just the financial return as it also takes into account the value of the social, community 
and environmental impact.

Triple Bottom Line: Approach to the bottom line in which People, Profit and Planet 
are taken into consideration.

Valuation: Putting a monetary value on things that do not have a market price

Venture Capitalist: An investor who may direct investment into various kinds of 
higher-risk early-stage enterprises demonstrating growth potential  with the purpose 
of making a significant return on investment (usually 25% or higher) and taking an 
ownership stake. Often as part of the financing agreement, the VCs require their ability 
to influence the direction of the enterprise.

Vision: A description of how the world will be different if an organization is 
ultimately successful in addressing its target social problem and a description of the 
organization’s role in realizing that vision.
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SECTION I: WHAT YOU SHOULD KNOW ABOUT SOCIAL ENTERPRISE

WHAT IS SOCIAL ENTERPRISE1? 

There are a number of definitions of social enterprise however they generally all 
describe a business venture that sells goods or services in the market for the purpose 
of creating a blended return on investment (ROI). 

The New Brunswick Economic and Social Inclusion Corporation defines social 
enterprise as non profits, for profits, co-operatives and other organizations that earn some, or 
all, of their revenues from the sale of goods and services and invest the majority of their profits 
back into social, cultural or environmental goals.

• Energy Efficiency
• Natural Resource Use
• Environmental Management
• Pollution Prevention
  (Air, Water, Land, Waste)

• Profit
• Cost Saving
• Research & Development
• Economic Growth

• Standard of Living
• Equal Opportunity
• Education & Employment

PROFIT

PARTNERSHIP

PEOPLE

PLANET

SUSTAINABILITYSUSTAINABILITY

PURPOSE

1 Adapted from The Canadian Social Enterprise Guide, Social Enterprise Canada
http://www.socialenterprisecanada.ca/en/learn/nav/canadiansocialenterpriseguide.html
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Like any business, a social enterprise focuses on 
generating an income through the sale of goods 
and services to a market. However the added value 
of a social enterprise is derived from the way in 
which it uses its profits to maximize social, cultural 
or environmental benefits. This is often referred to 
as a blended return on investment or a double/triple 
bottom line.

WHY IS THE SOCIAL ENTERPRISE MODEL GAINING POPULARITY? 

There are a number of reasons for the recent growth of social enterprises. They can:

• Meet a need in the community that the marketplace is not responding to
• Advance an organization’s mission
• Help address cutbacks in government funding and donor fatigue
• Act as a vehicle for social innovation 

The social enterprise sector is becoming recognized as key to building healthy 
communities. In addition to creating new jobs and enabling non-profits to sustain their 
services, there are many areas where they are helping to increase the sustainability of 
communities:

BY EXAMPLE

Stimulating Economic Revitalization 
by funding and supporting start-up 
and expansion initiatives

New Dawn Enterprises: newdawn.ca
Saint John Community Loan Fund www.loanfund.ca
Fredericton Boyce Farmers Market frederictonfarmersmarket.ca
Co-operative Enterprise Council NB www.cecnb.ca 

Reducing Poverty by providing jobs, 
training, resources

Changes changesstore.ca, Key Industries www.keyindustries.ca
Sunrise Farm www.partnersforyouth.ca

Addressing Environmental Issues:
i.e. recycling, alternative
transportation, energy, innovation, 
ecotourism,

La Bikery – Community Bicycle Centre www.facebook.com/LaBikery
Community Energy Co-op www.communityenergynb.ca
Cape Jourimain www.capejourimain.ca

Providing Accessible Services: 
housing, health care, daycare, 
recreation, culture

Fundy Funeral Co-op www.fundyfuneralhome.com
Cornerstone Co-operative Housing cornerstoneco-op.ca
College Hill Daycare www2.unb2.ca/chdc/

Integrating Immigrants and 
Marginalized Populations into the 
economic, cultural and social fabric 
of the community

Taco Pico Restaurant tacopica.ca
Moncton Employment Training Services www.metsinc.ca
Open Sky Co-operative www.openskyco-op.ca

SOCIAL ENTERPRISES SEEK A
BLENDED RETURN ON INVESTMENT

SO
C

IA
L 

R
O

I

FINANCIAL ROIROI

BLENDED
VALUE

ROI
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WHAT ARE THE OPPORTUNITIES FOR SOCIAL ENTERPRISE?

Social Enterprises can:

•  Fill a need the market is currently not meeting (i.e. employment for marginalized 
communities, affordable housing, cultural centre, etc).

•  Provide an opportunity to advance a group/organization’s mission or goals (social, 
environmental, cultural, economic development).

• Enhance financial sustainability of organization.

Social Enterprises can offer a wide range of products or services to meet a community 
need or customer want and take on a remarkable diversity of forms.

•  From a product perspective, it can create 
anything from planter boxes, fertilizer or 
patio furniture to packing cartons, meat 
pies, and cookies.

•  From a service standpoint, a social 
enterprise can deliver anything from 
consulting services, recycling, or building 
management to courier and voice mailbox 
services, lawn maintenance, cafes and 
restaurants.

•  From a fiscal perspective, non- profit enterprises can generate anywhere from 5% 
to 100% of a program’s or organization’s costs. Income sources can range from 
high- end businesses with private clientele or discounted services paid for by low- 
income clientele, to government contracts or government- funded services.

From an outcomes perspective, non- profit enterprises can provide pre- employment 
services for Aboriginal youth, supply food or dental services for low- income children, 
improve watershed management and increase fish stocks, or support the employment 
of mental health consumers or people with developmental disabilities

COMMUNITY
NEEDS

COSTOMER
WANTS

NEEDS & WANTS
SOCIAL ENTERPRISE

TRADITIONAL
BUSINESS

NONPROFIT
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WHAT ARE THE GOALS OF SOCIAL ENTERPRISE?

Social enterprises can have a variety of goals aimed at meeting social, cultural, 
environmental or economic needs.  The following are some examples from
www.demonstratingvalue.org of a number of common goals of social enterprise.

RECYCLING, REDUCING, REUSING

• Reduce the amount of solid waste diverted from landfill
•  Shift society towards zero waste by redesigning resources systems so there is no 

waste and all resources are reused
• Reduce net greenhouse gas emissions produce by the community
• Reduce the overall amount of materials used in society
•  Deliver program/products/ services in a way that responds to different cultures and 

genders
• Educate the public about how to reduce household waste 
• Create incentives (i.e. tax breaks, subsidies etc.) to improve waste management 

DIRECT HABITAT AND/OR SPECIES CONSERVATION AND PROTECTION 

•  Identify and protect key habitats for at-risk species and key habitats within the 
terrestrial, fresh water, and marine ecosystems

•  Promote more widespread use of strategic resource management plans, ecosystem 
management, land use planning, and habitat stewardship 

•  Measure and raise awareness of the effect of human activities on habitat and 
different species

• Encourage implementation of regulatory measures
• Promote networking initiatives between like-minded groups and individuals 

GREEN BUILDING, LANDSCAPING AND URBAN DESIGN

•  Create awareness about environmental, social and economical advantages of green 
buildings, and provide practical information on how to do build green

• Educate the community about best practices
• Promote new urbanism approaches to reduce sprawl in suburban developments
• Develop pilot projects that showcase green building practices
•  Provide incentives to retrofit existing buildings to be more energy and water efficient.
• Better integrate green spaces (parks, trails, etc.) with the built environment 

LOCAL AND ORGANIC FOOD/AGRICULTURE 

• Increase our capacity to grow food close to home
• Enhance local food manufacturing, wholesaling and distribution
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• Improve access to healthy, culturally diverse and affordable food for everyone
• Create a food system that is consistent with ecological health
•  Establish closer relationships between food producers and consumers to encourage 

responsible consumerism 

SUSTAINABLE ENERGY SUPPLY AND ENERGY USE 

• Encourage and educate community to reduce its carbon footprint 
• Develop pilot projects that showcase alternative energy practices
• Provide incentives to develop alternative energy projects
•  Invest in research and development to develop energy efficient, zero carbon and 

renewable energy technologies 
•  Educate public about energy alternatives and encourage them to become 

responsible consumers 
•  Advocate for regulations, carbon taxes and mandatory cap and trade systems to 

reducing Greenhouse Gas Emissions

SUSTAINABLE FISHERIES 

•  Improve eco-system based management and sustainable exploitation of natural resources
•  Reduce fishing capacity to sustainable levels and to allow over-exploited 

populations to recover
•  Prevent overfishing, wasteful, destructive and illegal fishing to maintain a healthy 

dynamic population and sustainable practices in fisheries
•  Educate public about destructive activities and how it impacts our economy and 

the environment
• Lobby for appropriate law and policy targeting unsustainable fisheries

SUSTAINABLE FORESTRY 

• Adopt and encourage sustainable forest management practices
•  Preserve wildlife, high-value conservation areas and the natural habitat while 

meeting our demand for natural products (i.e. pulp, paper, furniture)
•  Empower communities to protect their forests and develop sustainable forestry 

initiatives (i.e. wildlife tours)
•  Educate public to purchase sustainable forest certified goods to create incentives 

for unsustainable practices in forests to diminish
•  Manage forests to reduce net greenhouse gas concentrations in the atmosphere 

through sequestration

SUSTAINABLE INDUSTRIAL PROCESSES 

•  Encourage industry to adopt green practices including: energy efficiencies 
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improvements, renewable energy development, efficient waste management and 
water efficiency

•  Support the growth of businesses that provide sustainable alternatives to standard 
products and services

•  Encourage eco-industrial parks in which the waste of some industries are inputs for others
• Develop, pilot and commercialize sustainable industrial technologies

SUSTAINABLE TRANSPORTATION 

• Reduce travel demand (e.g. telecommuting, urban design, road pricing, etc.) 
• Encourage alternatives to single occupancy automobile travel. 
•  Educate public about alternative options such as carpooling, vanpooling and / or rideshare 
• Lobby for appropriate law and policy that foster sustainable transportation
• Develop and operate alternatives to single use car travel
• Promote sustainable freight and delivery services

AFFORDABLE HOUSING 

•  Increase access to affordable housing to increase quality of life for low-income families
• Reach the people who would benefit the most from assistance
• Increase the number of low-cost affordable housing units in the community
•  Better integrate housing with other  support programs such as employment 

training, health and education
•  Increase quality of life for tenants through proximity to popular community 

destinations and public transit

CRIME PREVENTION AND VICTIM SUPPORT 

•  Lower incidences of crime, create community resilience and improve the well-being 
of people affected by crime

•  Effectively engage the community in defining and acting on community safety issues 
• Reach the people who would benefit the most from assistance
• Educate victims about their rights and provide resources to support their needs
• Educate public about crime prevention and awareness

INCOME, MATERIAL AND FOOD SUPPORT

•  Encourage low income earners, and others in poverty, to accumulate, develop, and 
preserve all types of assets and improve their self sufficiency

• Reach the people who would benefit the most from assistance
•  Turn nobody away for emergency housing and care for people living with mental 

health, substance use and other challenges
• Better understand the needs of the community served
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•  Connect people in need with available supports (e.g. direct income assistance, tax 
and other benefits they may qualify for)

DISASTER/EMERGENCY PREVENTION AND CONTROL 

•  Educate the public to prepare for emergency situations: businesses, universities, 
individuals etc.

•  Promote greater consideration of disaster prevention in buildings, cities and land-
use design 

• Improve the capacity of the community to respond to emergency situations
• Capably respond to  emergency situations 24 hours per day every day of the year

HEALTH - TREATMENT, REHABILITATION, SUPPORT, PREVENTION 

•  Educate public to take action to prevent highly infectious/contagious diseases and 
chronic disease

• Better connect people with available health supports 
• Improve our understanding of the needs of the population we serve
• Reach the people who would benefit the most from assistance
•  Effectively engage the community in defining and acting on community health issues 
•  Provide no cost or affordable health services to those who are not currently 

accessing services

EDUCATION - BASIC, SPECIALIZED, ADVANCED 

• Effectively engage the community in defining and acting on education issues 
• Reach the people who would benefit the most from assistance
• Improve our understanding of the needs of the population we serve
• Improve literacy rates in the community
• Provide educational opportunities to marginalized individuals and families.
•  Encourage employers to invest in their employees through advanced education 

opportunities at work

COMMUNITY REVITALIZATION AND ECONOMIC DEVELOPEMENT

•  Increase community inclusion and encourage establishment of mixed-income 
neighborhoods

• Generate supportive and collaborative action to ____________
• Diversify the local economy
• Develop sustainable jobs
•   Revitalize shared community space and amenities
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ADVOCACY AND LEGAL ASSISTANCE 

• Meet legal and advocacy needs of vulnerable populations 
• Connect individuals with right resources
•  Educate elders about their rights and defend their respected presence in the community

LIFE SKILLS, PERSONAL DEVELOPMENT 

•  Improve people’s access to the resources, benefits and financial supports necessary 
to participate fully and with dignity in community activities

• Enhance personal and work-related skills
•  Increase the financial resources of individuals necessary to participate fully and with 

dignity in community activities
•  Help individuals develop healthy social networks that may include personal and 

family relationships, as well as community supports
•  Empower individuals to change patterns of behavior that result in harm to 

themselves or to other people

PROMOTION/PRESERVATION OF HISTORY, CULTURE AND/OR LANGUAGE

• Increase the cultural awareness of others outside of our cultural group
• Increase the strength and practice of our culture in our community
• Increase opportunities for community members to participate in cultural events
• Protect our heritage through landscape/urban conservation
•  Raise the importance of historical values in the development and identity of our community

PERFORMING AND VISUAL ART

• Increase employment and income levels in arts and culture
• Empower community members to express themselves creatively.
• Stimulate interest and support by the public in arts and culture
• Recognize and award talent in arts and culture 
• Enrich public and private spaces with art

SUPPORTIVE EMPLOYMENT / EMPLOYMENT TRAINING

•  Provide training and/or employment to individuals who face barriers to employment
• Offer career advancement and nurture leadership potential
• Provide adequate and effective supervision and support 
• Retain and sustain a stable workforce
• Adequately accommodate employees’ preferences, skills and capabilities
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 HOW DO SOCIAL ENTERPRISES DIFFER FROM TRADITIONAL BUSINESS?

Social enterprise is a distinct way of doing business. It blends business acumen with 
social purpose.  Coming from the voluntary or community sector you may be unfamiliar 
with business terminology and jargon.  In fact, social enterprises share many of the 
characteristics of private businesses but there are some crucial differences.

KEY DIFFERENCES FROM PRIVATE SECTOR COMPANIES

Explicit Social Aims
Social enterprises have twin aims, which 
are of equal importance.  Private sector 
business primarily focus is on trading; 
social enterprises too have a commercial 
focus but will also have an explicit social 
and/or environmental purpose.

Scale
A social enterprise usually has to operate 
on a scale that is large enough to sustain 
its social commitment from the beginning, 
which can often mean that start up costs 
are much higher than would be expected 
for a private sector business.

Funding Composition
The mix of business and social aims 
associated with the social enterprise 
sector often sees quite a different funding 
mix for organizations to that of the private 
sector.  Social enterprises often have a 
complex composition of sales income, 
commercial contracts, service level 
agreements and grant support.

Social Entrepreneurship
Individuals developing social enterprises 
are usually driven by the social potential 
of the venture.

Investment
Social enterprises may have difficulty 
gaining access to traditional forms of 
investment such as patient capital, equity 
or loan finance.

Stakeholders
There is usually a very broad rang of 
stakeholders involved in social enterprise 
development, including the public sector, 
which can mean that there is political 
and bureaucratic influence on the 
development process.

Risk Aversion
Social enterprises are usually governed by 
a voluntary board of trustees, which may 
mean that they are more risk averse in 
terms of pursuing business ventures.

Sweat Equity
In private businesses the owners often 
invest “sweat equity” to grow and build 
the venture, hoping to reap future rewards, 
particularly if the business is sold.  This 
same endeavour is required to build a social 
enterprise but the managers/staff seldom 
reap the same rewards because the business 
is unlikely to be sold and the purpose is not 
financial gain but social impact.
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HOW DO SOCIAL ENTERPRISES 
DIFFER FROM TRADITIONAL NON PROFITS?

KEY SIMILARITIES/DIFFERENCES
 
Commercial focus 
Social enterprises use commercial 
operations as a vehicle to achieve their 
social and/or environmental purpose 
whereas non profits tend to provide 
programs or services aimed at a particular 
target group.

Customers 
Within a social enterprise, the focus of 
activities is on ensuring that customers 
buy the goods or services that the social 
enterprise is aiming to sell.  For a non 
profit the “customers” tend to be a target 
group that rarely pays for the goods/
services provided.

Market 
Social enterprises are influenced by 
changes/opportunities arising in the 
market. Non profits are influenced by the 
“needs” of their target group.

Long-term planning 
A social enterprise will usually be business 
planning for a three to five year period 
looking at developing its market share.  
This approach is different from the usual 
project-based or funder-based planning 
approach associated with grants and 
funding in non profit organizations.

LEGAL STRUCTURES OF SOCIAL ENTERPRISE2 

Social enterprises can take a variety of forms ranging from a non profit to a for profit, 
co-operative, partnership, sole proprietorship, corporation, or a B-Corporation. There 
are a variety of issues that people should think about, particularly if they are an existing 
organization and the following provides an overview of some of these considerations.

HOW DO NON PROFITS FIT INTO THE PICTURE?

Not all non-profit organizations have the same legal structure. Non-profit status does not 
automatically allow you to operate a non-profit business or provide charitable receipts. 
Non profits can take numerous forms. For example, a society may have charitable 
status and may also own a non-profit company. Social enterprises are normally hybrid 
organizations, so it is important that the business and the social entities are legally 
compatible.

2  Adapted from The Canadian Social Enterprise Guide, Social Enterprise Canada 
http://www.socialenterprisecanada.ca/en/learn/nav/canadiansocialenterpriseguide.html
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A non-profit organization’s main purpose is a social good—not the pursuit of profit 
for its own sake. Non profit organizations can not distribute any of their profits to its 
members; they are to be used exclusively for the sustainability of the organization. If a 
social enterprise is owned by a parent organization, the activities of the social enterprise 
must match the stated objects of the parent organization—society, charity, or non-profit 
company. Remember, the Canada Revenue Agency will look closely at any registered 
charity that engages in “business activity”.

Note that a charity must first incorporate as a society before registering for charitable 
status. Therefore, the rules that apply to a society also apply to a charity.

ARE THERE SPECIAL RULES FOR CHARITABLE ORGANIZATIONS? 

Before a charity starts a social enterprise, it will need to consider a special set of rules. 
The Canada Revenue Agency accepts four kinds of charitable objects (purposes):
• relief of poverty
• advancement of education
• advancement of religion
• other purposes beneficial to the community

An organization’s objects must clearly align with at least one of the above before it may 
qualify to be a charity. Furthermore, its full range of activities must support its charitable 
purposes and be consistent with them. If it fails to make the connection, it could lose its 
charity status.

The Canada Revenue Agency (CRA) recognizes four types of links to an organization’s objects:
• a business activity that is necessary to the operation of the charitable programs
• an off-shoot of a core charitable program
• a use of excess capacity (resources already available but not yet fully used)
• the sale of an item that promotes the charity

In order to comply with CRA rules, charities must distinguish between related and non- 
related businesses. A related business is one in which the business is linked to the 
charity’s purpose, subordinate to that purpose, and/or run mainly by volunteers.
A subordinate activity is one that:
• represents a small portion of the charity’s resources and
• is integrated into the charity’s operations and
• is driven by the organization’s charitable motives and
• does not allow private financial benefit



21

SECTION I: WHAT YOU SHOULD KNOW ABOUT SOCIAL ENTERPRISE

If the social enterprise does not meet all the criteria mentioned above, it cannot operate 
a venture within a charitable structure. However, a charitable organization can own and 
operate an unrelated business venture that is separately incorporated.  Be careful to 
follow the CRA’s rules regarding whether or not the business is a subordinate activity. 
Failure to comply can result in a revocation of charitable status.

Note that the Canada Revenue Agency can and does make changes to its regulations. 
Be sure to check the Charities Division of the CRA website (http://www.cra-arc.gc.ca/tax/ 
charities/menu-e.html) for what’s new and how changes might affect a charity operating 
a social enterprise.

SHOULD WE APPLY TO BECOME A CHARITABLE ORGANIZATION?

By now you may be asking yourselves: should we apply to become a charitable organization? 
If you already are a charity, you may be considering: should we operate a social enterprise 
under our current legal structure? Or should we set up a separate entity?

There are many factors to consider when answering these questions. Charitable status 
significantly restricts what an organization can do. This limitation comes in exchange for 
tax-exempt status and the ability to issue donation receipts.
In one sense, the decision to become a registered charity (or to operate under a parent- 
charity) hinges on the main source of funding you intend to use. The decision to apply 
for charitable status may be easy if you can answer yes to both these questions:
• Will charitable donations be your main source of revenue?
• Will the organization’s activities and programs be 100% charitable?

What if your programs and projects can only be partially supported by charitable 
donation? What if some of the proposed activities are non-charitable? Then the decision 
becomes more complex. You will need to weigh the advantages and disadvantages of 
charitable status, especially these:
•  Advantages: Charities may receive donations and may receive grants from foundations.
•  Disadvantage: 100% of a charity’s programs and projects must be charitable.

You will also need to look at the relationship between your charitable organization and 
the activities you are planning.



22

SECTION I: WHAT YOU SHOULD KNOW ABOUT SOCIAL ENTERPRISE

WHAT DOES CRA SAY ABOUT CHARITIES DOING “BUSINESS ACTIVITIES”?

Is your organization a charity? Do you want your charity to operate a social enterprise? 
Then your charity will be doing “business activities”. Do you know what the Canada 
Revenue Agency allows charities to do?  A “Charity Decision Tree”  has been devel-
oped to help you understand what the CRA does and doesn’t allow.  It is available at 
http://www.charitydecisiontree.legalinfo.org/en/start.php 

Answer the questions for each activity that you are considering. Follow the tree as far 
down as you can. Stop when a branch ends.

WHAT ARE THE FOR-PROFIT OPTIONS?

Traditionally, you can carry on a business within four types of for-profit legal structures:
• sole proprietorship
• partnership
• for-profit corporation
• for-profit co-operative (Co-ops can be either for-profit or non-profit) 

In some cases, you may want to consider going to a ‘for- profit’ model. Before making 
a decision, you will want to look at a number of factors affecting your business such as:
•    the nature of the business, E.g. An organization that has a focus on training un-

der-skilled workers may have difficulty designing a for-profit enterprise so they may 
choose a non-profit model. Whereas an organization that creates and sells a prod-
uct may use a for-profit model.

•   the financial situation of the people starting it, E.g. If the organization is less likely 
to qualify for a loan, they may partner up with other proponents who have money.

•   your goals for the business, E.g. An organization may wish to bring together a 
group of like-minded individuals who are willing to participate with their financ-
es and take time to evolve the concept of a new business. This organization may 
choose the membership-focused co-operative model.

•  other personal and financial factors.  This may depend on factors such as the risk. 
For instance, the proponents may chose to limit their liability by choosing to incor-
porate rather than setting up a partnership.

The following table provides a comparison of four possible structures.
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A COMPARISON OF FOR-PROFIT STRUCTURES3

3  Adapted from Ontario Co-operative Association Business Model Comparison

A	  Comparison	  of	  For-‐Profit	  Structures1	  
Considerations	   Co-‐operative	   Corporation	   Partnership	   Sole	  

Proprietorship	  

Values	   Democratic	  equality,	  
sharing,	  community	  
focus,	  needs	  based	  

Hierarchical,	  profit-‐
focused,	  maximize	  
shareholders’	  wealth	  

Depends	  on	  
partners’	  value	  
system	  

Personal	  values	  
of	  owner	  

Application	   Applies	  to	  any	  kind	  of	  
business	  	  need,	  no	  limit	  
in	  size	  

Applies	  to	  any	  kind	  of	  
business	  need,	  

no	  limit	  in	  size	  

Small	  
businesses	  &	  

professionals	  

Usually	  small	  
businesses	  

Ownership	   3	  people	  +	  

	  

Individual	  or	  more	  	   Two	  or	  more	  	   Individual	  

Decision-‐Making	   Democratic	  –	  one	  
member	  one	  vote	  

Majority	  –	  Based	  on	  #	  
of	  common	  shares	  held	  

No	  formal	  
process	  

Individual	  –	  no	  
formal	  process	  

Legal	  Set-‐up	  
-‐Legislation	  	  	  
-‐Cost	  

Simple	  to	  Complex	  
-‐Co-‐operative	  
Associations	  Act	  
-‐$35	  plus	  

Simple	  to	  Complex	  
Companies	  Act	  
-‐$250	  –	  1,000	  plus	  

Simple	  to	  
Complex	  
Companies	  Act	  
-‐	  $200	  plus	  	  

Simple	  
-‐Business	  
Registration	  (not	  
required	  but	  
available)	  
-‐$200	  plus	  

Capitalization	  
(for	  profit)	  

Flexible	  
-‐member	  (voting)	  
shares	  and	  preference	  
shares	  
-‐	  debentures,	  loans	  
(member	  and	  
traditional)	  
-‐eligible	  in	  Maritimes	  
for	  Small	  Business	  
Investor	  Tax	  Credit	  and	  
CEDIFs	  

Flexible	  
-‐common	  (voting)	  
shares	  
-‐preference	  shares	  	  
-‐bonds,	  debentures,	  
loans	  
More	  than	  35	  owners	  –	  
Must	  issue	  
Prospectus	  ($100,000)	  

Usually	  limited	  
to	  partners,	  
family,	  friends	  
&	  bank	  loans	  

Usually	  limited	  
to	  owner,	  family,	  
friends,	  &	  bank	  
loans	  

Ease	  of	  Start-‐up	   Depends	  on	  size,	  
complexity,	  capital	  
required,	  teamwork.	  
Usually	  takes	  longer	  
due	  to	  need	  to	  build	  
group	  consensus.	  

Depends	  on	  size,	  
complexity,	  

capital	  required,	  
teamwork	  

Requires	  team	  
work	  to	  be	  
simple	  &	  quick	  

Usually	  simple	  &	  
quick	  

Return	  on	  
Investment	  (ROI)	  

Patronage	  rebates	  and	  
unlimited	  return	  on	  
preferred	  shares,	  not	  
traded	  on	  stock	  
exchanges	  

Unlimited	  return	  on	  
investment,	  including	  
capital	  gains	  on	  the	  sale	  
of	  assets	  or	  shares	  
traded	  on	  stock	  
exchanges	  

Unlimited	  
return	  

Unlimited	  return	  

Financial	  Losses	   Shared,	  &	  deductible	  
only	  from	  co-‐op	  income	  
or	  reserves	  

Shared,	  &	  deductible	  
only	  from	  taxable	  
income	  

Shared	  from	  
partners’	  
income	  

Deductible	  from	  
owner’s	  income	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1	  Adapted	  from	  Ontario	  Co-‐operative	  Association	  Business	  Model	  Comparison	  
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Considerations	   Co-‐operative	   Corporation	   Partnership	   Sole	  
Proprietorship	  

Financial	  Liability	   Limited	  to	  investment	   Limited	  to	  investment	   All	  partners,	  
can	  be	  limited	  

All	  person’s	  
assets	  

Tax	  Implications	   Non-‐profit	  with	  social	  
objectives	  is	  tax	  
exempt.	  For-‐profit	  is	  
taxable.	  

Non-‐profit	  with	  social	  
objectives	  is	  tax	  
exempt.	  For-‐profit	  is	  
taxable.	  

Taxable	  as	  self-‐
partnership	  
income.	  

Taxable	  as	  self-‐
employment	  
income	  

Income	  Tax	   Patronage	  rebates	  
expensed	  before	  taxes	  
(decreases	  corporate	  
tax),	  corporate	  rate	  

usually	  lower	  than	  
personal	  

Dividends	  deducted	  on	  
after-‐tax	  income	  (are	  
not	  expensed	  before	  tax	  
to	  decrease	  income),	  
corporate	  rate	  usually	  
lower	  than	  personal	  

Income	  is	  
taxable	  at	  
personal	  rate	  
of	  partners	  

Income	  is	  
taxable	  at	  
personal	  rate	  of	  
owner	  

Productivity	   Combination	  or	  shared	  
ownership	  &	  decision	  
making	  

Depends	  on	  
management	  ability	  &	  
employee	  relations	  

Strong	  Internal	  
Motivation	  

Strong	  Internal	  
Motivation	  

Teamwork	   Built	  into	  structure	  
through	  shared	  
ownership	  &	  power	  

Depends	  on	  
management	  style	  

	  

Depends	  on	  
Management	  
Style	  

Depends	  on	  
Management	  
Style	  

Survival	  Rates	   Twice	  as	  high	  -‐	  62%	  
over	  ten	  years	  	  

20-‐	  40%	  over	  ten	  years	   20-‐	  40%	  over	  
ten	  years	  

20%	  over	  ten	  
years	  

Conflict	  Potential	   Values	  &	  structure	  
support	  diversity	  of	  
views	  &	  conflict	  

Management	  

Depends	  on	  
management,	  but	  

competitive	  culture	  
often	  leads	  to	  conflict	  

Depends	  on	  
partners’	  

	  

Depends	  on	  
management	  
style	  

Agility	   Democracy	  takes	  
longer,	  but	  usually	  
results	  in	  better	  

decisions	  &	  more	  
commitment	  

Depending	  on	  size	  &	  
management	  style,	  can	  
be	  extremely	  agile	  

Depends	  on	  
partners’	  
management	  
style	  

Depends	  on	  
owner’s	  
decision-‐making	  
style	  

Entrepreneurship	  
(risk-‐taking	  &	  
Innovation)	  

Depends	  on	  size,	  
owners’	  temperament	  
&	  organizational	  

culture,	  often	  
innovative	  

Depends	  on	  size,	  
owners’	  temperament	  
&	  organizational	  

culture,	  often	  
innovative	  

Depends	  on	  
owners’	  
temperaments,	  
may	  be	  less	  
innovative	  	  

Depends	  on	  
owner	  
temperament,	  
often	  very	  
innovative	  

Local	  Economy	   Money	  &	  jobs	  stay	  in	  
local	  economy	  

Money	  goes	  to	  
shareholders,	  jobs	  to	  
cheapest	  area	  

Money	  &	  jobs	  
stay	  in	  local	  
economy	  

Money	  &	  jobs	  
stay	  in	  local	  
economy	  
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PARENT
ORGANIZATION

PARENT
ORGANIZATION

SOCIAL 
ENTERPRISE

SOCIAL 
ENTERPRISE

There is no parent or host organization. 
The social enterprise is a separate entity 
with its own legal, financial and 
management systems. 

The parent owns the social enterprise 
organization. Legally, and financially, it 
is a separate entity. If staff or office space 
is shared, it is done so by contract on 
business basis.

SOCIAL
ENTERPRISE

The social enterprise is a department or 
program of the parent organization. The 
enterprise has no separate, financial or 
legal status. All staff, overhead and 
management systems are integrated. 

Internal Program

Separate Entity

No Parent - Only One Entity

SHOULD A SOCIAL ENTERPRISE BE A SEPARATE ENTITY4?

A social enterprise can operate as a program of a larger organization. It might also be 
set up as a separate non-profit or for-profit company owned by a parent organization. 
Finally, the enterprise might have no “parent”; it is an independent legal entity. The 
following diagrams show the possible relationships between the social enterprise and 
a parent organization.

When you are considering the appropriate structure for your social enterprise, a 
number of issues related to control and profit arise:
• Who will make ultimate decisions for the enterprise? (i.e., where does control rest?)
• Who owns the enterprise?
• Who will receive the profits?
• Who will be liable for any losses?

You will need to decide whether or not to house the enterprise in a parent non-profit 
organization. After you make this decision, a whole new set of possibilities will arise. 
These include legal and tax options. You will want a lawyer and a good accountant to 
advise you on the best legal and tax options for your enterprise.

4  Adapted from Choosing a Legal Form for Your Social Enterprise, Western Economic Diversification Canada  
www.socialenterprisecanada.ca/en/learn/nav/resourcelibrary.html
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A parent non-profit organization must decide whether to operate the social enterprise 
within the existing structure or to create another structure that is related or connected 
to it in some way. The following table illustrates some benefits and disadvantages of 
separating the social enterprise from the parent non-profit organization.

WHAT ARE THE BENEFITS AND DISADVANTAGES 
OF SEPARATING FROM A PARENT ORGANIZATION?

Staying In-House, No Separation
Most Canadian charities operate their social enterprises as in-house programs, so they 
avoid the need for a separate organization, board of directors, financial statements, 
etc. This approach works well when:
• the mission of the charity is very closely aligned to the social enterprise and
•  the work of the enterprise is well integrated into the overall operations of the charity
• the enterprise is focused on breaking even rather than making a profit

SEPARATE THE STRUCTURE

• Parent organization might lose control.
• Some resources must be duplicated 
 between enterprise and parent 
 non-profit.
• Forming a separate entity can be 
 expensive. Administration and legal 
 costs may be high.

• Does not distract management (and 
 can be run to maximize profit).
• Keeps program focused on it purpose.
• Reduces bureaucracy.
• Is easy for donors or investors to see 
 and understand. Inspires confidence.
• Shields the non-profit or charity from 
 business risk.
• Enables investment in the business 
 (i.e., a for-profit has more options for 
 raising investment capital).
• May be sold to investors, employees 
 or another company (a separate 
 business can be sold outright as 
 an exit strategy).

• Does not distract management (and 
 can be run to maximize profit).
• Keeps program focused on it purpose.
• Reduces bureaucracy.
• Is easy for donors or investors to see 
 and understand. Inspires confidence.
• Shields the non-profit or charity from 
 business risk.
• Enables investment in the business (i.e.,
  a for-profit has more options for 
 raising investment capital).
• May be sold to investors, employees or
  another company (a separate business 
 can be sold outright as an exit strategy).

• Purpose of the parent organization may
  be diluted.
• Parent organization assumes liability 
 for enterprise.
• Tax-exempt status of parent
  organization might be jeopardized. 

BENEFITS

DISADVANTAGE
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Separate Entities
Some business must be separated from their parent non-profit, and some are best 
separated. Charities are not allowed to operate unrelated businesses in-house. Related 
enterprises that have a profit motive are normally separated. Below are five possible 
kinds of separate entities.

Wholly Owned, For-Profit Subsidiary
A social enterprise can take the form of a corporation that is owned, and controlled, 
by a non-profit organization. This approach allows for a clear separation between the 
charity and the corporation. For example, the corporation must have a distinct name 
and its own board of directors. None of the charity’s assets can be used to benefit 
the corporation. Because it is a corporation, the enterprise can distribute profits. 
Corporation earnings will be taxable.

Subsidiary Company with a Partner
The non-profit society can be the majority shareholder in a company that has other 
shareholders. The other shareholders may be non-profit or for-profit entities. This 
complex structure will allow for investments from other sources. Also it will spread 
risk among all the shareholders. However, it will also create its own tensions around 
governance (board of directors) and management (operations).

Limited Partnership
Some partners have limited liability. There must be one general partner who remains 
liable for all the debts of partnership. The partnership agreement must state who is 
liable for what.

Joint Ventures
Joint ventures are a variation of a partnership where control is shared equally 
among shareholding partners.  The details of these operations are often outlined in 
partnership agreements.

Co-operative
A co-operative is a form of corporation that has rules limiting its governance. A 
democratic structure, each member has only one vote, no matter how many capital 
shares they own.

Regardless of the type of separate entity chosen, be sure the entity best suits your 
needs and that you have addressed all the previously identified implications.
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REASONS YOU MIGHT WANT TO START A SOCIAL ENTERPRISE

There are many different reasons why you might think about starting a social enterprise: 

• We want to diversity our funding
•  We currently operate free or fee-for-service programs/services and want to see if 

we can sell them to new markets or generate more revenue by operating in a more 
business-like manner

• We want to provide employment opportunities to the clients we serve
•  We already have a mandate to provide training and skill development to the 

community
•  We operate in economically depressed area and cannot attract conventional 

businesses 
•  We have identified a need in the community for a certain service and think we can 

meet that need
•  We have heard about another successful social enterprise and given our mandate 

and partnerships think we can make it work in our community
•  We think we can enhance our organizational capacity by developing new skills and 

new ways of thinking or operating
• We want to increase our visibility in the community
• We want to attract new investors or donors
•  We have space, lots of public traffic, or are a community hub and want to build on 

these assets 

WHAT DO YOU NEED TO CONSIDER?

To determine if your organization is a good fit for social enterprise consider the following5:

MOTIVATION
You will need to think about why do you want to start a social enterprise and whether 
it is the right fit.  Running a non profit often means that you are juggling a range 
of competing demands – often on very limited resources.  Your decision to start 
a social enterprise might therefore be motivated by a need to find an alternative 
source of funding to plug a financial gap.   Or it may be that your organization has a 
mission statement that includes the intention to deliver high quality social care for 
disadvantaged people, create employment for disadvantaged groups or regenerate 
your community, and you see social enterprise as a way to achieve this aim. 

5   Adapted from A Business Planning Guide to Developing a Social Enterprise, Forth Sector and Royal Bank of Scotland   
www.forthsectordevelopment.org.uk/documents/New_BusPlanGuide.pdf
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There could be a range of factors that have led you to consider developing a social 
enterprise.  In fact, there is no right idea, nor motivation and right starting point.  
However, it is essential that you are clear about your social purpose, as this will be what 
differentiates you from a mainstream business. Ask yourself:
• Are you clear about your motivation?
• Can you develop a clear hierarchy of need/aims that you want to meet?
•  Are you able to identify the impact that you want to have?

Social enterprise is presently enjoying a spell of popularity and is often touted as the 
best means to achieve this.  While it arguably deserves some of the hype it receives, it 
is also worth remembering that it takes focus, hard work and determination to establish 
a successful social enterprise.  Given this, you need to be very clear about why your 
organization wants to develop a social enterprise.  Ask yourself what is driving you to do 
it before you set off down this route. Your motivation should act as an anchor for your 
organization.  

CAPACITY

There are real differences between the skills required to start and run a non-profit and 
those required to start and operate a business. The good news is that many of the 
business skills can be acquired in the non-profit context. Setting up and operating a 
successful enterprise requires many of the same aptitudes: 
• a desire to meet a need or demand
• an ability to balance many competing interests
• a capacity for planning and people management
• an ability to make tough decisions.

It’s a good idea to involve a variety of staff, board members and stakeholders in 
developing and assessing plans for the social enterprise right from the beginning so 
that they can have some ownership of the process and so you can identify the strengths 
you have and the gaps that need to be filled.  It is useful to start by detailing your skills 
and qualities, and those of your team.  Often, investors will be as interested in who you 
are, and whether you are capable of running a business, as they will in the business idea 
and market potential.

You can use the following questions to begin assessing your capacity and identify any 
gaps you might need to address.  



3131

SECTION II: IS SOCIAL ENTERPRISE RIGHT FOR YOU?

Capacity Assessment involves thinking through the following:

•  What is the purpose of your organization?

• What are your current activities?

•  How successful are you at delivering on them?

•  What skills do you have in the organization?

•  What experience does the organization have?

• What resources do we have?

•  How does developing a social enterprise 
fit in with your strategic plan?

•  How do you evaluate existing activity 
and plan for new developments?

•  How supportive are the Board and key 
staff of making the changes necessary to 
become a social enterprise?

•  What policies, procedures and systems 
will you need to develop or modify to 
support the transition to becoming a 
social enterprise?

•  What resources do you have that 
you can allocate to social enterprise 
development?

•  What skills do you need to be able to 
develop a social enterprise?

•  What experience do you need to be 
able to develop a social enterprise?

•  What additional resources and support 
do you need to develop a social 
enterprise?

Don’t panic if you don’t have all the answers at this stage but it is important that you at 
least start to think about some of these questions as you will have to be explicit about 
the answers to these in your final business plan.

It is difficult to generalize but you can expect the development process to start up to 
take around six to nine months.  During this period, you will need to allow senior staff 
sufficient time to plan, research and develop the idea as well as provide for additional 
resources for market research, legal advice and business development.

You might find it useful to carry out a SWOT (Strengths, Weaknesses, Opportunities and 
Threats) Analysis on your organization to help you to get a broader understanding of 
where your organization is in terms of developing your capacity. It would be advisable to 
involve a range of staff in this process, as it will help you to get a more holistic picture of 
where you stand. You will need to be clear at this point that you are willing to invest the 
time and resources necessary to make your business venture a success.

Often your organization will have its own reserves to contribute towards the payment of 
staff and any additional resources for business development.  In other circumstances you 
may be able to access grant funding or loan finance to contribute towards these costs.
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CULTURE CHANGE

Often one of the biggest challenges for non profits in developing a social enterprise is 
achieving the culture change that is required within the organization.  Your aim will be to 
run a business which is different in many ways from running a business.  

Organizational culture is difficult to pin 
down.  Every organization will have its 
own culture, approaches, values and 
traditions.  Even within broad sectors, 
such as the private or public sectors, these 
can vary enormously.  However, there 
are some generic and fairly fundamental 
differences between social enterprises 
and established voluntary and community 
organizations; these should be borne in 
mind when developing a social enterprise.

Carrying out a culture assessment for your organization will help you to think about the 
implications and practicalities of the culture change required to turn your organization 
into a successful social enterprise.

Culture Assessment involves thinking through the following:

“Sometimes culture change is like 
trying to put lipstick on a bulldog!  
It’s exhausting work, it doesn’t 
look right and even if you can get 
the lipstick on, it’s still a bulldog!”

Liam Black/Jeremy Nicholls, 
There’s no business like social business

•  What style of leadership and management 
do you have in the organization?

•  What are your organization’s values? 
And how are they lived out?

•  What principles underpin how your 
organization operates?

•  Who, in reality, are the really important 
decision makers within the organization?

•  How does the organization respond to 
change?

•  How do your staff engage in the 
planning processes for the organization?

•  What is your current focus in terms of 
organizational development?

•  How have you developed up to this point?

•  What experiences do you have that would 
be useful in running a social enterprise?

•  What challenges do you think you would 
encounter in running a commercial business 
with respect to your current operations?

•  What changes might you have to make 
to your current operations in order to be 
in a position to run a successful social 
enterprise?
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For culture change to happen in any organization, strong leadership is required from the 
key people including the Executive Director, senior managers, Board of Directors and key 
stakeholders.  You will need to ensure they are actively engaged in the cultural assessment 
process so that you can obtain a holistic picture of your existing organizational culture. 
It may be useful to have some external facilitation for the cultural assessment process.

ENERGY AND PASSION 

Developing a social enterprise is not easy.  It will take energy, drive, passion, commitment 
and resourcefulness in order to bring about your vision.  However there are many examples 
of social enterprises that provide valuable support to others, deliver public services, 
regenerate communities, improve health, tackle disadvantage, provide employment, 
alleviate poverty and foster co-operative working. As a consequence, there is a wealth 
of experience, support, advice and assistance out there to help you.

Successful social enterprises are started by people with a passion for what they do.  
Although catalyst social entrepreneurs recognize that they cannot realize their dream 
single-handedly they must have the drive, vision, charisma, determination, resourcefulness, 
commitment and motivation to inspire others to join them.

Before you go any further with your idea of starting a asocial enterprise, you need to be 
prepared for the impending journey and be fully committed to overcoming the inevitable 
obstacles and challenges that undoubtedly lie along the way.

Below is a quick questionnaire that will help you to think about your motivation, attributes 
and values.

Think about what motivates you.  Do you have enterprising qualities?

• Do you want to run a business? 

• Do you seek out new challenges?
 
• Are you realistic about your capabilities?
 
• Are you prepared for the long haul?
 
• Do you fully understand the risks?
 
• Do you find change exciting?
 
• Do you have a clear social aim?
 
•  Do you have the full support of your 

board and colleagues?
 
•  Can you motivate people and take the lead?
 

•  Have you got the drive and self-belief to 
take this forward?

• Can you make decisions?
 
•  Are you flexible enough to learn from 

mistakes?
 
• Do you listen to advice?
 
•  Are you determined enough and prepared 

to keep going when things get tough?

•  How do your values influence what you 
want out of developing and running a 
social enterprise?
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Don’t worry if you didn’t answer yes to every question above.  You will hopefully have 
identified some areas where you are strong and others where you are weak. Part of your 
process will be to work on the weaknesses and to build a team that has complementary 
strengths to help build your social enterprise.

GOVERNANCE, STRUCTURE, AND LEGAL IMPLICATIONS

Board members need to work together with staff, share information, and make certain 
decisions. Everyone in the organization must be prepared to identify, manage, and take 
measured risks. In the end, starting a business can raise the level of board discussion, 
utilize board members in new and meaningful ways, and attract board members with 
new skills.

There are legal implications and serious consideration that needs to be given to the 
right structure and relationship between the social enterprise venture and an existing 
organization.  Options include integrating the social enterprise into your existing 
structure or setting up a separate non profit or for profit enterprise.  

When launching your social enterprise, as with any business, there are a number of legalities 
and governance issues that you need to address. One of the first steps is to review the 
legal, financial, and administrative frameworks that govern your current organization.

How you are organized in these areas today will affect the nature of your new venture, so 
it is important that you understand them early on.  Read the Legal Issues section of this 
guide for more information.

When you are clear about your central mission, you can make the connection between 
mission and structure. Your answers to the following four questions will help you decide 
what structure is most appropriate for your venture:

•  Is the venture’s primary mission mostly social or profit? Is profit the most important 
motive for the business? Is the social mission the main goal of the enterprise? 
Considering the answer to these questions, will a for-profit or a non-profit structure 
be the most natural fit?

•  What are the founders’ views, skills, motives, and intentions? Why are these individuals 
starting the venture? What path is it already on? To know where the venture might go, it 
helps to know where it has come from and what the founding individuals are bringing to it.
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•  What is the market for the primary activities (goods/services)? Who are your 
paying customers? Are they the people you are trying to help? The public at large? 
Or is your market an organization (e.g., a level of government or a foundation) that 
will pay you to serve low-income customers? If it is the latter, you will need to consider 
the contracting requirements of that organization.

•  How closely held is the organization? If a small number of individuals own and 
direct an organization, it is closely held. A complex combination of social and profit 
objectives is most likely to succeed when fewer individuals, with common points of 
view, own and direct the enterprise.

Other factors to consider as you look to a model to adopt include:

• How much control does your organization want to maintain?
• How big will the enterprise be? How much and how fast can it grow?
• How much money will you need and where will you get it?
• What level of risk and liability is your organization willing to take?
•  What effect could the enterprise have on your organization’s image and reputation 

in the community? Will others believe that your enterprise is competing unfairly with 
the private sector?

If your current organization is considering starting a ‘for-profit’ venture, you must review 
your articles of incorporation to determine your current legal standing. In order to 
prevent costly and difficult complications down the road, at the outset you should also 
look at your bylaws, mission statement, charitable status, etc. If possible, review these 
legal documents together with your organization’s lawyer. These documents will help 
you decide if there are any legal issues that might get in the way of starting a social 
enterprise. For example, you might discover that your organization’s objects (the aims 
stated in your by-laws) do not allow you to own property, borrow money, or engage in 
business activities. You might discover that you do not have charitable status and cannot 
issue charitable receipts even though you are a non-profit society.

Once you understand the boundaries, if any, that your current legal structure has, you 
can explore options for:

• starting a venture
• creating subsidiaries
• entering into partnerships
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You should also ensure that your organization maintains its charitable or not-for-profit 
status in good standing with the Canada Revenue Agency (CRA). While it is possible to 
amend by-laws if you need to, most organizations prefer to leave that option as a last 
resort, particularly if proposed changes may cause the CRA to review your charitable status.

Explore a number of different options when deciding what legal structure will best suit 
your enterprise. For example, a for-profit structure requires the organization to focus on 
making a profit. It also has tax implications. However, a non-profit structure increases 
the pressure to tackle complex social problems and may divert the organization away 
from creating needed profits or sustainability. Social enterprises are hybrid organizations 
where profit is required to attain the social good, so these options bring us back to the 
basic question: “What is the best way to achieve the mission of this enterprise?” Or, 
“Which option will support this mission best—a for-profit or a non-profit legal structure?”

DO YOU HAVE A POTENTIAL BUSINESS IDEA?

You may already have a business idea or see a market opportunity.  You may feel there 
is something you are already doing that you could charge for or perhaps you want to 
move from grant funding to commercial contracts.  At this stage it is more important 
to be clear about your motivation than to have a good business idea but regardless of 
whether you have a fully formed idea or not, you need to start to focus on the market. A 
good business idea has to be rooted in market reality.  While you may be motivated by 
your initial business idea, remember that it won’t work if there is no market.

At this point don’t become too fixated on one particular idea.  For now, it’s enough that 
you check if the idea fits with your motivation for setting up a social enterprise and is a 
fit with your mission.

WHAT ARE YOUR ATTITUDES ABOUT RISK?

Your organization’s attitude to risk will have a hug influence on the development process.  
Setting up a social enterprise entails a degree of risk; as with any business, there is some 
potential for failure.

It is almost inevitable that in the course of starting-up and developing your social 
enterprise, you will need to borrow some of the investment required.  This is sometimes 
referred to as ‘investment readiness’ and may impact upon your decision to proceed 
with establishing a social enterprise.
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Investment finance for social enterprise can take different forms, e.g. grants, patient 
capital , loans, donations.  You will need to decide which is the most appropriate funding 
mix for your organization and in doing so you much look at your organization’s attitude 
towards financial risk and financial management.  By considering your existing funding 
arrangements, you should be able to draw some conclusions about this:

• How are you currently funded?

•  What are the strengths/weaknesses of 
your funding composition?

•  What financial management and 
reporting systems do you have in place? 
How will they need to change to run a 
social enterprise?

•  How have you developed and funded 
new projects in the past?

•  What investment do you require to 
start up a new social enterprise?  What 
sources can you identify?

•  What is your attitude towards loan 
finance?  What is your experience of 
loan finance and repaying loans?

• Do you have the power to borrow?

•  What do you currently do with 
surpluses?

•  What policies do you have in terms of 
investing in business development?

•  What type of relationship do you have 
with your bank?

•  What are the cashflow implications of 
developing your business idea?

•  Will you access any non-commercial 
income to run your enterprise? How?

These questions may seem daunting at first but it is crucial that you think clearly about 
the financial and investment implications of developing a social enterprise.  There are 
additional resources out there to help and support you.  Your bank or a social enterprise 
intermediary may also be able to support you in assessing the investment readiness of 
your organization.

WHAT IF THE BUSINESS FAILS?

For many non profits this will be one of the main barriers to development.  Your 
organization might have a very low risk threshold and, because failure is not an option, 
then anything that might fail is unlikely to be considered.  If your organization has a 
history of grant funding then the transition to running a business will certainly entail a 
much higher degree of risk.  There are many factors that can cause business failure within 
the private sector; and, these are equally as valid in the social enterprise sector: 
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•   Are you clear about the financial risk 
that running a business might entail and 
are you ready for that risk?

•  What is the view of your Board of 
Directors or Management Committee 
towards financial risk?

•  What is the view of your key 
stakeholders towards financial risk?

•  Have you identified potential sources 
of investment funding, such as loans?  
If so, you should be sure at this point 
that your organization will consider loan 
finance as a practical option.

•  What changes might be required to your 
financial reporting systems in order for 
you to run a social enterprise?

The success of your social enterprise will rest on you identifying the most appropriate 
funding or finance package to match your strategic objectives.

One of the key criteria in assessing your investment readiness I that you ensure 
that your organization has in place appropriate financial management systems and 
sufficient operational capability.  

The following is a self-assessment tool produced for organizations considering 
developing a social enterprise by Enterprising Non Profits www.enterprisingnonprofits.ca

• Poor cashflow – might lead to loss of suppliers or inability to pay bills.

• Significant changes in the market – could lead to customers buying from someone else.

•  Loss of key staff – with no succession planning in place your organization might lack 
the key skills necessary to drive the business.

•  Poor financial management – will lead to problems such as unrealistic sales targets 
or higher costs of sales.

In the course of developing your social enterprise, you will obviously aim to reduce these 
risks but they cannon be avoided altogether.  For this reason, you should constantly 
review and reassess how your business is developing.

It is advisable, in risk management terms, to invest a proportion of any surpluses into 
further business development or in accruing reserves.  This will act as a cushion should 
you experience any unexpected drops in commercial income.

Based upon the information you have gathered, you should be able to answer some of the 
following questions.  This should give you a clear idea of the extent of any change required.
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Do	  This	  Agency	  Self-‐Assessment	  
	  
Now	  that	  you	  have	  reviewed	  the	  readiness	  discussion	  we	  have	  provided,	  you	  can	  use	  the	  following	  
assessment	  exercises	  to	  help	  you	  to	  identify	  just	  how	  ready	  your	  organization	  is	  to	  start	  a	  business,	  or	  if	  
you	  require	  further	  organizational	  development.	  It	  will	  help	  you	  identify	  those	  areas	  of	  your	  organization	  
that	  may	  need	  some	  planning,	  work	  before	  you	  start	  you	  start	  your	  enterprise.	  You	  can	  also	  use	  this	  
questionnaire	  to	  identify	  those	  areas	  of	  your	  organization	  that	  can	  help	  you	  build	  your	  business	  acumen	  
as	  you	  develop	  the	  enterprise.	  (if	  you	  are	  accessing	  this	  chapter	  online,	  you	  can	  download	  the	  
questionnaire	  for	  separate	  use	  in	  he	  resource	  library	  at	  www.enterprisinfonprofits.ca).	  
	  

AGENCY	  SELF-‐ASSESSMENT	  QUESTIONNAIRE	  

Basic	  Organization	  readiness	  
Points	  
weak	  to	  
strong	  

	  

Does	  your	  organization….	   1	  	  	  	  	  	  2	  	  	  	  	  3	   Notes	  on	  how	  to	  
improve	  

Have	  its	  vision,	  mission,	  and	  goals	  articulated	  and	  supported	  by	  your	  board	  and	  staff?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Have	  a	  strategic	  plan	  that’s	  current	  and	  up-‐dated	  on	  a	  regular	  basis?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Have	  experience	  in	  planning	  and	  implementing	  internal	  change?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Know	  its	  financial	  situation	  and	  have	  possible	  scenarios	  for	  the	  next	  2-‐3	  years?	  
Have	  financial	  stability’	  e.g.,	  for	  the	  past	  3	  years?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Have	  diversified	  funding?	  	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Have	  clearly	  defined	  lines	  of	  accountability	  and	  is	  results-‐oriented?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Have	  a	  demonstrated	  commitment	  to	  continual	  learning	  and	  innovation,	  and	  
encourage	  staff	  to	  take	  risks?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

Examine	  cost	  effectiveness	  in	  evaluating	  your	  activities?	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  

SUBTOTALS:	   	   	  

	  

Social	  enterprise	  readiness	   Points	  weak	  
to	  strong	  

	  

	   1	  	  	  	  	  	  2	  	  	  	  	  3	   Notes	  on	  how	  to	  
improve	  

Does	  your	  idea	  fit	  with	  your	  organization’s	  competencies,	  assets,	  and	  strengths?	  
	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  
Is	  your	  board,	  management,	  and	  staff	  interested	  in	  the	  concept	  of	  social	  enterprise?	  Do	  
they	  understand	  social	  enterprise?	  Do	  they	  support	  further	  investigation	  of	  social	  
enterprise?	  
	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  
Does	  the	  social	  enterprise	  idea	  fit	  with	  your	  mission?	  Is	  here	  a	  value	  fit?	  
	   1	  	  	  	  	  	  2	  	  	  	  	  3	   	  
Have	  you	  set-‐aside	  staff	  time	  for	  developing	  the	  enterprise?	  Are	  your	  staff	  and	  board	  
willing	  to	  put	  in	  the	  extra	  effort?	   	   	  
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Social	  enterprise	  readiness	   Points	  weak	  to	  
strong	  

	  

	   1	  	  	  	  	  2	  	  	  	  	  3	   Notes	  on	  how	  to	  
improve	  

Do	  you	  have	  outside	  stakeholders	  (client,	  members,	  donors,	  funders)	  and	  do	  
they	  support	  social	  enterprise?	  
	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  

Do	  you	  know	  your	  potential	  allies	  or	  competitors?	  Have	  you	  thought	  about	  
partners	  that	  would	  support	  your	  organization?	  
	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  

SUBTOTAL:	  
	   	   	  

	  
Business	  readiness	   Points	  weak	  to	  

strong	  
	  

	   1	  	  	  	  	  2	  	  	  	  	  3	   Notes	  on	  how	  to	  
improve	  

Do	  you	  have	  business	  experience	  on	  your	  board	  or	  among	  staff?	  Is	  there	  an	  
internal	  champion?	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  
	   	  

Do	  you	  have	  strong	  book-‐keeping/	  accounting	  systems	  that	  can	  track	  your	  
business	  venture?	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  
	   	  

Have	  you	  thought	  about	  how	  you	  can	  raise	  funds	  to	  plan	  and	  launch	  the	  
enterprise?	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  
	   	  

Does	  your	  staff	  have	  the	  necessary	  skills,	  or	  do	  you	  have	  an	  idea	  of	  how	  to	  
build	  these	  skills?	  

1	  	  	  	  	  2	  	  	  	  	  3	  
	  
	   	  

Do	  you	  have	  space	  or	  equipment	  that	  may	  be	  needed?	  
1	  	  	  	  	  2	  	  	  	  	  3	  

	   	  

Do	  you	  have	  some	  capital	  to	  invest	  in	  the	  enterprise	  development?	  
1	  	  	  	  	  2	  	  	  	  	  3	  

	   	  
SUBTOTAL:	   	   	  

TOTAL:	   	   	  
	  
How	  to	  assess	  your	  score:	  
	  

	  
	  
	  

21	  to	  30	  	   Low	  level	  of	  readiness.	  Lots	  of	  work	  to	  do.	  
31	  to	  49	   Medium	  level	  of	  readiness.	  Some	  significant	  issues	  or	  key	  areas	  require	  attention.	  
50	  to	  63	   High	  level	  of	  readiness.	  Ready	  to	  go!	  

Even	  if	  your	  overall	  score	  is	  encouraging,	  take	  a	  look	  to	  see	  if	  there	  are	  some	  individual	  
instances	  of	  only	  one	  point	  (weak)	  on	  a	  particular	  question.	  You	  will	  need	  to	  pay	  some	  
attention	  to	  strengthen	  the	  organization	  in	  that	  respect	  before	  going	  further	  in	  your	  plans.	  
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THE TOP 6 KEYS TO LAUNCHING 
A SUCCESSFUL SOCIAL PURPOSE ENTERPRISE 
(Toronto Enterprise Fund)
 
When launching a social purpose enterprise, it is inevitable that mistakes will be made. While 
we may learn from mistakes, they cost time, precious resources and, if serious, can end the 
business outright. The following critical activities are commonly ignored or neglected by 
social purpose enterprise managers, adversely affecting the business and social goals. 

1.  Make sure it is a good fit with the agency. The tremendous impact that a social 
purpose enterprise can have on the lives of marginalized clients can cloud an 
agency’s judgment as to whether it is the right approach for the agency. Parent 
organizations must carefully examine their own environment as well as the proposed 
enterprise to determine if it is a good fit.

2.  Know your industry. Initial and ongoing industry research is critical when starting 
and running a social purpose enterprise. Being poorly connected to the enterprise’s 
industry can lead to a variety of roadblocks, including discovering too late that job 
opportunities are scarce, that available work is low-paying, that industry changes 
negatively affect your business or that the resource demands of running the 
business are not sustainable by the agency.

3.  Treat your enterprise as a business. Treating an enterprise as a project is the 
most detrimental and common mistake made by non-profits. Many agencies look 
at social purpose enterprises as employment training programs and design them 
from a social service perspective. To run an effective enterprise, the business side 
is mission-critical and cannot be ignored. A primary focus on business operations 
may seem counter to your social goals, but it actually drives the enterprise’s ability 
to deliver on the social mission. Adopting a business mindset is often a significant 
challenge, but one that must be overcome if the enterprise is to thrive.

4.  Hire the right people. Hiring the right people for each position and the right mix 
of people for the whole enterprise is critical. In particular, the choice of enterprise 
manager is an essential one, as this individual will largely drive the entire business. 
 Individuals with strong business knowledge and a social focus are required, and 
may demand financial resources that challenge the parent organization’s capacity 
and culture. 



4242

SECTION II: IS SOCIAL ENTERPRISE RIGHT FOR YOU?

5.  Set realistic expectations. Social purpose enterprises are often expected to 
be a social and financial windfall for the agency. Without realistic, long-range 
planning, agencies overestimate the potential of the business and are unprepared 
for its demands. Launching and running a social purpose enterprise is extremely 
demanding and challenging work. You must juggle business imperatives with social 
needs, work long hours, constantly employ creative thinking, be marketing, sales 
and business savvy and demonstrate sensitivity and flexibility while negotiating 
the ongoing full support of the parent agency. 

6.  Improve financial literacy. Proper financial management is critical to business 
success—it supports funding requests and paints a clear, up-to-date picture of 
the enterprise’s ongoing viability. For many social purpose enterprises, however, 
financial management is a significant challenge. Equipping your business with 
the right financial tracking tools and training enterprise managers in financial 
management can increase chances of success. 
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WHERE DO WE BEGIN6?

Once you have determined that your organization has the motivation, interest and 
capacity to pursue social enterprise, it is time to begin identifying and assessing ideas 
and opportunities for your venture.

There are many approaches to developing a social enterprise and the following is 
an overview of a common process and the key elements of each step. In reality, your 
process may not be so linear as opportunities and challenges will arise that require you 
to improvise or accomplish some tasks before others. Ultimately, your ability to work 
through these unforeseen circumstances will depend on the strength of your vision, and 
how well your vision is communicated to your partners and allies.

I. THE RATHER INFORMAL PREFEASIBILITY ASSESSMENT

START WITH YOUR VISION 

Before you start to commit resources, it is important to reflect on what a social enterprise 
will mean for your mission, and what the relationship will be between your organization 
and the people who purchase your services or products.

• How will social enterprise help you achieve your vision?
• How good a fit is the enterprise idea with your overall social mission?
• Is a social enterprise the best way to achieve your objectives?

This process will help you make a case to internal and external stakeholders and will 
provide benchmarks against which you can track the progress of your business in 
achieving your goals and objectives.  

IDENTIFY THE NEED AND OPPORTUNITY

Articulate the need(s) you are trying to address and the opportunities that may exist for 
you to do so. Ask:

• What is the Social Problem that needs to be addressed and its Root Causes? 
 •  What are the Current Trends (social, political, legal, economic) that affect this 

problem and the barriers that make progress a challenge ?
• What are others doing to address the problem and where are the gaps?  
 •  What opportunities might exist for your organization to address the problem and fill a gap(s)?

  6  Adapted from A Business Planning Guide to Developing a Social Enterprise, Forth Sector and Royal Bank of Scotland 
www.forthsectordevelopment.org.uk/documents/New_BusPlanGuide.pdf
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GENERATE BUSINESS IDEAS

At this point, you may already have a couple of enterprise ideas or a business opportunity 
that seems like a good fit. Or you may be starting out with a blank slate. Either is okay.

Generating ideas starts with a brainstorming process that is focused on coming up with 
as long a list of possibilities as you can. It focuses on the quantity and creativity of ideas 
and at this point it doesn’t really matter if they are viable or not. (Sometimes when you 
put two or three seemingly crazy ideas together they end up being something worth 
pursuing!) Once all the ideas have been generated, they can be evaluated for potential 
so at this point just allow people to be creative and get as many suggestions as possible 
on the table. 

Some questions that may stimulate ideas include:

• What are we already good at? How does our organization create value today?
• What assets (skills, abilities, infrastructure, resources) do we have to build on?
•  Who benefits, or could benefit, from the services we provide or the assets we have? 
• What are our current and potential customers’ biggest needs?
• What is going on in the market and what opportunities does this present for us?
• Who are our competitors and what are they doing?

Here’s how the brainstorming process works:

•  Bring together a group of stakeholders, including your board, staff, and potential 
customers

•  Review the results of your organizational assessment and make sure everyone un-
derstands your mission, goals and the subject of the brainstorming exercise

•  If you’re a large group, break down into smaller groups and encourage people to 
come up with as many ideas as they can.  Let them know there is “no such thing as 
a crazy idea” and encourage them to be creative and innovative

• On a flipchart list all the ideas – don’t evaluate or criticize any ideas at this stage
• Group ideas together that might fit together to form one idea
•  Have the group score the ideas on a scale of High, Medium, or Low in terms of fea-

sibility or interest
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SCREEN IDEAS

As a result of the brainstorming process, you will probably have more business ideas 
than you can realistically analyze in depth. It doesn’t make sense to do studies and write 
business plans on ideas that are in the end likely to be passed over. Focus on the ideas 
that seem to have the most potential.  It is useful to think of success in two dimensions:

•  The strength of the idea: Does this concept have 
market potential and a business model? Will it 
advance your mission either by generating lots of 
revenue or by strengthening your service delivery?

•   The fit with the organization: Can your 
organization implement this idea successfully in 
the current market?

Thinking about these two dimensions, chart each 
enterprise idea using this matrix. Enterprise ideas 
that go in the upper-right quadrant have a high 
potential for success. If the idea ends up in the 
lower-left quadrant, do not pursue it.

Some ideas that hold the most promise will be:

•  Products and services that directly fulfill the mission —  Income can often be 
generated directly from the value created by your core work.  If your mandate is to 
address environmental issues, operating a rideshare program, selling solar panels, or 
providing consulting services to companies looking to decrease their carbon footprint.

•  Existing products or services that serve a new geographic or customer segment: 
What you do can be valuable outside your traditional area or to a new target group.  
Many successful businesses have been created by offering a modified version of a 
social service to a full-fee client (i.e. counseling, training, furniture repair).

•  New products/services that leverage staff resources: What skills do your staff have 
that could create something new?  If you have staff that are top notch trainers, 
perhaps offering corporate training.  If you already run a cafeteria for the people 
who take your programs, can you expand that into a catering service for others?

•  New products/services leveraging client relationships: Your clients have value as a 
customer group; what else might they need?  If you are already providing meal 
preparation services to people with disabilities can you add general housekeeping 
or yard maintenance?

fit with organization
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idea will be relatively 
difficult to implement
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•  New product leveraging property or assets: You may have excess capacity or 
infrastructure that can be leveraged, i.e space that can be rented to others, excess 
products from your community garden, or perhaps you’ve developed intellectual 
property or tools that others are willing to pay for.

Some ideas that you be careful of:

•  Innovation:  While a truly innovative product (or business model) has the 
potential to change the market, it is usually grounded in the development of new 
technologies or a scientific discovery and completely new products or services are 
in fact rare.  Often, the absence of competitors would suggest an absence of a 
market.

•  Unrelated Business:  Venturing into a business that is not directly relative to your 
oragnization or something you have no experience in whatsoever can significantly 
increase the risk associated with your idea.  You should probably stay away from 
these ideas unless there is a very good reason.  

Even if you have narrowed down to a couple ideas that seem top notch, you can still 
benefit from putting them through a some key screens to test their feasibility.  

THE MARKET

Do a preliminary assessment of whether or not there is a market for your idea. You may 
be able to identify a need but it will only be a feasible enterprise if someone is willing 
to pay you for your product or service.   Ask yourself:

• Who are our customers?
• Why will they buy from us rather than our competitors? 
• How much will they be prepared to pay?

Do some basic research to ensure that any assumptions you have made are sound.  
This will help you to focus on your target customer and be more specific about the 
type of product or service that you might offer.

PRICING AND PROFITABILITY

You will also need to check whether your business idea is financially viable by doing 
some preliminary work in figuring out what price you will charge for the goods or 
services you plan to sell and whether it is profitable enough to proceed.  
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The following is an example of how you would go about working out the break-even 
point for a sandwich business.  We’ve started by calculating the fixed costs – the things 
that have to be paid for whether or not it sells anything. In this particular example, the 
fixed costs are $82,200 per year.

ANNUAL $
Rent and rates 7,500
Heating and lighting 800
Salaries and wages 66,000
Advertising 4,500
Stationery 600
Interest on bank loan for equipment 1,800
Other expenses such as legal and accounting fees 1,000
Total 82,200

After some basic market research (i.e. checking the prices our competitors charge) we 
determined that our potential customers would be willing to pay around $1.50 for a 
sandwich. We’ve estimated that it should cost around 50 cents to make each sandwich.  
After deducting the cost of making the sandwich from the sales price of  $1.50, the gross 
profit was determined to be $1.00 per sandwich.  

We then calculated how many sandwiches would need to be made to cover the fixed costs 
in the table above (the break even point).  We determined that the business would have to 
sell 82,200 sandwiches per year or 329 day (based on 250 days it will be open). 

Having looked at the competition, we identified that the peak period for sandwich sales 
was lunchtime between 12 midday and 2pm. We were then able to estimate that we 
would have to sell 165 per hour (nearly 3 sandwiches per minute) to break even.  This 
seems unrealistic.

However there may be some additional considerations for social enterprises that need 
to be looked at.  For example, if it has a grant from the government of $60,000 per year 
to train the people working in the sandwich shop, the breakeven point would be much 
lower – 91 sandwiches per day – a more attainable goal.  And if the shop was housed 
in a building where a couple hundred people worked who supported the mission of the 
organization this would further increase the viability of the business.  

Once you’ve done some basic research into your idea and initially determined there is 
potential, the next step is to do a more comprehensive investigation into its feasibility.
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II. THE MORE FORMAL FEASIBILITY STUDY 

In the pre-feasibility step, your objective was to eliminate the ideas that were either 
not a strong fit for your organization or did not provide a significant business or social 
impact. The feasibility study is an opportunity to refine and explain the concept, and to 
test market reaction. Generally speaking you will want to: 

• consult potential customers and funders
• evaluate competitors
• do some preliminary market research
• make some basic financial projections

Upon completion, you should be able to make an informed decision about whether or not 
your organization should develop a social enterprise based upon the idea in question. 

Although the feasibility study may seem a lengthy, complicated process, it will be time 
well spent if you are able to allocate your resources more effectively and anticipate any 
risks prior to start up.  You can also use this information in your business plan so consider 
it an investment. You may want to apply for funding to do this work if you don’t have 
someone in your organization who can do it.

You can choose to do a feasibility study on one idea (usually the idea that scored the 
highest on the assessment scorecard), or you can decide to do a feasibility study on two 
or more ideas. That depends on your resources. It would be reasonable to spend the 
equivalent of three to six full-time person days preparing a single feasibility study.

SOURCES OF INFORMATION

You will need to use a range of information sources to find the answers to the questions 
in your feasibility study. Potential sources include:

•  Interviews with potential customers, social enterprise operators, suppliers, existing 
staff and clients, industry associations, or funders.

•  Visiting similar enterprises to understand how the business works, key success factors, 
potential pitfalls, staffing requirements, and cost drivers.

• Industry magazines, reports, and business directories.
• Internet research to determine competitive businesses, pricing, and value propositions.
•  Site visits. Consider whether the business will be located at your current site or if 

another location is required. If your business is retail- oriented, take a look around 
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your neighborhood. This will give you a sense of the potential customers and their 
buying patters. Which competitors are nearby? What are they doing right or wrong?

•  If you already have a relationship with the target market, the records of complaints, 
service requests, or anecdotal feedback from employees who deal with customers 
most frequently may be a goldmine of information.

• An accountant, lawyer, financial institution representative, or business consultant.
• Small business advisory centres

Feasibility
Report

Refine Business
Concept

Market Opportunity

How do you approach the feasibility analysis?
This analysis is focused on understanding whether the organization could make the 
business work and if they should launch the business..

Operational
Feasibility

Financial Implications

Organizational
Capabilities

Feasibility
Report

A.  THE MARKET OPPORTUNITY

It is important to find out as much information as you can about the marketplace in which 
you will operate. Focus on finding evidence to support your reasons for why and how 
your potential customers will buy products and services from you.

You must try to read your potential customers’ behaviour as far as possible. The jargon 
around ‘making sense of the market’ can be quite intimidating but essentially the main 
elements you will have to consider are:
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•  Demographics – basic information about the characteristics of your potential 
customers (e.g. age, gender, location, profession, income bracket, etc.);

•  Psychographics – information about attitudes and lifestyles which will affect their 
buying behavior.

Try to find out more about the buying behavior of your potential customer group. 
Business advisers from specialist social enterprise support organizations will be able to 
help you to find sources of market information.   You can also get secondary research 
and reports online or from information from business development organizations like 
the Canada Business Network http://www.canadabusiness.ca/eng/. These will usually 
provide an overview of a particular market however must be used with caution as they 
rarely relate to your specific circumstances.

Market Market Niche

What is the market landscape? Will a business in this niche
enable you to meet your social

and finacial goals?• What do customers need? 
 Would your organization have 
 the expertise needed to 
 provide them with those 
 specific products/services?

• Is it a highly competitive 
 market?

• How difficult would it be for 
 you to enter the market?

• Is the market growing enough?  

Size of Opportunity

• Is there a specific niche that
 your organization could fill 
 that no one else is filling?

• Could you organization meet 
 customers’ needs in this niche?

• Could you provide the product/
 service better than your competitors?

• How will you differentiate yourself? 

• Is the market big enough?
  (# Products, annual $ value)

• Can you employ the goal 
 number of employees 
 through this market niche? 

Annual # of entry level
jobs in niche

Projected $ value of 
annnual sales in 

this niche

Where are the best opportunities
for your organization in this

industry?

Is the opportunity large enough to meet your social and financial goals?

Promotional mix
Your marketing strategy will involve thinking about how you will promote and advertise your 
business, product/service. The most appropriate promotional mix is dictated by the nature of 
the business and the target market(s). For example, if you will be operating a retail business, 
you will have to budget for regular advertising to attract prospective customers.
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‘Above the line’ advertising (where you pay for space in printed or broadcast media) 
can be expensive so it is important to be as realistic as possible regarding the project-
ed costs of promotion and the resources required. Take note of how other businesses 
promote themselves and consider the most cost effective means of reaching your tar-
get market(s).

Competitors
You may feel you have an original business concept. However, it is likely that you will 
have a number of competitors. You should find out who they are and as much as possi-
ble about their operations. The key questions you need to answer are:

• Why are people buying goods and services  from your potential competitors?
• What are your competitors strengths and weaknesses?

Word of mouth is the best form of advertising. Money cannot 
buy you good word of mouth, good service does. Remember that 
research shows that on average a satisfied customer tells 3 people – a 
dissatisfied customer tells 11 people!

Your	  social	  enterprise	  
	  

Competitors	  

Who	  are	  your	  customers?	   What	  do	  your	  competitors	  do/not	  do	  for	  
these	  customers?	  

What	  is	  your	  market	  potential?	  
	  

How	  would	  the	  competition	  react?	  

Are	  there	  any	  restrictions	  impeding	  
your	  reach	  with	  respect	  to	  the	  
customer?	  
	  

Is	  there	  a	  particular	  area	  of	  the	  market	  
not	  being	  met?	  Can	  you	  identify	  a	  gap	  in	  
provision?	  

Are	  there	  any	  restrictions	  on	  
distributing	  to	  your	  customers?	  
	  

How	  have	  your	  competitors	  overcomes	  
these	  restrictions?	  

What	  are	  the	  future	  prospects	  for	  
your	  business?	  
	  

What	  is	  the	  extent	  of	  your	  competitor’s	  
reach?	  

	   Where	  are	  your	  competitors	  going?	  
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B.  OPERATIONAL FEASIBILITY

Operational feasibility is a measure of how well your organization is set to carry out the 
work that needs to be done to provide the product/service.  It forces you to think about 
how the kind of enterprise you’re proposing to undertake actually operates and what 
skills, abilities, space, equipment, training, suppliers, etc are needed.  It also looks at 
what changes need to occur within your organization and whether you have the resources 
and commitment to make those changes. In short, it answers the question of “Can you 
make this work?” 

• What are the operational keys to 
 success in this industry?

• What are the operational pitfalls 
 that a business could face? Does 
 the expertise exist to avoid 
 those pitfalls?

• How do businesses in this 
 industry grow? (Is additional 
 labor needed as the business 
 grows?) How easy is it? 

• How easy is it to find strong 
 supervision in this industry?

• Does your organization have the 
 capabilities needed to operate this 
 business? Will you be able to train 
 your employees to have the skills 
 they need?

• How will the business operations 
 need to be modified to fit your social 
 criteria? Is this possible? Will your 
 business still be able to be profitable?

Does your organization have
the technical expertise to
operate this business?

Will this business provide
enough of the right type 
of jobs?

How easy is it for your
employees to be able to gain
the right skills to be
successful at this job?

How do businesses in this
industry work?

What are the current capabilities of
your organization?

How will your business goals affect the
business operations

Operational FeasibilityCurrent Capabilities

Organization’s ability to 
operate business

Appropriateness of entry
level jobs

Annual # of entry level jobs

Capabilities Needed

To assess your operational feasibility:

• Determine how long it will take to produce or procure the product.
•  Identify and describe the suppliers you will use. How much will they charge and how 

will you pay?
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•  Describe the sales process i.e. from purchase of inputs into making the product or 
service to selling to the customer and paying suppliers. How you would actually 
make this happen?

• Explain what would have to change to facilitate success.
• Assess whether you will need a new facility.
•  Assess what additional management/staff are required. What will be the cost? Do 

they require training?
• Describe how you would inform your market of your presence.
• Explain your plans for distributing your product or service.
• Describe your external partners.
• Assess the product testing that will be required.
•  Ascertain the legal requirements necessary to operate a business like yours (e.g. 

licences, permits, certifications, etc)
•  Describe your major next steps to move the enterprise forward. What are the gener-

al milestones? When will these occur?
• Determine what could go wrong.
• Assess the impact if it did go wrong.
• Describe what you can do to prevent it.
• Analyze at what points you could cut your losses if things don’t go as planned.

C.  FINANCIAL FEASIBILITY

One of the most important steps you will take is assessing the financial feasibility of your 
social enterprise idea. If you cannot generate enough revenue to make a profit there is 
little sense in pursuing the enterprise.  Even if your primary goal is to meet a social need, 
at the very minimum you must be able to break even. 

• What are the major one-time costs 
 and ongoing costs? What additional social
 costs will there be?

• What are the fixed costs of operating 
 the business?
• What is the margin*per unit sold?

Cost Benefit
Assessment

Break Even Feasibility

Start Up
Costs

Break Even
Assessment

How much will it cost to set up this business?

How many units will you need to sell 
to cover the fixed costs?

Does the potential social
impact of jobs provided justify
the upfront investment?

Could your business ever sell
the break even number of
units? How long will it take?

$
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To assess the financial feasibility of your idea you will need to:
• Estimate the dollar value of your sales in the first three years.
•  Determine your possible start-up costs, including: technology, staff, materials, 

equipment, marketing, and planning.
• Calculate what your operating costs will be.
• Determine the approximate price you will charge and how you will determine this.
• Estimate the potential net profit on a sale.
• Assess anticipated cash flow issues, including seasonal demand or high initial costs.
• Calculate the amount of working capital required.
• Assess what your sales assumptions are in the first few years. Actual sales? Growth?
• Evaluate how long it will be until the enterprise breaks even.
•  Determine the key drivers of profitability. Can the enterprise operate at this level? 

What are the risks?
•  Identify and describe potential sources of financial and human support for the dif-

ferent stages of the enterprise’s development?

D.  ORGANIZATIONAL CAPABILITIES AND SOCIAL GOALS

Although you may have attained a strong focus upon your potential market and ascer-
tained the level of risk associated with developing the business, you will still need to 
think about whether this meets your social aims and be clear about the social impact 
that you want to have.  This will be a key aspect in setting your business apart from 
mainstream businesses – essentially, defining you as a social enterprise.  Ask yourself:
• Will the enterprise further your mission?
• Do you have the required skills, staff, resources (or access to them)?
• What organizational structure would be best to move your enterprise forward?
• Who will manage your enterprise? Do they have the  required time/skills?
• Who are your partners and are they supportive?
• Do you have the full support of the Board?

For many social enterprises, a goal may be to provide employment to disadvantaged 
populations. While this is an excellent goal, it also brings some special challenges. To 
assess whether your enterprise has the capacity and resources to successfully manage 
this, consider the following: 
• Do the target population have the skills to do the jobs?
• Will the jobs will meet their needs and help them build sustainable livelihoods?
• Will the jobs result in a permanent connection to the labor market?
• Can the enterprise accommodate the barriers faced by the target population?
• What skills will they need to learn on the job and how will this be achieved?
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DECIDING WHETHER TO MOVE FORWARD

Having prepared your feasibility study, you should be able to make the important decision 
whether or not to move forward on the idea. While you and others may be very excited 
about your idea’s potential, you should prepare yourself for being able to walk away. 
Keep in mind that:
•  Pursuing this idea will still require a tremendous additional investment of staff and 

financial resources as you’re at a very early stage in the process.
•  Moving forward with this business idea will require involving a broader constituency. 

You will need to build a business reputation with existing and new clients and with 
funders and possible investors.

•  Making the idea a reality will require convincing many other individuals and groups. 
And that requires that you stay true to your mission and build a credible business case 
at the same time.

•  If your staff and board decide to continue to develop the business idea, think about 
at what points in the future you can back out of the process. This is necessary (and 
healthy) because as you move forward with your business plan, you may uncover 
some unexpected information that makes it important for you not to move forward. 
For example, the cost of materials may skyrocket, or a well-financed competitor may 
start to provide the same product or service at a lower cost. In addition, public policy 
can make or break a social enterprise. If legislation or funding programs change, your 
business may become unprofitable, even before you start.

As you plan the implementation phases of your business, the go/no-go decision points 
will become clear. For example, if you require a large amount of capital, your planning 
group may develop a limited time frame in which to raise that capital. After that time 
period, your group may assess your progress and decide whether or not your time will be 
wasted by  Other points at which to consider a “go/no go” decision could be:
• before design of the facility begins;
• before construction begins;
• before a supplier or partners are confirmed;
• before stock or equipment is purchased; or
• before staff are hired.

Alternatively, you may be able to pilot your business by producing small batches of a 
product or providing services on a time-limited basis. You will want to evaluate these 
pilots closely to ensure that it is beneficial (or even profitable) to continue.
It is a difficult decision to walk away from a business idea that seemed strong. However, 
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doing so will ultimately allow you to apply your time and energy in another direction that 
will benefit from the work you put into your first idea and from the lessons you learned. 
You have to be prepared to drop your first idea and consider another.

If you and your organization’s decision makers decide to move forward with the business 
idea, create a summary of your feasibility study. This will enable you to have early 
conversations with potential clients, markets, and investors. This document, called an 
executive summary business case, is described in the next section. It will help you test 
the waters at the same time as it serves as the starting point for a full business plan. 

III. THE VERY FORMAL BUSINESS PLAN

Business planning, both the process and the resulting document, can provide incredibly 
powerful and positive tools for a new enterprise. A business plan is not just a forecast about 
one program, function, or resource. It is, rather, a framework that blends expectations 
about multiple factors and articulates them in a format that convincingly presents future 
opportunities for the venture.

There are many reasons for completing a business plan, including the following:
Identifying risks. Through your narrative, assumptions, and financial forecasts, you can 
determine and document the potential impact of various risks.

•  Measuring outcomes: Because it specifies and seeks to measure the outcomes, it will 
not only help you to assess your business impact, but it will also fit the current trend 
among non-profits and their funders towards outcome-based rather than need-based 
approaches to funding.

•  Showcasing your management team. Business planning (both the process and the 
document) demonstrates social entrepreneurs’ ability to achieve their missions.

•  Building alliances. The documentation of alliances are what social investors are 
increasingly looking for, as evidence of the kind of collaboration that will ensure 
optimum use of their investments.

•  Verifying your thinking and the venture feasibility. The business planning model 
ensures that you have carefully checked out such things as market viability and 
financial stability.

•   Providing an operational framework. A good business plan will provide a roadmap that guides 
implementation of the enterprise. This can be an invaluable tool for day-to-day operations 
and for ongoing strategic planning, performance evaluation, marketing/ communications, 
financial management, and managing human resources as the enterprise develops.
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•  Attracting financing, investors and stakeholders. Whether your potential stakeholders 
will be lenders, equity buyers, grantors, or key partners, they are increasingly looking 
for evidence of careful planning to use the resources sought by the social entrepreneur.

The good news is that your business plan does not have to be an epic treatise. While it is 
true that sometimes the business planning documents of major corporations may run into 
the hundreds of pages, that scale is not needed for a social enterprise. Indeed, it is much 
more effective to write your business plan in a succinct and practical format and style. 

A business plan is a like a road map. Ask yourself whether your plan has somehow become 
a utopian road map that ignores the detours, toll booths, and traffic jams that any social 
entrepreneur must face.  Your plan should inspire you and your stakeholders, but it must 
also represent the realities that you and your management team will have to work within.

The plan tells stakeholders where you are going with your enterprise and how you plan 
to get there. With a solid business plan in hand, you and your management team will 
be able to regularly refer to it to ensure the venture is not going off course and that it 
accurately reflects market conditions, operations, and assumptions. At the same time, 
those conditions will change over time, so a plan is never a final document. It demands 
periodic re-thinking. The best business plans quickly become dog-eared and flagged with 
Post-It notes. Beware of the plan that sits immaculately on your top shelf accumulating 
dust! But there is a side
benefit from this need to continually revisit and refine a plan: this process sharpens 
critical thinking, analytical evaluation, and decision-making skills.

What to Consider Before You Start
There are four major questions for any organization to consider before starting a business 
planning process:

1.  Do you have an idea of where you want to go? A business planning process provides 
a rigorous framework for developing the best possible approach for achieving your 
goals. It works best when you already have a general idea of what you are doing 
and what you would like to accomplish. When this is the case, the business planning 
process can help bring your organization’s future direction into focus.

2.  Are you ready for the demands of business planning? Business planning inevitably 
provokes hard questions and requires tough choices, and it is important to prepare 
yourself for the demands of the process. Along the way, you may uncover the need to 
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better allocate resources by cutting one program or expanding another. A business 
plan can also reshuffle organizational responsibilities and roles, or call for major 
internal cultural change. To reap the benefits of business planning, your organization 
— including staff and board members — must be open to making difficult decisions 
and responding to whatever you discover during the process. Additionally, and 
perhaps most importantly, your organization must be willing to carry out what will 
inevitably be an ambitious course of action aimed at growth, and a higher level of 
accountability than you may be accustomed to, once the plan is complete.

3.  Can key staff members make the time commitment? Business planning also requires 
a considerable time commitment from an organization’s leadership. You will need to 
consider who will be involved and whether these potential members of your business 
planning team can commit sufficient time.

4.  Will you plan on your own or with external support? Finally, you will need to decide 
whether to develop your business plan independently or to bring in outside support. 
If you choose to run the process on your own, it is important to designate a member 
of your leadership team to lead the process, along with a lead writer and a facilitator. 
This option is obviously the least expensive in terms of financial commitment, but 
also requires the greatest internal staff and board commitment. For organizations 
considering hiring external support, there are three basic types available:

•  University Support. Some organizations choose to engage an M.B.A. student or team 
for guidance in developing a business plan or portions of it. The advantage of this, of 
course, is that such engagements are inexpensive or free. Given their tight schedules 
and limited experience with business planning, M.B.A. students tend to be most 
helpful when you can give them a well- defined assignment. A portion of the business 
plan, such as the development of the research-intensive “Need and Opportunity” is 
an ideal project.

•  Project Management. It is also possible to hire a facilitator or project manager with 
business planning experience. The project manager will create a work plan, offer 
expertise, and help your business planning team stay on track — in addition to 
facilitating some working sessions. The bulk of the researching, analyzing, and writing 
will be conducted by your team.

•  Full Consulting Engagement. In a full consulting engagement, an independent 
consultant or consulting firm directs the business planning process, carrying out the 
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bulk of the research and writing of the business plan, while leading the organization 
through the decision making that the business planning process entails. Designated 
staff members from the organization will work closely with the consultant(s) to 
collect information on the organization and its field, create and review the necessary 
documents, and make key strategic decisions about the future of the organization. 
With such an engagement, you are paying for the time saved by your team, in addition 
to a consultant’s or firm’s methodology, knowledge, skills, experience, and impartial 
external viewpoint — which is often essential to making good choices when tough 
questions arise. A consultant will also bring experience with facilitation, financial 
analysis, planning and implementation, and writing and constructing a document for 
an investor audience. Finally, the consultant may also have relationships with potential 
social impact investors that could prove useful to your organization.

When to Hire External Support
In recent years, a number of foundations have begun to provide support for hiring 
consultants to conduct a business planning engagement. Since a primary goal of business 
planning is to secure the resources necessary to implement the final plan, identifying a 
social impact investor to help fund the process is an excellent first step. Such investors 
are often willing to make larger investments when they have seen a completed plan. 
In addition, it is worth keeping in mind that the planning process will benefit from the 
external, objective point of view that a consultant can provide. This often also lends 
greater credibility to the resulting business plan.

Deciding on whether to do internal planning or hire outside support should be based 
primarily on your organization’s access to resources for business planning. Consider who 
in your network may be interested in supporting some or all of a business planning 
process. Reach out to other organizations that have gone through the process and learn 
from them how they were able to acquire support.

Briefing a consultant
If you do elect to hire a consultant to assist with any aspect of the process then remember 
that consultants are not mind readers. Unless they know exactly what it is that you want 
them to do, they may produce a report which will not help you to make the right decisions; 
or worse, unwittingly present a misleading picture in terms of the feasibility of your 
enterprise. Try to present the consultant with a brief that describes precisely the work 
that they are to carry out and exactly how this will help your decision making process.
Before engaging a consultant, you should ask yourself the following key questions:
•  Do you understand what it is you are asking the consultant to do? Or are you simply 

employing a consultant because you do not understand what it is you need to do?
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•  Are you employing a consultant because you do not have the time to do the work 
yourself? If you do not have the time or resources to do this work, how are you going 
to run a new social enterprise?

•  Are you sure you’re asking the right person for advice? Ask around so that you can 
identify a consultant that has a proven track record and specific expertise in the field, 
e.g. a specialist social enterprise consultant rather than a general business advisor.

A good consultant will take time to get to know your organization. However, there is no 
point in the consultant feeding back information that you already have in-house. Be clear 
about where they will add value.

Are you prepared to hear the hard truth? A consultant will be objective and honest with 
you and may not tell you what you want to hear.

If you put work out to tender, focus on the experience the consultant has in this area not 
on how they will approach the work. It is unlikely that you would ask a mechanic how they 
were going to fix your car.

You should be clear about what you are asking them to do (and not do). Whether it is a 
specific piece of research or some specialist advice, be clear at the outset what you will 
expect to get out of the process. Write down your brief so that both parties can be clear 
about what the work entails. You will also find that you get a more accurate estimate of 
costs if everything is built into the original brief.

Only use consultants where their input will help you to make key decisions. Focus on building 
your own capacity to run the business. Using consultants may help you to move through this 
stage more quickly, but in the long run it may not achieve any real culture change.

If you do use consultants, try to have them work with you and your staff so that you 
can increase your understanding of the business development process. This will help to 
build the capacity of your organization for the future.

Select a Business Plan Working Group
A business plan working group — the team of people who carry out the business planning 
process — has three main purposes: 
• to discuss and make decisions to support the development of the business plan, 
• to provide feedback on drafts of the sections of the business plan, and 
• to decide when sections and the complete plan are ready to be shared with other 
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stakeholders, in order to aid in winning buy-in of the business plan at each step.
With this in mind, consider who will need to be in the room to ensure that the plan gets 
the right mix of perspectives, and the greatest possibility for approval. In most cases, the 
key players will be easy to identify, and they typically include your organization’s leader, 
management-team members, and the board chair if you have one. Ordinarily, five to 
seven people is a good target size. With new or very small organizations, however, the 
working group could consist of as few as one or two people.

No matter how big or small your working group, it is important to define a decision-
making process at the outset. The group should commit to consensus-based decision 
making, and to keeping decisions final once they are made.

Create a Work Plan and Timelines
The work plan serves as the working group’s to-do list and timeline for the entire process. 
A good work plan sets meetings as far out as possible, and establishes deadlines for 
checking in on progress, drafts, feedback, and approval. If you will need board approval, 
you should also select the board meeting at which you will approve the final business 
plan. Your work plan will most likely change as you enter further into the business planning 
process. However, it is important to have it in place — in order to provide focus from the 
outset, and so that scheduling meetings does not delay progress along the way. 

Conduct a Gap Analysis
In order to build on existing information and avoid duplicating work that you have 
done as part of your feasibility study, write up a gap analysis. A gap analysis consists 
of identifying the work that has already been done for each section of the business 
plan and listing the key areas that require additional work. Begin by gathering all the 
relevant information for each section of the business plan. This includes your most up-
to-date financials, which will allow you to enter the business planning process with a 
clear sense of your financial situation. You may also have organizational and program 
performance indicators, background information on your field, or research on the work of 
your peer organizations. All of this information will help you prepare for the discussions 
you will hold in future steps of the business planning process, and ensure that all of your 
organization’s planning documents are in sync.
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KEY COMPONENTS OF A BUSINESS PLAN

A well-constructed business plan should tell a clear and compelling story about your 
organization’s target social problem, the unique approach that you will take to address 
it, and the impact that such an approach will have. Its length will be determined by 
the amount of space needed to tell that story accurately and convincingly: some plans 
can be as short as 20 pages while many are about 50 pages. It should be considered 
a living document, parts of which you will revisit based on your experience during the 
implementation process.

You should consider the following questions before you start to draft the business plan:
• Who are you writing the business plan for?
•  Would you fund or support your social enterprise based on the information you have 

provided?

According to the London Business School, there are 10 questions every social enterprise 
business plan should answer:

1. Where is your venture now?
2. What is your product or service?
3. What is your market?
4. How will you reach your market?
5. Against whom will you be competing?
6. How will the product be produced or the service offered?
7. Who are the people involved?
8. What are your financial projections and how much money do you need?
9. What are the risks?
10. What is the social return on investment and how will it be measured?

No matter what framework you may choose for answering these questions, it will be 
bound to cover seven key components or sections. Taken together, these components 
will allow you to develop a practical roadmap for executing your enterprise idea:

I.   Executive Summary
II. Market Opportunity
III. Business Model
IV. Operations
V. Management
VI. Financial Statements
VII. Social Impact
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PART I: EXECUTIVE SUMMARY
 
The purpose of the executive summary business case is to quickly generate interest 
in your idea. It’s an introduction and doesn’t need to be comprehensive, but it must 
be compelling. Your goal is to help your reader grasp the unique value of what you 
are trying to do. A good business case shows how you are different and why you will 
succeed. This is your opportunity to make a good first impression.

You can use the business plan to sell the concept for your social enterprise to potential 
investors. These might include a board whose members could invest time and energy, 
or the venture philanthropists and financial institutions who could invest money to help 
you to develop a business plan or conduct a pilot study. It is also a useful test of business 
feasibility. (If you can’t make a compelling case for the idea in this format, it may not be 
such a strong idea after all).

In two to three pages, briefly present your business case. Include the following:

• The business idea and the customer need you are addressing
• The market opportunity
• Your competitive advantage and market positioning
• Management team highlights
• Expected social impact
• Goals, timelines, and benchmarks
•  Summary of financials including start-up requirements, revenue growth projections, 

and anticipated break-even point.

Remember that the executive summary is the first, and could possibly be the only part 
of your plan that a potential investor, lender, or funder may read. You must make a 
compelling and concise case for your enterprise.

PART II: MARKET OPPORTUNITY

In this section, you will convince the reader that there is both a need and a demand 
for your product or service. You will explain in detail the rationale for the venture by 
describing the opportunity that exists, why it is needed and by whom. Any market 
research that your organization has conducted to determine your venture’s feasibility.

Specifically, the key items you want to convey are the industry context, market description, customer 
segments, and competition. Think about the following issues to help you get started with this section:
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Industry context
Starting any enterprises requires a basic understand of how the industry works. This 
understanding will help you strategize your launch more effectively and manage risks as 
your enterprise is implemented. Some considerations for your market positioning include:

•  Technological changes (e.g., increasing online sales), regulatory environment, labour 
market (e.g., labour supply and demand), economic influences (e.g., seasonality, 
unions), geographic and environmental events and trends that could affect your 
industry.Is the industry growing or declining?

•  Supplier dependence and power. (Who are the suppliers? How many are there? Could 
you switch suppliers easily?).

•  Buyer power (e.g., only a few and big customers, customer awareness of competitive 
alternatives, their costs for switching to another producer/servicer, customers can 
provide the service themselves, competition is primarily on a cost basis, some 
competitors are selling below costs or do not seek a profit).

•  Barriers to entry (e.g., high investment for start-up costs, substantial expertise 
required, restrictive regulations, changing technology, market saturation, customer 
resistance to trying new suppliers)

•  Substitutes (many similar products exist, lower priced alternatives exist).Competitive 
rivalry (e.g., rivalry is increased when industry growth is slow, products are poorly 
differentiated, and many diverse competitors exist).

Market description and customers
Once you understand the external environment and industry dynamics that will influence 
your enterprise, you can turn your attention to the specific group of customers (the 
market) your enterprise will target.

Although “everyone” may be able to benefit from your product, very few social enterprises 
have the brand awareness or resources to effectively mass market their enterprise. 
Instead, target marketing to a sub-set of customers is what will help your enterprise 
achieve maximum results as you build your business.

By targeting your market you can easily drill down to the features and benefits of your 
products that are most important to your target market. Once you know your target, it is 
easier to communicate with it, determine where and how you can most effectively market 
your services, and form partnerships with other businesses that offer complimentary 
services. In addition, adding further target markets becomes easier once you have 
your marketing strategy in place for the first one. Some considerations for your market 
segment positioning include:
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•  What is the size of the market?
• Is it a mature or immature market? Is there growth potential?
• What is your expected share of your part of the market?
•  What are the trends in your market (e.g., growing or declining, new customers, new 

products, more frequent purchases, price changes)?
• Will the target market require support to access or use your product?
•  How much time and energy will you devote to this, and what is the likelihood of 

generating customer loyalty as a result?
•  Where are the opportunities within your market, and what parts would you focus on? 

What regions?
• How would your location affect your ability to take advantage of the market?
•  What are the relevant customer demographics (e.g; age, gender, socio-economic 

level, employment status)?
•  What are the relevant personality traits of your typical customer (e.g., values, risk 

profile, importance of status, interests, and level of buying sophistication)?
•  What are the relevant behaviours of your customers (e.g., who makes the purchasing 

decision, how often do they purchase, when and why do customers use the product, 
do customers care about brand)?

•  What most motivates customers to purchase the product (e.g., price, convenience, 
quality, brand, product features, customer experience, credit terms, return policy, 
recommendations)?

• How do customers typically hear about products similar to your offerings?

Competition
Every enterprise faces competition. This can be direct competition from a company 
offering a product very similar to yours (e.g., other caterers)  or indirect competition from 
a company that provides a different service that meets the same need (e.g., restaurants).  
An ongoing understanding of the competition in a market can be useful for identifying 
market niches, developing pricing strategies, and marketing products.

The purpose of conducting a competitive analysis is to figure out how the products and 
services of your enterprise will be differentiated from the competition, to identify gaps 
in the market that your enterprise may fill, and to provide a reasonable explanation for 
how your enterprise will have a competitive advantage in the market place.

Some considerations for how you intend to manage competition (that is, your market 
positioning) include:
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•  Who are your main competitors (direct and indirect)? What are their strengths and 
weaknesses (e.g., product quality, service, customer satisfaction, brand awareness, 
market share, location, strong management)?

• Who are the target customers for your competition?
• How would your price, quality, and service issues compare to others’?
• Who might become your competitors in the near future?
• What are the barriers to entry for new competitors? Will these change over time?

Market Position Summary
A summary of the market analysis will demonstrate your understanding of the industry 
and describe your enterprise’s relationship to the market. The summary highlights the 
demand for the product and critical  success factors for operating in the industry. Given 
the realistic market conditions, a market positioning statement articulates the niche in 
which your enterprise will most likely be successful.

Market Research
An organization intending to introduce a new product needs to establish both that there 
is a demand for the product and that conditions exist for it to be successfully provided. 
Market research provides the necessary information. As you proceed with the research 
for the market analysis, you may discover that the market is in decline or other adverse 
conditions are present. This does not mean that you need to cancel your enterprise plans, 
but it does provide a valuable reality check. In your business planning remain flexible 
and responsive to market conditions. Marketing is about serving the customer, placing 
them first, and recognizing that customers have many products and providers from which 
to choose. So the more closely aligned you are with realities of market conditions, the 
greater your chances for success.

The purpose of the market research is to provide you with the basic information about 
your potential market to enable you to make informed decisions. Market research is not 
a one-off exercise undertaken before entering a market. You should undertake further 
market research not only when expanding into new marketing but also periodically while 
operating the enterprise.

You can use a variety of sources to gather data. Good market analysis involves a combination 
of desk and field research.  Desk research is the analysis of published materials. This is 
often the starting point of any research because it is quick and inexpensive. The limitation 
of desk research is that it is often dated and not comprehensive. Sources include:
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•  Statistics Canada: The standard classification system is the North American Industry 
Classification System (NAICS). Statistics Canada features the NAICS web page, and 
you can access surveys and research related to many of the sub-categories at: www.
statcan.ca/ english/Subjects/Standard/naics/2002/naics02-menu.htm

•  Industry Canada: Industry Canada’s website is a comprehensive source of Canadian 
market and business information including trade data, SME benchmarking and small 
business profiles, business information by sector, economic analysis, and statistics. 
www.ic.gc.ca

•  Provincial Stats: The province publishes demographic information such as census 
data, population estimates, population forecasts, immigration and migration reports, 
neighbourhood income and demographics. 

•  Public Library: Libraries have a number of on-line and print resources including 
periodical databases, association listings , and company information databases 

• Business directories 
•  Trade Associations: a good source of market research from experts in their field, 

including information on industry trends and lists of organizations that operate in the 
industry.

Field research is the collection of new or additional data. This type of research will be 
more current and tailored to the unique needs of your enterprise. Sources include:

•  Surveys: the most common method, but not always the most effective. People often 
see surveys as a waste of time and potentially intrusive. Postal questionnaires have a 
response rate of 1-5%. Surveys work best when they are conducted in person or over 
the phone with people who have been briefed on, and are receptive to, the initiative.

•  Interviews: if you have reached this point and not talked to your customers (or 
potential customers), now is the time. These conversations will be essential to 
helping you figure out where your product offerings are on target and where they 
need adjustment. Interviews can take place in a focus group, by telephone, or in a 
personal interview setting. In addition to current and/or potential customers, you 
may also want to talk to people who run social enterprises, people who run similar 
businesses, and potential investors.

•  Observation: often just looking can tell you what people are doing, how they are 
buying, who they buy from, where they buy and how often. This can involve street 
surveys, observing competitors, or observing potential customers.
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PART III: THE BUSINESS MODEL

In this section, you will tell the reader the details about what you are selling and why it will 
be successful. After reading this section of your report, the reader should be confident 
that your business idea is not only compelling, but viable. Considerations for this section:

1. Description of product or service
• What are you offering and to whom?
• What is the link between the market opportunity and your product or service?
• What is the customer need that is being addressed?
• How, when, and where will the customer buy it?

2. Social dimension
• What are the social goals you are trying to achieve through your venture?
• How do these goals align with the mission of the parent organization?
•  Are there synergies (the combined effort being greater than the parts) between 

the business and the mission (between marketing your product and promoting the 
organization’s mission)?

3.  Risks and assumptions
  Declare any assumptions you are making about your venture, including any risks 

and your strategy for managing them. There is a difference between prudent risk 
and uncontrolled risk, and any seasoned investor understands the distinction. As 
no venture is without risks, not declaring them will raise questions. Also reveal any 
significant liability, legal, insurance, and tax issues that will affect the enterprise and 
discuss how you will address them.

4. Competitive advantage
•  What distinguishes your product or service (e.g., superior product, service, personnel, 

location, brand awareness, intellectual property)?
•  How durable is your competitive advantage, and how easily could others duplicate it?

5. Pricing analysis and revenue model
•  How much does it cost you to produce your product or service (e.g., cost of supplies 

or components, labour, market averages, etc.)?
• What is the market range for similar products?
• What will you charge for your product or service? (Be aware of the risks of under-pricing.)
• How many will you sell?
• How much profit will be generated from each sale/unit?
• How does this compare to what your competitors make?
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PART IV: OPERATIONS

By now you have demonstrated that you understand your venture from an external market 
and business context. In this section, you must now show operational literacy. You must 
show how your enterprise will run internally. (If your enterprise is already in the start-up 
phase, you will document what you already have in place, and what further is required 
to get going).

Provide detail of the various aspects of operations: staffing, marketing, distribution, 
inventory management, timeline, decision points, and growth management, as they 
relate to your product or service. These questions should help you with this section:

Legal structure
•  What is the governance structure of the enterprise (separately and in relation to the 

parent organization)? If related to a parent organization, what will the relationship 
be? Will the enterprise be a separate entity? Will the parent organization provide any 
in-kind support or will it charge overhead?

• How will this structure affect your charitable or non-profit status?
•  What skills will be needed on the board of directors? Will board members have 

increased liability as a result of the business start-up and operation process and how 
this will be handled?

Operations and/or production process
• How does the product get made, and/or how is the service provided?
• What are the sources of raw material, technology, and packaging?
• What are the required characteristics of the facility or workspace?
• What equipment, furniture, inventory, or technology will be required?
• Are there any safety or environmental factors that will be addressed?
•  How much additional work will be required to deliver your service? How will that time 

be paid for?
•  What types of management systems are required (e.g., financials, operations, 

purchasing, contracts, inventory, billing, human resources)?

Staffing and Management
• Who will manage the business?
• How do you plan to staff the venture?
• Will staff require special training or accreditation?
•  Will the non-profit’s clients be hired? If so, are there any special accommodations 

that will require additional staff or other resources?
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• Will staff work on contract, for honoraria, or on a permanent basis?
•  Do you have a person with business experience and/or training on staff and how will 

that person be utilized?
• Does the staffing plan match your operational needs and revenue growth projections?
• How will the staffing needs change as the enterprise grows?
•  Are any of the positions transitional by design? If so, how will the high turnover rates 

be accounted for in the enterprise?
•  How easy will it be to attract qualified staff with anticipated working conditions and salaries?
• What is the organizational chart? What is the accountability of each staff member?

Sales and marketing plan
• Have you developed a plan that addresses the four P’s of marketing:
 o Product: What you will be selling?
 o Place: How the product will be distributed to your customers.
 o Price: How much you will charge for your product?
 o Promotion: How customers will find out about your product?
•  What is your marketing strategy to create awareness, generate trial customers, build 

preference among customers, and generate repeat business?
•  What marketing tactics will you use (e.g., advertising, personal sales, publicity, public 

relations, sales promotion)?
• Is there an online component to your sales, marketing, or distributions strategy?
• How do you intend to launch your venture?
• What resources are you dedicating to marketing your product/ service?
• Who in your organization has the capacity to maintain the marketing campaign?
•  What are the benchmarks or goals for marketing? How will you track and improve 

your marketing success?
• What customer service program will be required?
•  How will marketing your product or service enhance or detract from your community profile?

Implementation plan
• Who will move your venture from idea to reality?
• What are your timelines and critical decision points, including go/no- go criteria?
• What is your budget for start-up costs?
• Who are your existing and preferred partners and why?
•  What are the risks of the enterprise (e.g., financial, reputation, safety, legal, social 

impact, mission drift)?
• How will these risks be mitigated?
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PART V: MANAGEMENT

In this section, you will explain who will lead the venture and ensure its success. You 
should highlight the strengths of the management team, acknowledge any gaps in the 
skills needed, and explain how you will compensate for them. Generally speaking, you 
need to address the three key skills: operational management, sales management, and 
financial management.

You may find it helpful to structure this section as follows:

Introduce the team:
• Who is on the management team?
• What relevant experience can each person offer?
• Does the team have a history of working together?
•  What is the team’s experience in the business field? What is their experience in the 

field of non-profits or charities?
•  How will the board support the management team, and how much authority will they 

have over issues like staffing, budgets, planning, etc.?

Explain the key management roles:
•  What are the main responsibilities for each position? (Include brief biographies for 

those positions that are already filled).
• Where are there skills gaps and how will they be filled?
• How will staffing needs change as the enterprise grows?

If applicable, describe how the enterprise staff will relate to the parent organization 
staff. If there is shared staff, you will need to clearly explain the delineation of roles and 
responsibilities.

Remember:  You are trying to convince an investor or partner to become involved in the 
venture. Will your management team inspire the reader’s confidence?
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SECTION VI: FINANCIAL STATEMENTS

As you prepare this section, keep in mind that besides the Executive Summary this may be the 
only piece of the Business Plan that an investor will be absolutely sure to look at. Think about the 
information that someone would need in order to decide whether to invest in this venture. 

For the purposes of any business planning, financial statements are called pro forma, which means 
that to show what is expected they are advance projections – prepared before the actual timeframe 
that they represent. 

The final financial statements and financial projections should be prepared by someone with a strong 
background in accounting and preferably someone with recognized accounting credentials (CA, 
CGA, CMA).  If possible, someone with experience in calculating the double bottom line would 
be ideal. As it is unlikely you will have this expertise internally, you may need to hire an external 
professional to help you.  In this case, it is essential that the champion(s) for the venture work with that 
person to help them gain a good understanding of the role of each statement and what is required 
to maintain and update the financial information on an ongoing basis.

The three essential statements include the cash flow statement, income statement, and balance 
sheet. These statements tell the numerical story of the potential sustainability and viability of your 
enterprise.  They will represent your best estimation of the finances of the business over a period of 
perhaps three to five years, and thus they are financial projections. When a business is operational, 
the same sort of statements are produced to describe the current state of the finances; but they may 
also be used then to predict future finances. 
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CASH  FLOW  FORECAST  FOR __________________ 
              
CASH RECEIPTS MTH 1 MTH 2 MTH 3 MTH 4  MTH 5  MTH 6 MTH 7 MTH 8 MTH 9 MTH 10 MTH 11 MTH 12 TOTAL 

Estimated Sales             0 
Loan             0 
Other (Specify)             0 
Sale of Equipment             0 
             0 
                          0 

TOTAL 0 0 0 0 0 0 0 0 0 0 0 0 0 
              
CASH  DISBURSEMENTS                           
Purchase of Equipment             0 
Rental Expenses             0 
Labour Expenses             0 
Owner Drawings             0 
Materials             0 
Business Licenses & Fees             0 
Advertising & Promotion             0 
Insurance             0 
Office Expenses (Premises)             0 
                         (Supplies)             0 
Communication (Phone,Fax)             0 
Vehicle Expenses (Capital)             0 
                          (Operation)             0 
Advisors (Accounting, Legal)             0 
Other (Specify)             0 
Loan Repayment                         0 

TOTAL 0 0 0 0 0 0 0 0 0 0 0 0 0 
              
NET CASH  (Total Cash Receipts minus Total Cash Disbursments)                 
Monthly  Surplus/Deficit (-) 0 0 0 0 0 0 0 0 0 0 0 0  

CUMULATIVE (TO DATE) 0 0 0 0 0 0 0 0 0 0 0 0   
             0 

1.  CASH FLOW STATEMENT:  The pro forma cash flow statement attempts to budget your 
business’s cash needs by summarizing “cash in” and “cash out” on a monthly basis. This statement 
shows how much cash will be needed, when it will be needed, and where it will come from. This 
projection is probably the most central item in the business plan because it will show whether or 
not you will have sufficient cash on hand to run the business. Obviously, a negative cumulative cash 
flow figure is a warning sign. Potential investors will need to be assured that you have contingency 
plans in place, such as being able to inject more capital through a loan, line of credit, grant, or 
your organization’s own reserves. Sound financial management will develop an operating reserve 
for the business itself of three to six months operating expenses to mitigate risk. Although it may 
take a number of years to reach this level of operating reserve, it should be an organizational goal 
and visible in your plan.  The following is a sample of what your cash flow statement might look 
like.  A “fillable” Excel spreadsheet (formulas already included) is provided in the Appendices. 
Just fill in your figures and the totals will be automatically calculated.  
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2.  INCOME STATEMENT:  The pro forma income statement measures how successfully 
management will use the 
enterprise’s resources to 
predict how profitable 
the venture will be. 
Also known as the profit 
and loss statement, it 
projects the difference 
between net income 
and operating expenses 
for a given period of 
time. Projections of the 
second and third year are 
usually logical extensions 
of first-year pro forma 
figures, although revenues 
and expenses will not 
necessarily increase by 
the same proportion 
each month or year. (A 
“fillable” Excel Sheet 
included in Appendices)

NAME OF COMPANY
Pro-forma Income Statement

Year 1 Year 2
SALES REVENUE 150,000 200,000

COST OF GOODS SOLD
Opening Inventory 17,000 12,000
Purchases 48,500 60,000
Freight/Duty on Purchases 2,000 2,500
Sales Commissions 7,500 8,500
Other Variable Costs 0 0

75,000 83,000
Less Closing Inventory
TOTAL COST OF GOODS SOLD 75,000 83,000

GROSS PROFIT 75,000 117,000

OPERATING EXPENSES
Wages and Benefits 50,000 60,000
Management Salaries 40,000 45,000
Automobile 6,000 6,500
Advertising 2,500 3,000
Equipment Rental 1,500 2,000
Office Supplies & Expenses 600 750
Telephone 1,200 1,500
Office Rent 3,600 4,000
Repairs & Maintenance 800 1,000
Utilities 1,200 1,500
Insurance 1,200 1,200
Professional Fees 500 1,000
Business Licenses & Permits 300 200
Depreciation 400 600
Miscellaneous 175 275
Bad Debts 150 250
Bank Charges 250 300
Loan Interest 0 1,000
Travel 4,000 5,000
TOTAL OPERATING EXPENSES 114,375 135,075

OPERATING PROFIT -39,375 -18,075

OTHER INCOME (gov't funding) 40,000 40,000

NET INCOME (Before Taxes) 625 21,925

LESS TAXES (Small Business Rate approx.  23%) 144 5,043

NET INCOME $481 $16,882
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3.  BALANCE SHEET:  The pro forma balance sheet summarizes all the resources 
invested in the business by showing the venture’s assets, liabilities, and the fund 

balance at a given 
point in time. The 
balance sheet is 
divided into two 
sections: the first 
lists the assets (cash, 
accounts receivable, 
machinery, equipment, 
inventory, supplies) 
and the second lists 
liabilities (accounts 
payable, debts, pre-
paid sales) and the 
fund balance. The 
following is a sample. 
(A “fillable” Excel 
sheet is included in 
Appendices)



77

SECTION III: DEVELOPING A SOCIAL ENTERPRISE

FINANCIAL PROJECTIONS

Financial projections (estimations or predictions over a period of time) are the figures 
used to assess the financial feasibility of the business, determine capital needs, and 
assess risk. However, unlike budgeting in a non-profit environment, rarely is it possible 
to have accurate data (particularly on the revenue side). Estimating is a skill and an 
art, and the quality of financial projections has an enormous impact on the quality of 
decision-making.

Both managers and potential funders are interested in seeing how revenue grows and 
profits develop over time. So your pro forma statements need to be provided for a 
period of three to five years. The following steps are a reasonable process to follow for 
developing a set of financial estimates:

•  List the potential capital investment required. Include equipment, furniture, inventory, 
legal fees, consultant fees, initial training, and initial marketing budget.

•  List the potential fixed and variable operating costs associated with the business. 
Include rent, salaries and benefits, utilities, insurance, office or production supplies, 
overhead charged by the parent organization, ongoing legal and professional fees, 
ongoing training, transportation, equipment repair, telephone, licenses, ongoing 
advertising, taxes, contingency for bad debt, and interest.

•  Building on what you have said in the section on the Business Model, specify a pricing 
policy, preferably based on a combination of review and a break-even analysis.

•  Building on what you have said in the sections on Market Opportunity, Market Position, 
and Market Research, estimate the potential size of your market, and your expected 
sales to that market over time.

•  State your initial assumptions required to develop the set of financial statements  
(Fillable Excel forms included in appendices).

•  Develop a model, using Excel, to convert these assumptions into dollar statements.
•  Validate or test key assumptions against market data, customer opinion, competition
•  Develop a sensitivity analysis, that is, an examination of what might happen if any of 

your assumptions turn out to be inaccurate. See detailed sections below on tips for 
making assumptions and on creating a sensitivity analysis.
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Depending on the industry that your venture is in, your plan may need to include 
additional statements such as a schedule of debt and equity, start-up costs, and financial 
structure. However, do not get carried away with providing masses of indigestible 
financial data. Instead, focus on providing the essential pieces of information in logical 
progression, revealing key assumptions, and validating feasibility. The main questions 
that any potential investor is likely to ask when reading your plan are: 

• how much money is needed?
• what is the money needed for?
• when is it needed?
• what form is it needed in (cash, line of credit, etc.)?
• when will the enterprise break even? 

Throughout the plan, but particularly in this section on financial statements, the reader 
will be assessing the fundability of the enterprise and whether it will attract financial 
support from additional supporters. Make sure you reveal the core assumptions behind 
your financial model up front. Don’t leave your reader guessing as to how you arrived at 
your financial projections.

TIPS ON MAKING ASSUMPTIONS

Regardless of how sophisticated your financial statements are, the quality of your 
projections is largely driven by having realistic assumptions. The following practices will 
help improve the quality of your assumptions:

• Focus on the most important numbers
•  In most business plans, one or two assumptions have the largest impact on results. Use 

your time and investment to improve the accuracy of the most important assumptions 
(usually sales and staff time). It isn’t worthwhile to spend time improving the accuracy 
of an unimportant assumption, i.e cost of office supplies.

• Look for comparable situations
•  Try to get information about a comparable business or situation. How did a competitor 

perform? How many clients or members do they have now?
• If in doubt, base expenses on needed human resources
•  In most organizations, expenses in almost all categories are based on the number of 

allocated staff in the periods being described.
• Learn how to use Microsoft Excel functions
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You will usually need to change your financial projections many times as you build them, so 
knowing the computer program to handle them is fundamental. This Guide cannot deal with 
this in the necessary detail. But whoever is the champion should consider taking the time 
to learn the following Excel functions: IF, VLOOOKUP, SUM, SUMIF, TABLE. With these five 
functions, the champion’s ability to project scenarios will be greatly enhanced. You will likely 
have to arrange for outside help to learn and use these financial analysis tools.

SENSITIVITY ANALYSIS

This is the crucial exercise that tries to see to what extent your projection results may vary 
with certain specified changes in the assumptions you are using. No matter how much 
time and energy you put into developing a financial projection, there will be room for 
error, and you also want to be prepared for changed circumstances. For example, your 
assumptions may be inaccurate or outdated by later events. Understanding the range 
and potential impacts of other potential and reasonable scenarios is just as important 
as the particular projection you have selected to make. Ask yourself two key questions:

• How far off can I be on my original projections and still make an adequate return?
• What would be the impact of being off, and by what amount, on this or that key assumption?
There are two basic methods for undertaking a sensitivity analysis:

•  Prepare three sets of financial statements. One is your “real” estimate. One is a 
pessimistic scenario, where you assume a combination of negative events. The third 
is an optimistic scenario, where you assume a combination of positive events.

•  Check the impacts on your projections of varying one or two key assumptions. The 
first option here is quite simple to execute. Save a new Excel file each time, and 
simply change your assumptions, run the new projection, and save each new Excel file 
for comparison purposes. The second option can be accomplished using the “Table” 
function in Excel. Unfortunately, this function takes a bit of practice to master; however, 
the results can be powerfully instructive. Again, you or whoever else is the champion 
for the venture idea and heading up the planning task will need to be fully cognizant 
of the Excel system for financial analyses. And again, outside assistance for learning 
and using these tools will likely need to be arranged.  

The following diagram by le Chantier de l’économie sociale demonstrates the financial 
viability of a social enterprise.  This is what you should attempt to show in your financial plan.
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PART VII: SOCIAL IMPACT

The main feature that differentiates your plan from a traditional business plan is the 
explicit expectation of certain social outcomes. And in this section you describe how you 
will document the achievement of those outcomes. To do so, the key social outcomes 
should be quantifiable, measured against a target, and evaluated over time. 

This section presents the framework you have chosen in order to assess your social 
performance and results in terms of those key outcomes, but you will also present how 
you will document other social values inherent in your venture, such as environmental 
practices, sourcing and supply chain, hiring and workplace practices, community 
economic development, community involvement, and affirmative governance models.
Also ensure that you demonstrate the alignment between the financial projections and 
the anticipated social impacts. Help the reader make the connection between the social 
and business goals of the venture. For example, you could use the timeline feature of the 
cash flow statement to indicate the points at which you will measure your social return. 
And while it may be premature to prepare your pro forma statements according to the 
principles of the double bottom line (both financial and social returns), stakeholders will 
likely expect to see a reference to social impact in your plan.

Describe the benefits
• What benefits will society gain because of your venture?
• How will the organization be stronger as a result of the enterprise?
•  How will you make sure that your employees, clients, and customers can access your 

services (i.e., how will you address barriers specific to clients)?
• Why does this enterprise make the world (or the neighborhood) a better place?
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Outline the evaluation method
•  What indicators will you use to evaluate your social progress, and how will you know 

whether your venture is socially relevant?
•  Who in the organization will be empowered to use this information to make the 

business more effective or move the mission forward?

KEEPING THE PLAN CURRENT

This, then, is the general form and content for your plan. As mentioned earlier, for 
business planning to be a truly effective tool in guiding a social enterprise, it must be 
treated as a continuous process and reviewed on an ongoing basis. As your enterprise 
changes, so too must the business plan. Ideally, they will evolve together, providing 
appropriate checks and balances.
For the first year, you should review the entire business plan on a quarterly basis, 
particularly the sections on marketing, staffing, and financial projections. You will 
be assessing the degree to which the business plan is aligned with the reality of the 
enterprise. Ask two or three people to get involved in the review and encourage them 
to challenge the assumptions that were made, the expectations that were presented, 
and the risks and success factors that were identified. You may also want to bring back 
your business plan coach/consultant and whoever was involved in preparing the financial 
statements. At the end of the first year, you may want to consider retaining the services 
of an external auditor to evaluate the social enterprise and the related business planning 
documents. An external audit can be a very constructive tool. It will evaluate the capacity 
of enterprise management and staff from a non-emotional point of view.

As you evaluate the relevance of your original business plan to your evolving enterprise, 
consider whether the research upon which your plan was based is still accurate. Are your 
market projections outdated? Have new competitors entered the market and taken some 
of your market share? Is your value proposition still attractive? The review will suggest 
whether there is any new research that you should launch.

Here is a special tip: Use your ongoing review of the business plan and related documents 
as a reminder to keep in touch with your investors and key stakeholders. Offer to send 
them an updated executive summary and the financial sections of your revised business 
plan (and the entire plan if they are interested). They will be pleased to learn of your 
progress, relieved to see evidence of ongoing carefulness, and more open to receiving 
additional requests for support, if you find that necessary.
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WHAT YOU SHOULD KNOW ABOUT EQUITY AND DEBT8 

Capital is generally understood to be money that is used for the purpose of making 
profit however in social enterprises this capital is also required to have a social impact. 
At different times in the development of a social enterprise there will be various needs 
for capital, such as:
• to write a business plan
• for fixed assets, for example premises, machinery, equipment etc
• for startup costs, for example marketing campaigns to launch the product or service
• for everyday operation of the business.

In general, there are two sources of capital:
•  Equity, or investment financing, from people who expect to share in the eventual 

benefits of the business.
•  Debt financing, or loans, from people and institutions that expect the money plus 

interest repaid according to an agreed-upon schedule.

As explained below, capital can look for a quick financial return or it can be “patient.” 
It is usually difficult to secure debt – loans – if there is no equity in the business. In this 
sense, equity precedes debt.

A. EQUITY

The word equity can be used in two different ways:
•  Equity can mean the difference between the market value of a property or business 

and its liabilities.
• Equity also refers to the ownership interest of shareholders in a business.

INTERNAL DEVELOPMENT OF EQUITY

Creating equity internally is both the best first source of equity and something that most 
financiers require. Below are examples of how social enterprises can build up equity. 
Undoubtedly, new ways of developing equity will be created as knowledge about social 
enterprise financing grow.

An organization must be willing and able to contribute some form of capital to the 
enterprise for its development and they should have some “highly likely” or even 
guaranteed sources of capital in mind for actually launching it.

8 Adapted from Entrepreneurs Toolkit, MaRs, http://www.marsdd.com/entrepreneurs-toolkit/ 
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Organizations must give serious thought to how they might raise the capital needed to 
start the business. For most organizations, the early development work is accomplished 
with a patchwork of funding from a variety of sources.  Some questions you might consider 
include the following:

•  Does your organization itself have the capital reserves that will need to be invested 
in the venture?

•  Does your board recognize the importance of planning for the long- term and 
committing resources (financial, human, and time) to this enterprise?

• Do some of your funders provide grants for R & D, start-up and implementation?
•  Are there funders you know who understand social enterprise, who may provide multi-

year grants to get the enterprise on a firm footing?
• Do you have the potential to get low-interest loans and lines of credit?
• Do you have the potential to get investors?
• Can you access any investment funds, tax credits, or programs like crowd-funding?
• Could you realistically go without generating a profit for three or more years?

Some possibilities to consider for raising internal equity include:

Past Surpluses
The best source of equity is passed surpluses. This is the money that an organization 
has accumulated over the years. Prudent organizations save money from occasional 
surpluses of income over expenditures. This money has traditionally been used to cover 
future shortfalls such as can occur when a government-funded program is discontinued.
Accumulated surpluses are tricky for non-profit organizations. Government agencies have 
tended to frown upon them under the mistaken belief that non-profits with surpluses 
are making a profit and should deplete these funds before receiving further financial 
assistance. However, this attitude appears to be changing with the increasing interest in 
the businesslike management of non-profits.

Member Equity
In a co-operative, people become members by acquiring shares. The money paid for 
these shares becomes the co-operative’s equity. Membership fees can also be charged 
by non-profits and could become a source of equity. However, it appears that this method 
is not frequently used. One reason may be that most non-profits want to keep their 
membership accessible to everyone and so keep their membership fees low. With some 
creative thinking, it may be possible to protect the democratic nature of the non-profit 
and still explore the option of membership fees as a possible source of equity.
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Equity in Property
Some non-profit organizations own buildings. The organization’s equity in the property 
is the difference between the market value of a property and its liabilities. This equity 
can be used, by a non-profit that wishes to start a social enterprise, to secure loans.

Creating A Trust Fund
Because funds are often scarce and accumulated surpluses can be problematic, many non-
profit organizations do not develop significant cash reserves. As well, if the organization 
is brand new, there will not be any surplus from previous years. Another solution to the 
challenge of developing equity is to create a trust fund.

EXTERNAL DEVELOPMENT OF EQUITY

There are different ways to get help building equity from external sources such as grant-
makers, venture philanthropy, investors and venture capital.   The following is an overview 
of sources of key that social enterprises can consider.

•  Grants and Traditional Philanthropy
  Grants can be seen as a source of equity as, once granted, the grantor has little or no 

control over the money except for requiring a final report. Increasingly, funders are 
describing grants as investments that provide a social, rather than financial, return. 
Instead of using the term “grant,” funders are tending to speak about “community 
investments” or “investing in the development of social capital.”

  Traditionally grants are given to support social programs, community development, 
community economic development, or organizational development. Many grants 
cannot be used to fund activities directly related to social enterprise. However 
some, while they cannot be used for activities directly related to developing social 
enterprise, can be used for building the capacity of the organization in such a way 
that skills and expertise required start a business venture is developed.

• Venture Philanthropy
  Venture philanthropists always view grants as “investments,” and call the organizations 

to which they give money “investees.” They make long term, usually 3-6 year, 
commitments to an organization and, during that time, work in partnership with the 
organization providing business skills and technical assistance. Venture philanthropists 
use social outcomes measures to assess the social impact.
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• Equity Investment
  Equity investment is the money an investor puts into the business in return for an 

ownership interest. Equity investors can be active or passive. Passive investors are 
those who are willing to take little part in the management of the company. Active 
investors expect to play a hands-on role in the running of the business. 

  Investors put their money into a business because they expect it to do well, however if 
there is no profit the shareholders do not make any money. While loan capital requires 
interest payments regardless of the profitability of the business, equity capital does 
not. For this reason, conventional businesses raise a significant part of their capital 
needs in the form of equity rather than through debt. The same reasoning applies to 
social enterprises.

• Venture Capital
  Venture capitalists look for equity investments that are going to make them a very 

high interest rate – or return on investment. The return on investment is the profit or 
loss resulting from an investment, usually expressed as an annual percentage return.

  Venture capital is needed by enterprises that are unsecured and have unproven 
earnings. Venture capital often comes from a pool of investors who are willing to 
accept high risks in exchange for a high rate of return. Conventional venture capital 
companies look for promising start-up or expanding businesses which may be able 
to grow quickly and produce significant profits. Some ventures will succeed, some 
will fail, and venture capitalist companies want to maximize the chances of success. 
Therefore, they are active investors and want to play a major part in the strategic 
management of companies in which they invest, typically by becoming directors. 
When the relationship works, the close involvement of a venture capital company with 
a new or expanding business can help the business. However, not every relationship 
between an entrepreneur and a venture capital company works well. 

 
  Venture capitalist companies also look for exit strategies, that is they look for ways to 

extract their investment after a few years and move on.

• Angel Investors and Social Venture Capital
  The name “angels” was originally given to those who were prepared to help the 

theatrical profession by investing in new productions. Angel investors are private 
investors who are willing to put their money in to high-risk ventures. Angel investors 
often form a pool of investors who are willing to accept high risks in exchange for a 
high rate of return, however, they can also be individual investors.
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WHAT DO FUNDERS AND INVESTORS WANT FROM SOCIAL ENTREPRENEURS?

Funders of (non-profit) social enterprises generally consider their “cause” and the social 
or environmental benefits that an organization or program will generate toward this 
cause as the first priority in evaluating funding opportunities. Funders will also review 
and assess the financial model to ensure that adequate funding will be available to meet 
the current and future needs of the social enterprise.

Investors in (for-profit) social-purpose businesses are generally looking for financial returns 
as their highest priority. They seek market-driven opportunities for a profitable business 
based on a service or product that solves real problems. Specific to social investors, they 
are looking for new innovative solutions to complex social and/or environmental issues 
that can be scaled in a significant way to maximize benefit for society. Investors emerging 
in this sector have indicated a willingness to take a lower financial return in exchange for 
their financial investment risk for those opportunities that can create significant social 
or environmental benefits.

Both funders and investors are also evaluating the following:

1.  How innovative is the business or service model? Does the organization have 
adequate people, processes, technologies and governance structure(s) in place to 
be successful? They will seek external validation from existing or potential users of 
products and services as to the benefits that will be provided.

2.  What is the size of the market opportunity ? This is a key consideration for investors 
and also large funders who are seeking significant impact for a particular cause, rather 
than funders who focus on support of local grassroots community initiatives.

3.  Is there a viable“ go-to-market” or “execution” plan to achieve significant market 
share and achieve economic and/or social returns? There are many ideas that will 
contribute to society in a positive way, but it is those truly paradigm-changing 
initiatives that funders and investors seek from social ventures.

4.  Can the funder or investor add value to the scaling of the venture? Can the funder 
or investor participate in the financing initiative based on their own legal structure? 
Social entrepreneurs should be aware that funders or investors may turn down good, 
solid opportunities based on their own legal restrictions in the current emerging 
social venture environment and the collective experience and networks of a particular 
organization.
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The following includes some of the criteria that interested investors may use to assess 
an idea. Always try to describe your idea in these terms. Investors use these criteria 
because they work. A strong fit with these criteria is a good indicator that an idea will be 
successful (as well as get you the funding). Of course, these are the same sorts of criteria 
for a sound business that you yourself have considered all along.

1. A clear description of the problem that your business is trying to solve in the market. 
This includes proof that customers are willing to pay to solve the problem, and proof of 
how your product or service lessens the pain or solves the problem.
2. Potential for high growth. Your business must address a large or growing market 
opportunity, and you clearly understand the customer segments and competitive 
landscape in your target market(s).
3. Sustainable competitive advantage. You should have few large competitors or well-
funded new entrants already in the target market. Investors want to see a protected 
technology or a business model that will provide a sustainable advantage for the business 
and its customers.
4. Financial return on their investment (ROI). You need to have developed a sound 
financial plan that demonstrates how your business will make money and some reasonable 
scenarios about when your investors will receive a cash return on their investment. Of 
course, this must be supported by the valuation and terms of the current investment 
round that the business is asking the investor to consider.
5. An experienced management team with a thorough and credible execution plan. 
Ensure that your team includes people who are leaders in their field, have a customer 
focus and understand the specific sub-segments of your target market. Ideally, your 
senior team will consist largely of individuals who have prior experience in a technology 
start-up. Your team should reflect the characteristics of successful entrepreneurs: passion, 
creativity, strong leadership skills, and an ability to be flexible and adapt to market 
changes.  MARS

HOW MUCH RISK WILL INVESTORS ACCEPT?

Generally, all types of investors at all stages of the funding life-cycle seek similar 
characteristics in their investment opportunities. Early-stage investors will accept more 
risk associated with market and customer validation and on the perceived execution skills 
of the team than later-stage investors who, in exchange for typically larger valuations on 
the business, will demand more evidence in those areas to support their investment.
In the area of growth potential, angel and early-stage investors differ from venture capital 
investors. Angel and early-stage investors who deploy small amounts of capital will often 
fund smaller opportunities. In contrast, venture capital investors, particularly those 
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in later-stage funds, require substantially higher growth potential for the investment 
opportunities they evaluate. This is because they tend to invest much larger amounts of 
capital so the ultimate value of the business needs to be much higher for them to earn 
a similar rate of return.

Credibility is key to the success of you and your business. Your business should be entirely 
clean (i.e., with a clean structure, clean IP, etc.) and free of complications that could 
present an obstacle to securing an investor. Guy Kawasaki, an investor and frequent writer 
on entrepreneurs and startup businesses, offers a great blog entry on what investors 
seek in a deal.

Remember that investors also evaluate what they themselves bring to an investment 
opportunity, and they may turn down a strong investment opportunity if they do not 
believe they can add significant value.

HOW TO IDENTIFY AN INVESTOR FOR YOUR SOCIAL ENTERPRISE

Once you’ve determined how much money you require from your financing roadmap and 
that outside investment is the strategy for you and your business, you should determine 
which investors to contact about the investment opportunity.  Entrepreneurs must realize 
that each investor group or venture capital fund has a unique investment focus. As 
part of the initial screening of potential investors, do your research to identify firms or 
individuals that have invested:

• in your target industry sector
• at your company’s stage of development
• amounts that match the range of your target financing round
•  in your geographic region or are willing to invest there—many early-stage investors 

prefer local investments or those to which they can travel within one to two hours

The Canadian Venture Capital Association, the U.S. National Venture Capital Association 
and the National Angel Organization publish lists of their member firms on their 
websites, as well as a brief overview of the companies’ investment strategies. Once 
you’ve narrowed your prospect list, visit each company’s website, review their investment 
criteria and examine the background of investment managers to find the best match for 
your opportunity.

As a strategy, target one group of investors at a time (preferably fewer than ten investors 
on your initial approach) so that you can effectively manage the communication, meetings 
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and follow-up should several investors indicate interest in evaluating your opportunity. 
Investors are part of a very small community and often invest together in deals. Investors 
usually know each other well and share ideas about deal flow, so they are likely to be 
aware of other investors with whom you might be speaking. Keep in mind the concept 
of“deal fatigue” (i.e., when a deal or opportunity begins to feel tired and shopped around 
to too many investors), especially in a smaller market with fewer players. Ensure that your 
opportunity is fresh so that investors do not feel like the deal has been shopped around 
too much before they’ve seen it. After you’ve approached your first group of investors, 
consider waiting until you’ve reached your next milestone before trying again with the 
next group.

Your professional and business advisors may have access to software that lists private 
equity-backed companies, VCs, buyout funds and private equity firms.  By monitoring 
which firms are investing in what types of companies, you might be able to target investors 
that would be interested in your specific opportunity. 

YOUR IDEAL INVESTOR

When investigating a specific investor, speak to advisors and other entrepreneurs who 
have worked directly with the investor. You want an investor who: 

•  has extensive business experience with prior start-ups and knowledge of the target 
industry for your venture

• has other investments that are complementary to your business
•  takes a collaborative approach and demonstrates a desire to help founders enhance 

your company’s investment appeal and build the business
•  has strong networks for business development and the ability to fill in the gaps in 

your business plan (e.g., helping to build management team, board and advisors in 
early-stage ventures)

• is willing to invest time, skills and money with founders
•  is well connected in the investment community (both locally and internationally) with 

investment partners from the fund’s network that may be attractive co-investors for 
your financing

• has a solid track record of leading or making investment deals happen
•  has a history of successful business building and exits, with strong networks for 

business development for your venture

Investors will also use these criteria to evaluate new opportunities. Find out as much as 
you can about potential investors to make the best approach.



9191

SECTION IV: CAPITALIZING YOUR SOCIAL ENTERPRISE

B.  DEBT

Debt is incurred when a loan is made. The amount of the loan is called the principal. 
The cost of borrowing the money is the interest, which is usually a percentage of the 
principal. The interest charged reflects the risk to the lender. 

If the money is to be spent on a low risk business (proven market, proven company, 
proven management) the interest rate will be relatively low. If it is a high-risk business 
(unproven market, unproven company, unproven management) the interest rate will be 
relatively high.

How quickly the lender can get the money back. If the loan can easily be reclaimed in 
a short amount of time, the interest rate will be lower than if the money cannot be paid 
back for many years.

Loans are often secured. This means that the borrower offers an asset. An asset is any 
item of value owned by the business and can include cash, stock, inventories, property, 
and goodwill. The borrower agrees that the lender can take the asset if the loan is not 
repaid. The asset that is offered as security is known as collateral.

When a business incurs debt, it acquires a liability. In addition to what is owed to lenders, other 
liabilities could be money owed to suppliers, wages owed to employees and taxes owed.

Equity investment requires a business to pay returns that vary in relation to the profitability 
of the business (and which can be very high.) Equity investors can want to be active in 
the management of the business. For these reasons, some entrepreneurs prefer to use 
debt financing because loans repayments are cheaper, are usually in fixed amounts to be 
paid on preset payment dates and lenders do not want to be involved in the operation 
of the business.

TYPES OF DEBT

There are a variety of different ways debt can be assumed ranging from conventional to 
operating lines of credit, patient capital, and financial secured by socially responsible 
investments.  The emerging interest and support for social finance is rapidly changing 
the instruments used to capitalize social enterprise.  The following is an overview of 
some of the current trends:
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•  Conventional Debt Financing:  Conventional debt financing is sometimes referred 
to as “senior” debt as it is the debt that is repaid first if there is a business failure.

•  Overdraft protection:  Overdraft protection covers shortfalls in the business account 
up to an approved limit. Interest is charged only on the amount borrowed and the 
rates are competitive. Monthly administration fees may be charged.

•  Credit cards:  Business credit cards provide short-term loans for smaller purchases. 
Interest rates are usually high but there is no interest if the balance is paid off every 
month. Many small business people rely extensively on credit cards when they are 
developing their businesses.

•  Operating Line of Credit:  An operating line of credit is a loan with a set limit. 
The business can draw on the line of credit when needed. Interest rates are lower 
than most credit cards and some loans, and interest is only paid on the outstanding 
balance. There are no fixed payments except for a monthly fee and interest. The 
business has the option of paying down the loan as it can afford to do so. Property or 
other assets are usually required to secure an operating line of credit.

•  Term Loans:  A term loan is a fixed amount of money which is borrowed, over a 
fixed period. This fixed period is called the term of the loan. Term loans are usually 
used to cover expensive items such as capital equipment, real estate, or renovations. 
They have established monthly payments. The lender will ask for security for the loan 
(equity in the building, cash, equipment, etc.) If a payment is missed, the lender has 
the right to demand immediate repayment. The most common term loans taken by 
non-profits and social enterprise are in the form of mortgages.

•  Patient Capital:  Banks and other lenders tend to think in 3-5 year terms for loans. 
Venture capital companies tend to look for short-term growth and profits, and fast exit 
strategies. Both can work against long-term development of sustainable businesses. 
By contrast, “patient” capital implies a long-term debt or financial investment with 
terms and conditions that do not require quick repayment or a desire to move the 
money on in a speedy fashion. Many social enterprises require “patient capital.”

•  Debt Financing Secured by Socially Responsible Investments:  New ways of investing 
are making it possible for people to invest their money so that it will have maximum 
social and environmental impact. Some of these new investment tools, such as ethical 
funds, are not available to social enterprise as they are invested in public companies.
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•  Community Debt Financing:  Community debt financing is geared primarily towards 
high-risk ventures in rural areas.  Community Business Development Centres (CBDCs) 
throughout rural NB make loans of up to $150,000 to social enterprises. Loans received 
from a CBDC are fully repayable at competitive interest rates. Because the boards of 
CBDCs come from the community, the loans they make reflect local knowledge of the 
needs of the community. 

WHAT DO LENDERS WANT?

Financiers love doing “deals.” Loans and investments are made according to a blend of 
a number of factors such as character, track record, capacity to grow, collateral, market 
conditions and so on. Each combination of factors is unique.

Demystifying loan decision-making process involves looking at the transaction from the 
point of view of bankers. Bankers will look at the character of the borrower, the capacity 
of the business, the available collateral, the capital available and economic conditions. 
This list is known as the Five Cs of Lending:

•  Character:  Lenders are always concerned with the character of their borrowers. Are 
they honest? Will they make all the effort needed to meet their financial obligation to 
the lender? For the most part, there is not a quantifiable measure to judge character. 
However, a lender will look at qualifications, experience and management skills, as 
well as the borrower’s past payment experience (especially with the lender) and review 
a credit bureau report. As the assessment of character is largely subjective, it has a lot 
to do with the general impression a borrower makes on the lender. It is important to 
be prepared before meeting a lender so that you can make a good first impression.

•  Capacity:  The lender will look at the financial ability of the social enterprise to pay 
back the loan based on  the history of the business, on-going cash flow, and assets. 
Profitability and cash flow are of critical interest to the lender who will be looking at 
whether the business has the cash flow to meet the debt obligations in the short term 
and the profitability to meet debt obligations in the long term.

•  Collateral:  Collateral are the assets that the lender uses as a backup to recover funds 
if the enterprise defaults on a loan. The liquidation value of these assets (the amount 
of cash an asset would realize if sold) must be sufficient to pay back the lender in case 
of the business collapses. In many cases, the collateral is the asset (house, vehicle) 
that the loan is used to purchase.

•  Capital:  This is really the same as equity. As equity increases, the money that has to 
be acquired through loans decreases.

•  Conditions:  This refers to the national and local economy, the industry, and the 
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financial institution itself. This is often difficult to quantify but the lender will be 
thinking about:

 o general economy, nationally, provincially and locally
 o interest rates
 o  economic conditions that exist for the business. What are price prospects? What 

problems does the industry face?
 o the financial institution’s current level of losses and problem loans
 o  the financial institution’s willingness to risk making loans in some environments. 

For example, some financial institutions limit the number, and/or amount, of loans 
made in one-industry towns. Even if there is a strong market, a financial institution 
which has already made significant loans to businesses in a certain market may not 
be willing to make any further loans in that sector.

Loans require regular payments and are not flexible. If the cash flow of a business is low 
one month, the loan payment still has to be made. The return on an equity investment, 
on the other hand, is flexible and varies with the success of the business. It is therefore 
generally preferable to have as little debt and as much equity as possible.

For this reason, bankers are particularly interested in the Debt to Equity Ratio.  For 
bankers, the upper acceptable limit of the debt to equity ratio is usually 2:1, with no 
more than one-third of the debt being long term.

As well as the financial stability it provides, bankers want to see a significant level of 
equity because, to them, this represents the commitment of the borrower. If the borrower 
has created significant equity in the business, bankers reason that this will provide the 
borrower with the motivation to put in the energy and time it takes to make the business 
successful.

THE LOAN DECISION MODEL

Once the lender has gathered the information about character, capacity, collateral, 
capital, and economic conditions, each element has to be weighed against the others. 
The resulting decision will reflect the balance of these factors.

The diagram of the loan decision model below provides a picture of the balancing of the 
elements. The diagram is of a beam balanced on a fulcrum. As weight is added to either 
side, the beam will tip to one side or the other. A perfectly balanced beam means that 
the elements are in balance and it is clear that a loan can be approved. In life however 
the beam is rarely perfectly balanced and the decision is a judgment made by the banker.
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The loan decision model in the diagram contains five pieces that can roughly be equated 
to the Five C’s of Lending:

• Management:  the experience, education, skills, and capabilities of the borrower. 
•  Repayment: the past performance of the business, financial forecasts, stability, and flexibility. 
• Equity: the cash contributions that can be made by the borrower. 
• Security: the liquidation values of the property and equipment owned by the business. 
•  Personal/Environment/Policy Triangle: This is roughly the same as conditions in the 

Five C’s of Lending and, in the loan decision model below, is the fulcrum upon which the 
other elements are balanced. The discretionary power of the banker lies in this area.

 o  Personal refers to the personal opinions of the lender, his or her values, prejudices, 
and previous experience related to the type of loan in question.

 o  Environment refers to the general economy, interest rates, economic conditions 
that exist for the business, the financial institution’s current level of losses and 
problem loans and so.

 o  Policy refers to any bank or government policies that apply to the loan in question. 
Such policies may apply in any of the areas, that is the areas of management, 
repayment, equity, or security. For example,

 o  Management & Repayment: there may be a policy that waives or reduces the 
requirement for previous experience and/or past performance indicators in the 
case of youth entrepreneurs or entrepreneurs with disabilities.

 o  Equity & Security: there may be a policy to require less equity and/or security for 
loans backed by a loan guarantee.

Loan Decision Model: Reprinted with permission from Sunrich Management Inc.
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THE FINANCIAL PLAN

People who are familiar with applying for grants will find that obtaining financing is both 
different and the same.  Applications for grants and financing both require a well-written 
and well-researched document. In the case of a grant, this is a proposal. For financing, it 
is a business plan. Regardless, the following key elements are important:

FOCUS

Just as applying for a grant for a non-profit program involves knowing the interests of 
the grantors, looking for financing involves knowing the interests of the financiers. For 
example, if the non-profit program or service is youth-focused, it is important to find a 
grantor whose funding guidelines include supporting youth. When applying for financing 
or looking for equity investment for social enterprise, it is also important to understand 
the particular interests of the financier. 

LANGUAGE

Just as the non-profit world has its acronyms and “buzz words” so does the world of 
financing. It is a language and culture which can be learned so don’t be afraid to ask 
questions; the worst thing to do is to pretend to understand for fear of looking ignorant. 
Most people in the non-profit world are not knowledgeable about financing – just as 
people in the financial world are not usually knowledgeable about the complexities of 
community development or strategies for creating social change.

TRANSPARENCY

Grants obtained from community foundations and government are relatively transparent; 
the granting guidelines are public, the members of the decision-making body are known, 
a list of recipients is publicized and an annual report is issued. Government tendering 
processes and evaluation criteria for proposals are public, the value of contracts awarded 
is available, and the name of the successful bidder is announced.
Financing is very different from this. First, the details of individual financing deals are 
confidential. Although there are strict, and public, borrowing criteria, in the areas of 
more sophisticated borrowing there is flexibility. Financiers love doing “deals” and often 
the loan or investment is made according to a blend of a number of elements such as 
character, track record, capacity to grow, collateral, market conditions and so on. Each 
combination of factors is unique. 
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RELATIONSHIPS

While relationships are important both when looking for grants and when looking for 
financing, there is a difference in the degree of the importance. When granting funds 
for the work of a non-profit, the organization must be seen as credible, having integrity 
and possess the ability to successfully manage the project. However, this will only partly 
influence the outcome as, in the final analysis, public policies and guidelines limit the 
amount and nature of the grant.

On the other hand, especially at the higher levels, financiers have a great deal of 
discretionary power and can put together many different kinds of deals. The financier 
can be the biggest ally for the social entrepreneur as they may be connected to other 
grantors, lenders, and investors.

Relationships are the key to obtaining financing. These relationships take time to nurture 
and it is a good idea to meet with the financial institutions very early in the process. 
There are a number of reasons for this:

• the financier gets to know you,
• you get to know the financier,
•  if you keep the person informed, you will get very valuable free feedback and possibly 

technical assistance, and
•  if the individual sees financing potential, he or she may become an advocate for the 

social enterprise. This can lead to financing strategies that you may never have imagined.
 
Before looking for financing there must be:

• a clear understanding of legal structure of the social enterprise
• clear financial objectives
• carefully prepared financial documents
• a capable financial manager

LEGAL STRUCTURE

It is important to understand the legal structure of the social enterprise in question, its 
borrowing capabilities, and investment possibilities. The business structure is a critical 
part of the development of the business plan. 
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FINANCIAL OBJECTIVES

A well-written business plan will articulate the type of financing needed. The business 
plan should contain carefully researched and accurate financial objectives and financial 
statements. When developing a business plan for a social enterprise, there will be 
different financial objectives at different stages. For example,

•  At the idea stage, the financial objective may be to find the resources to conduct a 
feasibility study.

•  At an early stage, the financial objective may be to find resources to build technical 
capacity.

• At the start up phase, the financial objective may be to acquire the equipment needed.
• As the business develops, the financial objective may be to break even.
•  Later in the business development cycle, the financial objective may be to achieve a 

profit (with or without borrowed funds).
•  As the business grows, the financial objective may be to increase sales through more 

sophisticated marketing strategies.

Each of these financial objectives requires a different financial strategy. A social enterprise 
will have a number of different financial strategies through the life cycle of the business.
 
FINANCIAL DOCUMENTS

Financial strategies are based on the information provided by certain essential financial 
documents. The figures used in these documents are often projections based either 
on past performance or on market research. Financial documents using projections are 
called pro formas.

•  Income Statement: A financial performance report that sets out projected revenue and 
projected expenditures of the social enterprise expected during a specific timeframe.

•  Cash Flow Statement: Shows the flow of cash into and out of the social enterprise 
during a specific period. It includes when, and where, the money will come from and 
what it will be spent on. This is the most realistic picture of the viability of the social 
enterprise as it indicates how much cash will be available at any given time.

•  Break-even Analysis: This shows the amount of business the social enterprise must do in 
order to cover costs. At the break-even point, there is no loss or profit to the social enterprise.

•  Balance Sheet: This is a status report, or “snap shot’ of the financial state of the social 
enterprise business at a given point in time. It shows what the social enterprise owns 
(assets) what is owed (liabilities) and what is left over (equity).
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These documents should be prepared very carefully because they are the key to the 
success of the social enterprise and will be scrutinized by everyone approached for 
financial support.

FINANCIAL MANAGEMENT

Managing the finances of a business is substantially different from managing the finances 
of a non- profit organization. It is critical that the social enterprise has sound financial 
management. The financial manager of a non-profit organization developing a social 
enterprise may have the required expertise. If he or she does not, financial management 
capacity can be developed. This can be achieved in a number of ways such as,

• training the current financial manager,
• recruiting a board member or advisory committee member with the necessary skills,
•  partnering with an organization such as BC Technology Social Venture Partners whose 

volunteers can provide financial management skills, or
• contracting with a financial manager.

Do not start up a social enterprise until this essential expertise is in place.
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WHAT IS GOVERNANCE?

Governance is formally defined as “systems and processes that ensure the overall 
direction, effectiveness, supervision and accountability of an organization” (Cornforth, 
2003). Governance mechanisms can include governing boards, monitoring systems and 
signaling mechanisms like reporting or codes of conduct.

Social enterprises address the most pressing problems societies face through employing 
scalable, self-sustainable and innovative business models. They must balance financial 
responsibilities and social impact and must coordinate among multiple stakeholder 
groups, including investors, employees, regulators, clients and beneficiaries. As a result, 
social enterprise leaders manage complex trade-offs.

For social enterprises, governance is key to both overseeing compliance with policies 
and regulations and to safeguarding the organizational mission while meeting the 
demands of various stakeholders. Social enterprises limit their potential and undermine 
their mission when they do not invest appropriate effort and thought into creating a 
well-functioning board. In short, if applied correctly, a board strengthens, not weakens, 
the leadership and helps to ensure the success of the social enterprise.

WHY CREATE A BOARD?

A carefully selected, well-designed and well-managed board will help the social enterprise 
reach its goals. Yet many social enterprise leaders are reluctant to set up a board.  They 
express concern that a board will limit their management team’s effectiveness. While this 
is a valid concern it demonstrates the lack of understanding  of how boards can facilitate 
an enterprise’s success and make the management team’s work easier. Furthermore, of 
those social enterprises that have a board, many fail to engage their board actively in the 
strategic guidance and oversight of their organization. This represents a lost opportunity.  

Boards can help management teams reach their enterprise’s goals and mission in several ways:
• Provide strategic support and expertise:
•  Organizations can compensate for a lack of in-house competencies or expertise 

through board members.
•  Provide access to networks: Board members open doors to valuable external networks 

(e.g. fundraising, advocacy and the recruitment of high talent).
•  Ensure the vision and legacy: Boards include and empower carefully selected 

individuals to guide the enterprise.
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•  This ensures the organization’s vision succeeds beyond the efforts of the founder or 
management team.

•  Signal credibility to external stakeholders: Investors, contractors and customers may 
trust the organization more if it has well-regarded board members.

CHOOSING THE RIGHT STRUCTURE

No single governance structure fits all social enterprises or even fits the same enterprise 
over time. Rather, governing boards should be tailored to the organization and be 
dynamic to the changing needs of the organization over its lifespan. Social enterprises 
should evaluate and modify their governance structures regularly and in particular during 
the following circumstances:

• The enterprise reaches the next lifecycle stage
• The legal structure of the enterprise changes
•  The financial structure of the enterprise changes, most commonly related to the 

shareholder base
• The external environment changes (e.g. new government regulations)
• The founder steps down

There is no “one size fits all” for social enterprises. Specific organizational factors like 
size, complexity or maturity influence the optimal governance structure. 

WHAT SIZE SHOULD THE BOARD BE?

The optimal size of a board depends on the needs of an organization. Large boards 
(>12 members) create more administrative and coordination efforts and include the 
danger of ineffective oversight due to some board members free-riding on the efforts of 
others. Among the social enterprises in the Schwab Foundation network, for-profit social 
enterprises tend to have smaller boards than non-profit social enterprises.

Large boards often constitute fundraising boards in no profit social enterprises. In 
contrast, boards of for-profit social enterprises are rather kept small in order to stay 
manageable. Research on board effectiveness suggests that smaller boards positively 
influence organizational performance (Eisenberg et  al., 1998). Furthermore, an uneven 
number of board members seems favorable to facilitate the decision-making process.
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Here is a comparison table produced by the Schwab Foundation for Social Entrepreneurship 
that indicates some benefits and challenges of small and large boards. 

+
+

+
+

_
_

_
_

Members feel stronger sense
of personal responsibility

Easier to handle

Potential for excessive work-
load of the members

May have insufficient
expertise

Provide a range of
perspectives

Appropriate if fundraising is
main purpose of board

Danger of dominant inner circle

Members tend to assume
less responsibility

Small Board (5-12 members) Large Board (>12 members)

Board
Size

FINDING THE RIGHT BOARD MEMBERS

Many early-stage social enterprises build boards out of their network of family and friends. 
While this may reduce the initial effort, it can be a disadvantage at later stages if board 
members do not possess the relevant skills, representation, network and reputation to 
provide strategic guidance and oversight to the social enterprise. To search for capable 
board members, social enterprises can:

• Solicit recommendations from stakeholders, foundations, other social enterprises
• Research, identify and reach out to people with expertise in or passion for the cause
• Attend networking events and ask supporters for help in making contacts
 
In selecting potential board members, social enterprises should regard the following:

Alignment with financial and social objectives
Board members who have worked with double bottom lines or have deep commitment to 
social responsibility are more likely to ensure the organization remains true to its goals.

Complimentary personality
Dominant personalities can influence day-to- day business for their personal goals, which 
can put the whole enterprise at risk. Furthermore, powerful people could intimidate 
other board members. Thus, the ability to work in a team is an important characteristic 
of board members.
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Expertise
Boards benefit from having members with diverse areas of expertise and experience as 
they provide new insights and perspectives (Siciliano, 1996). Some areas of expertise that 
can be helpful are legal, financial, marketing, and business skills.  Expertise in setting up 
or running social enterprises can also be a bonus on a Board.

An organization should consider the current skills set of its senior management team 
and board when selecting new board members. A skills grid may help a social enterprise 
evaluate where there are gaps in its skills.
 
Representation of stakeholders
Governance is not simply about protecting shareholder rights but  about  safeguarding 
and balancing the interests of all stakeholders. Stakeholders include investors, customers/ 
beneficiaries, employees, government  officials or relevant community members (e.g. 
people who reside in the neighbourhood of the social enterprise). Boards with members 
from various stakeholder groups represent a larger variety of perspectives, which serves  
to legitimize the operations of an enterprise  in front of these stakeholders. However, 
multiple stakeholder boards may require more active management when stakeholders are 
resolute in defending narrow interests instead of the interests of the whole organization 
(Spear et al., 2007).

Some social enterprise boards seek representation from target populations.  One 
caveat with this approach is that the beneficiaries might not have relevant expertise and 
experience as a board member to provide strategic oversight. Alternative approaches are 
to create a supplemental client advisory council, to include advocates of the interests of 
the beneficiaries on the board or to include beneficiaries in the board with a consulting 
function only, without granting them voting rights.

People with access and reputation
A social enterprise can raise awareness or legitimize its work by choosing board 
members with esteemed reputations. Well-regarded  board  members  can  facilitate 
external connections and attract similarly talented and respected people to join the 
board. Yet, it should be noted that they can also weaken board functioning if they yield 
disproportional influence in decision-making or if they are highly risk averse to protect 
their own reputation.

Caution around conflicts of interest
Considering that social enterprises seek out board members that know their work and 
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SAMPLE CONFLICT OF INTEREST POLICY

The Board expects of itself and its members ethical and businesslike conduct. 
This commitment includes proper use of authority and appropriate decorum 
in group and individual behavior when acting on behalf of the organization. 
Further:

•  Board members must avoid any conflict of interest with respect to their director 
responsibility.

•  There must be no private business or personal services conducted between any 
Board member and the organization. Should any Board member wish to apply 
for employment with the organization, they must resign first from the Board of 
Directors. They cannot be reconsidered for a position on the Board for 1 year 
following the date of their resignation.

•  Board members must not use their positions to obtain employment at CECNB for 
family members or friends. In the event that a relative or close friend of a Board 
member wishes to be considered for employment, that Board member must 
temporarily withdraw from Board deliberation, voting and access to applicable 
Board information.

•  Board members may not attempt to exercise individual authority over the staff 
of the organization except as explicitly set forth in Board policies or by special 
Board decisions.

•  Board members who interact with the public, press or stakeholders must be mindful 
of the limitations around speaking on behalf of CECNB and not make any comments 
or commitments that have not been previously approved by the Board.

•  Board members will make no judgments of the Executive Director’s performance 
outside of an action by the Board as a whole.

• Board members must accept and endorse the Code of Conduct policy.
•  Board members must maintain all confidences of the organization, its staff and clients.

have some connection to them, there can be a high risk of encountering conflicts of 
interest.  Caution must be exercised when considering a new board member however 
it is not necessary to reject someone because they may potentially run into a conflict of 
interest.  While boards should be prudent in ensuring there is not an obvious and ongoing 
conflict, the issue can be dealt with through an effective conflict of interest policy that 
is strictly adhered to.  In addition, all board members should be asked to sign Code of 
Conduct and Conflict of Interest Agreements that confirms they will immediately declare 
any conflicts, or potential conflicts, and not participate in any votes or actions that could 
compromise their fiduciary responsibilities. 
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SAMPLE CONFLICT OF INTEREST AGREEMENT FOR DIRECTORS
 

I, _________________________________ , director of ABCD Inc agree that in carrying out my duties:
1.  I will use the powers of my office and carry out my duties honestly, in good faith and in the best 

interests of ABCD. At all times I will apply myself with care, skill, and diligence. And I will do so 
reasonably and prudently.

2. I will honour and observe ABCD’s:
(a) Constitution and by-Laws;
(b) Board policies and procedures; and
(c) decisions taken by resolution of the membership.

3. I will publicly support the policies and positions of ABCD as approved by the Board of Directors. 
4.  I will keep confidential all information I learn about matters specifically determined by board 

motion to be matters of confidence. Where I am uncertain in determining whether something is 
a matter of confidence, I will seek direction by way of a resolution of the Board of Directors. 

5.  I will publicly support actions taken by ABCD’s management to implement programs and 
achieve the objectives contained in the House’s approved plans and budgets. 

6.  I will strive to place the interests of ABCD and its Board of Directors ahead of my personal 
interests and I will immediately declare any conflicts of interest which arise. 

7.  I will be deemed to have resigned as a director on the date:
(a) I make an assignment into bankruptcy;
(b) I am convicted of a criminal offence; or
(c) I am not in good standing as a member. 

8.  Where I do not abide by this Agreement or where I find that I am in a situation where my 
continued presence on the Board of Directors would cause embarrassment to ABCD or would 
undermine member confidence:
(a) I will immediately resign; or
(b) I will ask the Board to determine the matter and then resign if there is a determination not in my favour; or
(c)  I will resign where the board makes a determination not in my favour after the Board raises 

the matter itself. 

Special Notes:
•  A Board determination must be made by a vote of two-thirds of the Directors attending a meeting 

after I have been given the opportunity to be heard by the Board. Their decision is binding.
•  The Board can determine what are matters of embarrassment or matters tending to undermine 

member confidence, which may include, by way of example, charges under the Criminal Code 
relating to spousal assault, theft from an employer, or other matters which in the sole and 
absolute opinion of the board could bring the reputation of the Society into disrepute either 
with its members or generally. 

Signature:  Date: 

Witness:  Date: 
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ROLES AND RESPONSIBILITIES OF THE BOARD OF DIRECTORS

Although there may be different models under which social enterprise operate, all 
Boards are responsible for basically the same responsibilities under provincial and 
federal legislation.  

A Board of Directors is the legally constituted governing body and acts on 
behalf of the members as collective trustees of the organization. The Board 
speaks with one voice only and makes decisions that are in the best interests of 
the organization as a whole.9

Boards serve two primary responsibilities: support and oversight. While many view these 
as mutually exclusive, they are complementary in a high-performing organization.

Support refers to four areas:  First, boards constitute sparring partners that provide 
strategic guidance and challenge management. This also includes helping to develop 
innovative and effective business models. Second, board members provide access to 
their networks, which can help raise awareness of the social enterprise as well as foster 
fundraising and business development. Third, boards serve as ambassadors for the 
mission of a social enterprise and thus provide advocacy and legitimization. The fourth 
area includes aspects of oversight: ensuring cash flows to increase the sustainability of 
the business.

Oversight prefers to safeguarding the mission of a social enterprise and compliance:  
Boards monitor the  performance  of  management against benchmarks that reflect the 
double bottom line. Thus, monitoring concerns social as well as financial performance.  
While financial indicators are easy to measure and compare, social performance 
is often hard to seize. To avoid an inordinate focus on financial performance, social 
enterprises should pay attention to defining performance indicators for the social 
mission.  Furthermore, boards  should emphasize the need for external audits as well as 
accountability measures to increase transparency towards external stakeholders.

In addition, oversight is the duty of the board to ensure that management complies with 
its own governing document as well as with legal requirements. Ideally, boards should 
have a list of compliance requirements and check periodically if they are being met. 
Furthermore, the board is responsible for appropriate risk management.

9 Introduction to Governance, Co-operative Enterprise Council of NB, June 2012
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LEGAL DUTIES OF DIRECTORS

Every Director has a fiduciary duty to the organization they serve. This means they are 
acting on behalf of the membership and stakeholders in directing the affairs of the 
organization. The fiduciary duty of the Board is the same for all types of social enterprise 
structures and covers all areas of responsibility, including Human Resources. In law, a 
duty is an obligation to act in a certain way and to a certain standard of care.

The following diagram outlines the duties and standards of care for boards of directors under 
Canadian legislation.  See Industry Canada’s Board Primer for Not-for-Profit Corporations 
http://www.ic.gc.ca/eic/site/cilp-pdci.nsf/eng/h_cl00688.html for more information.  

	  
	  
	  

	   	  106	  

	  
Duty Standard of Care 

Duty of Diligence Directors are required to: 
• act reasonably, prudently, and in good faith.  
• educate themselves about the organization.  
• make reasonable inquiries into the day-to-day management of the organization, 

consider explanations and to make informed decisions.  
Diligent Directors also seek the advice of qualified professional, when necessary. 

Duty of 
Skill/Competence 

Directors with a special skill or knowledge have a duty to use that expertise in their role as a 
Board member, and to practice the standard of care expected of their professional abilities. 
For example, human resources professionals and lawyers will be held to the standard of their 
professions on issues related to human resources management and the law respectively. 

Board members without specialized skill or knowledge are expected to act as a prudent 
person would act. Prudent directors are cautious and careful. They try to foresee the 
consequences of a course of action before taking it. 

Duty of Loyalty Directors have a duty to always place the interest of the organization first. This means acting 
honestly, in good faith, and in the best interests of the organization. Directors must fully and 
promptly disclose any potential conflicts of interest and take action to avoid perceived or 
real conflicts of interest. 

Duty of Obedience Directors have a duty to act within the scope of the governing documents of the organization 
and to ensure that committees and staff do so as well. Governing documents include the 
organization's constitution, bylaws, policies, rules and regulations. This duty includes 
ensuring that governing documents are kept up-to-date. 
Directors also have a duty to obey all other laws/statues that apply.  

	  
	  
	  
Policy	  Duties	  	  
In	  By	  Definition:	  Policies	  for	  Volunteer	  Programs,	  Linda	  Graff	  highlights	  several	  important	  
reasons	  for	  developing	  clear	  policies	  of	  governance.	  She	  points	  out	  that	  all	  organizations	  
regularly	  make	  policy	  decisions,	  even	  though	  they	  may	  not	  call	  them	  policies,	  and	  they	  often	  
do	  not	  write	  them	  down.	  Organizations	  need	  policy	  to	  decide	  how	  to	  react	  when	  faced	  with	  
a	  crisis	  or	  how	  to	  act	  in	  the	  future	  in	  order	  to	  prevent	  the	  situation	  from	  happening	  again.	  
Writing	  policies	  can	  be	  as	  simple	  as	  formalizing	  decisions	  that	  have	  already	  been	  made	  
(Graff,	  1997).	  	  Here	  are	  seven	  reasons	  why	  organizations	  should	  develop	  clear	  policies.	  

1. Policies	  determine	  actions	  that	  will	  be	  taken	  and	  set	  boundaries	  around	  activities.	  
2. When	  you	  write	  decisions	  as	  policies	  and	  give	  them	  to	  employees	  and	  volunteers	  

they	  will	  be	  taken	  more	  seriously	  and	  ensure	  that	  policies	  are	  followed.	  
3. Policies	  clarify	  responsibilities	  and	  define	  lines	  of	  communication	  and	  

accountability.	  
4. Policies	  provide	  a	  structure	  for	  sound	  management.	  Since	  policies	  often	  identify	  the	  

‘what’	  and	  sometimes	  even	  the	  ‘how,’	  they	  can	  bring	  about	  program	  improvements	  
and	  increase	  organizational	  effectiveness.	  
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POLICY DUTIES 

In By Definition: Policies for Volunteer Programs, Linda Graff highlights several 
important reasons for developing clear policies of governance. She points out that 
all organizations regularly make policy decisions, even though they may not call them 
policies, and they often do not write them down. Organizations need policy to decide 
how to react when faced with a crisis or how to act in the future in order to prevent 
the situation from happening again. Writing policies can be as simple as formalizing 
decisions that have already been made (Graff, 1997).  Here are seven reasons why 
organizations should develop clear policies.

1.  Policies determine actions that will be taken and set boundaries around activities.
2.  When you write decisions as policies and give them to employees and volunteers 

they will be taken more seriously and ensure that policies are followed.
3.  Policies clarify responsibilities and define lines of communication and accountability.
4.  Policies provide a structure for sound management. Since policies often identify 

the ‘what’ and sometimes even the ‘how,’ they can bring about program 
improvements and increase organizational effectiveness.

5.  Policies ensure consistent work quality among staff members and over time. 
Policies can promote equity and standardization.

6. Policies create and state values, beliefs, and directions.
7.  Policies can be an important, concrete, ongoing element of volunteer recognition. 

This helps increase volunteer satisfaction, productivity, and retention.

Today, the Boards of social enterprises tend to frequently operate using a Policy 
Governance model.  This model is proactive rather than reactive and emphasizes 
that the work of the Board must be focused on the future and, while learning 
from the past, should not be preoccupied with it. It encourages a diversity of 
viewpoints and places the Board in a position of strategic leadership while leaving 
administrative details to staff and volunteers.  There is a clear distinction between 
Board and staff responsibilities and both the governance and operational players 
within the organization play equally important roles in carrying out the mission of the 
organization.  
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DISTINGUISHING GOVERNANCE FROM MANAGEMENT

An understanding of the difference between governance and management rests on 
the cornerstone of fiduciary responsibility. Just as corporate boards are accountable 
to shareholders, the governing body of a social enterprise or non profit has a fiduciary 
responsibility to see that the organization is acting in the best interests of the public, 
and more specifically the members and stakeholders.

The focus of management should be on execution, while the focus of the governance 
body should be on providing guidance and oversight. Boards should not get involved 
in day-to-day operations but should oversee the results of these operations. Senior 
management must ensure that the boards’ decisions are implemented.

A task amid support and oversight is the approval of certain management decisions. 
Board approval should serve to guarantee conformity with the overall mission. 

Furthermore, board approval constitutes a form of legitimization to communicate certain 
decisions in front of the team. Topics that require board approval include the following:

• Decisions related to the annual budget
• Decisions on financing
• Changes in ownership structure
• Remuneration of the chief executive and the management team
• Succession of the chief executive and the management team
• Decisions about overall strategy 

Organizations should define which matters require board approval to ensure proper 
oversight but not to micromanage the management team. For example, board 
approval is only needed for investments above a certain threshold.
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THE BOARD-MANAGEMENT RELATIONSHIP

BOARD ROLES

•  Select, oversee, support, evaluate 
and provide guidance to the CEO 
or Executive Director.

•  Approve high-level organizational 
goals and policies.

• Make major decisions.
•  Oversee management and 

organizational performance. 
•  Act as external advocates and 

diplomats in public policy, 
fundraising, and stakeholder/ 
community relations

•  Safeguard the mission and make 
decisions in the best interests of the 
enterprise and its stakeholders

MANAGEMENT ROLES

•  Run the organization in line with Board direction.
•  Keep the Board educated and informed.
•  Seek the Board’s counsel on policy or financial issues.
•  Recommend goals and policies, supported by 

background information.
•  Frame decisions in the context of the mission and 

strategic vision, and bring the Board well-documented 
recommendations.

•  Bring the Board timely information in concise, 
contextual, or comparative formats.

•  Communicate with candor and transparency.
•  Be responsive to requests for additional information.
•  Keep the Board informed, bring recommendations, and 

mobilize directors to leverage their external connections 
to support the organization

SEVEN GUIDING QUESTIONS TO
DISTINGUISH GOVERNANCE FROM MANAGEMENT10 

Even when the mutual roles of the board and management are understood, there isn’t 
always a bright line distinguishing governance from management. Different situations 
will affect the appropriate level of governance  involvement. 

Adverse results may call for closer board oversight. For example, if the organization is 
in a financial downturn, is not meeting its goals, faces allegations of improprieties, or is 
considering a merger or major transaction, the board may become more engaged and 
review more detailed information than it normally would. 

Otherwise, a governing board functions best when it focuses on higher level, future-
oriented matters of strategy and policy and performs its oversight responsibilities in a 
rigorous but highly efficient manner.  Seven questions can help a Board and management 
to agree on their appropriate roles for any matter of Board oversight or decision making:

1.   Is it big? The bigger the impact of a decision, the more the Board ought to play a role 
in shaping and understanding the action and its possible consequences. One rule of 
thumb is that organizational decisions impacting roughly 10 percent or more of an 

10 Adapted from Distinguishing Governance from Management, Bader 2008
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organization’s revenues or activities are strategic decisions. A decision on whether 
to start or greatly expand services would be a strategic matter.  Planning how to 
implement the expansion is the manager’s responsibility. The corollary to “Is it big?” 
is “Is it too small to merit the Board’s attention?”

2.    Is it about the future? Boards make their impact on what the organization will look 
like five or more years down the road. The Board’s fingerprints should be on the 
organization’s long-term vision and an integrated, three-to-five-year strategic and 
financial plan, as well as a master facility plan. Tomorrow’s campus is the work product 
 of today’s Board and management. 

  Boards should rely on management to draft strategy documents for board input and 
approval. A Board-approved strategic plan should have several major focus areas, 
such as quality, growth, finances, and people, with measurable goals for key indicators 
and initiatives in each area. 

  Another rule of thumb: if the Board-approved strategic plan has more than 5-6 
strategic areas and more than about 20 strategic initiatives under those areas, the 
plan is probably management’s operating plan and the Board is getting involved at 
too low a level.

3.    Is it core to the mission? As a fiduciary, the Board is the guardian of the mission. 
Questions such as whether to continue a financially underperforming facility, how 
much to invest in community benefit activities and whether to open new offices call 
for the Board to examine strategic and financial decisions in a mission context. 

  Management should bring the Board well-documented analyses and recommendations 
to help directors strike the right balance when mission and financial realities conflict.

4.   Is a high-level policy decision needed to resolve a situation? A policy sets out the 
principles, guidelines, or practices to be applied in certain situations. For example, 
should a member of the Board who provides a paid service to the non-profit be 
permitted to continue as a director? Should a manager be permitted to dismiss an 
employee who he says is underperforming, but who has filed a complaint alleging the 
non profit is violating its bylaws? These situations call for consistent decision-making 
based on policy. 

  A Board’s policies should be compiled into a policy manual that is available for 
reference at any board or committee meeting and distributed to every trustee. Of 
course, organizations have hundreds of operational policies governing various aspects 
of personnel, finance and billing, and programs. These are not board matters. Policies 
requiring board approval should have a major impact on the organization, require 
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compliance with laws or regulations, or affect the  responsibilities and conduct of the 
Board, management, and members.

5.   Is a red flag flying? Boards should routinely review dashboards and other performance 
reports, but when should they get into more detail discussing results and raising 
questions? Directors should know the red flags that signal the need for closer inquiry. 
Boards and especially oversight committees should focus on trends. 

  One rule of thumb states that statistically significant over- or underperformance 
on a strategic, quality, or financial indicator over at least three reporting periods 
constitutes a trend. Of course, sentinel events, reports of unethical or illegal activity, 
or dramatic underperformance require prompt Board or committee review before 
a trend develops. Red flags may also appear in reports from the external auditor, 
general counsel, accreditation agencies, and others.  

  To avoid slipping from governance into management when reviewing performance 
problems, the Board should focus on whether management recognizes the problem 
and has established the capability and plans needed to improve results. The Board 
should not micromanage possible solutions; it should hold management accountable 
for producing better results. 

6.  Is a watchdog watching? If Canada Revenue, government, or the news media care, 
the Board should care. Hot button issues of the moment include community benefit, 
charity care, executive compensation, and publicly available quality results. Boards 
should be proactive on high-profile issues, adopting appropriate policies, overseeing 
performance, and ensuring the organization has a proactive public communications 
strategy.

7.   Does the CEO want and need the Board’s support?  If the CEO asks for Board 
advice or intervention, directors should respond. When CEOs are about to embark 
on high level activities, such as fighting a labor issue or contractual agreement, the 
CEO must know the Board will stand firm. CEOs may also ask for help from directors 
with connections to donors, legislators, and community stakeholders. When the CEO 
calls, good boards respond. 

  Some practices and structures can help a board stay out of operations and focus on 
governance. The chairperson should exercise leadership and not hesitate to keep 
discussions focused on a higher plane. A CEO’s report to the board between meetings 
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updates the Board on recent events and obviates the need to discuss operations 
at meetings. A consent agenda enables a board to handle routine matters without  
discussion and frees up time for more important matters of policy and strategy, as 
well as board education. Committees for finance and investments, quality, audit and 
corporate compliance, and executive compensation have clear governance purposes. 
Conversely, in many cases, board committees on marketing, personnel/human 
resources, and facilities engage Board members in management work and usually are 
not needed. 

THE IMPORTANCE OF RISK MANAGEMENT

Excerpts from RISK MANAGEMENT: A GUIDE FOR NON PROFIT AND CHARITABLE 
ORGANIZATIONS, an initiative of the Knowledge Development Centre  www.kdc.ca and 
Imagine Canada www.imaginecanada.ca

The issue of liability changed because of two rulings by the Supreme Court of Canada 
in 1999 (Jordan, 1999): Children’s Foundation v. Bazley (also known as Bazley v. Curry) 
and Boys’ and Girls’ Club of Vernon (also known as Jacobi v. Griffiths). In both cases, 
the Supreme Court of Canada imposed vicarious liability on nonprofit and charitable 
organizations. Vicarious liability means that a person or organization is liable for another 
person’s actions, even though they are not directly responsible for the actions.

These cases were landmark decisions for the nonprofit and charitable sector in Canada. 
For the first time, organizations could be responsible for what their employees or 
Volunteers did, even if the organization did not do anything wrong. As a result of the 
rulings, “insurance companies are raising rates to unaffordable levels when there is no 
due diligence program in place, excluding many programs and services from coverage 
and disqualifying a wide range of organizations from any coverage” according to the 
Voluntary Sector Initiative’s 2003 Pre-Budget Submission to the House of Commons 
Committee of Finance (Voluntary Sector Initiative, 2003). 11

Much of the literature that we reviewed suggests that governance and proper controls are 
important aspects of risk management. Nonprofit and charitable organizations are legal 
entities separate from their members and directors. They do not exist to make a profit 
for their members, directors, or officers. While a nonprofit or charitable organization can 
earn a profit, it can only use the profit to further its mandate. A nonprofit organization 
can be a church or church association, school, charity, medical provider, activity club, 

11 A due diligence program is one where a nonprofit and charitable organization has a process for assessing 
the risk and liability of its organizational structure and mode of operation. If one is not in place then insurance 

companies will either charge very high premiums or may not be willing to provide insurance at all.
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volunteer services organization, professional association, research institute, museum, or 
a sports association. 

An organization may incorporate federally or provincially. A local organization that 
works in the community or province usually incorporates provincially. Each province has 
guidelines about what a nonprofit or charitable organization must do to maintain its 
status. These include bylaws, general administration requirements including meetings 
and annual returns, and audit requirements. The provincial guidelines are an excellent 
place to start learning about the basic legal requirements of nonprofit and charitable 
organizations. In addition, the Charities Directorate of the Canada Revenue Agency 
makes sure that registered charities follow the Income Tax Act.

As supporters and builders of organizations, board members play a vital role in questioning 
and monitoring an organization. Their role includes governance and management of the 
organization and its finances.

COMMON AREAS OF EXPOSURE TO FINANCIAL RISK

There are seven key areas where nonprofit and charitable organizations are exposed to 
risk: fraud, misuse of funds, tax liabilities, potential loss of nonprofit or charitable status, 
investments, fundraising activities, and the loss of physical assets. The best way to control 
risk in these areas is to develop and use effective internal controls. Management has a 
major role to play in controlling risk. 

•   Fraud:  There are many ways to defraud an organization. People inside or outside 
an organization can commit fraud or steal an organization’s assets or resources. 
An employee can embezzle funds, steal office supplies or merchandise, increase 
their expense accounts, or create a fictitious company and bill the organization for 
services they did not perform. An outsider can sell fake merchandise, overcharge 
the organization for materials or services, or persuade the organization to make 
bad investments. Organizations have also discovered other groups using their name 
and logo to raise money. If you find that someone is using your name you must act 
immediately to protect your organization. If another group uses your name and logo 
to stage a fundraising event, you could be liable for any injuries at that event. One way 
to protect your logo is to register it as a trademark. This gives your organization the 
exclusive right to use the logo in Canada. However, Trademark Offices do not monitor 
or enforce how trademarks are used. It’s your responsibility to start professional or 
legal action if someone uses your logo. A registered trademark is legal evidence 
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that you own the logo. Registering a trademark can also be preventive. If you own a 
trademark, there is less risk that another organization will claim to own it and challenge 
your right to use the mark (Carter, 2004).

•  Misuse of funds: Nonprofit and charitable organizations are usually told exactly how 
they can use the gifts or money they receive. If the organization uses money for 
something else, this is a misuse of funds. The funder could withdraw the money, ask 
for the money back, or refuse to give any support in future. Organizations that misuse 
funds could face legal action or lose their tax-exempt status.  See the Charities Act 
http://www.cra-arc.gc.ca/E/pub/tg/rc4108/README.html and the Income Tax Act, 
Charities and Non-profits for information on how to protect your organization from 
misuse of funds. http://laws.justice.gc.ca/en/I-3.3/index.html 

•  Tax liabilities:  Although they are tax exempt, nonprofit and charitable organizations 
are required to pay many taxes. Organizations are at risk if they do not follow tax 
regulations. The Canada Corporations Act Part II focuses on nonprofit and charitable 
organizations and states the requirements for organizations in Canada. 

  All employers must submit payroll deductions. Nonprofit and charitable organizations 
are no exception. They must submit Canada Pension, Employment Insurance premiums, 
and federal income taxes withheld from employees’ pay. Failure to do so can result in 
fines. All directors should request regular reports on the status of payroll deductions 
and remittance. The Income Tax Act requires that directors ensure the organization 
takes these deductions from employee pay cheques. The Act also releases directors 
from personal liability if they have done everything a prudent person can be expected 
to do to ensure individuals’ taxes are paid. It is unlikely that a nonprofit and charitable 
organization would have sales tax or GST liabilities. But, as organizations search for 
creative ways to raise funds, sales can become more important. Your organization 
may be required to pay sales tax if you sell merchandise.

•  Noncompliance to charitable regulations:  Registered charities can lose their 
tax-exempt status if they take on activities that are not related to their charitable 
purpose, or if they spend their money incorrectly. Registered charities must file an 
annual information return with the Canada Revenue Agency. If registered charities do 
not follow these requirements, they risk losing charitable status.

•  Investment exposure:  Every organization has different types and sizes of investments. 
Smaller organizations may only have cash on hand while larger institutions such as 
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hospitals, colleges, and universities may have large endowment funds. Every nonprofit 
and charitable organization needs to monitor and control its investments, no matter 
how large or small. The board of directors should establish an investment policy that 
guides investment and financial decisions.

•  Fundraising activities:  Organizations can be responsible for injuries or harm to any 
participants – employees, volunteers, and the general public – involved in fundraising events. 

•  Loss of physical assets:  Your organization’s physical assets – including furniture, 
fixtures, equipment, and supplies – may also be at risk. You could lose these items 
through fire, flood, or theft. Your organization also has a wealth of information and 
confidential data on its computers. An angry employee, volunteer, or computer 
hacker could harm the organization by stealing or damaging these assets. Any of 
these losses could have a devastating effect on the organization and its ability to 
deliver its mission. The best way to protect these assets is by setting up systems and 
procedures to limit the number of people who have access to them.

Most nonprofit and charitable organizations carry insurance to help manage their risk of 
liability. To minimize directors’ personal liability, organizations can carry Directors and 
Officers Liability Insurance (DOLI). This insurance only covers liabilities that result from 
a director’s wrongful acts. Although few claims against directors are substantiated and 
fewer of these result in large financial awards, the legal cost of defending a claim can be 
significant. DOLI is valuable for covering these costs. Other types of insurance protect 
other parts of the organization and against other types of risks. 

THE BOARD AND FINANCIAL MANAGEMENT

Financial resources or assets fall into three categories – money, goods, and services. Money 
consists of cash, checking and savings accounts, securities and other investments. Goods 
involve merchandise or stock, supplies, and equipment. Services are the programs and 
activities the organization offers to its clients. Accountants classify goods and services 
as resources because they have a value or may be used to create value or revenues. 
(Alliance for Nonprofit Management).

Adequate financial resources allow an organization to achieve its mandate. Organizations 
would not survive without them. The financial management component of risk 
management protects the financial assets of an organization. We discuss six types of 
financial management controls below.
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1.  Accounting controls:  Accounting controls are the procedures an organization uses to 
safeguard its assets. Accounting controls also provide reliable and accurate financial 
records. They allow the board and senior management to monitor financial operations. 
Each organization should make sure its risk management plan includes four types of 
accounting controls: authority and approval, proper documentation, physical security, 
and early detection.

  Both incorporated and non-incorporated groups must be audited or have their books 
reviewed by an accountant every year. The purpose of an audit/review is to annually 
verify the organization’s position and financial records. The audit should show that 
the organization is responsibly using its money to meet its main purpose. However, 
an audit will not necessarily detect fraud. The auditor checks financial records and 
then prepares a statement that gives an opinion about the honesty and accuracy of 
the financial records. Other useful control systems include: setting overall objectives, 
setting and reviewing budgets, and regular financial reporting. These simple systems 
provide the information necessary for management to compare financial progress 
versus goals and to make adjustments when appropriate.

2.  Authority and approval procedures: Organizations should identify who has the 
authority to perform and approve certain transactions such as approving invoices 
and expense accounts, signing checks, and dispensing supplies. The organization’s 
bylaws and procedures manual should outline who is authorized to do these things.

3.  Proper documentation:  Make sure that you document every financial transaction. 
Every registered nonprofit or charitable organization must follow standards about 
filing, record-keeping, and financial reporting. These requirements vary but usually 
include filing each year with the government, maintaining internal records such as 
minutes of meetings, bookkeeping, and regular audits. Most jurisdictions, whether 
federal or provincial, also require regular board meetings and annual meetings of 
members. If you fail to meet these requirements, your organization could be dissolved, 
face financial penalties, or both. The requirements for federally incorporated 
nonprofit and charitable organizations are listed in the Canada Corporations Act. 

  Non Profits see https://www.ic.gc.ca/eic/site/cd-dgc.nsf/eng/h_cs04953.html and For 
Profits see https://www.ic.gc.ca/eic/site/cd-dgc.nsf/eng/h_cs03924.html Provincially-
incorporated social enterprises vary in different jurisdictions. 

4.  Physical security:  As few people as possible should have access to key physical assets 
like accounting records, personnel files, merchandise, supplies, and equipment.
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5.  Early detection:  With proper controls in place it is easier to detect fraud in 
your organization provided those who deviate from the procedures are reported 
immediately. Proper controls will often help identify fraudulent activity before it 
results in a significant financial loss. For controls to work, everyone must follow the 
established procedures.

6.  Policies and procedures:  Simple controls such as financial policies and procedures 
related to record-keeping, reporting, accounting procedures, and investments and loans 
can help organizations minimize risks. The board of directors is responsible to develop 
policies that address overall financial management and senior management is responsible 
for developing operational policies that meet the expectations of the board.

   Of equal importance to financial policies is a Board Management policy that clearly 
outlines the roles, responsibilities, authority and limitations of both the board and the 
management.  The policy should also cover topics related to how the board reviews 
and makes financial decisions, how conflicts of interest are prevented, and the types 
of information the board will receive from management and under what conditions.

 The following is an example of a Board Management Policy.

SAMPLE BOARD MANAGEMENT POLICY

1.  Purpose
  The purpose of this policy is to ensure the activities and plans of the Board of 

Directors of ABCD  are effective, efficient, maintain the values of the organization 
and work towards achieving ABCD’s mission.

2. Governance Model and Style
  The Board of Directors for ABCD operates under a Policy Governance model.  

This model is proactive rather than reactive.  It emphasizes that the work of the 
Board must be focused on the future and, while learning from the past, should 
not be preoccupied with it. This model encourages a diversity of viewpoints and 
places the Board in a position of strategic leadership while leaving administrative 
details to staff and volunteers.  There is a clear distinction between Board and 
staff/volunteer responsibilities and both the governance and operational players 
within the organization play equally important roles in delivering the programs 
and services of the organization.  
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 Under this model, the Board has the authority and responsibility to:
•  Operate in ways that are mindful of its obligations to members and stakeholders.  

It allows no officer, individual or committee to hinder or be an excuse for not 
fulfilling the responsibilities of the Board.

•  Enforce the discipline necessary to govern effectively.  Discipline applies to 
matters such as attendance, policy making principles, respect of roles, and 
speaking with one voice.

•  Direct, control, inspire and govern the organization by establishing clear policies 
and procedures, strategic plans, and budgets that reflect the needs, values, and 
best interests of the organization. 

•  Monitor the work being carried out and conduct ongoing monitoring and 
evaluation to ensure the expected results are being achieved.  The Board must 
keep regularly informed about the finances of the organization and the delivery 
of programs and services through reports, meetings and by conducting an 
independent audit and formal evaluation each year.

3. Operational structure  
  ABCD is made up of two distinct elements - governance and operations. The 

governance element consists of the membership (the owners), the Board of 
Directors (the elected governing body), and the Board Committees (appointed 
by the Board to do research or to carry out special activities).  

   The operational element consists of staff (who do the day to day work), volunteers 
(who help staff), community partners (who provide programs and services), and 
clients (who provide ongoing feedback).

  More specifically:
 •  The members are the owners. They elect the Board of Directors to govern on 

their behalf. 
 •  The CEO is hired and supervised by the Board to manage the work of the 

organization.  This person is responsible for the day to day work of the 
organization and has authority to make all operational decisions within the 
boundaries laid out by Board policies and guiding documents.

 •  Community partners and volunteers play an active role both in the governance 
and operations of the organization .  They sit as members of the Board or 
Board Committees, volunteer their time to organize and carry out special 
events, help to deliver services, and a take on a wide range of other activities 
related to the operation of the organization.
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4.  General Responsibilities
 a)  The membership of the organization is responsible to elect representatives 

from within the membership to sit on the Board of Directors.  They hold this 
Board responsible for governing the organization efficiently and effectively.

  b)  The Board is the duly elected governing body that assumes the legal and 
financial responsibilities of the organization on behalf of the membership.  It 
is responsible to develop the vision and strategic plans of the organization.

 c)  The vision established by the Board must be consistent with the values of 
the organization and supported by written goals, objectives, policies and 
strategic plans. 

 d)  The Board is responsible to hire and supervise the CEO and to make all other 
staff accountable to this person.  The Board does not get involved in the 
day-to-day operation of the organization,, with the exception of ensuring its 
fiduciary responsibilities are met, but rather identify the results they expect 
to be achieved and the limitations or boundaries which must be adhered to.

 e)  Board Committees are responsible do the research and drafting of Board 
policies.  They act as special advisors to the Board.  They do not have authority 
to make decisions or take actions other than those specifically dictated by 
the Board. Standing Committees include the Nominating, Bylaws, Education & 
Promotions while other Committees are struck as required.  Committees can be 
made up of any number of partners, volunteers, resources persons as deemed 
relevant.  Committee members do not have to be members of the Board.

 f)  The Board speaks with one voice—and one voice only—through motions 
adopted at Board meetings.   At no time does any individual Board member 
have authority to speak on behalf of the Board without its prior approval.  
Individual board members have no power and only the Board as a whole can 
make decisions.

 g)  The Board is responsible to develop a strategic plan to fulfill the mandate of 
the organization.  Operational aspects of the work plan are delegated to the 
CEO with progress being regularly monitored by the Board.

 h)  The Board is responsible to identify the boundaries within which staff must 
work and to grant authority to the CEO to make all operational decisions 
within those boundaries.

 i)  The Board evaluates the CEO on the basis of the expectations set down in 
their policies, strategic plans and budgets. 
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5. Specific Responsibilities
 i) Board Chairperson
  The word “Chair” signifies the individual who presides over the meetings and 

the office held by the individual.  Responsibilities of the Chair are numerous. 
Most important, the Chair must achieve results while maintaining harmony and 
order during the meeting.  They are responsible to:

 •  Prepare a results-based agenda in consultation with Committees and the CEO.  
Be familiar with all items on the agenda and the reason for their discussion at 
the meeting.

 • Confirm that the meeting has been duly called and is properly constituted.
 • Start and finish or adjourn the meeting according to the schedule.
 • Introduce guests or observers at the beginning of the meeting.
 •  Ensure that all members are given an opportunity to express their opinions 

on the agenda items.
 •  Conduct the meeting in an orderly way, according to the organization’s by–

laws and Roberts Rules of Order (latest edition).  
 •  Limit discussion to the matters within the scope of the meeting and decide 

when there has been sufficient debate on each motion.
 • Call for votes and declare the results
 • Ensure that proper minutes of the meeting are kept. 
 •  Act as the contact person for issues which others wish to address with the Board.

 ii) Vice Chair
  The Vice Chair is an understudy of the Chair; prepared for the time when he/

she may be called upon to preside over a meeting that the Chair cannot attend.  
They are responsible to:

  Take over the duties of the Chair in the event of the Chairperson’s absence for 
any reason. 

 iii) Secretary
  One of the vital roles on the Board of Directors is that of the recording secretary.  

This individual must capture on paper the ideas expressed, decisions made, and 
actions taken at the meeting.  The secretary’s duties, however, start well before 
the meeting and continue afterward.  He/she is responsible to:

 •  Prepare and send out the notice of the meeting and agenda and background 
documents to all those who are entitled to attend.  The agenda should be 
prepared by the Secretary after discussion with the Chair.
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 •  Confirm a location for the meeting and ensure that it is properly set up prior 
to the meeting.

 •  Bring to the meeting all the materials that may be needed, such as by–laws, 
previous minutes, and reports.

 •  Take notes of the proceedings of the meeting, so that minutes can be drafted 
after the meeting.

 • Read aloud at the meeting any document which may be required.
 • Carry out any actions arising out of the meeting which pertain to the Secretary.

 iv)  Individual Board Members
  Every member has a responsibility to the Board to act in a manner that is in the 

best interests of the organization.  To be effective, each board member must 
abide by a set of standards that guide the work of the Board.  In particular, each 
member is responsible to:

 •  Arrive on time, and be prepared to participate fully in the meeting.  Each 
members’ thoughts and expertise are important to the work of the Board 
and the meeting process used must ensure all members are provided with an 
opportunity to actively participate in discussions and decisions.

 •  Read any material received prior to the meeting.  If presenting a report at the 
meeting, members should endeavor to have it circulated in advance.  Should this 
be impossible, ensure that there are sufficient copies for distribution at the meeting.

 •  Be courteous and do not speak while others are speaking.  Follow the process 
agreed upon for meeting procedures.  Avoid letting the more vocal members 
overwhelm the meeting.

 •  If members disagree, they should disagree with ideas and motions, not with 
individuals.  The Board’s job is to debate issues.  This means that each member 
not only has the right to present differing viewpoints and ideas, they have the 
responsibility to express them.

 •  Carefully word comments and motions.  Each member should give thought 
and consideration to the issues being discussed prior to board meetings 
wherever possible.  Remember the words being used in a motion need to 
be clear and unambiguous.  Avoid the possibility of others interpreting the 
words being used in a manner different than the way they were meant.

 •  Remember that they are representing the membership as a whole and not 
individual interest groups.  In situations where there may be a conflict of interest 
(or even a perceived conflict of interest), the member must declare this conflict 
and follow the guidelines established in the by-laws to deal with it.
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6. Board Members’ Code of Conduct and Conflict of Interest Statement
The Board expects of itself and its members ethical and businesslike conduct.  This 
commitment includes proper use of authority and appropriate decorum in group 
and individual behavior when acting as Board members. 
 •  Board members must avoid any conflict of interest with respect to their 

director responsibility.
 •  There must be no private business or personal services conducted between 

any Board member and the organization.
 •  Board members must not use their positions to obtain employment within the 

organization for themselves, family members or close associates.
 •  In the event that a relative or close friend of a Board member wishes to be 

considered for employment, that Board member must temporarily withdraw 
from Board deliberation, voting and access to applicable Board information.

 •  Should any Board member wish to apply for employment with the organization, 
they must resign first from the Board of Directors.  They cannot be considered 
for a position on the Board for 1 year following the date of their resignation.

 •  Board members may not attempt to exercise individual authority over the 
staff of the organization except as explicitly set forth in Board policies or 
minutes.

 •  Board members who interact with the public, press or other entities must be 
mindful of the limitations around speaking on behalf of the Board and not 
make any comments or commitments that have not been previously approved 
by the Board.

 •  Board members will make no judgments of the CEO or staff performance 
outside of a formal evaluation by the Board as a whole.

 • Board members must accept and endorse the Code of Ethics.
 •  Board members must maintain in confidence information shared in closed 

session.

7. Decision Making Process
  Wherever possible, decisions will be made by consensus.  When consensus 

cannot be reached, a majority vote will rule.  Proxy votes are not permitted.
  Prior to any decisions being reached, the Board Chair will ensure adequate time 

is provided for debate and research.  All available information will be provided 
in a timely manner to Board members to ensure informed decisions are made.

   For decisions that require a full discussion by the Board, the circle process will be used.  
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 •  The Chair is responsible to conduct the circle.  He/she identifies the question 
or issue being discussed and asks each person in the circle, one by one, to 
give their comments.  

 •  For most issues, members are asked to limit their comments to 2 minutes and 
to clearly and succinctly describe their thoughts on the issue.  

 •  The Chair is responsible to keep the time and pass the discussion to the next 
person when the 2 minutes is up.  This requires each board member to have 
prepared in their mind what exactly they want to say and what specific issues 
or recommendations they wish to express.

 •  After each person has had an opportunity to comment, the Chair summarizes 
the feedback suggests a next step.  This might be to make a motion, refer back 
to a policy, strike a committee, or adjourn the issue until the next meeting.  
The board will then vote on this recommendation.  

 •  For more complex issues, the Chair may decided to go around the circle more 
than once, however, it is important to remember that issues are debated during 
committee meetings and Board meetings are primarily for decision-making.

  Some decisions are policy decisions and require a formal motion (i.e. budgets, 
strategic plans, personnel issues, committee guidelines, etc.).  Other decisions 
are more day-to-day Board business decisions and need only be recorded in the 
minutes (meeting dates/times, special activities of the Board, etc.).  

8. Executive Limitations
 The Board does not have the authority to:
 •  Make commitments on behalf of the organization for which they do not have 

the resources to fulfill
 •  Fail to maintain all fiduciary responsibilities including maintaining proper 

controls over finances and the budget and ensuring appropriate insurance 
and protections are in place

 •  Manage staff in any manner that is outside the boundaries of provincial labor 
standards or any other legislation to which ABCD is bound

 •  Risk the safety or well being of staff, volunteers or the organization by virtue 
of a Board decision

 •  Interfere with the operations of the organization except in exceptionally 
circumstances in which the well-being of the organization is at risk

 •  Conduct activities which are outside the boundaries set by the by-laws or 
which are not in keeping with its mission or values.
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REDUCING RISK THROUGH GOOD VOLUNTEER MANAGEMENT

Why are volunteers a risk to nonprofit and charitable organizations? Every nonprofit 
and charitable organization should be concerned about its volunteers getting hurt and 
should take steps to reduce the chance of this happening. However, this is just one of 
many risks that organizations must recognize and address. A greater risk may be that 
the volunteer harms another volunteer, an employee, or a client. Volunteer Canada has 
developed a Safe Step method that organizations can use to make sure that the people 
they serve are safe. The following ten steps developed by Volunteer Canada will help 
organizations minimize the risks associated with using volunteers.

1.  Determine the risk:  Examine your programs and services for potential dangers. This 
can help prevent or eliminate the risk altogether.

2.  Write clear descriptions for every volunteer position:  Carefully worded position 
descriptions send the message that an organization is serious about screening its 
volunteers. The description should include responsibilities and expectations, including 
what a volunteer can and cannot do. It should also list the screening requirements, 
such as medical exam, driver’s record, or a police records check.

3.  Establish a formal recruitment process:  Decide how to recruit volunteers. Whether 
your organization posts notices in grocery stores or sends flyers home with children, 
you must point out that screening is part of the application process. When a volunteer 
changes positions, the screening procedures may change as well.

4.  Use an application form:  The application form will give you contact information for 
every volunteer. If you use screening measures, the application form must include a 
mechanism for obtaining and confirming the volunteer’s permission.

5.  Conduct interviews:  The interview is an opportunity to talk to the potential volunteer 
about their background, skills, interests, and availability. It can help determine what 
role is most appropriate for each person. It is also a chance to explore any doubts you 
have about the person’s suitability.

6.  Follow up on references:  People often do not expect you to check their references. 
You should check three references and not assume that applicants only give you the 
names of people who will speak well of them.
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7.  Request a police records check:  Police checks signal that the organization is 
concerned about the safety of its participants. See Screening: Volunteer Canada’s Safe 
Steps Screening Program. http://www.volunteer.ca/volcan/eng/content/screening/
safe-steps.php?display=3,2,3

8.  Conduct orientation and training sessions:  Orientation and training sessions are also 
an important part of screening volunteers. They are a chance to observe volunteers in 
a different setting. These sessions also allow organizations to inform volunteers about 
policies and procedures.

9.  Supervise and evaluate:  The level of risk associated with a volunteer position is an 
indication of how closely to supervise and evaluate volunteers. High risk positions must 
be closely supervised. Use probation periods – these period give the organization and 
the volunteer time to learn more about each other. Give volunteers feedback often. You 
can only evaluate a volunteer’s performance based on the position description.

10.  Follow up with program participants:  Regular contact with participants and family 
members can deter someone who might otherwise harm others. These could include 
spot checks for volunteers in high-risk positions. Make sure you tell volunteers about 
what follow-up activities you will use.

DIRECTORS LIABILITY12

Potential for liability may exist at a number of levels in the organization.  In relation to 
the Board of Directors, the overall purpose is to manage the affairs of the organization.  
In doing so, the Board provides the direction to the nonprofit to permit it to carry out its 
objects and to ensure it meets its legal obligations, maintains its status and is financially 
responsible.  In performing these functions there are a number of potential pitfalls.

WHAT IS PERSONAL LIABILITY?
Directors have a duty to take an active interest in the affairs of their organization.  In 
doing so, there may be instances where they may be negligent by reason of an act or 
omission in discharging their duties.  For example, they may fail to renew an insurance 
policy or they may release private and confidential information about an employee of 
the nonprofit.

12 Excerpts from Liability Insurance for Non Profits in Canada
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In certain cases, directors can seek the protection of the “due diligence” defence; they 
can claim that they took all the reasonable steps to prevent an unfortunate incident.  
However, in many cases, specific laws define liability.  To use a defence of due diligence, 
clear and effective delegation and reporting between the Board and staff supported by 
a formal and comprehensive policy of the Board are required.

Directors can be found personally liable for regulatory offences under various laws.  
These include, but are not limited to:
 • Canada Pension Plan Act
 • Unemployment Insurance Act
 • Income Tax Act
 • Pensions Benefit Act
 • Excise Tax Act
 • Health Services Tax Act
 • Occupational Health and Safety Act
 • Workplace Health, Safety and Compensation Act
 • Income Tax Act
 • Canadian & provincial Environmental Protection Acts
 • Hazardous Products Act
 • Transportation of Dangerous Goods Act
 • Fisheries Act

LIABILITY INSURANCE
Directors are responsible for seeing to it that the assets of the nonprofit are protected.  
They are also responsible for insuring against possible liabilities.  Insurance is a common 
way to do that.  The scope of coverage will determine who will be paid and what is covered.  
It is important to ensure that insurance covers those things for which the organization is 
responsible.  In practice, the cost of insurance premiums may be so high it is beyond the 
means of the organization.  Therefore it is best to comparison shop.  

An organization may wish to take out insurance against the risks of being sued.  Such 
insurance will not cover civil claims that arise from criminal acts or reimbursement of 
fines for conviction of criminal or quasi-criminal activity.  The following are examples of 
general insurance policies designed to protect directors against possible exposure to 
lawsuits: 

•  Comprehensive General Liability Insurance:  Protects the organization and its 
directors against claims for bodily injuries (i.e. from a slip, a fixture falling down and 
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injuring someone at a public event, a motor vehicle accident) and property damage 
(i.e. to the roof of a building)

•  Environmental Liability Insurance:  Protects the organization and its directors against 
some environmental claims (as limited by provincial statute) such as conservation 
damage, spills (i.e. heating oil escaping from a barrel) and waste (i.e. hazardous 
substances poured down the drain and emptied into a watercourse).

•  Directors Liability Insurance:  Protects the organization and its directors against 
claims for obligations such as unpaid mandatory remittances for Employment 
Insurance and Canada Pension Plan for employees.

•  Errors and Omissions Insurance:  Protects the organization and its directors through 
two basic types of coverage.  The first is corporate reimbursement coverage which 
covers the nonprofit for the amount it is forced to reimburse directors for legal fees and 
judgments.  The second provides coverage for directors and officers in the event the 
organization is unable or unwilling to indemnify them.  Generally, the policies are claims-
made policies and not occurrence-based policies.  This can be a problem in the case of 
sexual harassment and abuse lawsuits for incidents that occurred many years earlier.

It is a good idea, especially when new directors are elected, to sit down with an insurance 
broker to review the coverage and effect of insurances in place to protect the organization.

DIRECTORS LIABILITY INSURANCE

Generally, directors have no personal liability if the nonprofit is held legally accountable.  
If directors of a nonprofit act within their authority and are reasonable in making decisions, 
they cannot be held liable for the unforeseen consequences when things go bad.  
However, if the directors act beyond that authority they can lose their legal protection.  
For example, failure to ensure that proper deductions are sent to CCRA has resulted 
in the directors being personally liable for the amounts not sent.  Contracting with a 
company in which a director has a personal interest without discling that interest could 
result in that director being responsible to the company for the profit in the contract.  
Deciding whether to clear snow from a sidewalk where it is obvious that damage will 
result could lead to personal liability for the directors.  

MEETINGS 

Most of the work of the Board gets done at meetings.  There are two types of formal 
decision-making meetings and it is important to understand the various roles and 
responsibilities of the Board of Directors at each.
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BOARD OF DIRECTORS MEETINGS

Board meetings are held in accordance to the guidelines laid out in the bylaws of the 
organization, i.e. monthly, quarterly.  The primary focus is to discuss the outcomes that have 
been achieved and the progress made towards the organization’s goals.  The Board assesses 
this progress in light of the work plans and budgets of the organization as well as its policies.  

The Executive Director generally provides written reports to the Board on the outcome of 
activities and the monthly/quarterly financial statements.  It is the Board’s responsibility 
to closely monitor whether or not the organization is meeting its targets.  They discuss 
long-term goals and strategies and make any changes to its plans, budgets and policies 
that may be required.   The Board may also review new applications for membership and 
address any other membership or governance issues that arise.

The Board Chair (or vice-chair in their absence) is responsible for running the meeting.  
This requires skill, preparation, and attention to process.  The Chair must ensure the 
meeting starts and ends on time, all agenda items are addressed, and formal motions or 
decisions made as applicable.  The Chair must also ensure that all board members have 
the opportunity to participate. 
   
Board Committees
Committees may be struck by the Board and appointed to research issues and make 
recommendations to help with decisions. They may be “standing” committees that are 
prescribed in bylaws, i.e. Finance, Nominating, or may be ad hoc committees set up to 
simply address one specific issue, i.e. location search.  Committees may consist of both 
members and non-members as deemed appropriate.  Committees have no decision-
making power and report directly to the Board. 

Agendas
To run an effective meeting, there needs to be a clear and detail agenda that clarifies 
what is to be discussed, the expected outcome of the discussion, who will lead the 
discussion and any documents that Board members should review in preparation. An 
example of a Priority Results Agenda follows on the next page.

Minutes
The Board must also ensure that discussions and decisions are properly recorded as 
the minutes of a Board meeting are the official record of what took place.  Should any 
questions ever arise with the Canada Revenue Agency or other government agencies 
that regulate social enterprises the minutes will likely be requested and must reflect who 
was present, what was discussed, and the decisions reached.  An example of Priority 
Results Minutes follows the sample agenda.
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Example	  of	  a	  Priority	  Results	  Agenda	  	  

	  

	  
	  
	  

Item	   Expected	  Outcome	   Time/Lead	   Documents	  to	  read/bring	  
Call	  to	  order	  	   - Quorum	  is	  established	  

	  
10:00/Chair	   	  

Review	  of	  agenda	  and	  
minutes	  of	  last	  meeting	  

- Agenda	  and	  minutes	  adopted	  
	  

10:05/Chair	   Jan	  minutes	  	  (p.	  2)	  

Finances	   - Update	  on	  funding	  proposals	  
- Acceptance	  of	  quarterly	  financial	  

statements	  

10:15/CEO	   Letter	  from	  CCA	  (p	  3)	  
Financial	  statements	  (p	  5)	  

Review	  of	  Executive	  
Committee	  minutes	  

- Committee	  minutes	  are	  adopted	  
- Discuss	  recommendations	  on	  

future	  priorities	  

10:40/Chair	   Recommendations	  (p	  9)	  

Youth	  engagement	   - Update	  on	  ABCD	  youth	  project	  
- Update	  on	  Youth	  Engagement	  

Committee	  
	  

11:00/CEO	  
11:10/PR	  
Committee	  

	  

AGM	  planning	  and	  
bylaws	  

- Confirm	  location	  and	  times	  
- Finalize	  Agenda	  
- Strike	  Nominating	  Committee	  and	  

give	  direction	  
- Decision	  around	  how	  to	  move	  

forward	  on	  bylaw	  revisions	  
- Next	  steps	  in	  planning	  AGM	  

11:15/Chair	  
	  

Directors	  Terms	  (p.	  11)	  	  
Note:	  30	  days	  notice	  for	  
bylaw	  changes	  are	  required	  
and	  10	  days	  notice	  for	  
member	  meetings.	  
See	  highlighted	  sections	  of	  
bylaws,	  p	  9	  Note	  that	  2nd	  tier	  
memberships	  have	  not	  yet	  
been	  addressed	  
List	  of	  members,	  p	  12	  

LUNCH	   - 	   12:15	   	  
Logo	  and	  new	  materials	  	   - Decision	  on	  final	  logo	  

- Decision	  on	  printing	  of	  new	  
promotional	  materials	  

1:00/CEO	   Final	  draft	  logo	  on	  page	  14	  

Computer	  	   - Request	  to	  purchase	  new	  laptop	   1:10/Chair	   	  

Executive	  Director’s	  
report	  

- Board	  is	  updated	  on	  the	  outcomes	  
of	  operational	  activities	  since	  Jan	  
	  

1:15/CEO	   Executive	  Director	  report	  
(page	  21)	  

Other?	   - Decide	  on	  delegate	  for	  parent	  
organizaton’s	  AGM	  

- Decide	  who	  will	  represent	  ABCD	  
at	  Social	  Enterprise	  Dialogue	  

- next	  meeting?	  

1:30	   Date:	  May	  24	  &	  25	  
	  
Date:	  June	  27-‐29	  
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Example	  of	  Priority	  Results	  Minutes	  
	  

Agenda	  Item	   Outcome	   Comments	   Follow	  up	  action	  
	  

1.	  Call	  to	  order	   Quorum	  present	   In	  attendance:	  	  Sue	  Booking,	  
John	  Donor,	  James	  Flynn,	  
Brian	  Mulroy,	  Cheri	  	  
Regrets:	  	  Bill	  Hert	  
Absent:	  Jane	  Ying	  

Chair	  to	  contact	  Jane	  to	  inform	  
her	  that	  our	  Board	  policy	  
states	  that	  “any	  Director	  
missing	  three	  consecutive	  
meetings	  will	  be	  subject	  to	  
expulsion	  from	  the	  Board”.	  	  
Chair	  is	  to	  report	  back	  to	  the	  
Board	  at	  the	  next	  meeting.	  

2.	  Minutes	  of	  last	  
meeting	  

1. Moved	  by	  Sue	  and	  
seconded	  by	  John	  that	  
the	  minutes	  be	  revised	  
change	  James	  Flynn’s	  
name	  as	  the	  appointed	  
Chair	  of	  the	  Public	  
Relations	  Committee	  
and	  replace	  it	  with	  Brian	  
Mulroy.	  	  Motion	  passed.	  

2. Moved	  by	  Cheri	  and	  
seconded	  by	  Sue	  that	  the	  
revised	  minutes	  be	  
accepted.	  	  Motion	  
passed.	  	  	  

Clerical	  error	  in	  minutes	  
regarding	  the	  Chair	  of	  the	  
Public	  Relations	  Committee	  
corrected.	  

	  
	  
	  

	  
3.	  Financial	  
Report	  

Moved	  by	  Sue	  and	  
seconded	  by	  Cheri	  that	  the	  
Financial	  Report	  be	  
accepted	  as	  pesented.	  	  
Motion	  passed.	  	  

Costs	  for	  travel	  exceeded	  the	  
allocated	  budget	  however	  as	  
it	  cost	  less	  than	  anticipated	  
for	  the	  board	  trainer	  the	  	  
overall	  budget	  was	  balanced	  

	  

4.	  Evaluation	  
Report	  

Moved	  by	  John	  and	  
seconded	  by	  Brian	  that	  the	  
evaluation	  plan	  be	  
amended	  to	  change	  
Statement	  of	  Work	  #	  4	  to	  
read	  “community	  partners	  
will	  be	  solicited	  for	  
feedback	  through	  a	  special	  
day	  long	  session	  during	  
which	  time	  priorities	  for	  
the	  coming	  year	  will	  be	  
discussed”.	  Motion	  passed.	  

Evaluation	  is	  on	  target	  with	  
the	  exception	  of	  the	  data	  
collection	  for	  community	  
partners.	  	  The	  consultant	  felt	  
it	  was	  advisable	  to	  extend	  
the	  date	  for	  this	  activity	  so	  
that	  a	  strategic	  planning	  
forum	  can	  be	  used	  instead	  of	  
a	  focus	  group	  format.	  This	  
was	  felt	  to	  be	  more	  creative	  
and	  likely	  to	  result	  in	  higher	  
participation	  levels.	  

The	  Evaluation	  Committee	  
Chair	  will	  circulate	  the	  revised	  
plan	  to	  Board	  members	  prior	  
to	  the	  next	  meeting.	  	  	  
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	   	  129	  

Agenda	  Item	   Outcome	   Comments	   Follow	  up	  action	  
	  

5.	  Bylaws	   Moved	  by	  John	  and	  
seconded	  by	  Sue	  that	  the	  
bylaw	  resolutions	  be	  
circulated	  immediately	  to	  
the	  membership.	  	  Motion	  
passed.	  

Revisions	  to	  the	  bylaws	  will	  
be	  posted	  in	  all	  centres	  and	  
circulated	  to	  community	  
partners	  no	  later	  than	  May	  1.	  

Staff	  will	  post	  for	  participants	  
and	  the	  Board	  Chair	  will	  
handle	  circulation	  to	  
community	  partners.	  
	  

6.	  Transportation	  
Policy	  

Moved	  by	  Brian	  and	  
seconded	  by	  James	  that	  the	  
proposed	  revisions	  to	  the	  
transportation	  policy	  be	  
accepted.	  	  Motion	  passed.	  	  

The	  new	  transportation	  
policy	  eliminates	  the	  use	  of	  
buses	  as	  a	  regular	  means	  of	  
transportation	  for	  
participants.	  	  Our	  evaluation	  
of	  this	  bus	  service	  has	  shown	  
that	  it	  is	  no	  longer	  necessary	  
as	  all	  participants	  are	  now	  
being	  carpooled.	  
	  

1. The	  Policy	  Committee	  
Chair	  will	  circulate	  the	  
revised	  transportation	  
policy	  to	  all	  Board	  
members	  prior	  to	  the	  next	  
meeting.	  

2. Board	  members	  will	  
replace	  this	  policy	  in	  
manuals	  prior	  to	  the	  next	  
meeting.	  	  	  	  	  

7.	  	  Annual	  work	  
Plan	  

1. It	  was	  moved	  by	  John	  
and	  seconded	  by	  Sue	  
that	  “The	  operational	  
workplan	  be	  amended	  
to	  reflect	  the	  new	  time	  
frames	  set	  for	  the	  
“Family	  Literacy	  
project.”	  	  Motion	  
passed.	  

2. It	  was	  moved	  by	  Cheri	  
and	  seconded	  by	  Brian	  
that	  “a	  Promotions	  
Committee	  be	  struck	  to	  
carry	  out	  the	  activities	  
identified	  in	  the	  work	  
plan.”	  Motion	  passed.	  	  	  

3. Brian	  was	  appointed	  as	  
Interim	  Chair	  for	  the	  
Promotions	  committee.	  

	  

1. The	  province	  has	  not	  
been	  able	  to	  meet	  its	  
deadline	  for	  hiring	  a	  
regional	  coordinator	  and	  
this	  has	  resulted	  in	  ABCD	  
having	  to	  postpone	  some	  
of	  its	  plans.	  

2. Brian	  was	  authorized	  to	  
seek	  out	  others	  who	  
many	  be	  willing	  to	  sit	  on	  
the	  Promotions	  
Committee	  	  

1. Amend	  workplan	  and	  
circulate	  to	  Board	  
members	  prior	  to	  next	  
meeting	  (Coordinator)	  

2. Recruit	  committee	  
members;	  provide	  them	  
with	  the	  Terms	  of	  
Reference;	  and	  report	  back	  
to	  the	  Board	  at	  next	  
meeting	  (Brian)	  

	  
	  

8.	  Board	  
planning	  session	  

Board	  planning	  session	  was	  
set	  for	  October	  18th	  in	  
Kingston.	  	  It	  will	  be	  held	  
from	  9:00	  a.m.	  to	  3:00	  p.m.	  
at	  the	  community	  centre	  
building	  on	  Parks	  St.	  and	  
will	  be	  facilitated	  by	  an	  
outside	  consultant	  	  
	  

The	  goal	  for	  this	  session	  is	  to	  
review	  goals	  &	  objectives	  for	  
the	  coming	  year	  and	  make	  
any	  necessary	  changes	  to	  the	  
three	  year	  strategic	  plan.	  

The	  Secretary	  will	  make	  all	  
travel	  arrangements	  and	  
contact	  board	  members	  by	  
phone	  to	  provide	  them	  with	  
the	  details.	  

9.	  	  Meeting	  
Adjourned	  	  

Next	  meeting	  set	  for	  
October	  30	  at	  6:30	  
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DECISION-MAKING 

The two key tools for decision-making are the organization’s bylaws and policies.

Bylaws
Bylaws outline the rules and guidelines for the “big picture” governance of the organization, 
including the number of directors, their qualification and length of term, responsibilities of 
the Board, auditing procedures, membership information and the mission.  These bylaws 
can only be changed by the membership at annual and special meetings.  

Policies
One of the key tasks assigned to the Board by the membership is the development and 
monitoring of the organization’s policies (the guidelines for how the social enterprise 
will work).  These policies lay out the goals, objectives and procedures for how things 
will get done.  They also identify the expectations of members, staff and others involved 
in the organization. All members must abide by these policies. 

Policies are no good if they’re not used or updated.  Too many organizations have a 
policy manual that sits on a shelf and gathers dust.  

DECISION MAKING STEPS

Regardless of the process used, decision-making requires choosing between alternative 
courses of action to deal with a problem.  Important steps to consider in the decision-
making process include the following:

1.  Analyze the situation: Define what is happening. Get input from others. Be Objective 
rather than emotional.

2. Define the problem: Don’t deal with symptoms but focus on the actual problem.
3. Consider options and develop alternative solutions.
4.  Evaluate the alternative solutions: Look at both the positive and negative consequences 

of each alternative.
5.  Make a decision: Make the choice that has the least negative consequences and 

solves the problem, accomplishes the purpose and meets the goal.
6.  Implement the plan and evaluate the decision:  Make changes in the plan if needed, 

again using the steps in the decision making process.



135135

SECTION V: SOCIAL ENTERPRISE AND GOVERNANCE

MAKING DECISIONS BY CONSENSUS 

What is Consensus?
• All participants have equal opportunity to contribute thoughts and feelings.
• Everyone’s opinions are respected.
• Differences are viewed as helpful rather than hindering.
•  Enough time will be spent that all voices are heard and understood before an effort 

to finalize a decision is made, however long that takes.
• All members share in the final decision.

Advantages of Consensus
• Members are likely to support the decision.
• Provides for a win-win situation.
• Facilitates open communication.
• Requires members to listen and understand all sides of the issue.
• Sets the stage for action – Who, What, Where, When.

Disadvantages of Consensus
• Takes more time in a group, the larger the group, the more the time is needed.
• Trust is needed among members to encourage sharing
• Group leaders must use facilitation rather than control.

Steps in Facilitating Consensus
• Describe and define the problem, situation, or issue.
•  Brainstorm a list of alternatives without judging, discussing, or rejecting any ideas. 

Take only one idea from each person to start.
• Review, change, consolidate, rewrite, and set priorities as a group through discussion.
• Make a decision; when its reached make sure it is written so that everyone can see it.
• Evaluate the results later – revise it needed.

The following is an example of a policy on decision-making.
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SAMPLE POLICY ON DECISION MAKING 

The purpose of this policy is to ensure good decisions are made that are in the best 
interests of the organization and its membership.  All those involved with the ABCD 
are expected to follow this process.

a)   Wherever possible, decisions will be made by consensus.  When consensus 
cannot be reached, a majority vote will rule.  Proxy votes are not permitted.

b)   Prior to any decisions being reached, the Chair will ensure adequate time is 
provided for debate and research.  All available information will be provided in 
a timely manner to members to ensure informed decisions are made.

c)   For decisions which require a full discussion by members, the circle process will be used:
  
•  The Chair is responsible to conduct the circle.  He/she identifies the question 

or issue being discussed and asks each person in the circle, one by one, to give 
their comments.  

•  For most issues, members are asked to limit their comments to 2-3 minutes and 
to clearly and succinctly describe their thoughts on the issue.  

•  The Chair is responsible to keep the time and pass the discussion to the next 
person when the time is up.  This requires each member to have prepared in their 
mind what exactly they want to say and what specific issues or recommendations 
they wish to express.

•  After each person has had an opportunity to comment, the Chair summarizes the 
feedback suggests a next step.  This might be to make a motion, refer back to a 
policy, strike a committee, or adjourn the issue until the next meeting.  Members 
will then vote on this recommendation.  

•  For more complex issues, the Chair may decided to go around the circle more 
than once, however, it is important to remember that issues are debated during 
committee meetings and member meetings are primarily for decision-making.

Some decisions are policy decisions and require a formal motion (ie. budgets, 
strategic plans, personnel issues, committee guidelines, etc.).  Other decisions are 
more day to day issues that need only be recorded in the minutes (meeting dates/
times, special activities of the Board, etc).  Members will use ABCD’s bylaws and 
polices to determine which is which.  When in doubt, a formal motion should be 
made and recorded.
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ANNUAL GENERAL MEETINGS

At the Annual General Meeting, the Board of directors reports to membership about 
the outcomes of the previous fiscal year and presents the year’s financial statements. 
It also seeks approval of recommendations for issues such as what to do with any sur-
pluses, changes to bylaws, and presents it plans for the coming year to the member-
ship for discussion.

The membership elects Directors to fill any vacancies on the Board and reviews and 
votes on any bylaw changes being proposed.  

SAMPLE AGENDA

ANNUAL GENERAL MEETING

9:00  Call to Order and Quorum 
9:05  Welcome and Introductions
9:10   Greetings from: 
   Deputy Mayor, City of Social Enterprise
   Hon. Michael Money, Minister of Social Enterprise
9:30  Acceptance of Minutes of 2013 AGM 
9:35  President’s Report
9:45  Executive Director’s Report
10:00   Financial Report 
10:10   Celebrating New and Innovative Social Enterprises in NB 
   • ABCD Enterprises
10:35  Presentation of nominees and call for final nominations 
10:45  Election of Directors
10:55   Question and Answer session
11:25  Appointment of Auditors
11:30  Other business 
   • Community Partnership Award
11:35   Election Results
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Methods
How should you

collect and
analyse

information?

Purpose
Why are you

evaluating? Who
wants to know?

Evaluation
Questions
What specific

questions do you
want to answer?

Resources
What money, 

people and data
do you have
available?

REASONS FOR EVALUATING AND MEASURING PERFORMANCE:

A careful and detailed assessment of performance needs to be a key component 
of your social enterprise:

 1.  Confirmation that the enterprise is on the right track: This is the most important pay-
off for a deliberate assessment program. You and your associates certainly want to know 
whether in fact you are all really doing what you intended, and to what extent. Everyone 
on the staff of the enterprise and your non-profit organization needs to know that their 
work is really paying off. That is one of the most fulfilling experiences in social action.

2. Adjust and improve planning: With the facts of the matter before you, you can address 
the job of making relevant changes in your plan, if that is what the information indicates 
is needed. And you can make a better judgment as to whether any other changes you 
are contemplating are going to affect the social outcomes that you seek.
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3. Improving day-to-day operations: Even what happens by day-to- day decisions can 
benefit from being sensitive to the social impact of those decisions because you now 
know what is actually happening.

4. Building and maintaining support of outsiders: The facts can be laid before funders, 
investors, partners, political leaders, and the community in general. And when they can 
see for themselves that you are really accomplishing what you intended they will be 
readier to respond with the support you need and want.

5. Contributing to the field of social enterprise: Your peers can learn from what you 
report and how you got the critical information, so that they can adjust their own social 
enterprise activities for better and more satisfying performance. Moreover, with your 
work, those who are studying the field will have more definitive knowledge to develop 
new ideas and techniques.

6. Being prepared for demands for the facts: You will avoid being in a situation either 
where you do not have the information at hand to warn you about operating risks, or 
where it will be excessively time- consuming to pull together information for fundraising, 
reporting, and communications.

WHAT DO YOU WANT TO KNOW AND SHOW? 13

The information you gather in your organization has to be directly relevant to the decisions 
you make and be compelling for others to learn about your value. To work out what 
information is most useful, always keep the following simple question in mind:What do you want to know and show?

Mission 
Performance

Business
Performance

Organizational
Sustainability

What 
information
is useful?

Operational
(Management)

Strategic
(Governance)

Accountability
(Stakeholders)

How will
information
be used?

13  Excerpts from Demonstrating Value, www.demonstratingvalue.org
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Determining what you want to evaluate and what information you need to collect can be 
a big task.  However it can be simplified by looking at what you do from three different 
perspectives.

An Organizational Sustainability Perspective - What information can help you 
understand whether you are developing and maintaining resources to meet your 
purpose in the long run? 
  
A Mission Perspective - What information can tell you about the ability of the 
organization to successfully contribute towards the social, cultural and environmental 
objectives set out in its mission? 
  
A Business Performance Perspective - What information can tell you about the success 
of the organization from a financial or ‘business’ perspective? 

Because you have both business and social objectives (human, community, environmental, 
cultural), information that relates to both of these categories of goals is equally important 
to gather. But you will also want to know if you are developing the assets, resources, and 
practices needed to sustain the organization in the long-term. Consider your information 
needs from those three perspectives:

From the business performance perspective
What information can tell you about the success of the organization from a financial and 
business-performance perspective? For example, to understand whether you are financially 
viable, you will want to measure your costs, revenues, assets, liabilities and cash flow. That 
is why you established a process for producing these statements like the pro formas of 
your plan. You will also want to know about trends in sales and customers (or program 
uptake by clients), and key elements of your operations (like safety, product/service quality, 
efficiency). Examples of questions you may want to know and show in this area:

• Are you exceeding customer expectations about products and/or service quality?
• Do you have a diversified customer base so you are not reliant on a few key customers?
• Are you paying expenses in a timely manner?
• Do you have products and/or services which provide an adequate profit margin?
• Are you expanding the number of customers, while maintaining your current 

customer base?
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• Do you deliver products and services on time and on budget?
• How is your operational efficiency? Can it be improved through better scheduling, 

use of equipment, or team work?

From the mission performance perspective
What information can tell you about the ability of the social enterprise to successfully 
contribute to the social, cultural and environmental objectives set out in the mission 
statement of the enterprise? This means starting by identifying the broad area in which you 
are attempting to have impact. Is it employment? Education? Health? The environment? 
Some combination? So, for example, an environmentally focused enterprise may want to 
learn whether the community is adopting more environmentally sustainable practices as 
a result of its work, while an enterprise focused on employing at-risk youth may want to 
show progress in reaching hiring targets for that population segment.

This initial framing offers a great opportunity to engage different members of your staff, 
as well as representatives from other key stakeholder groups. Get your funders involved. 
Talk about cost and capacity issues. It is particularly important to directly involve the 
people who will have a role in any performance measurement activities down the road, 
so they can get inspired and develop a clear understanding of the value (and power) of 
establishing such a process.

After you define the broad impact areas, you need to identify specific units of analysis 
that can be tracked or monitored over time. For example, in a social enterprise that exists 
to create jobs for people with employment barriers, the possible units or outcomes to 
track would be the number of jobs created, the quality of those jobs (e.g., wage, work 
environment) and the number of target employees able to get off income assistance. 
A conceptual framework relevant to this particular kind of enterprise is the Sustainable 
Livelihoods Framework, an asset- based approach that provides a useful context to 
address where individuals are, where they want to go, and how they get there.

From the organizational sustainability perspective
What information can help you understand whether you are developing and maintaining 
the resources that will meet your purposes in the long run? This applies both to the 
sustainability of the enterprise itself and the sustainability of the organization that runs 
it. For example, to get a good handle on whether you are building adequate human 
resources in the enterprise, you may want to track how long your employees stay with 
you, whether your staff has professional development activities available, and whether 
you have regular board meetings that engage the board members.
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From this standpoint you will need to measure the relationship between the enterprise 
and the non-profit parent organization that operates it. Some of the data areas are 
fairly straightforward, such as:

• In which direction does cash flow? To your enterprise or to your organization?
• What skills have been added to your parent organization as a result of your enterprise?
• Has the enterprise directly or indirectly resulted in more referrals (or more effective 

referrals) of clients in need of services?

Other questions related to the organizational level of performance measurement are 
more difficult to answer:

• How does the community you serve view your enterprise and the motivations of the 
organization operating it?

• Have there been controversies or problems that affect your organization’s ability to 
attract clients or funding?

• Has your board’s level of skill increased?

WHO DO YOU WANT TO SHOW?

It is also useful to consider who you are doing this evaluation for and how the 
information will be used.  You can do this by considering three ‘audience’ perspectives:   

An Operational Perspective - What information do you need to support day-
to-day decisions by management and staff? For instance, what can help you 
stay on top of costs, quality, and delivery of your mission? 

A Strategic Perspective - What information do you need to support strategic 
decisions that are often made by a governance body such as a board? This 
information needs to educate your audience about key trends and events that 
have occurred.       

An Accountability Perspective - What information do you need to foster 
and maintain support of the organization? This includes support by investors, 
community members, employees and beneficiaries of your mission.  This 
audience may have very limited knowledge of who you are and what you are 
trying to accomplish so your “story” needs to be very crisp. 
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This lens helps you think about how you will use the information you gather. In other 
words, what type of reporting systems will you need to have in the enterprise, so that 
people have the information they need, when they need it. It is likely that the same 
information is wanted by different people, and can be used for different purposes. What 
are these needs, and how can you respond as efficiently as possible? Take the time to 
think about what kind of reporting you can set up to meet the demands of different 
audiences and the three perspectives from which the performance information will be 
viewed and used.

An Operational Perspective
What type of reporting do you need to support management and staff in the decisions 
they make day-to-day? For instance, what information does management need to see to 
stay on top of costs, quality, and delivery of your mission? How can this information be 
pulled up easily? What processes will there be to review information and make informed 
decisions?

A Strategic Perspective
What type of reporting do you need to support strategic decisions that are often made 
by a governance body such as a board? These decisions will typically involve a longer 
time horizon, and set out key objectives and directions of the organization. Many of the 
people making the decisions, such as members of a board of directors, will not be part 
of the daily activities of the organization, so this reporting will also need to clearly inform 
and educate your audience about key trends and events that have occurred.

An Accountability Perspective
What reporting do you need to show that you take accountability as a serious matter? 
That attention to accountability fosters and maintains support of the enterprise. This 
includes support by investors, community members, employees and beneficiaries of 
your mission. This information will educate others about what you do and show the value 
of your activities. So it is important to think about how you can present what you do in a 
compelling way - clearly, honestly, and concisely. The public or an investor may have very 
limited knowledge of who you are and what you are trying to accomplish so your story 
needs to be very crisp.

Note:  A Sample Logic Evaluation Model and Framework for Social Enterprises is included 
in the appendices.
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PLANNING YOUR EVALUATION

STEP 1: DEFINE YOUR AUDIENCES AND THEIR NEEDS 
Your organization is important for many different groups of people, and in different 
ways.  These are your stakeholders. Understanding who these people are and what they 
care about is critical for developing effective monitoring and reporting capabilities.  
Common stakeholders include:

– Employees
– Volunteers
– Management
– A governance body (e.g. Board of Directors)
– A parent organization 
– Constituent group – those in whose name you are working
– Customers 
– Investors, funders, donors 
– Peers and partners
– The community at large

In the table below identify your stakeholders and describe what information they need 
to have to do their job effectively. What does each stakeholder need to know about the 
organization in order to manage, plan or to provide support? 
 
Don’t be too specific or name individual people. Rather think of the key groups of people 
that matter in and around the organization.  

Stakeholder	   Information	  needs	  -‐	  what	  they	  need	  to	  know	  
e.g.	  Management  • Need	  	  to	  monitor	  operational	  issues	  and	  should	  be	  

able	  to	  access	  additional	  information	  easily	  if	  
needed	  to	  make	  decisions.	  	  	  

e.g.	  Advisory	  board 
 

• Need	  to	  be	  clearly	  informed	  (in	  a	  succinct	  way)	  
about	  what	  is	  happening	  with	  the	  enterprise	  so	  they	  
can	  offer	  the	  best	  advice	  possible.	  	  
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Look at the needs you’ve described. Where do you feel you can do a better job in meeting those 
needs? What’s your biggest priority? 

STEP 2: DEVELOP A VISION FOR YOUR PERFORMANCE SNAPSHOT
A Performance Snapshot is a communication tool that you can develop to present the 
performance and value of your organization to boards, investors/funders and staff.  It 
should be tailored to your needs and the audiences you want to connect with.   

The snapshot can be a printed document or an electronic ‘dashboard’, which allows you 
to actively engage with the information. This tool will give you a clear picture of your 
organization to help you plan and manage your day-to-day activities, demonstrate your 
value to others, and ensure the long-term sustainability of your organization. 

Advantages of developing a snapshot include:
•  Saving valuable time finding and pulling together data and other information for reports. 
•  Seeing key trends and relationships in data, so you can get the most from the data 

you collect.
• Combining different types of information effectively to engage your audience.  

The exact content and format of the Snapshot depends on the audience you want to 
reach and the issues that are important. The design process includes thinking about who 
the audience is, what decisions they are making and the messages you want to convey.  
The information can be presented (numeric, narrative, pictures, quotes, video) to tell 
your story depending on your needs and audience. For example, the layout and content 
for a bi-monthly board presentation might be very different from a Snapshot designed to 
be part of your public website to engage volunteers and donors. Examples can be found 
in the following pages or at www.demonstratingvalue.org/snapshots
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In the table below describe the audience, purpose and format of your snapshot. Examples 
of audiences include a board of directors, your non-profit parent (if you have one), 
management, employees/volunteers, your investors, specific community members, and 
the public at large. You may be able to connect with many audiences with your Snapshot 
but to guide the initial development, identify a primary audience.  

	  Audience	   Purpose	  	   Format	  
	   e.g.	  to	  support	  on-‐going	  operational	  

decisions,	  planning	  decisions;	  	  to	  
develop	  and	  maintain	  support	  	  	  

i.e.	  What	  will	  you	  develop?	  When	  will	  it	  
be	  used?	  What	  format	  will	  it	  be	  in?	  How	  
often	  will	  it	  be	  updated?	  	  

	  
	  

In the future we’d also like to engage the following audiences:

STEP 3: MAP OUT YOUR INFORMATION NEEDS
In this step you will develop the core content of your Performance Snapshot, based 
on your mission and objectives. This is done by mapping out what data and other 
information is most useful to you in managing, planning and communicating the value 
of your organization. The mapping starts with the big picture, by asking you why your 
organization exists and its mission and business.  You will then identify what data you 
may currently be tracking, or could track in the future using one of two methods: an “In-
Depth Method” or a “Quick Method” shown on the next page.   

Start by describing why you exist and what you do:

Your Vision Statement
A vision statement is a vivid, idealized description of how you want the community 
and world to change for the better as a result of your organization’s work.
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Your Mission Statement
Your mission statement describes the overall purpose of your organization 
including your social, environmental and/or cultural objectives and how you are 
working to achieve them. 

Your Business
Describe your business including what specifically you produce, sell or provide, 
and how your offering is unique. 

Choose the In-depth method or Short Method below to work out what you want to show in your 
Performance Snapshot. The in-depth method is helpful if you have a multi-faceted organization 
with many different objectives and activities. It is also helpful if you would like to review 
organizational goals and activities at the same time that you develop a Performance Snapshot.

In-depth Method:  Create Information Maps
In the tables that follow, map out what information you need to know and show in your 
organization based on the goals you’re pursuing.  Develop information maps using the 
following three steps: 

1. Write down your organization’s key goals. Base this on:
• Information in your strategic plans, business plans, grant applications, and in 

marketing and other communications materials.
• Examples of goals we’ve provided.

2. Describe the activities you’re doing to achieve these goals and your desired impact. 
3. Determine what information you should be collecting to show that you are successful. 

Start by brainstorming around the question: ‘What do you want to know and show 
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Here is an example of a completed information map

List up to 3 goals you have relating to your mission  
•  Provide employment in our landscaping  to youth who are homeless or at risk of 

homelessness (Target: 80% of total # employees) 
• Offer career advancement and nurture leadership potential 
•  Retain and sustain a stable workforce

Sample Activities: 
• On-going recruitment
• Mentorship and training
•  Support employees through flexible scheduling, resources, support with personal issues

Desired Impact:   
•  Youth develop skills and are more aware of their interests, skills and career development.
•  Youth are more stable in their situation and access other community services (housing, 

medical, education)

What is useful to track and why?  Think about what you want to ‘to know and show’ about 
the goals, activities and impacts you’ve described, and what you could then measure.

•  We want to show how many youth have been employed and moved on to greater things.   
We can track: 

  o  # of target employees – annually and cumulatively, hours worked, income 
earned – to see how.

  o  Training and employment progression. (e.g. # employees  that expand hours or 
advance to more responsible roles, where they move onto after leaving Stable Roots)

• We want to know if we’re doing enough to support our employees at work:  We can track: 
  o % staff with wellness plans
  o Take up of supports offered 
  o Issue areas supported (time, resources) 
  o Retention rate; % of employees  long term leave; Absenteeism rate
• We want to show how employee lives are being improved. We can track
  o Success profiles / stories
•  Longer term employment outcomes -skill development, well-being, health, housing, 

change in risky behavior

about this goal?’ Then write down specific indicators you’d include in your snapshot 
that would address what you want to know and show. Don’t limit yourself to data and 
other information that you can provide right now, but describe what you’d ideally like. 

NOTE:  A fillable Impact Mapping Worksheet is included in the appendices.
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Short Method: Question Brainstorming
This method is based on identifying your information needs more directly through 
brainstorming around two questions and then identifying the useful data that would 
meet your needs:

1.  What do you want to know? 
  Write down the top things that you want to know about in your organization 

that would assist your ability to manage and plan. Think about this in terms of 
your organization’s social or environmental mission, business performance and 
organizational sustainability. Also consider your operational decisions as well as 
your longer term strategies. 

Examples: We want to know if we are… 
 improving public awareness of our program
 enhancing the quality of our service
 improving our cash-flow 
 retaining staff, etc. 

Your turn: We want to know if we are… 

2. What do you want to show? 
  Write down the key things that you want to show others about the value of your 

organization. Think about your organization’s strengths and how you make a difference, 
and be as specific as possible. 

Examples. We want to show that we… 
 reach people that fall through the cracks of other programs 
 have highly qualified staff 
 provide flexible and individualized service
 getting people out of their cars
 are increasing wildlife habitat 
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Your turn: We want to show that we…: 

3.   Identify what is useful to track
  In the previous section, you defined key information needs.  In this section, come 

up with a list of data and other information that can address each of those needs. 
Don’t worry about being exhaustive and very detailed – we will refine this more in 
another exercise.

Information	  Need	   What	  is	  Useful	  to	  Track?	  
e.g.	  We	  want	  to	  show	  that	  we	  reach	  people	  
that	  aren’t	  serviced	  by	  other	  programs	  
	  
	  
	  
	  

Demographic	  information	  about	  who	  accesses	  
our	  program	  (age,	  gender,	  ethnicity)	  
	  
	  

	  

STEP 4. DESIGN YOUR SNAPSHOT
In the previous step, you identified the information that is important for you to collect and 
potentially show in a snapshot, based on your organization’s goals.  You will now design 
your snapshot with the information that you collect currently, or can easily develop. 

Sketch out roughly how you’d like to organize the information in a snapshot based on 
the snapshot examples, your information maps or other ideas. Make sure to define the 
sections in which you’d group information. A fillable Snapshot template from Enterprising 
Non Profits is also included in the appendices. 
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Review your data sources 
In your information maps, you defined indicators you’d like to include in your snapshot. 
In this step, you will review what you need against what you currently have. Do this in the 
table below, or to make it easier to sort and organize, do it in the Excel worksheet: Indicator 
Record.xls, available in the Tools and Resources section at www.demonstratingvalue.org.

For each indicator, identify the snapshot section it relates to, how frequently it will be 
updated, any guidance on how it should be interpreted including any targets you may 
have, and finally its current availability and relevant data source.  

Indicator Record

Snapshot 
Section 

Indicator Reporting 
Frequency 

Interpretation 
(e.g. why this would be collected, how it 
should be interpreted & targets where 
relevant) 

Current Availability Source 

Business	  
Performance	  

e.g.	  Customer	  retention	  (%	  of	  
customer	  >3yrs)	  

Annually	   	  	   Partially	  available	  –	  we	  collect	  
some	  info,	  but	  it	  is	  not	  aggregated	   Customer	  log.xls	  

Business	  
Performance	  

e.g.	  Conversion	  rate	  (quote	  to	  
contracts),	  ideally	  by	  market	  
segment	  	  

Quarterly	   	  After	  we	  learn	  what	  our	  conversion	  
rate	  is,	  we	  should	  develop	  a	  target	  
that	  improves	  on	  it.	  

	  
Not	  available	  	  	  

N/A	  
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At this stage you are ready to design what your snapshot will look like.  You may want to 
do this directly in the program you are using (Word, Excel, or a reporting software like 
SAP’s Crystal Dashboard Design), or sketch out content ideas first.  

For each section, think carefully about what you want to convey. Beware of presenting 
data for the sake of presenting data! Rather group and relate information to make it 
meaningful. This means thinking about:

• Decisions that the snapshot’s audience will be making.  
• Clear messages you want to convey about your value

It can be helpful to review your information maps to remind yourself of how the indicators 
relate to activities, objectives and impact. 
You can use figures, numbers, text, stories, and even multimedia like videos and photo, 
to convey your message.  Present it so that it can provide maximum insights to your 
audience. For instance, data and figures can be more powerful if you also provide some 
text to help your audience interpret them.    

SNAPSHOT DESIGN TIPS

1. Vary how you present information to keep it interesting.
2. Distinguish pages through changes in format and colour.
 Use data, figures and graphics that:

• Accurately shows the facts 
• Grabs the reader’s attention 
• Complements or demonstrates arguments
• Has a title, labels and units
• Is simple and uncluttered 
• Clearly shows any trends or differences in the data 

5. Present information in an engaging and appropriate way. Different types 
of graphs show different things (a line graph shows trends, a bar chart 
highlights comparisons, a pie chart shows shares, etc.). Helpful resources 
for portraying data include: 
• Statistics Canada, “Using Graphs 
 www.statcan.gc.ca/edu/power-pouvoir/ch9/using-utilisation/5214829-eng.htm
• Adobe Illustrator, “Put the Art in Charts” 
 www.adobe.com/designcenter/illustrator/articles/illcs2at_chart_07.html
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STEP 5: REFINE DATA DEVELOPMENT
The snapshot you’ve now developed is something that you can add to over time as 
your organization grows. In this step, you will plan out how you can develop additional 
indicators that you identified in your information maps for your snapshot. 

List up to 5 high priority indicators from your information maps that you’d like to develop 
in the next 2 years.  (Refer to your Indicator Record). 

If you have a hard time prioritizing, consider: 
• What is of most benefit to gather? Consider this from the perspective of all 

stakeholders who defined the information. Are there things that are logical to 
do first? Are there things that would be nice to have, but are not critical? 

• How much effort will it take to develop this data? Do you have a mechanism 
already in place, or can you develop one easily? What are the time and skills 
required collect, manage, and analyze the information? Will gathering these data 
be seen as intrusive by participants? Are there language or literacy challenges? 
Are you trained in the method, or will you need help from an outside consultant? 

The following grid can help you prioritize. 

	   	   Collection	  Challenge	  

Importance	  of	  
Information	  

	   Easy	   Feasible	   Difficult	  
High	   3	  

Definitely	  
Collect	  

2	  
Worth	  

Collecting	  

2	  
Consider	  an	  
Alternative	  

Medium	   2	  
Worth	  

Collecting	  

1	  
Collect	  if	  
have	  time	  

1	  
Collect	  if	  
have	  time	  

	  
Low	   1	  

Collect	  if	  
have	  time	  

1	  
Collect	  if	  
have	  time	  

0	  
Ignore	  
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Develop a Data Development Plan 
For your priority indicators, develop a plan for how you will develop them in the tables that follow. 
First, list the indicator. Then propose a method for developing it. The resources described on page 
13 may be helpful for researching methods for specific types of indicators. More general monitoring 
and research methods are also described in the next two pages. Once you’ve proposed a method, 
develop a concrete development timeline and designate somebody to lead its development. A 
comments section is included for any additional comments. Copy and paste more tables to meet 
the number of indicators you plan to develop. 

	  
Indicator	  
Method	   	  
Development	  
Timeline	  

	  

Responsibility	   	  
Comments	   	  

	  
Indicator	  
Method	   	  
Development	  
Timeline	  

	  

Responsibility	   	  
Comments	   	  

	  



156156

SECTION VI: EVALUATING YOUR SOCIAL ENTERPRISE

MONITORING AND EVALUATION TOOLS

To collect the data you need to complete the Performance Snapshot, you will need to 
identify and develop tools and methods for gathering the information.  The following 
list describes some common methods14 :

• Activity Log: Staff report of daily activities. 
• Anecdotal records: Stories and narratives about an event, an experience, 

or an individual, described by staff or participants. 
• Documentation: Administrative records of activities (e.g., financial 

statements, inventory, reports, minutes of meetings etc.). 
• Evaluation Form: A set of questions that determine the participants’ 

opinions, attitudes, and understanding once an activity is complete. 
• Focus Group: Group discussions with a relatively small number of selected 

people about certain questions. 
• Interview: A set of questions (could be predetermined or not) about 

certain topics that are posed to a target audience and followed by 
additional questions and conversations.

• Journal Recording: Self report of daily activities by participants. 
• Knowledge/ Skill Tests: A set of questions that determine the level of 

knowledge or skills in participants. 
• Survey:  A set of predetermined questions about certain topics that are 

answered by a target audience.   
• On-site visits: A combination of observation and interviews that occur in 

the participant’s environment. 
• Observation notes: Notes taken through direct observation of verbal and 

nonverbal behaviours that occur in activities. 

ABOUT INDICATORS
 
An indicator is a piece of information that helps determine whether or not change 
has taken place. They are specific pieces of information, signs or signals that can be 
measured to determine whether a given output or outcome has occurred, or has been 
achieved. For example, if one of the outcomes of an IT training program for women is 
increased confidence, an indicator refers to the way we will know that the confidence of 
a participant has increased. We could, for example, use a self-reported measure where 
participants are asked to rate their confidence level at the start and at the end of the 
training. Another way of knowing that change had occurred would be to monitor for 

14 Zarinpoush, F. Project Evaluation Guide for Nonprofit Organizations:
Fundamental Methods and Steps for Conducting Project Evaluation. Toronto, Ontario: Imagine Canada, 2006
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behaviors or actions that would suggest increased confidence – such as applying for 
more jobs, or attending interviews.

What gets measured is often what gets prioritized and resourced; finding the right set 
of indicators is therefore an important part of the evaluation process, particularly if 
measuring the social return on investment (SROI).  

Output indicators measure what you produce or do, i.e. the number of widgets made, 
workshops held. These indicators are almost always quantitative.

Outcome indicators measure the actual difference an activity has made and are signs 
that your social goals are being achieved, i.e. number of clients earning a living wage, 
decrease in the amount of waste recycled. Outcome indicators can be both qualitative 
and quantitative. For complicated and hard-to-measure outcomes, it may necessary to 
use more than one Indicator and it is advisable to blend subjective (or self-reported) 
indicators with more objective ones.  For example, anecdotal reports from participants 
about the difference made by their new job coupled with the number of people whose 
earnings have increased.

Social and economic impact indicators will help to ensure that your organization’s vision 
of success is grounded in a set of achievable, yet ambitious, targets. They will help you 
assess your organization’s long-term progress toward meeting your vision of success, 
and ultimately determine whether your hypothesis about your approach is working. 
Looking at your vision of success, create a list of three to five indicators that will help 
you measure the progress you are making towards each goal. For example:

• The percentage of target members earning a living wage
• The number of people using foodbanks
• The number of families growing their own food

Organizational and program indicators measure your organization’s capacity to 
implement its business plan, and assess the progress of your activities in carrying out 
your operating model and social impact strategies.  

Developing your organizational and program performance indicators will help to ensure 
that your organization is accomplishing what you intended to in the short term — in order 
to achieve your vision of success in the long term. When your complete measurement 
system is in place, these indicators will also serve as a feedback loop that can help the 
organization make course corrections along the way.
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Looking at your own social impact strategies and the activities they encompass, make a 
list of three to five indicators that will enable you to measure your organization’s overall 
performance. For example, 

• the number of members
• the number of volunteers serving its programs
• the number of clients assessed

	  What	  Makes	  a	  Good	  Indicator?	  	  
Useful	  indicators	  are	  those	  that:	  
• Can	  be	  easily	  interpreted	  and	  communicated	  by	  others.	  
• Are	  reasonable	  to	  gather.	  	  
• Represent	  both	  qualities	  of	  the	  change	  (how	  well),	  in	  

addition	  to	  the	  quantities	  (how	  much).	  
• Can	  give	  insights	  about	  where	  you	  want	  to	  go,	  not	  just	  

current	  or	  past	  performance.	  	  
• Can	  be	  compared	  -‐	  such	  as	  a	  budget	  or	  last	  year’s	  figures	  

and/or	  an	  industry	  benchmark	  
• Are	  precise.	  	  	  

Note:  Examples of mission-related indicators from the workbook Social Enterprises’ 
Analytical Model produced by le Chantier de l’économie sociale are included in the 
appendices for your consideration.
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MEASURING SOCIAL RETURN ON INVESTMENT 
Every day our actions and activities create and destroy value; they change the world 
around us. Although the value we create goes far beyond what can be captured in financial 
terms, for the most part this is the only type of value that is measured and accounted for. 
As a result, things that can be bought and sold take on a greater significance and many 
important things get left out. Decisions made like this may not be as good as they could 
be as they are based on incomplete information about full impacts.

SROI is a framework for measuring and accounting for this much broader concept of value; 
it seeks to reduce inequality and environmental degradation and improve wellbeing by 
incorporating social, environmental and economic costs and benefits. It is an outcomes-
based measurement tool that helps organizations to understand and quantify the social, 
environmental and economic value they are creating.  

Developed from traditional cost-benefit analysis and social accounting, SROI is a 
participative approach that is able to capture in monetized form the value of a wide 
range of outcomes, whether these already have a financial value or not. An SROI analysis 
produces a narrative of how an organization creates and destroys value in the course of 
making change in the world, and a ratio that states how much social value (in dollars) 
is created for every dollar of investment. For example, a ratio of 3:1 indicates that an 
investment of $1 delivers $3 of social value.

There are two types of SROI:
• Evaluative, which is conducted retrospectively and based on actual outcomes 

that have already taken place.
• Forecast, which predicts how much social value will be created if the activities 

meet their intended outcomes.

Forecast SROIs are especially useful in the planning stages of an activity. They can help 
show how investment can maximize impact and are also useful for identifying what should 
be measured once the project is up and running.

A lack of good outcomes data is one of the main challenges when doing an SROI for the 
first time. To enable an evaluative SROI to be carried out, you will need data on outcomes, 
and a forecast SROI will provide the basis for a framework to capture outcomes. It is often 
preferable to start using SROI by forecasting what the social value may be, rather than 
evaluating what it was, as this ensures that you have the right data collection systems in 
place to perform a full analysis in the future.
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The level of detail required will depend on the purpose of your SROI; a short analysis for 
internal purposes will be less time-consuming than a full report for an external audience 
(e.g. investors) that meets the requirements for verification.

THE PRINCIPLES OF SROI
SROI was developed from social accounting and cost-benefit analysis and is based on 
seven principles that underpin how SROI should be applied:
• Involve stakeholders
• Understand what changes
• Value the things that matter
• Only include what is material
• Do not over-claim
• Be transparent
• Verify the result

THE STAGES IN SROI

Carrying out an SROI analysis involves six stages that are similar in many ways to the 
evaluation steps outlined earlier in this guide. However one of the key differences 
is in the monetary valuation of inputs, outputs, outcomes and impact:

1. Establish scope and identifying key stakeholders. It is important to have 
clear boundaries about what your SROI analysis will cover, who will be 
involved in the process and how.

2. Mapping outcomes. Through engaging with your stakeholders you will 
develop an impact map, or theory of change, which shows the relationship 
between inputs, outputs and outcomes.

3. Evidencing outcomes and giving them a value. This stage involves 
finding data to show whether outcomes have happened and then valuing 
them.

4. Establishing impact. Having collected evidence on outcomes and 
monetized them, those aspects of change that would have happened 
anyway or are a result of other factors are eliminated from consideration.

5. Calculating the SROI. This stage involves adding up all the benefits, 
subtracting any negatives and comparing the result to the investment. This 
is also where the sensitivity of the results can be tested.

6. Reporting, using and embedding. This vital last step involves sharing 
findings with stakeholders and responding to them, embedding good 
outcomes processes and verification of the report
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WHAT IS VALUATION?

This process of valuation is often referred to as monetization because we assign a 
monetary value to things that do not have a market price. All the prices that we use in 
our day-to-day lives are approximations – proxies – for the value that the buyer and the 
seller gain and lose in the transaction. The value that we get will be different for different 
people in different situations.

For some things, like a liter of milk, there is 
considerable agreement on and consistency in 
the price. For other things, such as a house, there 
is likely to be a wider spread of possible prices. 
For others, i.e. a new product that has never been 
sold before, there may be no comparison.

All value is, in the end, subjective. Markets have 
developed, in large part, to mediate between 
people’s different subjective perceptions of 
what things are worth. In some cases this is more 
obvious than in others. But even where prices are 
stable and have the semblance of ‘objective’ or 
‘true’ value, this is not really the case.

If we take the house example again, how much it 
is worth depends who we are referring to. If you 
are selling a house, you will have a sense of what 
you are prepared to accept for it – how much 
value it has for you.  Someone thinking of buying 
your house has their own view of what they are 
prepared to pay – how much value it has for them. 
What the market does is to bring together people 
whose valuations happen to coincide. This ‘coincidence’ is called ‘price discovery’ – but 
it is not uncovering any ‘true’ or ‘fundamental’ value, rather it is matching people who 
(broadly) agree on what something is worth.

Arriving at an estimate of social value is the same as this in almost every way. The difference 
is that goods are not traded in the market and so there is no process of ‘price discovery’. 
This does not mean, however, that these social ‘goods’ do not have a value to people. 
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In SROI, financial proxies are used to estimate the social value of non-traded goods to 
different stakeholders. Just as two people may disagree on the value of a traded good, 
different stakeholders will have different perceptions of the value they get from certain 
things. By estimating this value through the use of financial proxies, and combining these 
valuations, you can arrive at an estimate of the total social value created by an intervention.

The process of valuation has a long tradition in environmental and health economics. 
SROI is building on the methodology and extending it to other fields. While it may 
seem initially daunting, it is relatively straightforward and gets easier with practice. As 
SROI becomes more widespread, monetization will improve and there will be scope for 
pooling good financial proxies.

In SROI, financial proxies are used to estimate the social value of non-traded goods to 
different stakeholders. Just as two people may disagree on the value of a traded good, 
different stakeholders will have different perceptions of the value they get from certain 
things. By estimating this value through the use of financial proxies, and combining these 
valuations, you can arrive at an estimate of the total social value created by an intervention.

The process of valuation has a long tradition in environmental and health economics. 
SROI is building on the methodology and extending it to other fields. While it may 
seem initially daunting, it is relatively straightforward and gets easier with practice. As 
SROI becomes more widespread, monetization will improve and there will be scope for 
pooling good financial proxies.

FINANCIAL PROXIES THAT ARE EASIER TO SOURCE

Sometimes monetization is a fairly straightforward process – where it relates to a cost saving, 
for example. This might be the case where you are interested in the value of improved health 
from the government’s perspective; you may decide to use the cost of being hospitalized. 
Sometimes this will not result in an actual cost saving because the scale of the intervention 
is too small to affect the cost in a significant way but it still has a value.

The flipside to cost savings is an increase in income. Rises in income for people through 
salary or for the government through tax increases are obvious examples. However, be 
careful of double counting here. For example, if an individual gets a job, they increase 
their income and the government receives increased taxes. In this case the increase in 
income should be recorded after deducting taxes.

The increase in income may also not be additional to either the person or the government. 
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For the person the increased income may be offset by an increase in taxes or loss of 
benefits. For the government the increase in taxes will only result in an increase in income 
if no one else loses work and the total level of employment increases. However, there 
may still be a value to the state of that person getting a job that should be included – 
perhaps because inequality has been reduced.

Remember we are talking about proxies here, as some of these outcomes will not result 
in actual financial savings. However, for some stakeholders, such as the funders, you may 
want to demonstrate cash savings. If you want to do this credibly you will need to approach 
it rigorously and should consult the guidance on marginal costs and displacement. The 
information you collect on costs will help you with this but it may require a separate calculation.

Proxies that are more challenging
SROI also gives values to things that are harder to value so are routinely left out of 
traditional economic appraisal. There are several techniques available.

• In Stated preference and Contingent valuation people are asked directly how 
they value things either relative to other things or in terms of how much they would 
pay to have or avoid something. This approach assesses people’s willingness to 
pay, or accept compensation, for a hypothetical thing. For example, you may ask 
people to value a decrease in aircraft noise in their town – their willingness to pay 
for it. Conversely, you may ask them how much compensation they would require to 
accept an increase in crime.

• Revealed preference techniques infer valuations from the prices of related market-
traded goods. A common technique for inferring preference is to look at the way in 
which people spend money. Many governments produce data on average household 
spending which includes categories like ‘leisure’, ‘health’ or ‘home improvement’. 
Although flawed for a number of reasons, not least because it excludes the value of 
the public services, this can also be useful.

• Another form of revealed preference – hedonic pricing – builds up a value from 
the market values of constituent parts of the service or good being considered. 
This method could be used to value environmental amenities that affect the price 
of residential properties. For example, it can help us value clean air (and the cost of 
pollution) by estimating the premium placed on house prices in areas with clean air 
(or the discount on otherwise identical houses in polluted areas). Another example 
might be to look at wage differentials that people require to take on certain risks, 
to calculate how they value different aspects of their lives.
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• Another approach recognizes that people are generally willing to travel some distance, 
or give up some time to access goods and services on which they place a value. This 
inconvenience can be translated into money to derive the estimate of the benefits of 
those goods and services. This is called the travel cost/time value method.

When identifying proxies it is important to remember that we are not interested in whether 
money actually changes hands. It also doesn’t matter whether or not the stakeholders in 
question could afford to buy something – they can still place a value on it. We assume 
that health has a similar value to people on any income. So, for example, you may want 
to use the average cost of health insurance as a proxy for improved health amongst 
children in care. The fact that those children would not be in a position to take out such 
insurance is beside the point – it gives generic guidance on how people value health.

There are problems with each of these techniques, and there are no hard and fast rules 
as to which you would use in given situations. Developing proxies requires creativity 
and research on your part. There is obviously a role for engaging stakeholders here. 
However, be careful how you approach this. Stakeholders will be able to guide your 
thinking particularly on the relative merits of different types of value. However, some 
stakeholders may find it more difficult to attach a financial value to something. Again, 
you need to use some judgment as to the appropriate way to involve stakeholders to 
assess the relative importance of the outcomes that they experience.

Identifying your financial proxies
Your stakeholders will be a good starting point for finding your proxies because only 
they know what it is they value and so know best how this might be captured. While they 
may not be able to identify a tangible value, they can guide you as to what the change 
is worth to them.

As you check the proxy with stakeholders and see increasing agreement, the proxy may 
gain credibility. Where there is disagreement on values it is possible that the outcomes 
need to be expressed differently, otherwise it may be necessary to use average values. 
Often you can find academic articles or other research that has already assigned a 
monetary value to the outcome you are interested in. You’ll still need to check that it is 
appropriate to your case.

Information on unit costs or changes to income may be available from:
• websites maintained by the stakeholder who might gain from the cost saving 

(eg. government departments such as Labour, Economic Development)
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• research into costs by government or independent bodies
• reference to the average increase in a sample of your stakeholders
• reference to other research of average increases that occur as a result of similar 

activities relating to the same outcomes
• your own estimates or research with the stakeholder on how much the saving would be

Proxies for Outputs
When filling out your Impact Map you may have identified non-monetized inputs; these are 
inputs other than the financial investment, like volunteer time. If the activity would not go 
ahead to the same extent without these inputs, then you will want to put a value on them. 
This will ensure that you are transparent about the full cost of delivering your service. 

Two main types of non-monetized inputs are generally relevant in SROI: volunteer 
time and contributions of goods and services in kind. Valuing volunteer time can be 
more difficult. The hours given by volunteers are often given a value equivalent to the 
average hourly rate for the type of work they are doing. For example, if an administration 
volunteer does 5 hours a week in an area where administration work is paid on average 
$15 per hour, their weekly input would be $75. This value is given regardless of whether 
any money is paid to the volunteer; it simply gives the input a value that can be added 
up with other inputs.

Volunteer inputs can also include an allocation of the overheads that would be incurred if the 
person were employed with your organization. For example, costs associated with Employment 
Insurance, Canada Pension, health care, space, office equipment, electricity, and so on.

Choosing credible financial proxies
It is important when communicating social value to understand that some proxies are 
more credible than others for different stakeholders. The most credible proxies have 
been used before (by third party sources with existing credibility), or are at least based 
on research undertaken by your organization.

Other proxies are market comparisons (what it would cost to achieve the same outcome) 
or working assumptions that will need to be related to proposed future improvements. 
These latter two may be necessary but are usually less credible.

When you get to sensitivity analysis section below you will have the opportunity to test 
the overall impact that the proxies have on your analysis. If you are having difficulties 
choosing between two proxies, make a note of them and later test what difference using 
either of them would make.
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EXAMPLES OF PROXIES



168168

SECTION VII: MEASURING SOCIAL RETURN ON INVESTMENT (SROI)

ESTABLISHING IMPACT

It is important to properly assess whether the outcomes you achieve are the actual result 
of your activities.  To do this you need to estimate how much of the outcome would have 
happened anyway and what proportion of these outcomes can be isolated as being those 
distinctly achieved by your activities. This is what is meant by the term impact.

Establishing impact is important as it reduces the risk of over-claiming and means that 
your story will be more credible. It is only by measuring and accounting for all of these 
factors that a sense of the impact that the activity is having can be gained. Otherwise there 
is the risk of investing in initiatives that don’t work, or don’t work as well as intended. As 
you will see, establishing impact may also help you identify any important stakeholders 
that you have missed.

There are three factors that need to be taken into consideration:
• Deadweight and displacement
• Attribution
• Drop-off

DEADWEIGHT AND DISPLACEMENT

Deadweight is a measure of the amount of outcome that would have happened even 
if the activity had not taken place. It is calculated as a percentage. For example, an 
evaluation of an economic development program found that there has been a 7% 
increase in economic activity in the area since the program began. However, the national 
economy grew by 5% during this time. Researchers would need to investigate how much 
of the local economic growth was due to wider economic changes and how much to the 
specific intervention being assessed.

To calculate deadweight, reference is made to comparison groups or benchmarks. The 
perfect comparison would be the same group of people that you have affected, but 
seeing what happened to them if they had not benefited from the intervention.
Since a perfect comparison is not possible, measuring deadweight will always be an 
estimate. Instead, you need to seek out information that is as close to your population 
as possible. The more similar the comparison group, the better the estimate will be. If 
you cannot identify an appropriate comparator group or proxy, you may have to rely on 
a ‘best estimate’.
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In an evaluative SROI analysis, information on deadweight can be gathered during the 
data collection phase. For example, you may be able to ask stakeholders what other 
services they access and how helpful they find them. Or they may be able to tell you if 
they could have accessed another similar facility in the area anyway.

However, you will often have to go elsewhere for the kind of information you need. Data 
on some indicators will be available from government sources like Statistics Canada. 
Other information is sometimes available from infrastructure, member, trade or sector 
groups that represent the interests of particular stakeholders.

The simplest way to assess deadweight would be to look at the trend in the indicator 
over time to see if there is a difference between the trend before the activity started and 
the trend after the activity started. Any increase in the trend after the activity started 
provides an indication of how much of the outcome was the result of the activity.

There is a risk that the same change in the trend is happening elsewhere in a wider 
population of which your stakeholder group is a part. It is therefore better to also 
compare the trend in the indicator with trends in the wider population.

There is still a risk that whilst there is a change in the indicator relative to the wider 
population, the change happened to similar groups elsewhere, relative to their wider 
populations, where a similar intervention or activity was not available. The solution to this 
risk would be to calculate and compare the relative changes for both your stakeholder 
group and a similar group elsewhere.

Here are some examples of data you could use to calculate deadweight for different 
kinds of outcomes.
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Whether you want to understand your impact, or be more credible in your discussions with 
stakeholders, one advantage of calculating deadweight is that it weights the social value 
towards outcomes for stakeholders where deadweight is low. For what are sometimes 
called ‘hard to reach’ groups, deadweight is likely to be lower than for other groups. 
For example, the likelihood of someone who has been long-term homeless moving into 
employment without support is low; the likelihood is that much, if not all, of the change 
is due to the support received. This means that if the two groups experienced similar 
outcomes the impact would be higher for the harder to reach group.

Displacement is another component of impact and is an assessment of how much of the 
outcome displaced other outcomes. This does not apply in every SROI analysis but it is 
important to be aware of the possibility. The two examples below show how displacement 
might occur:

• An evaluation of a street lighting program in one community finds a reduction in 
crime; however, in another well-lit community nearby, crime increased during that 
same period. It is possible that the reduced crime was simply displaced.
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• A project supporting ex-offenders into employment counted the contribution to 
economic output, decreased benefit payments and increased taxes in its analysis. 
From the point of view of the government these benefits would have a high 
displacement rate as these are most likely jobs that are now denied to someone 
else that could have made similar contributions. This is irrespective of any other 
economic benefits to the individual or community that this project might produce.

If you think that displacement is relevant and your activities are displacing outcomes, 
you may find that there is now another stakeholder being affected by the displacement. 
You could go back and introduce the new stakeholder into the impact map or you could 
estimate the percentage of your outcomes that are double counted because there is some 
displacement, calculate the amount using this percentage and deduct it from the total.

Attribution
Attribution is an assessment of how much of the outcome was caused by the contribution 
of other organizations or people. It is calculated as a percentage (i.e. the proportion of 
the outcome that is attributable to your enterprise). It shows the part of deadweight for 
which you have better information and where you can attribute outcome to others.

For example, alongside a new cycling initiative there is a decrease in carbon emissions in 
a town. However, at the same time, a congestion charge and an environmental awareness 
program began. While the cycling initiative knows that it has contributed because of the 
number of motorists that have switched to cycling, it will need to determine what share 
of the reduced emissions it can claim and how much is down to the other initiatives.

It will never be possible to get a completely accurate assessment of attribution. This 
stage is more about being aware that your activity may not be the only one contributing 
to the change observed than getting an exact calculation. It is about checking that you 
have included all the relevant stakeholders.

There are three main approaches to estimating attribution. You may want to use a 
combination of these methods to make your estimate as robust as possible:

1. Base your estimate on your experience. For example, you have been working with 
other organizations for a number of years and have a good idea of how you each 
contribute to the outcomes.

2. Ask stakeholders – both existing ones and any new ones you have identified – 
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what percentage of the outcome is the result of your activity. In an evaluative SROI 
analysis this could be conducted during the data collection phase, through surveys, 
focus groups or interview.

3. Consult with the other organizations to which you think there is attribution. You could find 
out how much they all spend towards meeting the objective and attribute according to 
the amount they spend on a unit of outcome. Of course, this assumes that all expenditure 
is equally effective. Alternatively, you could have conversations with these organizations 
(even a joint meeting) to understand how they all contribute to the client’s journey and 
then work out percentages that they can claim credit for on that basis.

Common mistakes with attribution
There are three common mistakes that people make with attribution:

• Remember that the purpose of the estimate of attribution is to help your organization 
manage change – but it will be an estimate. So don’t spend too long on this, but do 
explain how you have reached your estimate.

• Take care not to attribute outcomes to organizations or people that are being paid 
out of the inputs (investment) that you developed, as the investment takes account 
of their contribution.

• As attribution may have been included as part of your estimate of deadweight, take 
care not to take off more than you should from your outcomes. This will depend on 
the quality of the benchmark used.

Drop-Off
It is important to consider that in future years, the amount of outcome is likely to be less 
or, if the same, will be more likely to be influenced by other factors, so attribution to 
your organization is lower. Drop-off is used to account for this and is only calculated for 
outcomes that last more than one year.

For example, an initiative to improve the energy efficiency of social housing has great 
short-term success in reducing energy bills and carbon emissions. However, as time 
passes, the systems wear out and get replaced with cheaper but less efficient systems. 
Unless you have built up some historical data on the extent to which the outcome reduces 
over time, you will need to estimate the amount of drop-off, and a standard approach 
is recommended in the absence of other information. You can inform this estimate with 
research, such as academic sources, or by talking to people who have been involved in 
similar activities in the past.
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Drop-off is usually calculated by deducting a fixed percentage from the remaining level 
of outcome at the end of each year. For example, an outcome of 100 that lasts for three 
years but drops off by 10% per annum would be 100 in the first year, 90 in the second (100 
less 10%) and 81 in the third (90 less 10%).

Over the longer term you will need to have a management system that allows you to 
measure this ongoing value more accurately. However, it is likely that you will need to 
track your participants as part of your data collection anyway, so questions to evidence 
drop-off can be included.

Calculating Your Impact
Your Impact Map should now have percentages filled in for deadweight, attribution, drop-off 
and (if applicable) displacement. You can calculate your impact for each outcome as follows:

• Financial proxy multiplied by the quantity of the outcome gives you a total value.
• From this total you deduct any percentages for deadweight or attribution.
• Repeat this for each outcome (to arrive at the impact for each)
• Add up the total (to arrive at the overall impact of the outcomes you have included)

An example
Meals on Wheels-to-Meals staff calculated the impact for one of the indicators, “clubs 
and groups joined”.

First, they took the quantity of each outcome and multiplied it by the financial proxy. 
This gives the total value of the outcome.

Total outcomes 16 x $48.25 = $772.00

Then they deducted the deadweight, or what would have happened anyway.

Less a deadweight of 10%  – $77.20 = $ $694.80

Next they accounted for attribution, or how much of the change was down to others.

Less attribution of 35%  – $243.18 = $451.62

So, for the “clubs and groups joined” indicator, $451.62 is the value of the impact created 
during the period analyzed.
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CALCULATING SOCIAL RETURN ON INVESTMENT (SROI) 

You will now have collected all the information together to enable you to calculate your 
SROI. You will also have recorded qualitative and quantitative information that you will 
need in the report. As you will want people to read your report, remember to keep the 
information you include to a minimum.

This stage sets out how to summarize the financial information that you have recorded in 
the previous stages. The basic idea is to calculate the financial value of the investment 
and the financial value of the social costs and benefits. This results in two numbers – and 
there are several different ways of reporting on the relationship between these numbers.
If you are carrying out an evaluative SROI analysis, then the evaluation should ideally 
take place after the period for which the outcome was expected to last. However, interim 
evaluations will still be useful in order to assess how well the intervention is working and 
to provide information to support any changes.

If you are comparing actual results against a forecast you will need the information 
relating to the time periods over which your outcomes last.

There are four steps to calculating your ratio, with an optional fifth:
• Projecting into the future
• Calculating the net present value
• Calculating the ratio
• Sensitivity analysis
• Payback period

The first step in calculating your ratio is to project the value of all the outcomes achieved 
into the future. In the previous step, you decided how long an outcome would last. Using 
this, you will now need to:

•  set out the value of the impact for each outcome for one time period (usually 1 year);
• copy the value for each outcome across the number of time periods it will last; 
•  then subtract any drop-off you identified for each of the future time periods after 

the first year.

An Example Impact Projected for Future Years
Using the Meals on Wheels example from above, it was estimated that there would be 
a drop-off of 10% per year for the indicator “clubs and groups joined”.  Therefore the 
projected impact into future years goes like this:
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• Impact  in  year 1 = $451.62  (Note:  This is the same as calculated at the end of the project.   
 Only calculate drop-off in the years following the first.)
• Impact in year 2:  Year 1 impact less 10% drop-off $451.62 minus $45.16 = $406.46 
• Impact in year 3:  Year 2 impact less 10% drop-off  $406.46 minus $40.65 = $365.81
• Impact in year 4:  Year 3 impact less 10% drop-off  $365.81 minus $36.58 = $329.23

Calculating the Net Present Value
In order to calculate the net present value (NPV), the costs and benefits paid or received 
in different time periods need to be added up. In order that these costs and benefits are 
comparable a process called discounting is used. 

Discounting recognizes that people generally prefer to receive money today rather than 
tomorrow because there is a risk (eg, that the money will not be paid) or because there 
is an opportunity cost (eg, potential gains from investing the money elsewhere). This is 
known as the ‘time value of money’. An individual may have a high discount rate – for 
example, if you would accept 2 units of currency in one year’s time, instead of 1 now, that 
implies a discount rate of 100%.

The process is to discount the projected values over time, as you set out in the stage 
above. This can be easily done if you are using Excel, which has functions for calculating 
Present Value and Net Present Value. Although this calculation is automated in Excel 
(=NPV, discount rate, value1, value 2…), it may be useful to know how the calculation for 
Present Value works and this is shown below (‘r’ represents the discount rate):

Present	  
Value	  	  	  	  	  	  =	  

Value	  of	  
impact	  in	  	  
Year	  1	  
(1+r)	  

+	   Value	  of	  
impact	  in	  
Year	  2	  
(1+r)2	  

+	   Value	  of	  
impact	  in	  	  
Year	  3	  
(1+r)3	  

+	   Value	  of	  
impact	  in	  
Year	  4	  
(1+r)4	  

+	   Value	  of	  
impact	  in	  
Year	  5	  
(1+r)5	  

	  
	  Here is a fictional example for an organization called Youth Works where the discounted 

rate (“r”) is 3.5%

	  

	   172	  

Calculating	  the	  Net	  Present	  Value	  
In	  order	  to	  calculate	  the	  net	  present	  value	  (NPV),	  the	  costs	  and	  benefits	  paid	  or	  received	  in	  
different	  time	  periods	  need	  to	  be	  added	  up.	  In	  order	  that	  these	  costs	  and	  benefits	  are	  
comparable	  a	  process	  called	  discounting	  is	  used.	  	  
Discounting	  recognizes	  that	  people	  generally	  prefer	  to	  receive	  money	  today	  rather	  than	  
tomorrow	  because	  there	  is	  a	  risk	  (eg,	  that	  the	  money	  will	  not	  be	  paid)	  or	  because	  there	  is	  an	  
opportunity	  cost	  (eg,	  potential	  gains	  from	  investing	  the	  money	  elsewhere).	  This	  is	  known	  as	  
the	  ‘time	  value	  of	  money’.	  An	  individual	  may	  have	  a	  high	  discount	  rate	  –	  for	  example,	  if	  you	  
would	  accept	  2	  units	  of	  currency	  in	  one	  year’s	  time,	  instead	  of	  1	  now,	  that	  implies	  a	  discount	  
rate	  of	  100%.	  
The	  process	  is	  to	  discount	  the	  projected	  values	  over	  time,	  as	  you	  set	  out	  in	  the	  stage	  above.	  
This	  can	  be	  easily	  done	  if	  you	  are	  using	  Excel,	  which	  has	  functions	  for	  calculating	  Present	  
Value	  and	  Net	  Present	  Value.	  Although	  this	  calculation	  is	  automated	  in	  Excel	  (=NPV,	  discount	  
rate,	  value1,	  value	  2…),	  it	  may	  be	  useful	  to	  know	  how	  the	  calculation	  for	  Present	  Value	  works	  
and	  this	  is	  shown	  below	  (‘r’	  represents	  the	  discount	  rate):	  

	  
Here	  is	  a	  fictional	  example	  for	  an	  organization	  called	  Youth	  Works	  where	  the	  discounted	  rate	  
(“r”)	  is	  3.5%	  
	  

  Year 1  Year 2  Year 3  Year 4  Year 5 
Costs and benefits 
paid or received  

 $448,875  $414,060  $389,935  $355,648  $319,005 

Discounted values = $448,875 
(1.035) 

+ $414,060 
(1.035)2 

+ $389,935 
(1.035)3 

+ $355,648 
(1.035)4 

+ $319,005 
(1.035)5 

Present value = $1,750,444         

	  
Having	  calculated	  the	  Present	  Value	  of	  your	  benefits,	  you	  can	  deduct	  the	  value	  of	  your	  
inputs	  (the	  investment)	  to	  arrive	  at	  the	  Net	  Present	  Value	  (NPV).	  
	  

NPV	  =	  [Present	  value	  of	  benefits]	  -‐	  [Value	  of	  investments]	  
	  
In	  the	  Youth	  Work	  example,	  the	  investment	  was	  $576,000.	  Therefore,	  the	  net	  present	  
value	  would	  be	  calculated	  as	  follows:	  	  
	  

NPV	  =	  $1,750,444	  -‐	  $576,000	  =	  $1,174,444	  
	  
	  
	  

	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
2	  	  
3	  	  
4	  	  
5	  	  
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Having calculated the Present Value of your benefits, you can deduct the value of your
inputs (the investment) to arrive at the Net Present Value (NPV).

NPV = [Present value of benefits] - [Value of investments]

In the Youth Work example, the investment was $576,000. Therefore, the net present
 value would be calculated as follows: 

NPV = $1,750,444 - $576,000 = $1,174,444

Calculating the Ratio

You are now in a position to calculate the initial SROI ratio. This is a very simple sum.
You divide the discounted value of benefits by the total investment.

 SROI ratio       = Present Value
  Value of inputs

An alternative calculation is the net SROI ratio. This divides the NPV by the value of the
investment. Both are acceptable but you need to be clear which you have used.

 SROI ratio       = Net Present Value
     Value of inputs

Sensitivity analysis
One of the strengths of setting up a spreadsheet is that it is possible to assess the 
importance of elements of the model relatively easily; by altering the figures, the 
spreadsheet will make all the changes to the calculation for you. After calculating the 
ratio, it is important to assess the extent to which your results would change if you 
changed some of the assumptions you made in the previous stages. The aim of such an 
analysis is to test which assumptions have the greatest effect on your model.

The standard requirement is to check changes to:

• estimates of deadweight, attribution and drop-off;
• financial proxies;
• the quantity of the outcome; and
• the value of inputs, where you have valued non-financial inputs.
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The recommended approach is to calculate how much you need to change each 
estimate in order to make the social return become a social return ratio of $1 value for 
$1 investment. By calculating this, the sensitivity of your analysis to changes in estimates 
can be shown. This allows you to report the amount of change necessary to make the 
ratio change from positive to negative or vice versa.

In particular you are looking at which changes have a significant impact on the overall 
ratio. It is these that you would consider as potential priority areas in managing the 
value you are creating. For example, if your result is sensitive to changes in a particular 
indicator you may want to prioritize investment in systems to manage (and resources to 
improve performance in) that indicator.

In general the greater the change that you need to make in order for the SROI to become 
$1 for every $1 invested, the more likely it is that the result is not sensitive. It is also 
possible that a choice you made earlier between two proxies is now resolved because the 
choice doesn’t affect the overall ratio. All of these findings should be discussed in the final 
SROI report. This focus on the significant issues will help you keep your report short.

Payback Period (Optional)
The ‘payback period’ describes how long it would take for an investment to be paid off. 
Specifically, it answers the question: at what point in time does the value of the social 
returns start to exceed the investment? Many funders and investors use this kind of 
calculation as a way of determining risk in a project. While a short payback period may 
be less risky, a long payback period is often a feature of activities that can generate 
significant long-term outcomes, thus longer-term core funding is required.

Often the investment will be paid back over a period of months rather than whole years 
and so is reported in months. Assuming that the annual impact is the same each year, the 
first step is to divide the annual impact for all participants by 12 to get impact per month. 
Then divide the investment by the impact per month to get payback period in months.

The basic formula is:
Payback Period in Months  =  Investment
      Annual impact/12

Reporting to stakeholders
You need to make sure that the way in which you communicate the results is relevant to 
the audiences that you decided upon when you set your scope. Your findings may be for 
internal management use, for public distribution or as the basis for different discussions with 
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different stakeholders. Preparing a report is useful because it is the place where you can make 
recommendations to influence what happens as your organization or project moves forward.

SROI aims to create accountability to stakeholders. As such it is important that the results 
are communicated to stakeholders in a meaningful way. This involves more than publishing 
the results on your website. You may well find that external stakeholders are very interested 
to hear about your work with SROI – both the process you went through and the results.

Your final report should comprise much more than the social returns calculated. The SROI 
report should include qualitative, quantitative and financial aspects to provide the user with 
the important information on the social value being created in the course of an activity. It 
tells the story of change and explains the decisions you made in the course of your analysis.

The report should include enough information to allow another person to be assured that 
your calculations are robust and accurate. That is, it needs to include all the decisions 
and assumptions you made along the way. To help your organization improve it should 
include all the information that you were able to find out about the performance of the 
organization   which might be useful to strategic planning and the way it conducts its 
activities. You will need to be aware of commercial sensitivities in deciding what you 
include in the report.

An SROI report should be as short as possible while meeting principles of transparency 
and materiality. It should also be consistent, using a structured framework that allows 
comparison between reports. The following quantitative and qualitative information is 
usually included in a comprehensive and considered SROI report:

• information relating to your organization, including a discussion of its work, key 
stakeholders and activities;

• description of the scope of the analysis, details of stakeholder involvement, methods 
of data collection, and any assumptions and limitations underlying the analysis;

• the impact map, with relevant indicators and any proxies;
• case studies or quotes from participants that illustrate particular findings;
• details of the calculations, and a discussion of any estimates and assumptions. This 

section would include the sensitivity analysis and a description of the effect of varying 
your assumptions on social returns;

• an audit trail for decision-making, including which stakeholders, outcomes or indicators 
were included and which were not, and a rationale for each of these decisions;

• an executive summary aimed at a broad audience, including participants.
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Try to present your findings in a balanced way; how you phrase your recommendations 
may affect how they are taken up. It is important, therefore, to stress the positive as well 
as negative findings and to present them in a sensitive fashion.

It is also important to be able to distinguish between benefits that are not happening 
and benefits that may be happening but cannot be evidenced. Make sure to include 
recommendations for ways to improve data collection and evidencing outcomes.

Tip: Presentation of social return calculations
There is a risk, and perhaps a temptation, to focus on the social return ratio. 
However, the number by itself does not have much meaning – it is merely a 
shorthand way of expressing all of the value that you have calculated so far. In the 
same way, financial investors need more than the ratio – it would be an unwise 
investor who based their investment decisions purely on one number. Therefore, 
the ratio should be presented alongside the other information, such as the story 
of how change is being created and case studies from participants.

USING THE RESULTS

Unless you do something as a result of carrying out your SROI analysis there was not 
much point in undertaking it in the first place. This is one of the most important parts of 
the SROI analysis but, often, one to which the least time and resources are dedicated. It 
is easy to overlook it after the ‘excitement’ of reaching the SROI ratio.

To be useful, the SROI analysis needs to result in change. Such change might be in how 
those that invest in your activities understand and support your work, or how those that 
commission your services describe, specify and manage the contract with you. However, 
there will also be implications for your organization, whether you carried out an evaluative 
or forecast SROI analysis. 

Changes following a forecast SROI analysis
The results of a forecast SROI analysis may make you review your planned activities in order 
to try and maximize the social value you plan to create. Its findings may also require you to 
review your planned systems for gathering information on outcome, deadweight, attribution 
and displacement. See if they need to be adapted for your next SROI analysis and change 
them accordingly. Following a forecast SROI analysis you may also want to build in ways to:

•  systematically talk to your stakeholders about their intended outcomes and what 
they value; and

• work with partners to explore attribution.
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Changes following an evaluative SROI analysis
An evaluative SROI analysis should result in changes in your organization. You will need 
to respond to findings and think through implications for organizational objectives, 
governance, systems and working practices. Ensure that the organization acts on the 
recommendations and that findings feed into your strategi planning process.

Your ratios will be very useful in communicating with stakeholders. However, where the 
ratio has most value is in how it changes over time. This can tell you comprehensively 
whether your activities are improving or not. This should also give your organization 
information about how to change its services to maximize social value in future.

It is important to secure commitment to further SROI analyses. The way you approach 
this will vary depending on your role in the organization. A starting point might be to 
present the findings from the study to staff, trustees and stakeholders, stressing the 
benefits as well as the challenges of the process. This would give you the opportunity 
to also present a plan for making SROI analysis a routine and regular component of the 
organization’s reporting. Such a plan should set out:

• a process for regular data collection, particularly for outcomes;
•  a process for training staff to ensure knowledge and expertise is retained in your 

organization even if there is turnover;
• a clear timeline for the next SROI analysis;
• a description of the resources that will be required for ongoing monitoring of SROI;
• how data security will be ensured.

Change can be difficult, especially if you are a large organization with complex management 
systems. Remember that the extent to which recommendations are taken up by your 
organization will depend on the level of organizational buy-in you have achieved. This is 
involving stakeholders has been stressed throughout the process.

It is helpful to allocate responsibility for future SROI analyses. It may be that once the 
data collection mechanisms are in place the responsibility for assessing SROI can sit 
with your finance team and become integrated with the financial accounting system. 
Remember that these changes do not have to be put in place overnight, so set yourself 
a realistic timescale.
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Please note that all Word and Excel forms mentioned throughout this 
guide are available by contacting the Economic and Social Inclusion 

Corporation at esic-sies@gnb.ca or the Co-operative Enterprise Council at 
info@cecnb.ca 
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APPENDIX	  I:	   REFERENCE	  DOCUMENTS	  
The	  following	  is	  an	  alphabetical	  listing	  of	  the	  reference	  documents	  used	  in	  producing	  this	  
guide.	  
	  

A	  Business	  Planning	  Guide	  to	  Developing	  a	  Social	  Enterprise,	  Forth	  Sector	  
www.forthsectordevelopment.org.uk/documents/New_BusPlanGuide.pdf	  	  	  	  

A	  Guide	  to	  Developing	  an	  Outcome	  Logic	  Model	  and	  Measurement	  Plan,	  United	  Way	  of	  
Greater	  Richmond	  &	  Petersburg	  www.yourunitedway.org	  	  

A	  Guide	  to	  Financial	  Statements	  of	  Not-‐For-‐Profit	  Organizations,	  Chartered	  Professional	  
Accountants	  Canada	  www.cica.ca/focus-‐on-‐practice-‐
areas/.../not...profit.../item65428.pdf	  	  	  	  

A	  Guide	  to	  Planning	  and	  Conducting	  Program	  Evaluation,	  Fraser	  Health	  Authority	  

	  http://www.fraserhealth.ca/Professionals/Research/Pages/default.aspx	  

Business	  Panning	  for	  Enduring	  Social	  Impact,	  www.rootcause.org/	  	  

Choosing	  a	  Legal	  Form	  for	  Your	  Social	  Enterprise,	  Western	  Economic	  Diversification	  
Canada,	  www.socialenterprisecanada.ca/en/learn/nav/resourcelibrary.html	  	  	  

Co-‐operative	  Planning	  Toolkit,	  Local	  Livelihoods	  
http://www.locallivelihoods.com/cmsms/index.php?page=publications	  

Guide	  to	  Financing	  for	  Social	  Enterprise,	  Western	  Economic	  Diversification	  Canada,	  	  
www.csef.ca/guidetofinance_june05_eng.pdf	  	  

Enhancing	  Program	  Performance	  with	  Logic	  Models,	  University	  of	  Wisconsin-‐Extension	  
http://www.uwex.edu/ces/lmcourse/	  	  

Entrepreneurs	  Toolkit,	  MaRs,	  http://www.marsdd.com/entrepreneurs-‐toolkit/	  	  	  

Financial	  Analysis	  of	  Social	  Enterprise,	  Chantier	  de	  l’économie	  sociale	  
www.socialenterprisecanada.ca/en/learn/nav/resourcelibrary.html	  	  

Measuring	  Value:	  A	  guide	  to	  Social	  Return	  on	  Investment,	  The	  SROI	  Network	  
http://www.thesroinetwork.org/sroi-‐analysis/the-‐sroi-‐guide	  	  

Monitoring	  &	  Evaluation	  Framework	  Template	  -‐	  www.tools4dev.org	  	  

Measuring	  Social	  Impact:	  The	  Foundation	  of	  Social	  Return	  on	  Investment	  (SROI),	  London	  
Business	  School,	  www.sroi.london.edu/Measuring-‐Social-‐Impact.pdf	  	  	  

Measuring	  Social	  Value:	  	  A	  Social	  Metrics	  Primer,	  Carleton	  Centre	  for	  Community	  
Innovation,	  www.carleton.ca/3ci/wp-‐content/.../Social-‐Metrics-‐Primer-‐Sept-‐20-‐final-‐
2.pdf	  	  	  	  	  
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Project	  Evaluation	  for	  Non	  Profit	  Organizations,	  Imagine	  Canada	  
www.imaginecanada.ca/files/www/en/library/csc/projectguide_final.pdf	  	  

The	  Canadian	  Social	  Enterprise	  Guide,	  Social	  Enterprise	  Canada	  
http://www.socialenterprisecanada.ca/en/learn/nav/canadiansocialenterpriseguide.
html	  	  

The	  Demonstrating	  Value	  Workbook,	  Vancity	  Community	  Foundation	  
www.demonstratingvalue.org	  	  

The	  Development	  of	  an	  Evaluation	  Framework	  for	  the	  Financial	  Literacy	  

Service	  Sector.	  United	  Way	  Toronto	  
www.unitedwaytoronto.com/downloads/.../FinancialEvaluationReport.pdf	  	  

The	  Governance	  of	  Social	  Enterprises:	  Managing	  Your	  Organization	  for	  Success,	  Schwab	  
Foundation	  for	  Social	  Entrepreneurship	  
www.weforum.org/pdf/schwabfound/Governance_Social_Enterprises.pdf	  	  	  	  

REDF	  Social	  Enterprise	  Start-‐Up	  Tool	  Kit,	  REDF	  	  http://redf.org/what-‐we-‐do/learn/	  	  

Results	  Based	  Management	  Capacity	  Assessment	  Toolkit,	  RECABASO	  
www.un.cv/files/UNDG%20RBM%20Handbook.pdf	  	  

Social	  Enterprise	  Analytical	  Model,	  Réseau	  d'investissement	  social	  du	  Québec	  
http://www.fonds-‐risq.qc.ca/	  	  

	  Social	  Enterprise	  101,	  Co-‐operative	  Enterprise	  Council	  of	  NB	  www.cecnb/ca	  	  

Social	  Enterprise	  Planning	  Toolkit,	  The	  British	  Council	  www.britishcouncil.org	  
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APPENDIX	  II:	  	  RESOURCES	  FOR	  SOCIAL	  ENTERPRISES	  IN	  NEW	  BRUNSWICK	  
	  

SKILLS	  DEVELOPMENT	  AND	  TRAINING	  
	  

Canadian	  Federation	  of	  Independent	  Businesses	  offers	  a	  Small	  Business	  
Management	  Certificate	  Program	  consisting	  of	  20	  hours	  of	  online	  training	  to	  
enhance	  and	  expand	  business	  skills,	  knowledge	  and	  expertise.	  http://www.cfib-‐
fcei.ca/english/mini-‐site/privilege-‐programs/certif/sbm.html	  	  

Canadian	  Youth	  Business	  Foundation	  (CYBF)	  offers	  a	  Start-‐Up	  program	  for	  young	  
entrepreneurs,	  a	  Newcomers	  Program	  for	  new	  Canadians,	  a	  Spin	  Master	  Innovation	  
Fund	  for	  young	  Canadians,	  and	  an	  Expansion	  Program	  for	  young	  entrepreneurs	  
looking	  to	  take	  their	  business	  to	  the	  next	  level.	  http://www.cybf.ca/programs/	  	  

Community	  Business	  Development	  Corporations	  offer	  tailored	  skills	  training	  in	  
special	  areas	  such	  as	  market	  development,	  bookkeeping,	  feasibility	  studies,	  arranging	  
financing,	  and	  business	  analysis.	  http://www.cbdc.ca/nb/	  

Co-‐operative	  Enterprise	  Council	  of	  NB	  offers	  a	  range	  of	  training	  geared	  specifically	  
to	  co-‐operatives	  and	  social	  enterprises	  including	  start-‐up,	  governance,	  conflict	  
prevention,	  management,	  evaluation	  and	  other	  training	  tailored	  to	  meet	  the	  needs	  of	  
individual	  organizations.	  	  	  

Launch	  36	  –	  An	  intensive	  accelerator	  program	  designed	  to	  quickly	  move	  selected	  
entrepreneurs	  to	  an	  investor-‐ready	  position	  http://launch36.ca/	  

LearnSphere	  Canada	  offers	  a	  wide	  range	  of	  workshops	  designed	  to	  fulfill	  the	  specific	  
learning	  needs	  of	  non-‐profits	  and	  social	  enterprises.	  This	  includes	  Social	  Enterprise	  101,	  
Managing	  Conflict	  in	  Non	  Profit	  Organizations	  and	  Making	  the	  Shift:	  From	  Non	  Profit	  to	  
Social	  Enterprise	  Learnsphere	  also	  now	  offers	  a	  4-‐module	  online	  course	  for	  social	  
enterprise	  http://learnsphere.ca/nonprofit	  	  

Profit	  Learn,	  a	  divison	  of	  Learnsphere	  Canada,	  offers	  a	  wide	  range	  of	  workshops	  
across	  the	  province	  for	  small	  businesses	  related	  to	  Marketing	  and	  Sales,	  Human	  
Resources,	  Strategic	  Planning,	  Management	  and	  Operations,	  Financial	  Management	  
and	  Leadership.	  	  See	  their	  workshop	  calendar	  at	  
http://www.profitlearn.com/Workshop-‐Schedule/	  	  

Planet	  Hatch	  –	  Three	  month	  accelerator	  with	  access	  to	  mentorship	  and	  office	  space.	  
www.planethatch.com	  

Social	  Enterprise	  Accelerator	  Program	  for	  individuals/organizations	  in	  the	  early	  
stages	  of	  launching	  a	  new	  social	  enterprise.	  Provides	  mentorship,	  expertise	  and	  
investor	  exposure	  for	  a	  6-‐month	  term	  for	  social	  entrepreneurs	  in	  New	  
Brunswick.	  	  http://www.ponddeshpande.ca/social-‐enterprise-‐accelerator/	  	  
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Social	  Enterprise	  Governance,	  half	  day	  and	  full	  day	  workshops	  for	  boards	  and	  
managers	  of	  co-‐ops	  and	  social	  enterprises	  offered	  by	  the	  Co-‐operative	  Enterprise	  
Council	  of	  NB	  info@cecnb.ca	  	  

Social	  Enterprise	  Launch	  Pads	  -‐	  Three	  day	  workshops	  to	  help	  jumpstart	  your	  Social	  
Enterprise.	  Delivered	  in	  partnership	  by	  Co-‐operative	  Enterprise	  Council	  www.cecnb.ca	  
and	  Pond-‐Deshpande	  Centre	  www.ponddeshpande.ca	  	  

	  
	  	  TECHNICAL	  AND	  ADVISORY	  SUPPORT	  SERVICES	  

Co-‐operative	  Enterprise	  Council	  of	  New	  Brunswick:	  Provides	  advice,	  technical	  
support	  workshops,	  training,	  business	  plan	  development	  and	  other	  assistance	  to	  co-‐
peratives	  and	  social	  enterprises	  	  www.cecnb.ca	  	  

Coopérative	  de	  Développement	  Régional-‐Acadie	  	  Provides	  technical	  support	  and	  
advice	  for	  Francophone	  co-‐op	  development	  http://www.cdracadie.ca	  	  

New	  Brunswick	  Enterprise	  Network:	  	  Provides	  business	  advice	  and	  technical	  
support	  in	  Saint	  John,	  Fredericton,	  and	  Greater	  Moncton	  http://www.enterprise-‐
entreprise.ca/	  

New	  Brunswick	  Association	  of	  CBDCs:	  Provides	  advice	  to	  new	  and	  established	  small	  
businesses	  and	  social	  enterprises.	  http://www.cbdc.ca/featured_programs	  

Saint	  John	  Community	  Loan	  Fund	  provides	  a	  20	  week	  course	  for	  women	  interested	  
in	  establishing	  a	  business	  enterprise	  http://www.loanfund.ca/	  	  

Pond-‐Deshpande	  Centre	  provides	  on-‐going	  support	  and	  programming	  for	  early-‐stage	  
ventures	  to	  assist	  with	  market	  validation,	  market	  research	  and	  business	  plan	  
development.	  	  http://www.ponddeshpande.ca//	  	  

Learnsphere	  Canada	  provides	  non	  profit	  and	  for	  profit	  enterprises	  with	  access	  to	  
consultants	  for	  one-‐on-‐one	  assistance	  on	  a	  per-‐hour	  basis	  for	  assistance	  in	  developing	  
business	  management	  skills	  pertinent	  to	  their	  particular	  business	  needs.	  	  
http://learnsphere.ca	  	  
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GOVERNMENT	  GRANTS	  
Atlantic	  Canada	  Opportunities	  Agency	  (ACOA):	  The	  Business	  Development	  Program	  
(BDP)	  is	  designed	  to	  help	  set	  up,	  expand	  or	  modernize	  small	  and	  medium-‐sized	  
enterprises.	  	  It	  provides	  access	  to	  capital	  in	  the	  form	  of	  interest-‐free,	  unsecured,	  
repayable	  contributions	  however	  not-‐for-‐profit	  organizations	  that	  provide	  support	  to	  
the	  business	  community	  may	  also	  qualify	  for	  non-‐repayable	  assistance.	  Most	  business	  
sectors	  are	  eligible	  except	  retail/wholesale,	  real	  estate,	  government	  services,	  and	  
services	  of	  a	  personal	  or	  social	  nature.	  Eligible	  activities	  include	  business	  studies,	  
capital	  investment,	  training,	  marketing,	  quality	  assurance,	  and	  not-‐for-‐profit	  activities	  
that	  support	  business	  in	  the	  region.	  Assistance	  is	  also	  available	  to	  help	  you	  bid	  for	  and	  
acquire	  public	  and	  private	  procurement	  contracts	  or	  to	  develop	  an	  innovative	  product	  
or	  service.	  http://www.acoa-‐
apeca.gc.ca/eng/ImLookingFor/ProgramInformation/Pages/ProgramDetails.aspx?Pro
gramID=2	  	  

Agri-‐Innovation	  Program	  -‐	  If	  you	  have	  an	  agri-‐business	  and	  are	  working	  on	  innovative	  
projects,	  you	  can	  apply	  for	  a	  federal	  government	  grant	  for	  pre-‐commercialization	  R&D	  and	  
knowledge	  transfer	  http://www.agr.gc.ca/eng/?id=1354301302625	  	  

Community	  Action	  Fund	  provides	  grants	  up	  to	  $5,000	  to	  eligible	  organizations	  to	  
implement	  initiatives	  or	  projects	  that	  focus	  on	  the	  prevention	  of	  all	  types	  of	  violence	  
against	  women.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201279.Grants_for_
initiatives_that_prevent_violence_against_women_.html	  	  

Community	  Food	  Action	  program	  supports	  community-‐driven	  initiatives	  that	  
address	  the	  healthy	  eating	  needs	  of	  New	  Brunswickers,	  with	  a	  focus	  on	  improving	  food	  
security	  for	  people	  living	  in	  poverty,	  seniors,	  young	  people,	  and	  persons	  with	  
disabilities.	  Maximum	  program	  grant	  is	  $3,000	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201277.Wellness_-‐
_Community_Food_Action_Program.html	  	  

Economic	  and	  Social	  Inclusion	  Corporation	  via	  the	  Community	  Inclusion	  Networks	  
(CIN)	  provides	  small	  grants	  to	  local	  organizations	  addressing	  a	  broad	  spectrum	  of	  
poverty	  reduction	  strategies.	  	  Contact	  your	  local	  CIN	  for	  more	  information.	  	  
http://www2.gnb.ca/content/gnb/en/departments/esic/community_inclusionnetwor
k.html	  	  

Export	  Development	  Program:	  If	  your	  business	  processes,	  manufactures	  or	  produces	  
an	  exportable	  product,	  service,	  technology	  or	  intellectual	  property,	  you	  could	  be	  
eligible	  for	  up	  to	  $5,000	  in	  funding.	  The	  money	  must	  be	  used	  for	  activities	  related	  to	  
exporting	  and	  developing	  new	  markets	  outside	  of	  the	  Maritimes.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201315.Export_Dev
elopment_Program_.html	  

INNOV8	  Program	  provides	  financial	  assistance	  up	  to	  a	  maximum	  of	  $50,000	  to	  help	  
pay	  for	  the	  development	  of	  intellectual	  property,	  specialized	  software,	  hardware,	  or	  
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equipment,	  or	  to	  do	  research,	  development	  or	  prototyping.	  Eligible	  industries	  include	  
ICT,Value-‐added	  wood,	  Value-‐added	  food	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201317.INNOV8_Pr
ogram.html	  	  

 NB	  Growth	  Program	  (NBGP)	  aims	  to	  create	  sustainable	  employment	  opportunities	  in	  New	  
Brunswick	  by	  financially	  stimulating	  small	  businesses	  to	  pursue	  opportunities	  within	  targeted	  
sectors	  of	  the	  economy	  and	  to	  stimulate	  capital	  investment	  for	  small	  business	  start-‐up,	  
expansion,	  diversification,	  innovation,	  and	  productivity	  improvement.	  For	  starting	  a	  business:	  
provides	  non-‐repayable	  contributions	  of	  up	  to	  $100,000	  for	  the	  establishment	  of	  "year-‐round"	  
eligible	  businesses	  based	  on	  50%	  of	  eligible	  costs,	  up	  to	  a	  maximum	  of	  $15,000	  per	  new	  full-‐
time	  year-‐round	  job	  created.	  For	  expanding	  an	  established	  business:	  provides	  non-‐repayable	  
contributions	  of	  up	  to	  $60,000	  for	  the	  expansion,	  diversification,	  or	  improvement	  in	  the	  
productivity	  or	  competitiveness	  of	  "year-‐round"	  eligible	  businesses,	  based	  on	  30%	  of	  eligible	  
costs.	  Conditions:	  Business	  must	  be	  in	  New	  Brunswick	  and	  be	  in	  the	  manufacturing	  and	  
processing,	  information	  technology,	  year-‐round	  or	  seasonal	  full-‐time	  tourism	  operations,	  
commercial	  service	  firms	  primarily	  engaged	  in	  export/import	  activity	  sectors.	  Some	  cultural	  
enterprises	  also	  qualify.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.200534.html	  	  

Shelter	  Enhancement	  Program	  provides	  financial	  assistance	  to	  repair/rehabilitate	  
emergency	  shelters	  and	  second	  stage	  housing	  for	  victims	  of	  family	  violence	  to	  an	  
acceptable	  standard	  of	  health,	  safety	  and	  security	  for	  occupants	  and	  accessibility	  for	  
persons	  with	  disabilities	  and	  to	  increase	  the	  number	  of	  emergency	  shelters	  and	  second	  
stage	  housing	  units	  available	  to	  women	  and	  children	  or	  youth	  who	  are	  victims	  of	  
family	  violence.	  Assistance	  is	  in	  the	  form	  of	  a	  forgivable	  loan	  and	  is	  based	  on	  the	  cost	  of	  
the	  Eligible	  Work.	  The	  maximum	  forgivable	  loan	  per	  unit	  is	  $24,000.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.8695.Shelter_Enhan
cement_Program.html	  

Student	  Employment	  and	  Experience	  Development	  Program	  (SEED)	  provides	  a	  
portion	  of	  a	  student's	  salary	  plus	  the	  employer's	  share	  of	  benefits	  for	  8	  weeks	  to	  non	  
profit	  organizations.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.17156.Student_Em
ployment_Experience_Development_%28SEED%29_-‐_Employers.html	  	  

Tourism,	  Heritage,	  Culture:	  	  The	  NB	  government	  provides	  grants	  for	  tourism,	  
heritage	  and	  cultural	  groups	  as	  follows:	  

• Partnership	  for	  Community	  Cultural	  Activities:	  	  The	  program	  supports	  projects	  that	  will	  enable	  
the	  growth	  of	  a	  more	  diverse	  audience	  to	  arts	  activities,	  and	  thus	  ensure	  a	  more	  vibrant,	  
creative	  and	  active	  arts	  community	  in	  New	  Brunswick.	  	  Up	  to	  $5,000	  per	  project.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201064.A
rts_-‐_Partnership_for_Community_Cultural_Activities_%28Grant%29.html	  	  

• Arts	  Festival	  Grant:	  Non-‐profit	  organizations	  whose	  principal	  activity	  is	  to	  organize	  and	  
present	  an	  annual	  arts	  festival	  within	  the	  province	  of	  New	  Brunswick	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201063.A
rts_-‐_Festival_Grant.html	  	  
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• Arts	  and	  Cultural	  Industries	  Strategic	  Initiatives	  Fund	  (SIF)	  provides	  grants	  to	  assist	  in	  covering	  
some	  of	  the	  cost	  of	  projects/activities/initiatives	  that	  uses	  innovative	  approaches	  in	  order	  to	  
strengthen	  the	  economic/strategic	  contribution	  of	  the	  cultural	  and	  artistic	  sector	  in	  New	  
Brunswick.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201068.A
rts_and_Cultural_Industries_-‐_Strategic_Initiatives_Fund_%28Grant%29.html	  	  

• Arts	  Groups	  Literary	  Promotions	  Grant:	  	  The	  program	  provides	  grants	  to	  assist	  in	  covering	  
some	  of	  the	  costs	  of	  large-‐scale	  projects/activities/initiatives	  that	  encourage	  broad-‐based	  
knowledge	  and	  awareness	  of	  the	  literary	  arts	  within	  the	  community.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201071.A
rts_Groups_-‐_Literary_Promotion_Grant.html	  	  

• Arts	  Organizations	  Professional	  Development	  Grant:	  provides	  grants	  to	  cover	  some	  of	  the	  costs	  
to	  attend	  educational	  opportunities	  or	  to	  provide	  professional	  training	  opportunities	  to	  staff	  
and/or	  Board	  members	  of	  the	  eligible	  organization.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201075.A
rts_Organizations_-‐_Professional_Development_Grant.html	  	  

• Arts	  Organizations	  Professional	  Production	  and	  Presentation	  Operational	  Grant:	  	  provides	  
grants	  to	  cover	  some	  of	  the	  operations	  costs	  to	  produce	  and	  present	  arts	  programs	  and	  
products	  in	  order	  to	  promote	  the	  vitality	  of	  the	  arts	  community.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201073.A
rts_Organizations_-‐_Professional_Production_and_Presentation_Operational_Grant.html	  	  

• Arts	  Organizations	  -‐	  Service-‐based	  Operational	  Grant:	  This	  program	  is	  designed	  to	  help	  
strengthen	  the	  organizational	  capacities	  of	  eligible	  organizations	  to	  ensure	  their	  ongoing	  
growth	  and	  development.	  	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201074.A
rts_Organizations_-‐_Service-‐based_Operational_Grant.html	  	  

• Music	  Industry	  Development	  Grant:	  	  This	  program	  provides	  multiyear	  grants	  to	  assist	  in	  
covering	  some	  of	  the	  costs	  of	  production,	  marketing	  and	  promotion	  of	  New	  Brunswick	  music	  
content	  sound	  recordings.	  It	  also	  provides	  funding	  for	  professional	  development	  activities	  as	  
well	  as	  for	  the	  production	  of	  demo	  discs	  and	  its	  related	  promotional	  activities.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201067.Music_-‐
_Music_Industry_Development_Grant.html	  	  

• Museum	  and	  Heritage	  Organizations	  Professional	  and	  Organizational	  Development	  Grant:	  	  This	  
program	  funds	  selected	  projects	  in	  the	  areas	  of	  professional	  development	  and	  organizational	  
development	  that	  will	  enable	  institutions	  to	  offer	  training	  for	  their	  staff,	  board	  members	  and	  
volunteers.	  
http://www2.gnb.ca/content/gnb/en/departments/thc/services/services_renderer.201037.
Museum_-‐_Professional_and_Organizational_Development_Grant.html	  	  

• Arts	  and	  Cultural	  Industries	  -‐	  Strategic	  Initiatives	  Fund	  provides	  grants	  to	  assist	  in	  covering	  
some	  of	  the	  cost	  of	  projects/activities/initiatives	  that	  uses	  innovative	  approaches	  in	  order	  to	  
strengthen	  the	  economic/strategic	  contribution	  of	  the	  cultural	  and	  artistic	  sector	  in	  New	  
Brunswick.	  http://www2.gnb.ca/content/gnb/en/services/services_renderer.201068.html	  	  

• Multicultural	  Grants	  Program	  undertakes	  to	  assist	  community	  partners	  working	  to	  meet	  the	  
objectives	  of	  the	  New	  Brunswick	  Policy	  on	  Multiculturalism.	  	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.200886.Multicultural_Grant
s_Program.html	  
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Wellness	  Learning	  Opportunities	  Grant	  supports	  wellness	  initiatives	  related	  to	  the	  Strategy	  
pillars:	  mental	  fitness	  and	  resilience,	  healthy	  eating,	  physical	  activity	  and	  tobacco-‐free	  living.	  The	  
minimum	  amount	  for	  a	  Learning	  Opportunities	  Grant	  is	  $500,	  the	  maximum	  amount	  available	  is	  
$3,000.	  	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201265.Wellness_Learning_Op
portunities_Grants.html	  

	  
FOUNDATIONS	  AND	  OTHER	  GRANT-‐MAKING	  ORGANIZATIONS	  
	  

Canadian	  Council	  for	  the	  Arts	  offers	  a	  range	  of	  grants	  to	  arts	  organizations	  
http://www.canadacouncil.ca/	  

Canadian	  Million	  Dollar	  Round	  Table	  Charitable	  Foundation	  provides	  grants	  of	  up	  
to	  $5000	  for	  community	  projects.	  Grants	  must	  be	  sponsored	  by	  a	  current	  Knight	  of	  the	  
Canadian	  MDRT	  Charitable	  Foundation.	  http://www.cmdrtfoundation.org/	  	  

Canadian	  Worker	  Co-‐op	  Federation	  provides	  $500	  to	  groups	  wishing	  to	  assess	  the	  
feasibility	  of	  establishing	  a	  worker	  co-‐operative.	  	  
http://canadianworker.coop/funding/Technical%20Assistance%20Program	  	  

Canadian	  Women’s	  Foundation	  offers	  grants	  related	  to	  Economic	  Development,	  
Violence	  Prevention,	  and	  Girls	  and	  Women	  http://www.canadianwomen.org/grant-‐
guidelines	  	  

Catherine	  Donnelly	  Foundation	  seeks	  radical	  and	  creative	  ways	  of	  responding	  to	  the	  
most	  urgent	  needs	  of	  society	  in	  the	  areas	  of	  housing	  initiatives,	  adult	  education	  
initiatives	  and	  opportunities	  and	  environmental	  enhancement	  initiatives.	  
http://www.catherinedonnellyfoundation.org/	  

Chez	  Cora	  Foundation’s	  mission	  is	  to	  aid	  children	  in	  need.	  The	  foundation	  supports	  
and	  works	  in	  collaboration	  with	  nonprofit	  organizations	  trying	  to	  improve	  the	  quality	  
of	  life	  of	  Canadian	  children.	  http://www.chezcora.com/our-‐company/cora-‐fondation	  	  

Co-‐operators	  Foundation	  offers	  a	  Community	  Economic	  Development	  Fund	  and	  the	  
Co-‐operative	  Development	  Fund,	  both	  of	  which	  are	  geared	  to	  supporting	  community	  
economic	  development	  initiatives	  that	  lead	  to	  job	  creation	  and/or	  enhanced	  
employability	  for	  marginalized	  populations.	  A	  new	  fund,	  the	  Co-‐operators	  Fiftieth	  
Anniversary	  Community	  Fund,	  focuses	  exclusively	  on	  supporting	  registered	  charities	  
http://www.cooperators.ca/en/About-‐Us/foundation/ced.aspx	  	  

Donner	  Foundation	  seeks	  to	  encourage	  individual	  responsibility	  and	  private	  
initiative	  to	  help	  Canadians	  solve	  their	  social	  and	  economic	  problems.	  	  
http://www.donnerfoundation.org/granting.htm	  	  

Dreamcatcher	  Fund	  enhances	  First	  Nations	  communities	  and	  its	  people	  through	  
contributions	  that	  will	  be	  of	  benefit	  socially,	  culturally,	  healthfully,	  and	  economically	  in	  
a	  wholistic	  manner.	  The	  foundation	  accepts	  grant	  applications	  in	  the	  areas	  of	  sports	  
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and	  recreation,	  educational	  support,	  arts	  and	  culture,	  and	  health	  support.	  
http://www.dcfund.ca/	  	  

Drummond	  Foundation's	  granting	  falls	  into	  three	  main	  areas:	  health	  care,	  
community,	  and	  the	  socially	  disadvantaged.	  Grants	  to	  the	  community	  are	  particularly	  
focused	  on	  the	  care	  of	  the	  elderly,	  while	  grants	  made	  to	  the	  socially	  disadvantaged	  are	  
usually	  to	  organizations	  who	  deliver	  immediate	  relief	  to	  the	  poor,	  typically	  street	  
missions.	  Grants	  are	  made	  annually	  in	  December.	  
http://www.drummondfoundation.ca/	  	  

Gainey	  Foundation	  funds	  registered	  charitable	  organizations	  that	  offer	  
environmental	  and/or	  arts	  education	  programs	  for	  youth.	  
http://www.gaineyfoundation.com/	  	  

Gates	  Foundation	  funds	  innovations	  in	  education,	  technology,	  and	  global	  health.	  
http://www.gatesfoundation.org/How-‐We-‐Work/General-‐Information/Grant-‐
Opportunities	  	  

Greater	  Saint	  John	  Community	  Foundation	  provides	  grants	  to	  programs/projects	  
that	  meets	  one	  or	  more	  of	  the	  following	  priorities:	  Gap	  Between	  Rich	  and	  Poor,	  Safety,	  
Health,	  Learning,	  Housing	  &	  Transportation,	  Getting	  Started,	  Arts	  &	  Culture,	  
Environment,	  Work,	  Belonging	  &	  Leadership	  http://www.sjfoundation.ca/main.html	  	  

Ivy	  Foundation	  works	  on	  forest	  conservation	  and	  sustainability	  issues.	  The	  
foundation	  typically	  provides	  support	  to	  national	  or	  provincial	  charitable	  
environmental	  organizations	  with	  a	  demonstrated	  capacity	  and	  capability	  to	  effect	  
change.	  http://www.ivey.org/	  	  

Krembil	  Foundation’s	  primary	  focus	  is	  funding	  research	  projects	  in	  medicine;	  
particularly	  those	  that	  have	  difficulty	  obtaining	  funding	  yet	  have	  the	  potential	  to	  
produce	  life-‐altering	  results.	  They	  have	  also	  funded	  several	  social	  programs	  including	  
addiction	  counseling/rehabilitation,	  financial	  advocacy	  and	  planning,	  mental	  health	  
issues	  and	  social	  awareness,	  as	  well	  as	  children's	  educational	  programs.	  
http://www.krembilfoundation.ca/	  	  

Laidlaw	  Foundation	  concentrates	  on	  a	  new	  youth	  organizing	  for	  change	  program;	  the	  
strengthening	  of	  core	  capacity	  of	  youth	  led	  organizations;	  helping	  non-‐youth	  
organizations	  become	  more	  inclusive	  to	  youth;	  building	  a	  youth	  social	  infrastructure	  
through	  multi-‐year	  funding	  of	  intermediary	  support	  groups;	  helping	  in	  the	  convening	  
of	  agents	  interested	  in	  exploring	  issues	  related,	  to	  youth	  engagement;	  and	  
commissioning	  research,	  position	  papers	  and	  policy	  analysis.	  
http://laidlawfdn.org/grants/	  	  

Maytree	  Foundation	  funds	  projects	  that	  address	  wealth	  disparity	  and	  migration.	  
http://maytree.com/grants	  	  
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MAZON	  Canada	  allocates	  funds	  twice	  a	  year	  to	  agencies	  across	  Canada	  that	  fight	  
hunger	  on	  the	  front	  lines.	  http://www.mazoncanada.ca/en/who-‐we-‐help/	  	  

McConnell	  Foundation	  is	  a	  private	  family	  foundation	  that	  funds	  initiatives	  of	  national	  
significance	  which	  address	  challenges	  for	  Canadian	  society	  by	  engaging	  people,	  by	  
building	  resilient	  communities,	  and	  by	  developing	  a	  strong	  knowledge	  base	  for	  the	  
work	  that	  the	  foundation	  supports.	  http://www.mcconnellfoundation.ca/en/programs	  

McGrand	  Trust	  supports	  animal	  welfare	  organizations	  for	  humane	  education	  projects	  
in	  Atlantic	  Canada.	  http://cfhs.ca/info/cfhs_grants/	  	  

McLean	  Foundation	  makes	  grants	  in	  a	  wide	  range	  of	  areas,	  including	  arts,	  
conservation,	  education,	  health	  and	  welfare.	  It	  maintains	  a	  flexible	  policy,	  with	  
particular	  emphasis	  on	  projects	  showing	  promise	  of	  general	  social	  benefit	  but	  which	  
may	  initially	  lack	  broad	  public	  appeal.	  	  http://mcleanfoundation.ca/	  	  

Means	  To	  Live	  Foundation	  is	  a	  small,	  family-‐run	  foundation	  that	  targets	  social	  justice	  
through	  focused	  giving.	  It	  provides	  small	  amounts	  of	  financial	  support	  to	  well-‐defined	  
local,	  national,	  and	  international	  grassroots	  initiatives.	  http://www.meanstolive.org/	  	  

Meighen	  Family	  Foundation	  provides	  a	  limited	  number	  of	  small	  gifts,	  between	  
$5,000	  and	  $15,000,	  to	  organizations	  in	  Toronto,	  Montreal	  and	  New	  Brunswick	  to	  
encourage	  strategic	  and	  creative	  initiatives	  in	  Toronto,	  Montreal	  and	  New	  Brunswick	  
that	  benefit	  youth	  at	  risk,	  education,	  and	  mental	  health	  research	  with	  a	  focus	  on	  youth	  
and	  families.	  http://www.meighen.ca/	  	  

Metcalfe	  Foundation	  focuses	  on	  three	  primary	  areas:	  the	  performing	  arts,	  the	  
environment,	  and	  social	  services.	  However,	  it	  does	  occasionally	  support	  organizations	  
with	  mandates	  outside	  of	  these	  focus	  areas.	  
http://metcalffoundation.com/grants/overview/	  	  

Pond-‐Deshpande	  Centre	  provides	  seed	  funding,	  as	  well	  as	  on-‐going	  support	  and	  
programming	  for	  early-‐stage	  ventures	  to	  assist	  with	  market	  validation,	  market	  
research	  and	  business	  plan	  development.	  	  The	  goal	  is	  to	  accelerate	  the	  development	  of	  
new	  high	  impact	  ventures	  by	  helping	  to	  remove	  common	  obstacles	  in	  the	  early	  stages	  
of	  venture	  evaluation.	  PDC	  funding	  programs	  are	  generally	  accessed	  for	  a	  4	  to	  6-‐month	  
period,	  and	  can	  also	  be	  used	  to	  leverage	  additional	  assistance	  through	  various	  business	  
development	  programs	  in	  the	  ecosystem.	  Their	  four	  funding	  programs	  include	  the:	  
• Social	  Innovation	  Fund	  	  http://www.ponddeshpande.ca/social-‐innovation-‐fund/	  
• Saint	  John	  True	  Growth	  Innovation	  Fund	  http://www.ponddeshpande.ca/saint-‐

john-‐true-‐growth-‐innovation-‐fund/	  	  
• Technology	  Ignition	  Fund	  http://www.ponddeshpande.ca/technology-‐ignition-‐

fund/	  	  
• Failure	  to	  Success	  Entrepreneur	  http://www.ponddeshpande.ca/failure-‐fund/	  	  
• Student	  Catalyst	  Fund	  http://www.ponddeshpande.ca/student-‐catalyst-‐fund/	  	  
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RBC	  Foundation	  provides	  grants	  related	  to	  children’s	  health	  and	  well-‐being	  and	  the	  
protection	  of	  water	  http://www.rbc.com/community-‐sustainability/apply-‐for-‐
funding/index.html	  	  

Royal	  LePage	  Shelter	  Foundation	  matches	  Royal	  LePage	  offices	  with	  a	  women’s	  
shelter	  in	  their	  community.	  They	  help	  organize	  fundraising	  events	  and	  many	  agents	  
donate	  a	  portion	  of	  the	  commissions	  they	  receive	  when	  they	  help	  their	  clients	  buy	  or	  
sell	  a	  home.	  All	  support	  stays	  in	  the	  local	  community.	  
http://www.royallepage.ca/realestate/2013/02/13/how-‐we-‐help/	  	  

Salamander	  Foundation	  currently	  has	  two	  areas	  of	  interest:	  arts	  and	  culture,	  and	  
environmental	  health.	  The	  foundation's	  purpose	  is	  to	  recognize	  the	  forms,	  functions	  
and	  interactions	  of	  natural	  systems	  and	  to	  promote	  continuity	  and	  discovery	  in	  the	  
arts	  and	  in	  culture.	  http://www.salamanderfoundation.org/generalGuidelines.cfm	  	  

Sprott	  Foundation	  is	  dedicated	  to	  addressing	  urgent	  human	  need,	  homelessness	  and	  
hunger	  in	  Canada	  and	  worldwide.	  The	  foundation	  concentrates	  on	  "focused	  giving",	  
offering	  support	  to	  well-‐defined	  projects	  in	  its	  specific	  area	  of	  interest	  and	  taking	  a	  
pro-‐active	  approach	  in	  interacting	  closely	  with	  the	  grant	  recipients.	  
http://www.sprottfoundation.com/Grant_Guidlines.html	  	  

Sussex	  and	  Area	  Community	  Foundation	  is	  a	  locally	  run	  public	  foundation	  that	  
works	  to	  build	  and	  manage	  endowment	  funds	  that	  support	  local	  charities	  and	  
community	  priorities.	  http://www.sacfi.org/grants-‐2/grants-‐policy/	  	  

TD	  Friends	  of	  the	  Environment	  offers	  grants	  for	  environmental	  education,	  tree	  
planting,	  energy	  conservation,	  schoolyard	  or	  urban	  naturalization,	  community	  gardens,	  
habitat	  restoration,	  endangered	  species/wildlife	  protection	  and	  environmental	  
research	  https://fef.td.com/funding/	  	  

Virtual	  Foundation	  is	  a	  unique	  online	  philanthropy	  program	  that	  supports	  grassroots	  
initiatives	  around	  the	  world.	  They	  post	  carefully	  screened,	  small	  scale	  project	  
proposals	  on	  their	  website	  where	  they	  are	  read	  and	  funded	  by	  online	  donors.	  
Foundation	  mission	  is	  twofold:	  to	  support	  local	  projects	  initiated	  by	  non-‐governmental	  
organizations	  (NGOs)	  in	  the	  fields	  of	  environment,	  sustainable	  development,	  and	  
health;	  and	  to	  encourage	  private	  philanthropy	  among	  citizens	  from	  all	  walks	  of	  life.	  
http://www.virtualfoundation.org/	  	  

Wildlife	  Habitat	  Canada	  supports	  the	  priority	  activities	  under	  the	  North	  American	  
Waterfowl	  Management	  Plan	  (i.e.,	  securement*,	  enhancement,	  management	  and	  
influence)	  as	  well	  as	  regional	  and	  local	  habitat	  projects	  of	  importance	  to	  other	  
migratory	  game	  birds.	  http://www.whc.org/en/conservation/conservation-‐
grants/56-‐project-‐eligibility	  	  
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LOANS/LOAN	  GUARANTEES	  
In	  addition	  to	  traditional	  banks,	  credit	  unions	  and	  financing	  companies,	  the	  following	  
organizations	  can	  provide	  loans	  or	  loan	  guarantees	  to	  small	  businesses	  and	  social	  enterprises:	  
	  

Agriculture	  Loan	  Guarantee	  Program:	  This	  program	  provides	  a	  guarantee	  on	  a	  portion	  of	  a	  
line	  of	  credit	  for	  working	  capital	  requirements.	  The	  guarantee	  is	  typically	  for	  up	  to	  a	  maximum	  
of	  80%	  of	  line	  of	  credit,	  and	  usually	  for	  a	  period	  of	  up	  to	  3	  years.	  	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.201158.Loan_Guarantees_-‐
_Agriculture.html	  	  

Agri-‐Innovation	  Program	  -‐	  If	  you	  have	  an	  agri-‐business	  and	  are	  working	  on	  innovative	  
projects,	  you	  can	  apply	  for	  a	  loan	  to	  help	  get	  your	  agri-‐based	  products	  or	  services	  ready	  for	  the	  
market	  http://www.agr.gc.ca/eng/?id=1354301302625  

Atlantic	  Canada	  Opportunities	  Agency	  (ACOA):	  The	  Business	  Development	  Program	  
(BDP)	  is	  designed	  to	  help	  set	  up,	  expand	  or	  modernize	  small	  and	  medium-‐sized	  
enterprises.	  	  It	  provides	  access	  to	  capital	  in	  the	  form	  of	  interest-‐free,	  unsecured,	  
repayable	  contributions.	  Not-‐for-‐profit	  organizations	  that	  provide	  support	  to	  the	  
business	  community	  may	  also	  qualify	  for	  non-‐repayable	  assistance.	  Most	  business	  
sectors	  are	  eligible	  except	  retail/wholesale,	  real	  estate,	  government	  services,	  and	  
services	  of	  a	  personal	  or	  social	  nature.	  Both	  commercial	  and	  not-‐for-‐profit	  applicants	  
are	  eligible.	  	  Eligible	  activities	  include	  business	  studies,	  capital	  investment,	  training,	  
marketing,	  quality	  assurance,	  and	  not-‐for-‐profit	  activities	  that	  support	  business	  in	  the	  
region.	  Assistance	  is	  also	  available	  to	  help	  you	  bid	  for	  and	  acquire	  public	  and	  private	  
procurement	  contracts	  or	  to	  develop	  an	  innovative	  product	  or	  service.	  
http://www.acoa-‐
apeca.gc.ca/eng/ImLookingFor/ProgramInformation/Pages/ProgramDetails.aspx?Pro
gramID=2	  	  

Business	  Development	  Bank	  of	  Canada	  provides	  loans	  of	  up	  to	  $50,000	  start	  ups	  
and	  expansion	  as	  well	  larger	  loans	  for	  more	  ambitious	  projects	  
https://www.bdc.ca/EN/business-‐centres/new_brunswick/Pages/default.aspx	  	  

Canada	  Small	  Business	  Loan	  Guarantee	  Program	  can	  help	  secure	  up	  to	  $500,000	  loan	  from	  
a	  financial	  institution	  by	  sharing	  the	  risk	  with	  the	  lender.	  	  The	  loans	  can	  be	  used	  to:	  Purchase	  
or	  improve	  land	  or	  property,	  leasehold	  improvements	  or	  improve	  leased	  property,	  or	  to	  
purchase	  new	  or	  used	  equipment.	  http://www.ic.gc.ca/eic/site/csbfp-‐pfpec.nsf/eng/home	  	  

Canadian	  Agricultural	  Loans	  Act	  Program	  is	  a	  loan	  guarantee	  program	  designed	  to	  
increase	  the	  availability	  of	  loans	  to	  farmers	  and	  agricultural	  co-‐operatives.	  Farmers	  
can	  use	  these	  loans	  to	  establish,	  improve,	  and	  develop	  farms,	  while	  agricultural	  co-‐
operatives	  may	  also	  access	  loans	  to	  process,	  distribute,	  or	  market	  the	  products	  of	  
farming.	  Loan	  guarantees	  are	  available	  for	  up	  to	  $500,000	  for	  the	  purchase	  of	  land	  and	  
the	  construction	  or	  improvement	  of	  buildings	  or	  for	  up	  to	  $350,000	  for	  all	  other	  loan	  
purposes,	  including	  consolidation/refinancing.	  
http://www.agr.gc.ca/eng/?id=1288035482429	  	  
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Canadian	  Worker	  Co-‐op	  Federation’s	  Tenacity	  Works	  Fund	  is	  a	  revolving	  loan	  fund	  
in	  worker,	  multi-‐stakeholder	  and	  worker-‐shareholder	  co-‐ops	  across	  Canada.	  The	  main	  
purpose	  is	  to	  allow	  worker	  co-‐operatives	  to	  leverage	  funds	  to	  obtain	  additional	  
financing	  from	  traditional	  lenders.	  	  http://www.canadianworker.coop/tenacity-‐works	  	  

Canadian	  Youth	  Business	  Foundation	  (CYBF)	  offers	  a	  Start-‐Up	  program	  for	  young	  
entrepreneurs,	  a	  Newcomers	  Program	  for	  new	  Canadians,	  a	  Spin	  Master	  Innovation	  
Fund	  for	  young	  Canadians,	  and	  an	  Expansion	  Program	  for	  young	  entrepreneurs	  
looking	  to	  take	  their	  business	  to	  the	  next	  level.	  http://www.cybf.ca/programs/	  	  

Community	  Business	  Development	  Corporations	  (CBDCs)	  
http://www.cbdc.ca/nb/index.php	  can	  provide	  loans	  in	  the	  following	  categories:	  

o Social	  Enterprise	  Loan	  of	  up	  to	  $150,000	  to	  organizations	  in	  rural	  communities.	  	  
o CBDC	  General	  Business	  Loan	  designed	  to	  assist	  entrepreneurs	  to	  obtain	  financing	  for	  

their	  business,	  when	  traditional	  avenues	  of	  financing	  are	  not	  available.	  It	  can	  be	  used	  
for	  key	  events	  in	  the	  business	  life	  cycle	  such	  as	  business	  creation,	  purchase,	  and	  
business	  succession	  planning.	  

o CBDC	  Innovation	  Loan	  to	  assist	  in	  the	  development	  of	  the	  knowledge-‐based	  economy	  
in	  the	  adoption	  and	  commercialization	  of	  technology	  by	  rural	  businesses.	  

o SEED	  loans	  to	  start,	  expand	  or	  improve	  a	  small	  business,	  or	  acquire	  skills	  training	  

Financial	  Assistance	  to	  Industry	  Program:	  The	  purpose	  of	  the	  assistance	  is	  to	  
provide	  adequate	  funding	  for	  capital	  expenditures	  and	  working	  capital	  to	  enable	  the	  
establishment,	  expansion,	  or	  maintenance	  of	  eligible	  industries	  including	  
manufacturing	  and	  processing,	  full-‐time	  tourism	  operations,	  and	  information	  
technology	  companies.	  The	  assistance	  may	  be	  provided	  in	  the	  form	  of	  a	  loan	  guarantee	  
or	  direct	  loan.	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.200979.Financial_A
ssistance_to_Industry_Program_%28FAIP%29.html	  	  

Fisheries	  and	  Aquaculture	  Development	  Board	  provides	  loans	  and	  loan	  guarantees	  
for	  aquaculture	  production	  and	  related	  services.	  Direct	  loans	  may	  be	  provided	  to	  
finance	  viable	  projects	  for	  the	  purchase	  or	  construction	  of	  various	  aquaculture	  capital	  
costs	  such	  as	  equipment	  and	  buildings.	  Loan	  payments	  in	  the	  shellfish	  sector	  can	  be	  
customized	  to	  correspond	  with	  the	  development	  of	  the	  project.	  	  
http://www2.gnb.ca/content/gnb/en/services/services_renderer.200817.Aquacultur
e_Loans_and_Loan_Guarantees.html	  	  

Saint	  John	  Community	  Loan	  Fund	  provides	  loans	  up	  to	  $7500	  for	  small	  businesses	  or	  
social	  enterprises	  for	  start	  up	  or	  expansion	  in	  the	  Greater	  Saint	  John	  region	  
http://www.loanfund.ca/loans.html	  	  
Youth	  Social	  Innovation	  Capital	  Fund	  (YSI)	  partners	  with	  the	  Canadian	  Youth	  
Business	  Foundation	  (CYBF)	  to	  provide	  financing	  and	  support	  to	  young	  social	  
entrepreneurs	  and	  their	  ventures.	  Through	  this	  partnership,	  all	  accepted	  YSI	  
applicants	  secure	  up	  to	  $10,000	  from	  the	  YSI	  program	  and	  also	  have	  the	  option	  of	  
receiving	  an	  additional	  $15,000	  in	  startup	  financing	  from	  CYBF.	  
http://www.youthsocialinnovation.org/about/	  	  
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INVESTOR	  GROUPS	  
Atlantic	  Angel	  Investors	  will	  consider	  investments	  in	  any	  knowledge	  based	  company.	  	  
They	  give	  preference	  to	  teams	  with	  a	  mix	  of	  business/technology	  savvy.	  If	  you	  are	  
planning	  to	  apply,	  you	  should	  also	  be	  at	  least	  at	  the	  prototype	  stage.	  
http://www.atlanticangels.ca/	  	  

BDC	  Venture	  Capital	  works	  with	  entrepreneurs	  and	  other	  investors	  in	  the	  public	  and	  
private	  sectors	  to	  build	  outstanding	  Canadian	  companies,	  and	  is	  involved	  at	  every	  
stage	  of	  the	  development	  cycle,	  from	  seed	  through	  expansion	  to	  exit.	  The	  focus	  is	  on	  
innovative	  IT,	  health	  and	  energy/clean	  technology	  companies	  with	  high	  growth	  
potential.	  
https://www.bdc.ca/EN/solutions/venture_capital/Pages/venture_capital.aspx	  	  

Canadian	  National	  Crowdfunding	  Directory	  is	  an	  initiative	  of	  the	  National	  
Crowdfunding	  Association	  of	  Canada,	  a	  community-‐based,	  membership-‐driven	  entity	  
that	  was	  formed	  at	  the	  grass	  roots	  level	  to	  fill	  a	  national	  
need.	  	  	  http://ncfacanada.org/canadian-‐crowdfunding-‐directory/	  	  

Community	  Economic	  Development	  Investment	  Funds	  (coming	  to	  NB	  in	  January	  
2015).	  	  A	  CEDIF	  is	  a	  pool	  of	  capital,	  formed	  through	  the	  sale	  of	  shares	  to	  investors	  
within	  a	  defined	  community	  (geographical,	  economic,	  cultural	  or	  industrial),	  and	  
created	  to	  invest	  in	  local	  businesses.	  CEDIFs	  provide	  access	  to	  capital	  for	  social	  
enterprises	  and	  co-‐operative	  associations	  and	  can	  focus	  on	  developing	  many	  
businesses	  in	  a	  community,	  such	  as	  farmers	  or	  food	  producers,	  or	  on	  a	  larger	  specific	  
investment,	  such	  as	  a	  processing	  facility	  for	  local	  products.	  
http://www2.gnb.ca/content/gnb/en/departments/finance/news/news_release.2014
.04.0392.html	  	  

NB	  Angel	  Investors	  is	  a	  list	  of	  angel	  investors	  who	  follow	  or	  invest	  in	  NB	  enterprises	  
https://angel.co/new-‐brunswick-‐1/investors	  	  

New	  Brunswick	  Innovation	  Foundation	  offers	  two	  investment	  funds.	  	  The	  Startup	  
Investment	  Fund	  (SIF)	  provides	  entrepreneurs	  located	  in	  New	  Brunswick	  with	  access	  
to	  startup	  capital	  to	  support	  the	  formation,	  initial	  capitalization	  and	  development	  of	  
new	  and	  innovative	  growth	  businesses.	  Investments	  take	  the	  form	  of	  equity,	  typically	  
through	  the	  purchase	  of	  common	  stock	  or	  the	  issuance	  of	  convertible	  debentures.	  
Companies	  are	  eligible	  for	  up	  to	  $100,000	  under	  the	  SIF.	  As	  a	  partner	  in	  the	  venture,	  
NBIF	  will	  work	  with	  the	  company	  and	  its	  founding	  team	  to	  realize	  the	  growth	  potential	  
of	  the	  business.	  	  http://www.nbif.ca/en/venture_capital/startup_investment_fund	  	  For	  
more	  advanced	  enterprises	  seeking	  more	  than	  $100,000	  NBIF’s	  Venture	  Capital	  Fund	  
provides	  investments	  up	  to	  $1,000,000	  in	  businesses	  that	  are	  typically	  high	  risk,	  
growth-‐oriented	  companies	  on	  the	  verge	  of	  taking	  their	  product	  to	  market.	  	  Strategic	  
industries	  include	  ICT,	  Energy	  and	  Environment,	  Bio-‐Sciences,	  Industrial	  Fabrication,	  
Value-‐Added	  Food	  and	  Value-‐Added	  Wood.	  
http://www.nbif.ca/en/venture_capital/venture_capital_fund	  	  
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NB	  Small	  Business	  Investor	  Tax	  Credit	  provides	  a	  30%	  non-‐refundable	  personal	  
income	  tax	  credit	  to	  eligible	  investors	  who	  invest	  in	  small	  businesses	  in	  the	  province.	  	  
Effective	  2014,	  the	  SBITC	  now	  also	  allows	  corporations	  and	  trusts	  to	  be	  eligible	  for	  a	  
15%	  non-‐refundable	  corporate	  income	  tax	  credit	  on	  eligible	  investments	  up	  to	  
$500,000.	  
http://www2.gnb.ca/content/gnb/en/departments/finance/taxes/credit.html	  	  

	  
WEBSITES	  WITH	  MORE	  SOCIAL	  ENTEPRISE	  INFORMATION	  AND	  RESOURCES	  	  

	  
• Business	  Development	  Bank	  Corporation’s	  Business	  Plan	  Template	  

http://www.bdc.ca/en/advice_centre/tools/business_plan/pages/default.aspx#.ULZ9rFF
hW0o	  	  

• Canada	  Business	  –	  Sample	  business	  plans	  and	  market	  research	  information	  
http://www.canadabusiness.ca/eng/page/2856/	  	  

• Canadian	  CED	  Network	  –	  tons	  of	  useful	  information	  http://www.ccednet-‐rcdec.ca/en	  	  	  

• Canadian	  Innovation	  Centre	  http://innovationcentre.ca/	  	  

• Coady	  Institute,	  St.	  Francis	  Xavier	  University	  http://www.coady.stfx.ca/	  	  

• Community	  Business	  Development	  Corporations	  (NB)	  http://www.cbdc.ca/nb/	  	  

• Co-‐operatives	  and	  Mutuals	  Canada	  www.canada.coop	  	  

• Demonstrating	  Value	  www.demonstratingvalue.org	  	  

• Economic	  Development	  NB	  
http://www2.gnb.ca/content/gnb/en/departments/economic_development/NB_Busines
ses.html	  	  

• Enterprise	  Fredericton	  http://www.enterprisefredericton.ca/	  	  

• Enterprise	  Greater	  Moncton	  http://www.greatermoncton.org/	  	  

• Enterprise	  Kent	  http://www.ent-‐kent.ca/	  	  

• Enterprise	  Saint	  John	  http://www.enterprisesj.com/	  	  

• Enterprise	  Central	  NB	  http://www.ent-‐centralnb.ca/#	  	  

• Enterprising	  Non	  Profits	  http://www.enterprisingnonprofits.ca	  	  

• Joint	  Economic	  Development	  Initiative	  (JEDI)	  for	  Aboriginal	  businesses	  
http://www.jedinb.ca/jedi-‐supports-‐aboriginal-‐entrepreneurship.html	  	  
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• Le	  Chantier	  de	  l’Économie	  Sociale	  http://www.chantier.qc.ca/	  	  

• MaRS	  http://www.marsdd.com/	  	  

• NB	  Innovation	  Foundation	  http://www.nbif.ca/en	  	  

• Pond	  Deshpande	  Centre	  -‐	  http://www.ponddeshpande.ca	  	  

• Social	  Economy	  and	  Sustainability	  Research	  Network	  (Mount	  St.	  Vincent)	  
http://www.msvu.ca/socialeconomyatlantic/English/whatisE.asp	  	  

• Saint	  John	  Community	  Loan	  Fund	  http://www.loanfund.ca/	  	  

• Social	  Enterprise	  Council	  of	  Canada	  http://www.secouncil.ca/	  	  

• Social	  Return	  on	  Investment	  Network	  http://www.thesroinetwork.org/	  	  

• Start	  Up	  Fredericton	  http://www.startupfredericton.ca/	  	  

• Start	  Up	  Canada	  http://www.startupcan.ca/	  	  

• Wallace	  McCain	  Institute	  http://www.wallacemccaininstitute.com/programs	  	  
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APPENDIX	  III:	   LOGIC	  MODEL	  EVALUATION	  FRAMEWORK	  

The	  following	  generic	  evaluation	  framework	  for	  social	  enterprise	  details	  key	  evaluation	  
questions,	  indicators,	  and	  data	  sources.	  A	  column	  is	  included	  to	  indicate	  the	  timing	  of	  data	  
collection	  for	  the	  evaluation.	  The	  evaluation	  framework	  would	  need	  to	  be	  adapted	  to	  remove	  
evaluation	  questions	  that	  are	  not	  relevant	  to	  the	  specific	  social	  enterprise	  and	  to	  add	  detail	  on	  
intended	  outcomes.	  Once	  completed,	  the	  evaluation	  framework	  will	  provide	  a	  roadmap	  for	  
the	  evaluation	  data	  collection,	  analysis	  and	  reporting.	  Some	  common	  types	  of	  evaluation	  
questions	  that	  may	  be	  relevant	  to	  social	  enterprise	  are	  included.	  It	  is	  suggested	  that	  the	  
Canadian	  Social	  Enterprise	  Guide,	  Social	  Enterprise	  Best	  Practices,	  and	  any	  business	  or	  
operational	  plans	  for	  the	  social	  enterprise	  be	  consulted	  for	  additional	  outcomes	  that	  might	  be	  
relevant.	  	  	  	  	  
Data	  sources/collection	  methods	  vary	  but	  may	  include:	  

• Document	  review	  (meeting	  minutes,	  financial	  records,	  lists	  of	  clients/participants	  in	  
activities,	  etc.)	  

• Staff	  or	  volunteer	  activity	  log	  (activities	  completed,	  challenges	  encountered,	  etc.)	  

• Interviews	  (or	  focus	  groups)	  with	  clients,	  stakeholders,	  etc.	  

• Surveys	  with	  clients,	  community	  members,	  etc.	  

• Tests	  of	  knowledge	  or	  skills	  learned	  by	  clients	  

• Observation	  notes	  from	  events,	  sessions,	  etc.	  

Please	  see	  the	  “monitoring	  and	  evaluation	  tools”	  section	  of	  the	  Social	  Enterprise	  Best	  
Practices	  document	  for	  more	  examples	  of	  data	  collection	  methods.	  For	  this	  generic	  evaluation	  
framework,	  some	  common	  data	  sources	  for	  the	  type	  of	  evaluation	  question	  are	  included.	  The	  
data	  sources	  in	  the	  framework	  will	  need	  to	  be	  updated	  for	  the	  specific	  social	  enterprise.	  	  
Another	  excellent	  guide	  Project	  Evaluation	  for	  Non	  Profit	  Organizations,	  produced	  by	  Imagine	  
Canada	  contains	  step	  by	  step	  instructions	  on	  developing	  your	  evaluation	  plan.	  	  It	  can	  be	  found	  at	  
www.imaginecanada.ca/files/www/en/library/csc/projectguide_final.pdf	  	  
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DATA COLLECTION, ANALYSIS AND REPORTING

Once the logic model and evaluation framework have been adapted to the specific 
social enterprise and input sought from stakeholders, staff, etc. about the logic model 
and evaluation framework, the next stage is to prepare for data collection. Activity log 
forms, survey instruments, interview guides/questions, etc. will need to be developed 
along with procedures or instructions for their use. Once data is collected, there are 
many tools for analyzing qualitative and quantitative data that can be utilized.

An evaluation report will need to be prepared that would include, at a minimum:
• Introduction (including the description of the planned social enterprise)
• Evaluation methods (a brief summary of methods used to collect and analyze data)
• Findings (can be organized by evaluation question or data source)
•  Conclusions (including the extent to which the objectives of the social enterprise 

were achieved as supported by evaluation findings)
•  Recommendations (for future operation or improvement of the social enterprise as 

supported by evaluation findings)

The following diagram15 may be useful in preparing the evaluation report.  For more information 
see http://www.tbs-sct.gc.ca/cee/career-carriere/workshops-ateliers/aawer-amrre-eng.pdf

Recomm-
endations

Executive
Summary

Action
Plan

The Evaluation
Report

Introduction 
and context

Method-
ology

Key
Findings

Key 
Conclusions

Figure 1: Elements of the Evaluation and Components of the Evaluation Report
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15 The Art and Architecture of Writing Evaluation Reports,
Centre of Excellence for Evaluation, Treasury Board of Canada Secretariat


