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Contemporary society is currently undergoing deraphic, ecological, economic and

. Introductory remarks

other changes. Important trends include ‘greyingd agreening’, climate change and
the increasing consumer demand for socially respengroducts and services.

Companies should consider this constantly evolengironment, which poses
many challenges, as well as opportunities. Entreqares should take advantage of
such opportunities (e.g. through innovation). Withhe current economic climate,
therefore, innovation can be seen as ‘necessaoyder to remain competitive or even
keep afloat’ (Clarysse & De Wolf, 2006).

In addition to sustainability, ‘innovation’ appeats be the buzzword of the
moment at various policy levels, within scientificcles, as well as within companies.
This concept is alive and well for entrepreneurd eompanies in the social-economy
sector as well, and rightly so. It is neverthelas®latively unfamiliar concept for a
sector in which entrepreneurs regularly ‘struggithwommercial and market-oriented
thinking’. *

In 2012, in an effort to promote innovation amongstial-economy business

owners, the City of Antwerp joined forces with tAatwerp Management School

(AMS) and i-propeller to offer a counselling project to encourage inrivea
developments within the social economy in Antwerp.

The following text begins with an outline of thecg&d-economy sector in Antwerp,
followed by a discussion of the social-economy @pliand the role that the
government of the City of Antwerp is playing withetgoal of reinforcing the sector.
The counselling project mentioned above is a go@anple. The article then provides
a closer examination of the objectives and progoéskse counselling project. Finally,
the results are explained, along with a discusefdhe lessons learned. Perhaps it is a

success story that should be continued.

! Kris Moonen, i-propeller ifinspirerende verhalerinterne innovatiecultuur steunt op maximale opedtveior
externe invloederiinspiring stories: Internal innovation culture sed on maximum openness to external
influences] on the website of theVlaams Innovatiepunt [Flemish Innovation Point]
http://www.socialeeconomie.be/innovatiepunt

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
3/25
college@stad.antwerpen.be




‘A'
~ -
- L

3. The City of Antwerp and the social economy

3.1 What is the social economy?
The range of definitions of social economy seemdless. The City of Antwerp

subscribes to the definition that has been adogit¢lde Flemish level. Social economy
consists of ‘(...) a variety of businesses andaitites whose objectives promote the
realisation of certain social benefits and who stibs to the following basic

principles:

Primacy of labour over capital
Democratic decision-making
Social embeddedness
Transparency

Quality

Sustainability

-~ ® o0 T p

Special attention is also paid to the quality déinal and external relationships. They
bring goods and services to the market and depley tesources in an economically
efficient manner, in order to ensure continuity pnafitability’. *

According to this definition, about 30 social-econo enterprises are based in
Antwerp. Using such means as competence manageamehtthe elimination of
obstacles to employment, the daily work of thesmmanies involves strengthening
disadvantaged groupand the social economy. These organisations greyhiliverse,
both in size and in terms of the products and/orises they offer. The following table
provides an overview of the types of employmerd. (local service economy, social

workshops and sheltered workshops) currently usdgdnasocial-economy companies

2 Translation of the definition developed by théaams Overleg Sociale Economier VOSEC [Flemish
Platform for Social Economy], as posted on the \tebs theVlaams department Werk en Sociale Economie
[Flemish Department of Work and Social Econornigp://www.socialeeconomie.be

? A disadvantaged group is defined as a categorjndividuals whose employment rate — the percentaije
people from the relevant class of working age (¥5y6ars) who are actually employed — is lower ttan
average for the Flemish population as a whole’e (e website of the Flemish Department of Work Sadial
Economy:http://www.socialeeconomie.be/kansengrogpen
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in Antwerp. It also displays the number of employwing/pes, the profiles of people

from disadvantaged groups or employees from thgetagroups, the number of

contracts (or FTEs) for each employment type apds#ttors in which they operate.

Table 1: Social economy in Antwerp

Employment Number of| Profile of | Employee$ Operating in:
type employment employees ir
types target group
Local service 21 - Did not complete upper - 548 contracts for Individual services Supplementary
secondary education | target-group home care, neighbourhood-based
economy - Registered for at leagt employees childcare, transport and errand service
one year with the publi¢ - 92 staff contracts Collective services Social
employment service o
Flanders (VDAB) as restaurants, neighbourhoqd
unemployed but job- maintenance, bicycle repair, nature
seeking or as wage- maintenance, IT support
entitled
Social 8 Job-seekers with - 657 contracts fon Hospitality, leisure and entertainment,
profound placement target-group family support, trade, ecology, assembly,
WOFkShOpS difficulties® employees processing and packaging,
- Did not complete upper - 88 staff contracts forest/landscape maintenance
secondary education
- Inactive for five years
- Psychosocial problems
Sheltered 7 - Employment-willing| - 1110.46 FTEs for; Green activities, assembly and packaging,
people with employment target-group business services (billing), textiles,
WOFkShOpS disabilites who are employees metalwork, carpentry
temporarily or| - 148.05 FTEs for
permanently  excluded staff contracts
from the usual economi¢
circuit
- Priority target groups
people with disabilities

* The figures for the local service economy and alosorkshops are listed as the number of contradsle
they are expressed as FTEs for sheltered workslk@pshe first two employment types, the City oft&erp
registers only the number of contracts in kenitor Sociale Economie Stad Antwerg&ity of Antwerp Social
Economy Monitor]. The figures for the sheltered kairops are from Flandergl@ams subsidieagentschap voor
Werk en Sociale EconomjElemish subsidy agency for Work and Social Ecoypr80 June 2013). Flanders
records the number of FTEs, and not the numbeomtracts.
® Job-seekers with profound placement difficultiee §ob-seekers who are unable to obtain or maintai
employment in the regular labour circuit, due toaganumulation of personal and environmental fa¢tous who
are able to perform customised work with properesuigion’. Decreet inzake sociale werkplaatd@ecree on
sheltered workshopsivww.codex.vlaanderen.b&4 July 1998)
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In the first employment type, the local service remoy or related projects connect
local needs to employment for people who havedliffy accessing the labour market.
The 21 local service-economy projects in Antwerp @perating in a wide variety of
sectors, including green-space maintenance, chéddeme health care, e-inclusion
and hospitality. In Antwerp, 548 people from theg& groups are employed through
local service-economy projects. In addition, 9Xfstanployees provide customised
guidance and support to these workers. (Data soloritor Sociale Economie Stad
AntwerpenCity of Antwerp Social Economy Monitor] 30 Juné13)

In addition to these projects, eight sheltered whodps are located in Antwerp.
These organisations develop activities offering leypent for job-seekers with
profound placement difficulties (i.e. people witksyphosocial problems who have
been inactive for at least five years and who haot completed upper secondary
education). The organisations create a customiserking environment for each
employee. Although this is no easy task, they giteim help workers from the target
group merge into the regular labour market whenggssible. The various social
workshops provide employment to 657 people fronadirantaged groups, as well as
to 88 staff employees (Data sourdéonitor Sociale Economie Stad Antwerdéhity
of Antwerp Social Economy Monitor] 30 June 2013k & the case for the local
service-economy projects mentioned above, the lsa@ekshops operate in various
industries: family-support services, trade and cboyg, assembly, processing and
packaging, as well as construction and renovation.

Finally, the sheltered or protected workshops mlevjobs for people who are
willing to work but who have an employment disapifi These employees may be
temporarily or permanently unable to enter the laglabour market. The central aim
of these projects is to enhance the integratiopealple in society. In late 2012, the
seven sheltered workshops in Antwerp had provided pmounting to 1110.46 FTEs
to people from disadvantaged groups. They wereeguiny staff positions amounting

to 148.05 FTEs (Data sourcétaams department voor Werk en Sociale Econamie

® An employment disability is ‘any long-term and iarfant problem related to participation in workilifg due

to the interplay between impairments of a mentalchological, physical or sensory nature, limitasian
performing activities, and personal and externatdies’. (Decreet houdende bepalingen tot begeleiding van de
tweede aanpassing van de begroting 2(ID8cree on provisions supplementary to the segenision of the
2008 budgetlwww.codex.vlaanderen.p21 November 2008)
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WSE[Flemish Department for Work and Social Econondf],December 2012). Like
the other employment types, the workshops offerouar services and/or products

ranging from assembly, printing, metalwork, carpgm@ind upholstery to maintenance

and cleaning.

3.2 The City of Antwerp and its coordinating role ité social economy
The Flemish decree on the local service economygrass local authorities a

‘coordinating role’ in the local service economy this coordinating role, local
authorities are expected to further the developroétie local service economy, with
particular emphasis on ‘creating maximum employmgoportunities, including for
members of disadvantaged groups (..[Je¢reet houdende de lokale diensteconomie
[Decree on the local service economylyww.codex.vlaanderen.be22 December
2006).

The City of Antwerp has since adopted an incredgibgoad interpretation of

this coordinating role. In other words, the citysh#ot restricted its focus to the local
service economy, having extended it to includea@mnd sheltered workshops as well.
During the previous term of the Antwerp City Cour{2006-2012), this role consisted

roughly of the following tasks:

a) Preparing policy
b) Developing and supporting projects
c) Monitoring the social economy

d) Facilitating and promoting networks and cooperation

In this role, the City of Antwerp has been usingsdy regulations to support social-
economy enterprises since 2008. Financial incesti@ee intended to ensure that
employees from the local service economy and fronias and sheltered workshops
receive additional support through training anddgace. This increases their chances
of finding jobs in the regular labour circuit.

The city has also developed new local servicesudeg occasional childcare
facilities (OKiDOs). Occasional childcare is a flexible form of cleddle that focuses
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on job-seekers (e.g. when they must attend classgs on job interviews). This form
of childcare also provides jobs for people fromadigantaged groups. In addition to
their regular jobs, some employees receive traimrgder to strengthen their chances
upon entry into the labour market.

In order to monitor Antwerp’s social economy in armefficient manner, a Social

Economy Monitor was developed in 2011. It is anirenlregistration tool that the
social-economy entrepreneurs can use to providermtion (i.e. personal and
contract data) about their employees. This conteoto a foundation for local policy.
It can also improve the defence of interests of thetwerp social-economy
enterprises. In addition, the first Social Econdround Table was organised in 2011.

This is addressed in greater detail in Sectioati{al Economy Round Tal)le

The current Antwerp City Council promotes employmngarticipation ‘as the best
way out of poverty and social exclusion and as gnm@ad toward individual self-
realisation (...), with the social economy as darimediate step towards integration (or
re-integration) into the regular labour marketThe City of Antwerp will be
organising a variety of activities aimed at the @ete realisation of this vision in the
coming five years. For example, account managemeitbe used to intensify
connections with social-economy enterprises. Edfall also be made to improve the
attractiveness of social-economy enterprises tonstralam companies and other
governments. Moreover, as during the previous lagiee (2006-2012), the City of
Antwerp will be taking measures aimed at furth@nstating the transition of people
from disadvantaged groups into the regular laboarket. The current government
also aims to reinforce the social economy by oiing business operations and

promoting innovation.

" From the 2013-2018 management agreement ‘RespectA’ (Respect voor Ydon the website of the City of
Antwerp _http://www.antwerpen.be
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4. Social Economy Round Table

4.1 Background
Several years ago, both the social-economy ensexprand the city administration of

Antwerpg® were experiencing a great need for a forum in thhe social-economy
enterprises could interact with each other. Theatk@onomy enterprises noted that
mutual collaboration and networking should be osed. Although the various types
of employment were cooperating with each othewas to their benefit to learn more
from each other. This is logical, given the facittthey work with and for similar
target groups, pursue similar goals and face siroilallenges.

At the same time, the distance between the cityimidtration and various
social-economy enterprises had been increasing, idu@art to the advancing
objectivity of financial-resource allocations. Ihet past, the city had entered into
agreements with the enterprises in order to achigaicular objectives. At the
beginning of the previous legislature (2008), hogrea resolute choice was made for
subsidy regulations through which financial resesraould or would not be granted.
This choice was intended to increase transparently nmegard to the allocation of
financial resources. These regulations are indesddon clearly defined criteria. The
appropriate preparation of policies and the propepport and development of
projects, however, required appealing to ties Withenterprises.

Within the framework of the coordinating role incgal economy, Antwerp
organised the first Social Economy Round Table 012 A proposal was made to

convene the round table twice each year.

8 More specifically, these ideas were expressedbysbcial-economy project leaders from the Citpnfwerp
Department of Enterprise and City Marketing.
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4.2 Objectives
This semi-annual round table serves three objextive

a. To cultivate networking between various social-exomg
organisations in Antwerp

b. To share good practices

c. To promote cooperation around common themes

In November 2011, the city hosted the successfsil &dition of the Social Economy
Round Table. All social-economy enterprises in Agrpvwere invited. In workshops,
the enterprises defined themes that they wouldesplently elaborate in the round
tables. The Round Table was intended to develap ant opportunity for the social
entrepreneurs to interact, preferably working ascoetely as possible on specific
themes (e.g. human resources or financing).

In addition to these two themes, participants idiedtinnovative developments
or social-business innovations as one of the the®estion 5 of this papefocial

Business Innovatign provides further elaboration on social-businessovation,

focusing on why innovation is so often in the sigbil and why it is important for
social-economy entrepreneurs. This is followed bgeacription of thépartners in
crime’ that the City of Antwerp found in its efforts tstablish an innovation project
for Antwerp’s social economy. Why was this projstarted? Who participated? How

did it proceed and, finally, what were the results?

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
10/25
college@stad.antwerpen.be




L § y 4
~ -
- (S
5. Social-Business Innovation

5.1 Policy context
As noted in the introduction, innovation is quitien in the spotlight. The situation is

no different in Europe. For example, the Europeame@® Paper entitledrrom
Challenges to Opportunities: Towards a Common 8giat Framework for EU
Research and Innovation Fundiegpresses its choice of innovation policy as fefio
‘Europe and the world are faced with unprecedestwllenges requiring innovative
solutions. Returning to growth and higher levelseaifployment, combating climate
change and moving towards a low-carbon society irequrgent and coordinated
action. (...) Challenges such as our ageing papulatr our dependence on fossil fuel
do, however, also provide powerful opportunitiedevelop innovative products and
services, creating growth and jobs in Europe’ (Beem Commission, 2011).

In the Flemish region as well, considerable ait@nis paid to innovation
within companies. ‘Innovative solutions for soclethallenges ensure the creation of
jobs and enable our companies to grow internatipnttiereby carrying Flanders to
the top of the European region’ (Vlaams Parlem2@i,1). Innovation is considered
‘the engine of growth, and it is therefore of capitnportance to the economy. (...) In
the long term, it can be argued that growth in s&eohboth products and processes is
necessary for the growth — and even the survivaf the organisation’ (Clarysse,
2006).

Within the framework of the Social Economy Roundol€a and as part of its
coordinating role, Antwerp adopted a policy in 20th2at called for further efforts

aimed at stimulating innovation in social-economyeeprises.

5.2What's in a name?
There are many different definitions of innovatiéior example, the Organisation for

Economic Cooperation and Development (OECD) and&at define innovation as
follows: ‘(...) the implementation of a new or sigodntly improved product (good or

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
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service) or process, a new marketing method, oew arganisational method in
business practices, workplace organisation or eateelations’ (OECD & Eurostat,
2005).

Within the context of the Social Economy Round E€abinnovation focuses
primarily on the development of new products orv®es, thus allowing companies to
increase their social impact and improve their fomsing on the market. Innovation is
thus intended to score strongly in both social andnomic terms, while ultimately
reducing the enterprises’ dependency on subsitMasy social-economy enterprises
do indeed rely heavily on financial resources ste@mgnfrom authorities, in exchange
for creating employment opportunities for indivitkidrom disadvantaged groups.
Nevertheless, ‘anyone who wishes to engage in isatie enterprise should also

focus on generating sufficient commercial incorhe’.

5.3 Partners in crime
After the first successful Social Economy Round [€akhe City of Antwerp started

searching forpartners in criméwith whom to elaborate the theme of social busie
innovation. The search brought the city in contadh the Antwerp Management
School AMS) andi-propeller, a consultancy firm providing support in sociakimess
innovation to public, for-profit and social-proftganisations. Both organisations have
since gained considerable experience in this aresecial entrepreneurs.
Commissioned by the City of Antwerp, they organisedsecond Social
Economy Round Table centring on social businessvation in 2012. This Round
Table was followed by an innovation project — mapecifically, a series of

workshops about innovation in the social economy.

5.4 Launch of the innovation project
The second Round Table thus launched the innovatioject for the social economy

in Antwerp. During the Round Table, concrete caseiss and good examples from

° Stéphanie Dangreau, Flemish investment company RMMnspirerende verhalenSociale ondernemers
uitdagen om commercieel te denKbrspiring stories: Challenging social entrepraseto think commercially]
on the website of  Vlaams Innovatiepunt  [Flemish Innovation Point]
http://www.socialeeconomie.be/innovatiepunt
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both the social and the regular economy were expthto a wide group of employees
(including directors, HR staff, and programme calioss) from Antwerp’s social

economy. Also invited were organisations that wesiag other forms of employment,

including work experience or labour care (&&:\Who registered?

The second Round Table was intended to inspirécgeahts with regard to the
importance of innovation in general and, more dpmdly, for social-economy
enterprises, given the many societal trends (eeyimg, greening and the increasing
consumer awareness of sustainability). Althouglselteends may constitute a threat, a
prominent effect is the creation of a wide array @bportunities. Creative
entrepreneurs are eager to seize these opportynitiéle others need an extra push.

After this inspiration session, the Antwerp ManageimSchool (AMS) and i-
propeller proposed a series of workshops. The obgof the workshop series was to
provide guidance to the enterprises in their efford develop social-business
innovations. The series would consist of three Brhworkshops on the topic of
‘Innovation in the social economy’. The ultimatsu#é was to be a business case.

After proposing the workshop series, a call fortipgration was issued.
Companies that had not been present at the Rourld Were also informed about the
project by email and invited to register. In additito the time commitment,
participating companies were asked for a smallnioiel contribution, in order to
confirm their engagement.

With its allocated project budget, the City of #etrp, the Antwerp
Management School and i-propeller aimed for a mimmand a maximum number of
participants from 6-12 enterprises. In order toieah the optimum return from the
project, the enterprises were also urged to serré than one person, if possible, or at
least one person who would be present at all tbféke workshops in the innovation

project.

5.5Who registered?
As they had hoped, the City of Antwerp, the Antwédanagement School and i-

propeller managed to persuade 12 companies tdeefis the innovation project.
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Given that social-economy enterprises in the brstadense of the word had
been invited to participate in the Social EcononguRd Table, those registering for
the innovation project also came from companie$ were using diverse forms of
employment.

Half of the companies that registered had one ef fibllowing forms of
employment: local service-economy projects, sociasheltered workshops or some
combination. The other half of the participants evgrrojects based on work
experienc¥ (werkervaring or labour care (arbeidszorg) projettss well as one add-
in company? or invoegbedriffand one starting centrstértcentrun). The first three
also work with people from disadvantaged groups.

In contrast, starting centres focus on ‘providingibess development, realising
and expanding a business centre for enterprisesofiadng intensive management
support to enterprises in the social econofy’.

The participating companies could be regarded aallsar medium-sized
enterprises. The smaller companies employ 20 tw@&®&ers, and the medium-sized
companies employ from 150 to more than 300. Théosem which the participating
companies operate are also quite diverse. Oneréettat they do have in common is
that they are active in a variety of sectors. Téetas in which they operate include
construction and renovation, energy, green maime&macleaning, metalwork and
woodworking, bicycle mobility, assembly and packagiOnly a few of the companies
focus on a single core sector (e.g. catering, Holdéhelp or business services).

There is currently a plethora of employment forke Flemish Community
will soon simplify this situation through thmaatwerk- en ondersteuningsdecreet

(Decree on Customisation and Support). With thigislation, they will create a

19Work experience projects offer ‘long-term job seska guided competency-enhancing learning experiah
one or more workplaces for up to 18 months’ (seewhkbsite of the Flemish Department of Work andi@oc
Economy:http://www.werk.be/beleidsthemas/sociale-economigesverkstelling/werkervarirjg

| abour care is aimed at people who are unablertotion within either the mainstream or the pratddabour
market. These programmes involve ‘voluntary unpaditk under supervision’ (see the website of thariidé
Department of Work and Social Econonhitp://www.socialeeconomie.be/arbeidslorg

12 \Add-in companies are enterprises that are willtogguarantee sustainable employment opportunities
disadvantaged, with attention to training and mengpin a working environment based on corporateiado
responsibility.” (see the website of the Flemish pBgment of Work and Social Economy:
http://www.socialeeconomie.be/invoegbedrijven

13" See the website of the Flemish Department of Worknd Social Economy:
http://www.socialeeconomie.be/startcentra
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framework for the individual and collective professal integration of the weakest
players on the labour market. This involvement walke place according to their
individual needs. The decree will allow for simmdtion and better coordination in

general, as well as within the specific contextfaims of employment within the

social economy.

5.6 Innovation project: Objectives and intended effect
* Inthe short term

The innovation project assists social-economy engéreeurs in their efforts to develop
social-business innovations. The ultimate resulthef workshop series was to be a

business case consisting of the following:

a. Value proposition: The benefits that the companinds to the
market

Business model

Strategic positioning

Possible market

Roadmap or systematic plan

-~ ® oo T

Milestones

Cost estimate

Q

After the project, the organisations were expededbe better able to position
themselves within the market, thereby realisingotes improvements (e.g. reducing
their dependency on subsidies). Many of these campaare currently receiving
extensive subsidies, and the economic crisis igm@daa strain on this type of funding.
A city like Antwerp cannot afford to allow growingumbers of people from
various disadvantaged groups to fall by the waydtieextending and strengthening
the social economy, the talents and potential esehpeople can be utilised, thereby

strengthening and insuring the future of Antwegtenomy.
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The intended long-term effects of the innovatioojgct are as follows:

* Inthe long term

a) Improved position of the social-economy enterprissative
to the pressure of crisis and any subsidy redustion

b) More diversification within the social-economy s&ct

c) More employment for disadvantaged groups in theodab
market

d) More entrepreneurship through innovation

e) Sustainable improvement of the socio-economic sana of
disadvantaged groups

5.7 Innovation project: Process
As mentioned earlier, three 3-hour workshops weagamsed around the topic of

‘Innovation in the social economy’.

Prior to the first workshop, a consultant from epeller contacted companies
that had registered, supported by an expert inakbcisiness innovation from the
AMS. During thisinitial interview, the objectives of the process and the expectations
of the City of Antwerp were brought into focus.

Two weeks before the first workshop, participanesceived anemail
guestionnaire This was to be completed in preparation for tingt iworkshop. The
guestionnaire was intended to provide the entrepnen and the consultants
responsible with a better overview of the innovatpotential of the companies. For
example, the questionnaire provided informationudboe companies’ primary values,
the products or services they delivered (as wethas importance), their sources of
financial income, their human capital, their cutreslient portfolios and their
opportunities for growth.

At the first workshop, most of those who had registered were present. The
timely completion and submission of the questioreaad been a problem for some,
however, even though they had received it two waelslvance. The success of the

workshop nevertheless depended upon thorough @temar
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practice, the questionnaire was used to help tlreeneurs gain a better view of the

During the first workshop, which involved a combioa of theory and

innovation potential of their companies and the immmental factors that could
influence this potential (whether negative or pes)t The entrepreneurs’ potential for
innovation was estimated based on the core valuebk @mpetences of their
companies. First, a company cannot afford to ddmsyvalues. What would the
company like to stand for? Alternatively, the pdiinfor innovation can be
determined only by considering the company’s stitenhgWhat is the company good
at?

Armed with a better understanding of the innovatipatential of their
companies, the participants were set to work wWigirtcolleagues within the company.
They were to collaborate on developing an idea Waild subsequently serve as a
starting point for the second workshop.

The central idea in this workshop was ‘double gaidbw can the social
mission of social-economy enterprises be reconaild¢ld a clear market orientation?
Based on these ideas about such aspects as potevigoroducts and/or services,
(which the participants had worked out to some rextehe secondworkshop was
devoted to developing a preliminary and rough dpson of a business case. The idea
was questioned and refined through role-play argkroactivities. Other topics of
discussion included potential markets for the newwdpct or service. They also
addressed the question of how the entrepreneursl ppamote their ideas? Which
customers?

As homework, the participants were assigned the adsnapping the costs of
their sharpened ideas. To this end, they formulatesivers to questions as, ‘What
would it cost to develop the innovative servicepooduct?’ Which costs would be
associated with implementation? This homework skres input for the third
workshop.

The purpose of thihird workshop was to generate the beginning of a business
plan containing a viable action plan. This worksh@phich also involved a
combination of theory and practice) elaboratedh@ndomponents that a business case

should contain. The following items were also dgsmd: necessary partnerships and
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resources, potential customers, available chanoet, structure, business model and
revenue streams. The participants were challengedraw up a systematic and
feasible plan based on these elements.

At the end of the third workshop, the participawese entitled to several hours
of individual counselling. Each participant was contacted to respond to tipunss
regarding financial issues and/or marketing. Mdghe participants took advantage of
this opportunity, and individual interviews werdieduled. The last sessions were held
up to five months after the last workshop. In reprect, these interviews proved highly
productive, because the participants felt lesshitddl from speaking freely.

The next section highlights the results emergiognfthe innovation project and

the lessons that can be learned.

5.8 Results
Did the innovation project achieve its stated ofiyes? (Seé.6 Innovation project:

Objectives and intended effegtéfter the workshop series, did the participamse a

ready-to-use business case in hand, possibly acuet by a detailed action plan?
This question cannot be answered with either aurediog ‘yes’ or a resounding ‘no’.
Was the innovation project thus a measure takeaiim?

Few of the participants came out of the projechwi#ady-to-use business cases
accompanied by systematic, well-specified plansie&# participants did prepare
innovative drafts. Most of these involved betteveleped ideas and concepts that
required further elaboration. Some of the partitngacompanies emerged from the
individual counselling sessions with reasonablylvdeveloped drafts that had the
potential for effective implementation.

The nature of the ideas developed was quite divEmeexample, one company
proposed developing a new product based on recyokerials that were currently
being treated as waste. Another entrepreneur peopdaking advantage of the
connection between a new service for users (i.do-&-yourself training) and an
existing service for borrowing work materials, ayet another sought to develop a
new service for department stores.

The other companies did not reflect so much on déeelopment of new
products or services. For example, the privatisatod existing projects was an

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
18/25
college@stad.antwerpen.be




< A'—

- L
important issue for one company. This project fecusn services aimed at providing
efficient solutions for problems in the workplattecalled for joining forces with other
services, thereby sharing the costs of investment.

Other ideas were more focused on expanding exissiegyices for new
customers and markets. For example, expertisetiesocial-economy enterprise had
accumulated in the area of alcohol or drug abuséddee transferred to companies in
the regular economy. Certain staff competencekarsocial-economy sector could be
marketed and economically exploited more intengiv€lompanies should ‘(...) also
dare to innovate in marketing or services, and gteuld explore new markets. Some
existing products could (...) be of interest toestmarkets, or certain products could be
linked to services’ (Michielsen in Clarysse & De W@006).

Only two of the companies that registered for theget did not submit any
idea or draft. One of these participants had drdppé after the first session, and the
other company was in a precarious financial situnati

The available results clearly indicate that theowation power and capacity for
changé® within Antwerp’s social economy is highly diverséhree of the twelve
companies are in very good shape, with every inidicathat their plans will be
implemented effectively in the short or medium tergeveral other organisations,
however, need additional support in other areasekample, a few of the companies
are relatively small. They therefore often lack timancial resources or competences
in house that they would need to get started vighideas that they had developed.

Several companies must attend to other mattergédéi@y can start thinking
about innovation. Within one company, the importamé innovation has yet to be
recognised or acknowledged at the upper managefeeek In other words, the
company has no innovation power or capacity fonglea Another company is in need
of structural reinforcement of its management capacThis organisation is

undergoing a difficult change process, and sevismales must be addressed at the

14 A company’s innovative power and capacity for dj@mdepends upon three components that are at jitlaip w
an enterprise: ‘(...) first, the extent to whicleyhare able to process market signals or extenfatration;
second, the extent to which they can assimilatatiagired information within the company and thitte extent
to which it can adapt this information to suitdily activities’ /laams Parlemen2011).
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level of management. These suspicions were confirtti@ugh the efforts of external

consultants from AMS and i-propeller.

5.9 Possible future avenues
Two months after the completion of the innovatiomj@ct, the City of Antwerp

launched a short online survey to gauge satisiaetith the innovation project and to
explore possible avenues for follow-up in this ar€he results of this brief survey
revealed that most respondents were satisfiedthiproject that they had followed.

Although the workshop series did not necessarilpegate a well-defined
business plan for most of those surveyed, theyndie that, aside from the results,
their companies had been working on innovation lootting and after the project. The
social-economy enterprises would like the city tmtinue along the same path of
innovation and to start similar initiatives in theure.

Further efforts directed at progress in innovatiathin the social economy of
Antwerp should proceed from the output of the prasly discussed innovation
project. Although the current management agreerf2i13-2018) does not mention
social economy and innovation in the same breatbiitiggans and the city
administration have devoted attention to transiptinnovation within the social
economy into concrete objectives. More specificatlyys means that the City of
Antwerp endorses the objective stating, ‘Busingssrations and innovation within the
social economy have been strengthened'. It is rothear exactly which actions will
be needed in order to achieve this objective, moiticlear what is meant by
‘strengthening’.

To ensure that companies actually start or acielethe implementation of
their innovative ideas, the city could provide dddial support to companies whose
ideas are the most practical and feasible. Onacdity that the social-economy
enterprises mentioned in the short survey (as testrabove) and during informal
conversation involves the lack of financial res@srcand expertise. One possible
avenue for addressing this difficulty could be tegent an award to the social-
economy enterprise with the best business casebiisiaess cases could be assessed
by experts from both the regular and social-econeatjors. The prize could include a
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certain period in which an external consultant widuglp to set the innovation project
on track and to transfer expertise to an employi@mthe social-economy enterprise.
By presenting an award (and thus possibly generatiedia attention), the city can
also highlight the importance it attaches to innweaentrepreneurship in general, and
particularly with regard to the social economy.

Other companies could benefit from the structumihforcement of their
innovation capacity, such that they will be abled&velop and implement powerful
and effective innovations in the long term as wéfl. developing projects and
activities, however, the administration should ta@leee to ensure that ‘it is not the
government (...) that realises (...) innovatiovila@ms Parlement2011). Many of the
social-economy enterprises also indicated that theyot have access to networks of
the scope needed in order to develop innovationthis regard, the City of Antwerp
could bring various parties together (e.g. to depdxisting or new capacities or
competences). Such capacities or competences salsalde sought in collaboration
between the regular and social-economy sectors. Jdwors can be mutually
reinforcing, and each can learn from the other.hWit contacts in the regular
economy, the City of Antwerp’'s Department of Ecomnowcan obviously play a
facilitating role in this regard.

For the companies that are experiencing other prafl the City of Antwerp
would do better to remain relatively aloof. The gowment should take care to avoid
becoming an entrepreneur itself. The problems am suwganisations could possibly be
addressed from within the city’s coordinating rodthough the city should avoid
taking charge.

In addition to continuing efforts related to thetmut of the first innovation
project, similar counselling projects might be bisled in the future, with the goal of
stimulating innovation within the social economtyisl important to draw a number of
lessons from the innovation project that was stlane2012. These lessons can be used

to shape future projects. The following sectionstders these lessons.
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5.10 Lessons learned

During the innovation project, participants weré&oduced to a critical view of the
benefits of innovation. Primary emphasis was plam@ihnovations with considerable
social value, but that are also based on a findp@astainable model. At the end of
the project, however, not every company had a édaainess case in hand. Most of the
products could better be described as more or déssorated ideas. Theriginal
objective was thus quite ambitiousand it should be adjusted in subsequent projects.

During the workshops, participants were encourdgdearn from each other. It
can be enriching to consider ideas from anothespgaative Nevertheless, knowledge
sharing proceeded with difficulty. The entrepreneurs were reluctant to share their
ideas freely. Competition clearly played a majdena this regard. The participating
companies operate within the same sectors, and ¢benpetitors could easily take
over their ideas. ‘Many social-economy enterpresescurrently too small or closed to
take any major steps. They are mutual competitorsiany cases, they are fishing in
the same pond. Nevertheless, the future dependssgarching for new ponds, and it
will require new forms of collaboratior®. It is important to note that ‘such caution
poses a major obstacle to the open innovation psite During the individual
counselling sessions after the third workshop, gladicipants shared a considerable
amount of information. This proved a more efficiemeans of bringing specific
problems to light. One possible avenue for the rutgould involve arranging
workshops in a more focused manner, such thaatipect plays a less prominent role.

After the innovation project, several participaimdicated that there had been
too little variation in the type of participants. In this regard, they were referring
largely to the absence of companies from the regagdanomy. The future will demand
closer collaboration between the two sectors, oholy in the area of innovation. It
would be beneficial to involve social entreprenaariture innovation projects.

Both before and between the workshops, particgpphat ‘homework’Several

participants apparently had difficulty completing the assignments (on time)The

15 Gertrude Decock, Levuur imspirerende verhalerSBamenwerking binnen de sociale economie werpt tench
af [Inspiring stories: Cooperation within the socetonomy is paying off] on the website of théaams
Innovatiepun{Flemish Innovation Pointhttp://www.socialeeconomie.be/innovatiepunt

% Wim Soens, Cognistreamer Inspirerende verhalenEr is meer vertrouwen nodig voor open innovatie
[Inspiring stories: We need more confidence forropgovation] on the website of thdaams Innovatiepunt
[Flemish Innovation Pointhttp://www.socialeeconomie.be/innovatiepunt
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period between the workshops was always at least ilweks. Participants also
received the preparatory questionnaire two weeksadwance. Participants who
consistently submitted their assignments progreasedremarkably faster rate in the
development and implementation of their ideas. Uture projects, it might be
advisable to allow more time between workshops #@mdontact the individual
participants about the assignments before the Wwogkdakes place. One possible
disadvantage of this approach would be that it ingiminate some of the dynamics
of the workshops.

Two participants dropped out during the innovatfmoject: one because of
internal reasons and another because the orgamseltrsed its doors. In addition,
during the course of the project, it became appatexrt some of the participants had
too little support within their companies, that somarticipants were not the most
appropriate figures within their companies to m#pate in the workshop series and
that some of the organisations had other problérg would need to address before
starting to think about innovation. In future prd® such problems could be resolved
by subjecting the participating organisations tortlugh advance screening for
commitment and capacity.

In addition to their knowledge of social entreprarsfip and their expertise in
the area of innovation, thexternal consultants who led the project contributed
additional benefits by confirming certain suspi@adhat the city administration had

about the operations of certain organisations.

6. Closing remarks
Within the framework of its role in coordinatingethsocial economy, the City of

Antwerp organised a social-business innovationgaton 2012, in collaboration with
the Antwerp Management School and i-propeller. &lithh the proposed objectives of
the project were not fully achieved, it can sta#l tonsidered a success.

The participants in the innovation project haveicated that they have begun
to work on innovation within their companies. Inhet words, they have been

encouraged to address innovation. As noted inrttteduction, innovation is not easy
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for an industry that is often more focused on gmisation of social objectives than it
IS on economic profitability.

The recent innovation project was the first stapencouraging all social-
economy enterprises in Antwerp — large and smatb 4ump on the innovation
bandwagon. How will the City of Antwerp stimulatenpbvation within the sector in
the future? The city’s efforts will take place ionsultation with the social-economy
enterprises, preferably with the participation aftrepreneurs from the regular
economy. There are interesting opportunities faossifertilisation. The City of
Antwerp would like to play a role in mobilising angkenerating enthusiasm for
innovation. This is because providing a strong andor innovation can serve to

strengthen the local economy as a whole.

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
24125
college@stad.antwerpen.be




‘A'
~ -
- L

7. Bibliography

- Clarysse, B. (Ed.) (2006)Durven groeien in Vlaanderen: een boek voor
gevorderden[Daring to grow in Flanders: A book for those wisldvanced
knowledge].(p. 67). Roeselare: Roularta Books.

- Clarysse, B. & De Wolf, K. (2006)Debatten ontmaskerd. Debatten over
innovatie en ondernemerschap in Vlaandef®ebates unmasked: Debates
about innovation and enterprise in Flande(pp. 25, 69). Leuven/Voorburg:
Acco.

- European Commission. (9 February 201Gjeen Paper: From challenges to
opportunities: towards a common strategic framewtok EU research and
innovation funding.(pp. 4-5). Located on the internet on 7 June 2013:
http://ec.europa.eu/research/horizon2020/pdf/corhl1 20048 csf_green_paper

nl.pdf
- Organisation for Economic Co-operation and Develepn& Statistical Office

of the European Communities. (2008)slo Manual: Guidelines for collecting

and interpreting innovation datgp. 46). OECD Publications 2/Paris. Located

on the internet on 2 September 2013:
http://epp.eurostat.ec.europa.eu/cache/ITY PUBLEL/O/EN/OSLO-
EN.PDF

- Vlaams Parlement (2011Nota van de Vlaamse Regering. Innovatiecentrum
Vlaanderen. Conceptnota over de stroomlijning vahdericht innovatiebeleid
[Memorandum of the Flemish Government: ‘Flemish @erof Innovation’
Draft memorandum with regard to streamlining thrgéted innovation policy]
(pp. 6, 54). Located on the internet on 07 June 3201
http://docs.vlaamsparlement.be/docs/stukken/20 121 394-1.pdf

STAD ANTWERPEN Grote Markt 1 — 2000 Antwerp
25/25
college@stad.antwerpen.be



