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Introduction to Module 6: 
ESTABLISHMENT 

This week’s module includes some of the most exciting areas of working in social 

enterprise and social entrepreneurship - the opportunity to connect with other 

organizations and people doing similar or complementary work.  

In the traditional for profit world, knowing the competitive landscape and how 

your firm fits into the bigger picture is critical to success. To a point, this is also true 

for social enterprise; however, there is also potential to tap into the sometimes 

undervalued act of collaboration to leverage one’s work. 

This week we will look at both the idea of competition and of collaboration to 

serve your social enterprise and your social impact. 

The second part of this week’s material deals with determining if your social 

enterprise is ready to scale, and how this might be best accomplished in order to 

increase your initiative’s social impact. We will look at a variety of scaling 

mechanisms and philosophies and you will draft your vision for scaling your social 

enterprise. 

By the end of this module’s material you will have drafted: 

Your initiative’s internal sources of competitive advantage 

Your initiative’s external sources of competitive advantage 

A competitive matrix to summarize organizations and companies working 

to serve a similar need as you are 

A collaboration web 

Your scaling strategy 
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Competition 
You might be wondering why there is a section on competition in a course that is 

teaching social enterprise. While it’s certainly true that social enterprise leans away 

from the often cut throat competitive world typically associated with traditional 

business, it is vital to review the competitive landscape of the industry within which 

you operate. 

Understanding both the external and internal competitive context will allow you to 

differentiate your offering. In turn, this will provide greater opportunity for financial 

sustainability in the long run. As has been mentioned many times, without 

generating sustainable cash flow, the social enterprise will not be able to meet the 

purpose of supporting the social mission to its highest potential.  

There are two kinds of competition, direct and indirect. 

Direct competitors are what is typically associated with the word competition - 

mainly being those organizations that provide the same product or service as the 

social enterprise in question.  

While this is correct, but there is also an even broader set of competitors to take 

into consideration. They are indirect competitors.  

Indirect competitors are those organizations or businesses that meet the same 

need as your social enterprise. The solution they provide to meet that same need 

could be entirely different, but it is still an alternative choice that your potential 

customers could chose to take away their paint point, or to boost their happiness. 
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What is a Competitive Advantage? 

The reason even social enterprises need to look at the competitive landscape is 

because it helps inform a competitive advantage. Honing in on the competitive 

advantage of your social enterprise will allow you to make better strategic 

decisions regarding all aspects of the business.   

Think back to the Social Business Model Canvas and how it evolved with new 

information about your customers and the external context. The work you do this 

week regarding competition and collaboration will continue to inform your 

business model and therefore your overall strategic decisions. 

A competitive advantage means to have an ‘edge’ over your competitors. In the 

business world this is often defined as the ability to create more economic value 

than the competitors. This can be summarized as a competitive advantage based 
on cost, where an enterprise can deliver the same quality of product or service at 

a lower cost than its competitors. Therefore, it is able to generate higher returns 

when selling at market prices. 

In the case of social enterprise economic value is one piece of the puzzle, and as 

we have seen it takes more than just creating economic value to have a 

successful social enterprise. Economic value aside, a competitive edge can result 

from a combination of one or many factors that create a competitive advantage 
based on product/service differentiation. This means that the product or service is 

either a higher quality or is very unique when compared to other alternatives in the 

market. 
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What is a Sustainable Competitive Advantage? 

In order to achieve long term success a social enterprise needs to consider how it 

can gain a Sustainable Competitive Advantage. Simply put, a Sustainable 

Competitive Advantage is achieved when the social enterprise can maintain a 

competitive advantage as described above over a long period of time. 

There are two main ways a social enterprise can build a sustainable competitive 

advantage. The first is to develop it internally, and the second is to take 

advantage of external opportunities and harness them faster or better than the 

competition. 

Internally, it can be useful to take a close look at resources and capabilities. It 

could be that internal advantages lead to a competitive advantage based on 

unique and innovative approaches to solving the problem. 

To help you discover your social enterprise’s sustainable competitive advantage 

the next exercises will guide you through the process of better understanding the 

competitive landscape and how your organization fits into it. 
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Exercise 1: Internal - VRIO Framework 

VRIO is an acronym that can be used to reveal potential sources of competitive 

advantage from an internal perspective. Below, brainstorm where the greatest 

value in your internal capabilities and resources may lie. 

The Question of Value: 
Do you have resources and/or capabilities that allow you to take full advantage of 

opportunities and/or minimize threats? 

The Question of Rarity: 
Do you have access to a resource and/or capability that is only available to a few 

organizations (if any)? 

The Question of Imitability: 
Do others who do not have access to certain key resources and/or capabilities 

face a disadvantage (cost or otherwise) to obtain or develop them? 

The Question of Organization: 
Are your organization’s policies, procedures and governance organized to take 

best advantage of the above three traits? 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Exercise 2: External - Porter’s 5 Forces 

To get a better sense of the industrial landscape and how your social enterprise 

may be impacted by other competitors entering the market, there is a tool called 

Porter’s 5 Forces.  

Answering the questions below may help paint a clearer picture of the external 

competitive environment. The lower each of the threats are, the easier it will be for 

you to develop a competitive advantage based on external factors.  

Now, something to remember is that this framework is very commercial-centric - 

where profit-maximization is sought at all costs. These questions can provide you 

with an idea of what outside factors will impact the competition around you... but 

remember that social enterprises are in a unique position to seek collaboration, 

partnerships and alliances in place of cut throat competition. 

How easy is it for new players to enter the same market? (Threat of New Entry) 
Indicators that it is easy for new players to enter the market: 

1. There are not significant economies of scale (where costs decrease 

as sales increase) 

2. There is little product differentiation (all products are very similar) 

3. The government does not have special restrictions impeding new 

players from entering the industry 
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What effect will changes in your suppliers have on your profitability? (Threat of 
Suppliers) 

Indicators there is a high threat of suppliers: 

1. Suppliers’ industry is dominated by small number of firms 

2. Suppliers sell unique or highly differentiated products 

3. Suppliers are not threatened by substitutes 

4. Your social enterprise is not necessarily an important customer for 

suppliers 

How many other organization solve the same need as you? (Threat of Substitutes) 

How much impact do your buyers have on your success? (Threat of Buyers) 
Indicators there is a high threat of buyers: 

1. Number of buyers is small 

2. Products sold to buyers are undifferentiated and standard 

How intense are the competitors in your industry? (Threat of Rivalry) 
Attributes that increase an industry’s threat of rivalry: 

1. Large number of competing firms that are roughly the same size 

2. Slow industry growth 

3. Lack of product differentiation 

4. Capacity added in large increments 
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Competitive Matrix 

A competitive matrix is a tool you can use to summarize what you have learned so 

far with regard to how your social enterprise compares to others in the same 

marketplace. On the next page you’ll find an outline that you can fill in. 

Instructions:  
On the left column below fill in the various features and benefits of the products or 

services that meet the same need your social enterprise meets. Across the top, 

place your social enterprise alongside your competitors. Fill in the matrix with notes 

about how well each organization delivers on each benefit or feature, if at all.  

Assign a number value to each square in the matrix where 5 indicates they offer 

that feature or benefit very well, and 0 where it is not offered at all. When you add 

up each organization’s score, you’ll see how your offering compares with 

everyone else. From there you can take a closer look at the main points that offer 

differentiation between your social enterprise and your closest competitors.  

Conclusions: 

Which organizations scored high? 

What are the main factors of differentiation between your social enterprise and 
your competitors as determined by the competitive matrix? 
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Exercise 3: Design Your Competitive Matrix 
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Collaboration 
Collaboration is perhaps the “secret weapon” of social enterprise. Organizing with 

a team or initiative in the pursuit of achieving social impact ultimately reduces the 

level of profit-maximization competition that we typically see in the for-profit world. 

With many types of people and organizations aligned with similar or 

complementary social impact objectives, collaboration opens vast potential to 

work together.  

Despite some in the social sector sharing a view that the term ‘collaboration’ itself 

has been overused to the point of diminishing its meaning, the majority would still 

agree that at its core collaboration is both necessary and valuable in achieving 

wide-scale social impact. 
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Types of Collaborations 

There are several depths of collaboration that socially entrepreneurial 

organizations can engage in.  

It could be as simple and loosely structured as a topic-oriented Community of 
Practice where there is an informal venue or platform for continued dialogue and 

conversation between practitioners with similar or common goals. 

The next level of collaboration could be a partnership between two organizations 

to develop a unique service or offering. Or, it could be a multi-stakeholder group of 

people wanting to get an idea into their community that requires more hands on 

deck to implement it well. 

In contrast, on the other end of the collaboration spectrum, there is highly 

structured collaboration such as Collective Impact Initiatives. Collective Impact 

Initiatives are a unique type of collaboration where many organizations (in some 

cases hundreds) come together to align themselves in shared goals and objectives 

within a complex social challenge, such as education or community health. This 

type of collaboration is complex and requires a long-term time commitment from 

everyone involved. It also requires a dedicated “backbone” organization or 

steering committee to guide the process in order for it to be successful.  

Given the need for a central organization or committee and the long timeline of 

collaboration, it can be challenging to find financial support for a collective 

impact initiative to take form. However, recent success in projects, such as 

transforming education in the United States, provides great learning and hope for 

this type of collaboration to continue succeeding in the future in the world of social 

change. 

For more in depth review of the concept of collective impact, we recommend 

these two articles from the Stanford Social Innovation Review. 

 Collective Impact, Winter 2011 

 Channeling Change: Making Collective Impact Work, 2012 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Collaborating Effectively 

In general, as appealing and as important of a concept as collaboration is, it can 

be very hard to do well. Collaborating well comes down to excellent interpersonal 

communication and a true affinity to tap into the emotional intelligence of 

ourselves and others.  

These skills are crucial to ensure all parties share a common perspective of the 

goals and objectives of the collaboration, respect each others’ points of view, and 

gracefully solve conflicts that will inevitably come up. Even when all of these things 

are done well, collaboration can still ultimately fail. That said, when going into any 

partnership or collaborative pursuit there are a few best practices you can keep in 

mind in order to increase chances of entering a successful and fruitful 

collaborative relationship. 

The following ideas on collaborating effectively are summarized from the personal 

accounts and in depth article by Mark Holmgren titled Drivers of Collaboration. 

Collaborations should have ambitious timelines 

The purpose and desired results of collaboration are typically a 

microcosm of a larger issue that needs to be addressed in the 

community 

Effective collaborations require resources to be supported and effective 

Quid pro quo must drive the players in collaboration 

Collaborative success requires the acceptance of, and engagement 

of, individual agendas 

Inclusion of the right participants must go beyond age, gender, culture, 

and alignment around the goals of collaboration 

The commitment to the collaboration must go beyond the individuals 

who participate 

Participants in collaboration must deliver on the required time 

commitment but also have sufficient authority to participate in 

decision-making 

Many, if not most, collaborations require tools, helping mechanisms, 

and external expertise to be effective 
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While collaboration is not an end in and of itself, it is true that 

collaborative efforts have both internal and external outcomes to 

achieve 

Effective collaborations welcome the outliers and the boat rockers 

We would add the following to Mark’s list of drivers of effective collaboration: 

Collaborations should be primarily grounded in a shared vision and 

shared understanding of the goals and mission 

Look for strengths in others to fill the gaps in yours and your team’s skills 

When choosing who to collaborate with, stay honest in recognizing 

when you truly value their work and contribution to the project. If this 

appreciation - where each party recognizes the other fills a crucial gap 

- is not at the core, then there will likely be a disconnect that could 

jeopardize the collaboration 

Collaboration should be “win/win”, creating results that are greater 

together than the sum of the parts 

Build collaborations with trust and genuine, authentic motives 

Mark summarizes the need for collaboration well, saying: 

“Collaboration allows us to focus on our core 

competencies and leverage them with the core 

competencies of others. It can help us extend our reach 

and impact into the community with others at our side 

who have talents and capacities we don’t. This is why 

we have sports teams, orchestras, research teams, and so 

on. Often, going it alone just doesn’t cut it.”  
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Exercise 4: Design Your Collaboration Web 

Let your creativity guide you below in creating a free-form diagram or mind-map. 

Let it showcase: 

1. What is important to you in forming mutually-beneficial collaborations? 

2. Who might you want to collaborate with? 

3. What would these collaborations look like? 

4. What types of outcomes would you be looking for? 

All in pursuit of leveraging the sum of all parts into greater social impact results! 

Page  , BOOST Academy  Copyright 201416                                                                                

Exercise 4:

Design Your 

Collaboration Web 



Scaling 
With the enormous scale of our globe’s social issues, it is no wonder that the 

discussion of scaling social innovations has been at the forefront of the field of 

social enterprise and social entrepreneurship. It follows from the sheer size of our 

social challenges that scaling social innovations to be bigger, and deliver value 

faster, is an absolute necessity, right? While there is a case for replicating ideas that 

work across geographic boundaries, there are likewise significant potential 

downfalls to scaling before you are ready. 

That said, you want to consider possible scaling strategies for your social initiative 

from early on, because your scaling strategy may affect some of your early 

decisions as you design your social enterprise. Be aware that it may be detrimental 

to move too quickly to the scaling stage, where you end up scaling something that 

may not be ready and can present more issues than solutions. 
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Assessing Readiness 

For an excellent overview of the topic of assessing readiness to scale, read this 

Stanford Social Innovation Review article, Scaling Social Impact. 

In summary, Dees speaks to the ‘5 R’s of Scaling’ to assess a social enterprise’s 

readiness to scale. We would add an important 6th ‘R’ to consider before even 

thinking about which path of scaling is the best fit for your social impact initiative, 

and that is Research/Review. 

RESEARCH/REVIEW (external environment) 
Consider if other groups or individuals have independently arrived at a similar 

social impact innovation or project that serves the same need as yours would in 

their local area. If so, think hard about the added value that would delivered if 

your innovation where to spread to their community - or would it hurt what they 

have already laid a foundation for? It is more likely than not that a social impact 

project born directly within a community will be better equipped to serve the 

beneficiaries in the best way given the intimate understanding of context and 

environment.  If this is indeed the case, perhaps it makes sense to reach out to 

these groups to exchange respective best practices for the purpose of “cross-

pollinating” ideas and leave it at that. 

READINESS (internal environment) 
Consider if the social innovation is really ready to be spread and scaled. If ready to 

spread, this means that you have collected objective evidence of success that is 

not dependent on unique leadership or circumstances. It also means that the 

Theory of Change is extremely well understood and articulated by your 

organization - so that others replicating the same inputs and activities can 

reasonably expect a similar chain of events to arrive at the desired long-term 

social impact. 

As the founder of VisionSpring says, “We’re not in the business of scaling losses”. In 

other words, until the both the economic business model AND the social impact 

theory of change are both working repeatedly well at a small scale, it does no 

good to scale up something that’s not working. 
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RECEPTIVITY  

The next R is to ask if the innovation is likely to be well-received in target 

communities. You should consider if the innovation is too complex or too different 

from the norm to be accepted and embraced by the local community. Does the 

social innovation clash with local values or ideologies? Also consider if there is local 

demand for the innovation; this is needed especially for dissemination and 

affiliation scaling techniques discussed in the next section. 

RESOURCES  

Consider what resources, financial or 

otherwise, are required to implement your 

social innovation properly. How does scaling 

fit into your business and revenue model - 

does it help or hinder your financial 

sustainability? Will there be financing gaps as 

the innovation spreads that need to be 

accounted for and considered when 

choosing which scaling strategy to go 

forward with? 

RISK  

Consider the risk of failure involved in scaling your social enterprise. What’s the 

chance the innovation will be implemented incorrectly, or will fail to have impact? 

What are the possible risks to society and the original organization/initiative’s 

overall reputation? What are the potential negative effects on communities 

served? 

RETURNS  

Consider what impact scaling will have on your bottom line (all three legs of it)?  

Here, social impact returns should not be only about serving more people – it 

should be about serving them well. What scaling strategy will reach the most 

locations most effectively (will other above considerations in mind)? Does scaling 

the social initiative deliver higher-quality returns than are already available? 

Consider if tighter control strategies could be needed to ensure impact is achieved 

as planned. 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Scaling Mechanisms & Philosophies 

Now that you have a better idea of what questions need to be asked before 

scaling your social enterprise, it is useful to gain a better understanding of the 

various methods and techniques available for scaling social innovations. 

We can look at both Mechanisms and Philosophies as laid on the continuum 

below, ranging from low control to high control. In general, the higher control 

methods require more resources (money, time, people) and can take much longer 

to implement. On the opposite end, tools at the low control end of the spectrum 

usually require much less in terms of resources and allow innovations to spread at a 

much quicker pace. 

 

First, there are three main philosophies in scaling: Principles, Programming and 
Organizational. Basically, these describe to what level your social innovation will be 

scaled and used by others. 
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Philosophies  

Organizational  
When scaling with this philosophy, the social innovation is replicated on an 

organizational level. This means that in order for the social innovation to be 

replicated, it requires infrastructure, management, and resources that are typically 

only available at the organizational level. 

Program 
When scaling with a Program philosophy, there is a defined program plan and 

implementation strategy (usually along with detailed guidelines) that can be 

adopted by existing groups or organizations. Scaling programs into other locations 

in this way usually requires training from the originator (to various degrees) in order 

to pass along the necessary tools and techniques to the receiving organization. 

Principles  
Scaling with a Principles philosophy means to scale fundamental principles or 

methodologies of a social innovation, while leaving specific implementation 

guidelines to the discretion of the organization adopting the social innovation.  

For example, there is a social enterprise initiative called KIPP (Knowledge is Power 

Program). KIPP schools recruit, train, and support outstanding educators to serve 

underserved communities. The central commonality between these teachers is 

they practice KIPP’s “Five Pillars” operating principles. KIPP’s Five Pillars have 

specific expectations and goals that are measured but the teachers have 

freedom in how these Five Pillars are applied in each of their own contexts. The Five  

Pillars serve as a general framework – not a strict program operating plan - which 

allows each school to remain unique and stay relevant in their own environmental 

context. 

Page  , BOOST Academy  Copyright 201421                                                                                



Mechanisms  

Next, there are five main types of scaling mechanisms that can be used to scale a 

social innovation: Dissemination, Affiliation, Licensing, Franchising, and Branching. 

These describe the specific techniques you might use to scale your social 

innovation. 

Dissemination 
This scaling mechanism requires the least resources and also gives the originating 

organization the least control over how their social innovation is used. 

Dissemination is scaling an initiative simply through provision of information to 

others.  

An example of a dissemination strategy would be to summarize a social enterprise 

strategy, results and learnings in a PDF document to be shared with other social 

change communities to use as they wish. 

Affiliation 
The mechanism of scaling through affiliation can range from loose coalition of 

organizations with similar goals, to closer affiliations described below in Licensing 

and Franchising. 

For example, Social Venture Partners (SVP) has over 30 loosely affiliated city 

programs around the globe. Each may have overlaps in specific programming but 

each city is open to have their own individual focus depending what is needed 

locally. The network grew organically over time but the founder made sure to grow 

each new location with a shared brand and shared guiding principles. In the case 

of SVP, there is a licensing agreement between each city in order to protect the 

brand and show commitment to adhere to shared mission and principles. 
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Licensing 
This mechanism is a specific type of affiliation where some component (or all) of a 

social innovation is provided to another group to implement, usually for a fee. 

Franchising  
Again, this mechanism is a specific type of affiliation where the social innovation is 

spread in a very regimented and specific way, usually at an organizational level. 

With a franchise, there is usually a parent organization that manages product 

development, branding, communications, and the overall strategy. The franchisee 

(recipient) organizations implement this strategy on the ground in their local area, 

while adhering to all specific implementation guidelines. 

Branching 
This scaling mechanism requires the greatest amount of resources (time, money, 

people) in order to scale by creating local sites that branch out from one large 

organization. Although this mechanism takes the most amount of resources and 

time, it can work well for innovations that require high quality control and very 

specific knowledge or expertise to implement well. One downfall is that when using 

the branching mechanism to scale, it can be potentially more difficult to adapt 

the social innovation to local context and needs. 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Choosing Your Scaling Strategy 

As with designing your Evaluation Process for measuring social impact, you can 

certainly mix and match the above scaling mechanisms and philosophies 

depending on your own specific context, constraints and goals for social change. 

In general, we recommend developing 

a scaling strategy that stays within the 

lesser control, left-hand side of the 

spectrum (Principles, Dissemination, 

Affiliation).  Here, the social innovation 

is free to be applied in local context by 

empowering local social entrepreneurs 

and it is likely to spread much quicker. 

Inherent in this side of the continuum, 

you can share your “know how” with 

others through strategic partners, 

collaborations or general knowledge 

sharing and knowledge exchange. 

When the scaling strategy begins heading towards the higher control, right-hand 

side of the spectrum, there is danger of entering high bureaucracy, which 

inherently demands high investment of both time and money and takes much 

longer to scale. If you do decide to lean towards this end of the scaling spectrum, 

you need to consider for what gain you are making this decision. If the main gain is 

simply greater control, realize that control in itself does not serve the greater social 

mission. 
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Exercise 5: Scaling Strategy 

Pros Cons

Principles 

Philosophy

Program 

Philosophy

Organizational 

Philosophy

Dissemination 
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Licensing 

Franchising

Branching
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Exercise 5:  

Scaling Strategy 

Instructions: 
In the chart below, evaluate the pros and cons 

of each scaling philosophy and mechanism as 

they relate to your social initiative. Circle or 

highlight which strategies you will focus on 

integrating into your long-term scaling strategy.



Scaling Pitfalls 

Watch out for the following pitfalls that can creep up and be detrimental to the 

success of scaling your initiative. 

1. Choosing to scale without proper environmental review. 
We have to remember the goal of social enterprise is to provide a means to the 

end of eradicating our world’s most pressing social issues. It follows that the goal of 

scaling is really about the best solutions getting to those who need it in a timely 

and effective manner. Because of this, it’s imperative to take the time to review 

the environmental  landscape to determine what is already working in the areas 

where you wish to scale. You may find there is a better way to support that existing 

work, rather than to scale your particular innovation. 

2. Choosing to scale before finalizing your model. 
It is imperative to have a strong and proven Theory of Change and Business Model 

at the core of the social innovation you are looking to scale. As the founder of 

VisionSpring said, “We’re not in the business of scaling losses”, reiterating that 

scaling before everything is working predictably on a very small scale is just scaling 

problems. 

3. “Parachuting” ideas to environments less familiar to you. 
This scaling pitfall speaks to the idea of the need to empower local social 

entrepreneurs and communities to develop innovative solutions to social issues in 

an organic, bottom-up, way. As social entrepreneurs doing great things, it can be 

tempting to want to spread your own innovations to new places without first taking 

the time to nurture and support the talent and passion that resides in these 

locations locally. “Parachuting” ideas into new foreign places without proper 

emphasis on community development and involvement, empowering the local 

social entrepreneurs, will not build the foundation needed for long-term, 

sustainable, systems-level social change. 
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