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Part 1 – Vision, Mission, Values, Aims and Objectives 

A robust vision and mission for your group should inform everything that you do, embedded by the 

culture of your group via an agreed set of values, aims and objectives. 

Definitions 

1. Vision – This is your overarching 
aspiration that everyone and every 
action should strive to achieve. Usually, 
a single aspirational sentence that 
captures the essence of your group.  T 
hink big but be realistic!   

 

“A computer on every desk in every 

home” – Microsoft 

 

“A world without Alzheimer’s” – 

Alzheimer’s Association 

2. Mission – A mission statement clearly sets out the purpose of an organisation or group and 
the desired impact on clients which guides each individual to work towards common goals – 
achieved through aims and objectives, underpinned by a set of core values. It’s the “what”, 
“who” and “why”, such as the below from well-known organisations: 

  

“To give people the power to share and make the world more open and connected.” – 

Facebook 

 

“To refresh the world in mind, body and spirit, to inspire moments of optimism and 

happiness through our brands and actions, and to create value and make a difference.” – 

Coca Cola 

 

3. Values – How your beliefs and group culture fit with the vision (values exercise to follow). 
 

4. Aims – What do you want to achieve to be in line with your vision and mission? These are 
your long-term strategy for you project or business. It should be an achievable statement of 
purpose. 

 

“We want to create more green spaces for public use in Cardiff” 

“We want to make Llanelli a zero-waste town” 

 

5. Objectives – What actions will you take to meet your aims?  Objectives should be SMART 
(Specific, Measurable, Achievable, Realistic and Timebound). In many cases, a strategic audit 
of the operational environment would help ensure objectives are SMART.  

“In Cardiff we will have secured 51 hectares of green space available for public use by 

2025.”   

“Llanelli town will be a zero-waste town by 2025.” 
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Start With Why 

Simon Sinek’s widely used ‘Golden Circle’ theory (Sinek, 2009) states that the most inspiring 

companies start with why they do what they do, then work on how they do it before identifying 

exactly what they do. They work from the inside-out of the circle, rather than the tradition outside-in 

approach. They begin with their PURPOSE. As all community groups are established from a purpose, it 

makes sense that they too take this “Start With Why” approach. The diagram below demonstrates 

how one can align their Vision, Mission, Values, Aims and Objectives with the Golden Circle theory. 

 

  

 

 

Theory of Change 

A Theory Of Change (TOC) diagram, is extremely useful in providing an outline plan of how the Vision, 

Mission, Values, Aims and Objectives translate into practical ativities. A TOC is a great way to have a 

simple overview of the operational situation. It helps to maintain focus on your purpose and it 

demonstatrates to others in a simple and clear format, why you do what you do. 

 

How does it work? 

Working from left to right, you start by identifying and inputting a statement that clearly represents 

your Vision. Next, you state what Problem you are going to solve, then you identify what Impact you 

wish to have.  Then, having established Aims and SMART Objectives, define what Activities you will 

undertake within the next three years. In each section, you enter very a clear and concise 

statement(s) but at the bottom of each section is a box to assist you to take sufficient time to stop 

and try to identify any assumptions made about that statement; to ensure that it is accurate and 

based on facts. 

Completing the initial TOC however is not the end of the process. Over time, needs and 

environmental factors change and therefore, it is just as important to regularly review the TOC to 

ensure it is up-to-date and relative. A blank template of a TOC can be found overleaf.  

Sinek, S. (2009)  

WHY: Vision and 

Mission Statement 

(aspiration) 

HOW: Embedding your 

values (culture) 

WHAT: Aims and 

Objectives (practice) 
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  Vision   The Problem   Impact   Aims   Objectives       Activities      

      
You Are 
Solving               Yr3   Yr2   Yr1   

                               

                                  

 

Assumptions  Assumptions  Assumptions  Assumptions  Assumptions  Assumptions  Assumptions  Assumptions 
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Identifying Your Values 

Your group values inform your group culture, aligned withyour group’s vision. Again, your values should be ever-

present in the way your members conduct themselves and you promote yourself to the wider world. Therefore, it 

is important that these values are coproduced by those most invested in the group/organisation; a mix of Board 

members, staff and (ideally) stakeholders. Below is a simple group exercise to help a number of stakeholders 

identify and agree on a core set of values.  The number of stakeholders is limited to five for demonstration 

purposes but it is completely up to you how many people are involved. Secondly, the number of values you define 

can vary but in order to keep them concise and front-of-mind, it is suggested that 3 to 7 would be ideal. Finally, 

once you have agreed your values, you need to place each core value into a sentence with further detail to ensure 

everyone agrees on the meaning and perspective of each value. For example, here are the Wales Co-operative’s 

core values:- 

1. Be co-operative - We work collaboratively for mutual benefit 

2. Be supportive - We give our time, expertise and encouragement 

3. Be fair - We value diversity and democracy 

4. Have integrity - We strive to be open and honest in everything we do 

5. Be positive - We invest our efforts in achieving outcomes 

6. Be inspirational - We empower businesses, communities and people to take control and reach their potential  

Wales Co-operative Centre (https://wales.coop/who-we-are/our-values/) 

 

Values Scorecard Exercise  

1) Provide each of your participants with a copy of the chart overleaf. 

2) Independently, each participant ticks ALL the values that they believe the group should represent in 

column 1. 

3) Once this is completed, each participant revisits each value they selected in column 1, using column 2 to 

reduce these values down to just 10-15 values. 

4) Once this is completed, each participant then revisits the 10-15 values they selected in column 2, using 

column 3 to reduce these down again to just 5 values. 

5) From each participant, collect the 5 values that they have independently chosen and place them in the 

table below – based on five participants but can be expanded: 

 Value 1 Value 2 Value 3 Value 4 Value 5 

Participant Example Community-led Ambitious Honest Co-operative Trustworthy 

Participant 1      

Participant 2      

Participant 3      

Participant 4      

Participant 5      

https://wales.coop/who-we-are/our-values/
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Value 1 2 3  Value 1 2 3  Value 1 2 3 

Accomplished        Fair        Professional       

Accountable        Family - orientated        Prosperous       

Accurate        Fearless        Purposeful       

Adaptable        Focussed        Quality       

Ambitious        Friendly        Realistic       

Aware        Giving        Reflective       

Bold        Gracious        Respectful       

Brave        Great        Responsible       

Calm        Growth        Results-oriented       

Careful        Happiness        Reverence       

Challenging        Hard working        Rigor       

Charitable        Harmonious        Risk - taking       

Committed        Health        Security       

Common sense        Honest        Self-reliance       

Communicative        Honourable        Selfless       

Community-focussed        Imaginative        Sensitive       

Community-led        Improving        Serenity       

Compassionate        Independent        Sharing       

Confident        Innovative        Sincerity       

Connected        Inquisitive        Skilful       

Conscious        Insightful        Smart       

Consistent        Inspiring        Spirited       

Cooperative        Integrity        Spontaneous       

Courageous        Intelligent        Stable       

Creative        Intuitive        Strong       

Credible        Joyous        Supportive       

Curious        Justice        Sustainable       

Decisive        Kind        Talented       

Dedicated        Knowledgeable        Teamwork       

Dependable        Lawful        Thorough       

Determined        Leading        Thoughtful       

Devoted        Logical        Tough       

Dignified        Loyal        Traditional       

Disciplined        Mature        Tranquil       

Driven        Motivating        Transparent       

Effective        Open        Trustworthy       

Efficient        Optimistic        Understanding       

Empathetic        Original        Unique       

Empowering        Passionate        Unity       

Energized        Patient        Visionary       

Enthusiastic        Persistent        Wealth       

Equal / Equality        Playful        Welcoming       

Ethical        Potential        Winning       

Experienced        Power        Wisdom       

Explorative        Present        Wonder       
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Part 2 – Community Engagement 

Why do people engage? 

People generally engage for two reasons. Either they believe in your cause, purpose or vision and want to be part 

of the ‘tribe’, or, they have a need of their own to fulfil. Ideally, the two will combine so that those who are actively 

engaged can fulfil their own needs by being part of your ‘tribe’ on its journey to fulfil its purpose. 

 

Who are the most effective people to engage with? 

Malcolm Gladwell identifies three key personalities that accelerate social movements. These can also be applied 

within a community engagement context. 

Connectors are people that simply know lots of people – the ones that appear to know everyone. It’s not important 

how well they know each of those people but the variety of people they know. By knowing these different people, 

albeit potentially only as acquaintances, they will have access to different networks by default. This is a concept 

which American Sociologist Mark Granovetter calls “the strength of weak ties”. (Granovetter, 1973)   

Mavens (Yiddish for “one who accumulates knowledge”) tend to record information and remember detail, yet their 

other critical trait is that they will enthusiastically and openly share it with you too so that you learn from their own 

knowledge and experiences. They are information brokers, sharing what they know to help and educate, yet not in 

a persuasive context, that’s the role of the third and final role - the Salespeople.  

Salespeople are the people who persuade us into the actions we take. Gladwell explores what creates persuasion 

and the traits that one must have to be such an influential person, including the rhythm of conversation, body 

language and maintaining the conversation in context.  

“The Law of the Few says that there are exceptional people out there who are capable of starting epidemics.  All you 
have to do is find them. That is the paradox of the epidemic: that in order to create one contagious movement, you 
often have to create many small movements.” (Gladwell, 2000) 
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How and where do I find my key people to engage with? 

Albeit in a commercial context and aiming to identify his ideal customers, entrepreneur Russell Brunson’s 

suggestion of creating an avatar or profile of your ideal person is a useful one. Simply answering the questions 

below surrounding your target group will help you identify their interests, understand the right language to use to 

connect with them and where to find them... For example, the profile created for young adults will be very 

different to that of adults 60 or over.  

 

 

 

The Sense Check 

When engaging with individuals or groups, it’s far too easy to lean towards stereotypes. Therefore, once you 

identify your target audience, the exercise below will help differentiate between facts, opinions and rumours. This 

exercise is equally useful to undertake for individuals or a group. 

 

What are the absolute FACTS? What is your OPINION? What are the RUMOURS? 
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Engaging with Stakeholders 

To gain support from the wider community, including key individuals, organisations, and public services, it’s also a 

useful exercise to create a “Stakeholder Map”. In this very simple exercise, one should include all the potential 

stakeholders that could be involved and further influence your cause. These stakeholders should be strategically 

placed in the circle – as shown below. The more involved in the cause they are, the closer to the centre of the circle 

they should be.  Links can then be created between each of these, illustrating how they are connected which can 

then be utilised to add support or value to your cause.  In the completed example below, stakeholders are mapped 

in context with mental health support for young males. In this example, it is apparent that the local GP, Local 

Health Board (LHB) and the local Men’s Sheds group are all working in collaboration to combat this issue. The 

group has identified that the local MP would be a good advocate for the project. However, neither of these three 

have a link with the local MP, but the LHB does have a relationship with the local Member of the Senedd (now MS 

– previously termed AS), who in turn does have an immediate link with the local MP, who the group can use as a 

conduit. This is an example of what was termed earlier as a “strength of weak ties”. 

 

Identifying the level of Power and 

Influence 

Once one has identified which stakeholders would 

be best to approach, you must then try to 

decipher how they could help by their level of 

power or influence. The “Power and Influence 

Tool” is useful to ascertain the role each can play 

in helping to further develop your cause. It is a 

straightforward exercise, plotting each 

stakeholder on the diagram, based on their 

influence and power.  

The “Power and Influence” tool is taken from Oxfam 

Cymru’s Sustainable Livelihoods Toolkit for Wales, 2015 
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To assist with accurate placement, there are three useful questions: - 

1. What do they do?  (Clarify with FACT, OPINION and RUMOURS tool) 
2. How do they affect you in your daily operation?  
3. How could we access and influence them? (e.g. a small group of individuals may not be able to influence 

policy, but an organisation or group could act as broker on their behalf). 
 

Coproduction 

There are many interpretations of the word “Coproduction”.   

“Co-production is an asset-based approach to public services that enables people providing and people receiving 

services to share power and responsibility, and to work together in equal, reciprocal and caring relationships. It 

creates opportunities for people to access support when they need it, and to contribute to social change.”  

(The Co-production Network for Wales, 2021) 

Another, simplified way of explaining coproduction is… 

“Coproduction is Co-designing, Co-delivering and Co-owning a process, project or an activity where there is EQUAL 

input and EQUAL reciprocity”  

Paul Stepczak, Wales Co-operative Centre 

 

The “Ladder of Coproduction” provides clarity on differences and general misinterpretations around ‘engagement’ 

and ‘consultation’. (Business Lab, 2020) 
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Case Study: Local Practice of Coproduction 

In 2006, while supporting a local community group in 

Pontypridd, South Wales, John Duff of Community 

Development Cymru developed a process called “The 

Quadruple Helix” to facilitate the embedding of a co-

production culture.  Resulting in significant success for the 

community of Glyncoch, the process involved taking an 

adaption of David Kolb’s learning cycle and applying it to 

community engagement. This involved embedding a 

continuous and simultaneous cycle of consultation, 

planning, action, and evaluation whilst brokering equal 

involvement, participation, and reciprocity. As a project then 

developed, more stakeholders became involved and 

engaged, necessitating a cyclical need to refocus on more 

specific themes, as per the example below: 

 

 

Integral to this process involved identifying what the service 

providers and users each wanted from the relationship and 

what made them interested in the relationship.  This was 

coupled with what each party could offer to support the other. 

Integral to the relationships was an intermediary broker who 

then ensured that each party was honest and transparent in 

their approach and that there was a mutual understanding of 

each-other’s needs, wants and role in the relationship.  

This method successfully resulted in multiple award-wining 

projects, along with multiple investment opportunities, all 

from a community-led approach. 
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Part 3 – An Introduction to Asset Mapping 

Asset mapping is an exercise that involves identifying either a group or an individual’s strengths (or ‘assets’), to 
apply to a particular problem. It’s a positive approach, harnessing things we have direct or indirect access to, rather 
than dwelling on the things that we don’t. It’s therefore an effective method for gaining confidence, problem 
solving ability and establishing new ideas.  
 
We have already identified one asset-based model of community development in co-production. For coproduction 
to be effective, it requires the community in question to apply its strengths and assets, encompassed within Asset 
Based Community Development (ABCD).   
 
However, as social assets (i.e., people and networks), being arguably the most important assets of all, we also need 
to ensure the individuals involved have the confidence and ability to participate as equals. This can be achieved by 

supporting an asset-based, person-centred approach where individuals are supported to identify their own 
strengths to resolve their own problems. This approach does away with the need to wholly rely on external forces 
to fix problems, contradictory to the traditional “one suit fits all” to service design.  As Lao Tzu said: - 
 
“Give a man a fish and you’ll feed him for a day. Teach him how to fish and you feed him for a lifetime.” ( Tzu, 
Unknown, possible 4th or 6th century) 
 
As depicted in the diagram below, to create stronger, more resilient, and sustainable communities, coproduction, 

person centred approaches and ABCD need to be embedded simultaneously and are dependent on one another.  

This section will concentrate on a person-centred approach, based on Oxfam Cymru’s Sustainable Livelihoods 

Approach.  

What about ABCD you ask? If you support multiple individuals, all involved in the same project or cause to make 

their individual asset maps and then later collate them into a one, you will have a very extensive and accurate asset 

map of the community in general.  
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Completing an Individual Asset Map 

Oxfam Cymru’s “Asset Pentagon” model identifies five themes are commonly used when categorising assets: - 

• Social Assets – (social connections/networks) 

• Financial Assets – (finance available) 

• Public Assets – (public services and amenities) 

• Human Assets – (individual ability, knowledge, and values) 

• Physical Assets – (personal possessions) 
 

The idea is to focus on each asset theme one at a time and consider who or what you already know, and who or 

what you have access to, building up as many assets as possible. Once you have a comprehensive map of all your 

assets, you can assess each individual asset in context with a particular problem and consider how it could help. 

This approach puts connected individuals in control, rather than being dependent on external services. 

A very basic individual asset map will look something like this: 

 

 

The Asset Map is based upon the “Asset Pentagon” and the subsequent questions taken from the “Sustainable Livelihoods Toolkit for Wales”, Oxfam Cymru 

(2015)  
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A list of questions to help add content to each asset theme can be found below: - 

Social Assets  

“Tell me about your friends, family and connections – who are you in contact with most and how they help you?”  

Further questions… 

Who are the people are you closest to? (Who is already engaged or has the same/similar agenda)  

What people would you go to for any advice or support? (Community members, teachers, councillors/politicians, 

community workers, academics) 

• Who do you know that’s quite well connected? 

• Who do you know that is very knowledgeable about different things? 

• Who do you know that is very knowledgeable about specific things? 

• Who do you know that is quite influential? 

• What groups or activities operate in your area? 

• What groups or activities do your community attend? 
 

Supporting Exercise… 

 

Use this diagram to help identify your 

social circles.  Who are our most 

intimate connections, who are your 

close friends and who do you know but 

only have an ‘exchanging relationship 

with? 

 

 

 

 

 

Financial Assets 

“Tell me about the household income, just where it comes from e.g., employment or benefits.” 

Further questions… 

• Where does your income come from? 

• Where could additional income come from if required? (Grants, benefits, loans, family) 
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Supporting Exercise… 

Use 

this 

diagram to help identify your financial income and outgoings by creating an activity chart that maps what you do 

on a day-to-day business and then establish how much money is spent on each activity.  This exercise can also help 

identify public and social assets.  

 

Public Assets 

“Tell me about the public services you access/can access such as schools, shops and public transport” 

Further questions… 

• What public transport is available in your area? 

• What educational institutes are in your area? 

• What public places do you have access to? 

• What public buildings do you have access to? 

• What public services do you have access to? 

• Where can you go shopping?  
 

Supporting Exercise… 

The Household (Oxfam Cymru, 2015).   

Use this diagram to help identify where you visit and who 

visits you on a weekly, monthly and ad hob basis. This can 

help identify both public assets and social assets. 
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Human Assets 

“Tell me about the education, skills and abilities that you have in your household.”  

Further questions… 

• What are the experiences, knowledge, qualifications within your household? 

• What are you passionate about? What are your values?  What are your interests?  What about others in 
your household? 

• What can you do? (Skills, abilities). What about others in your household? 
 

Supporting Exercise… 

The Head, Hand and Heart  (Jeder 

Institute 2016).   

Use this diagram to help identify your human 

strength by identifying what you know or have 

experienced (head), what are your interests, values 

and passion (heart), and what are your skills and 

abilities (hand). 

 

 

Physical Assets 

“Tell me about the physical items that you own or rent that make a difference to your life such as your home, 

white goods, a family car, technology etc.” 

Further questions… 

• What is your accommodation?  

• What buildings/public spaces do you have access to? 

• Do you have your own transport? 

• What tools do you own that could be used for generating income? 
 

You should now have a completed diagram.  To put it into practice ask yourself “If I could do one thing that would 

improve my life, what would it be?” 

Now look at every single word (or strength) you have identified individually and consider how each one could help 

you overcome that problem. 

With a little bit of coaching, you should begin to identify a list of things to do and people to see to help you on your 

way. 
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Part 4 – Future-Proof Business Planning 

“If you fail to plan, you are planning to fail” – Benjamin Franklin   

In this session we looked at the importance of business planning. 

Why Produce a Business Plan? 

Although the Collins English Dictionary states that a business plan is “a detailed plan setting out the objectives of a 

business, the strategy and tactics planned to achieve them, and the expected profits, usually over a period of three 

to ten years”, I prefer the simpler analogy: A roadmap to find the best way to your destination. 

Many write a business plan simply to obtain funding. However, primarily the plan is for YOU. It will help you 

determine a strategy towards reaching your vision and achieving your objectives as well as help ensure your idea is 

feasible and realistic, set against a timeline.  It will also help you stay focussed, avoid derailment from your vision 

and mission and identify contingency options. Fundamentally, it will make you question your processes in order not 

to waste time, energy, or money. It is true that funders are likely to want to see a business plan before investing, as 

will any other investors, such as potential shareholders, new staff or volunteers interesting in joining you help 

achieve your vision. Derivatives of the plan may have to be developed because, for example, a bank providing 

funding is likely to be more interested in your finances than marketing strategy. Likewise, a new member of staff or 

potential shareholder will probably only want to see a very brief overview, such as an Executive Summary, rather 

than the full plan.  However, first and foremost, the plan is for you. 

 

Characteristics of a good business plan 

An effective business plan should: 

• Assume the reader knows nothing about the business 

• Describe your project accurately 

• Use simple language without jargon or acronyms   

• Have a clear structured layout consisting of short, concise, numbered paragraphs  

• Avoid waffle – make sure each sentence is relevant and there is no repetition 

• Use appendices for detailed information such as financial forecasts, breakdown of equipment required, 
market research, CVs, questionnaires etc. 

• Ideally be kept to 15-25 pages of A4 

• Involve as many internal and external stakeholders as possible from its inception – it can solve 
communication problems and obtain agreement on aims, objectives, structures, and methods of running 
the business 

• Be representative of the organisation, not just the perspective of an individual 

• Ordinarily over a 3-5 year period and include detailed financial forecasts  

• Always include an Executive Summary – It will allow the reader to obtain an overview of the project 
immediately. It should be possible to read the complete business plan within half an hour 

• Be used by the Board as a reference point for ongoing monitoring – it is not produced simply as means of 
raising finance but is an important working document. 
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Core components of a Business Plan 

Below is a list of the elements to include in your business plan, however this is not exhaustive, and you may want 

to tailor derivatives of your business plan for specific purposes, for example to provide an overview for prospective 

funders. 

1. Executive Summary 
2. Business Description 
3. Market Research and Situation Analysis 
4. Sales and Marketing 
5. Policies and Procedures 
6. Action Plan 
7. Financial Projections 
8. Critical Risk 
9. Appendices 

 

1. Executive Summary 

Complete this LAST. This is a summary of the rest of your plan and should be no more than two pages long. It 

should convey the following: 

• The name of the group/scheme? 

• The legal structure 

• A brief background 

• Details about the location of the business 

• Details about the products and services (What purpose does it serve?  Where did the idea originate? 
Demand?) 

• A brief market overview 

• The aims and objectives 

• Very top-level projections 
 

2. Business Description 

Vision, Mission, Values, Aims and Objectives 

Vision: This is your overarching vision. Usually, a single aspirational sentence that will capture the essence of your 

scheme. Think big but be realistic!    

Mission Statement:  A mission statement states the aspirational impact on the client group; it’s a single statement 

that answers the “what”, who” and “why”. 

Values: Values are the beliefs of the group/organisation that are embedded in its culture. They lead your actions to 

achieve your mission/vision.  Your values are the reason why you act in the way that you do.  

Aims: An aim is where you want to take your group/project in the future and is a statement of purpose. 

Objectives: These are the primary actions your scheme will make to take it that step closer to achieving your Aims; 

an aim is what you want to achieve while and objective will provide more detail on how you are going to meet it.   

3-5 Objectives are recommended but each objective should be SMART (Specific, Measurable, Achievable, Realistic 

and Timebound) i.e., they are tangible targets that are possible to achieve, you can measure your progress against, 

and you’ll know when you’ve achieved them. 
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To ensure the business description is accurate and contains all the relevant information, the following questions 

should be considered: 

• When was your scheme established? 

• What does it do? 

• Trends of your market (e.g., growth of environmental projects/impacts of policy etc.)?  

• Where is it based and geographical reach?  

• If applicable, how many members are there? 

• What are the most significant achievements to date? 

• What is your proposed project objective and activity? 

• What is the unique selling point or value proposition? 

• Who are your key stakeholders (e.g., funders, key beneficiaries, authorities? This can be anyone who has 
an interest in the success of the project  

• What is the current or proposed legal structure and why was it chosen? If it involves multiple structures, 
such as an umbrella body, clearly demonstrate both the relationships and the differences between the 
structures. Clearly state how they complement – rather than compete – with each other. 

 

Management/Organisation Structure 

This is the point at which you detail the operational specifics about the organisation, including expanding on the 

legal structure mentioned above:  

• What is the legal structure – is there one or more? 

• Provide a brief background: 
o Name of group 
o Formal ties to parent/partner groups 
o Brief description on how the group was established  
o Where are you located? 
o How far will your service/business reach? 

• Provide details about the Board of Directors / Trustees – What are their experience and responsibilities?  
What specific asset do they bring to the project? What business knowledge/experience do they have? 

• Provide details about the Operational and Management team – What are their experience and 
responsibilities? Provide details of who will deal with administration and legal documentation. 

• Provide details about the skills and experience of other personnel / employees / support team (e.g., 
marketing experience, construction, finance etc.)– What are their experience and responsibilities? 

• Provide details of any funded or paid-for external support you’re in receipt of (e.g., Sylfaen Project, Cynnal 
Cymru, WCVA, Business Wales, Social Business Wales etc. – which are free support, and which need to be 
paid?) 

• You may want to include an organisation chart and/or CVs/pen portraits of key personnel within the 
appendices. 
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3. Market Research and Situation Analysis 

What information do you need to research to understand the environment in which you’re operating? These tend 

to be a set of factors over which you have limited control but can influence your strategy and decision-making 

processes. 

Research Required? Potential Location 

Policy – What Government policies are 

relevant to your business? 

https://gov.wales/  https://futuregenerations.wales/about-

us/future-generations-act/ 

https://www.legislation.gov.uk/anaw/2014/4/contents    

Statistical – What geographic, 

demographic and market trends exist? 

https://gov.wales/statistics-and-research?lang=en   

https://www.nomisweb.co.uk  

Cobweb Software (business trends – available from Business In 

Focus*, Social Business Wales* and some libraries), 

https://www.ons.gov.uk/peoplepopulationandcommunity   

Community Insight Profile (subscribed package although some 

Housing Associations and Charities have access) 

http://www.understandingwelshplaces.wales/en/    

Demand – Demonstrate the demand for 

your project/service. 

Use trends (see Statistical), to inform your starting point but 

best to lead with field research – questionnaires, focus groups, 

consultation events etc. 

Custom – Who is going to use/benefit 

from your service? 

Use trends (see Statistical), to inform your starting point but 

best to lead with field research – questionnaires, focus groups, 

consultation events etc. 

Competition – Who else is about to 

compete or complement you? 

A mix of both desk-based research and field research.  

PESTLE - Political, Economic, Sociological, 

Technological, Legal and Environmental 

factors 

‘Horizon scanning’ and public consultation to gather opinions is 

suggested via a mix of both desk research and field research. 

 

Conducting Questionnaires for Field Research 

• Use a mix of both quantitative (measurable questions that can be compared), and qualitative questions 
(information that we can learn from but cannot be measured). 

• Use a mix of question types if appropriate e.g., closed questions such as “yes/no” questions or one-word 
answers, and open questions such as “what do you think of….?, multiple choice (A, B, C or D) or Likert scale 
(on a scale of 1,5…).  

• Use a closed “filter” question first – If they don’t fit your target audience, then don’t ask them. 

• Only record personal questions if required, make them an option, and keep them to the very end of the 
questionnaire process. 

• Only ask what’s necessary and useful – The shorter the questionnaire, the greater chance of completion. 

• Only ask what’s useful 

https://gov.wales/
https://futuregenerations.wales/about-us/future-generations-act/
https://futuregenerations.wales/about-us/future-generations-act/
https://www.legislation.gov.uk/anaw/2014/4/contents
https://gov.wales/statistics-and-research?lang=en
https://www.nomisweb.co.uk/
https://www.ons.gov.uk/peoplepopulationandcommunity
http://www.understandingwelshplaces.wales/en/
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• Be mindful on how you will measure (tip: to limit open questions I use “what’s the single most significant 
thing”? 

• Only ask one question at a time 

• Keep your questions clear – provide the context if necessary and do not use acronyms or jargon.  

• Do not use leading questions 
 

4. Sales and Marketing 

The infamous “4 P’s” of the “Marketing Mix” should be 

considered when promoting a product or service to tailor it to the 

specific audience. These are Product, Price, Promotion and Place.  

For example, Walker’s “Sensations” crisps taste different, look 

different, are marketed differently, are wrapped differently, has 

more mature flavours and are priced differently than say 

“Monster Munch”. However, they are both crisps from the same 

brand! They are a similar product, but each aspect is made to 

entice a particular target audience. Below are a set of questions 

from each of the 4Ps to help you narrow your focus: 

 

PRODUCT (or SERVICE) 

• What do your customers want from the product/service? 

• What need does it satisfy? 

• What features does it have to meet this need?  

• How will people use it? 

• Where will people use it? 

• What will it look like? 

• Are there any features missing? 

• What features are not really needed? 

• What makes it different – USP (Unique Selling Point) or CPV (Customer Perceived Value)? 
 

PRICE 

• How is the product positioned – What will buyers pay and why? 

• How does what you offer compare with competitors? 

• Is there an established market price for the product?  

• Is the customer price-sensitive (will it matter to increase/decrease the price)? 

• What will be your profit margin? 
 

PROMOTION 

• How do you communicate the benefits of your product/service? 

• Who is your target audience? 

• What is your engagement message for each target? 

• Where can you get your messages across? 
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• What are the best methods to get your message across? (Social media platform, email, post, events, 
posters, letters, newsletters etc.) 

• Is there a best time for marketing your messages? 

• How will you present your product? 

• How do your competitors promote their product? 

• Can you offer discounts or incentives? 
 

PLACE 

• Where will you service be located? 

• Why is it based there? 

• Where do buyers look to find out about your product/service? (Online, posters, office visits, local 
newsletters etc.) 

• What other places do your customers visit? 

• Where do your competitors go and what can you learn from this? 
 

5. Policies and Procedures 

• What current legislation do you conform to? e.g., Well-being of Future generations (Wales) Act (2015) 

• What internal policies do you hold? e.g., Equality & Diversity, Safeguarding, Environmental, GDPR, Health & 
Safety etc? 

• What insurances do you hold? e.g., Public Liability, Employers Liability, Professional Indemnity. etc. 
 

6. Action Plan 

This will help you plan your strategy going forward. You could use visioning /Theory of Change (as previously 

covered in Part 1), to ensure you remain on track for your long-term aims.  However, you could also use a Gannt 

Chart to identify what activities you intend to do and by when.  Below is a chart demonstrating actions on a 

monthly basis over a year, but you could just as easily use the same exercise on a weekly basis. 

 

 

7. Financial Projections 

Financial projections are unique to the organisation. However, once you have conducted your projections, you also 

need to consider the following: 

• Do the projections consider different contract payment approaches e.g., advance / arrears payments? 

• Can you differentiate between restricted and unrestricted funds?  

• What will the business do if it loses any key contracts i.e., avoiding dependency?   

J F M A M J J A S O N D

Consultation Exercise

Advertising Campiagn

Implementation

Monitoring exercise
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• You will need to calculate your overheads. The types of expenses you may well incur include heat, light, 

rent etc. You should provide full explanations for these costs in your assumptions.  

• You will need to identify the payroll. The number of employees, the different wage rates and the hours 

worked. If any staff are paid on commission or directly related to output, just provide a note as to how this 

will be calculated. 

• Is equipment important to the running of the business and what are the costs and frequency of 

replacement? 

• You should provide an up-to-date debtor and creditor list in the appendices.  

• Does the business have a clear policy in respect to reserves?  

 

8. Critical Risk 

Once you have completed your business plan, I suggest you re-read and review it with the following questions in 

mind: -    

• Have you covered everything? 

• Is your narrative clear, understandable from the neutral reader’s perspective and free from acronyms? 

• Is your answer complete? 

• Can you evidence what you claim? 

• What if things don’t happen as you intended? (what’s your contingency) 
 

One way to help minimise risks 

is to conduct a risk analysis by 

completing a risk matrix. An 

example can be found below 

but there are many available 

online. By identifying risks and a 

contingency plan, this really 

helps put any potential 

investors more at ease: 

  

 

 

 

 

 

(https://www.researchgate.net/figure/A-standard-risk-matrix_fig7_323570642) 
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9. Appendices 

In the first instance the detailed financial projections should be included in the appendix – normally Appendix 1 

due their great importance. Selected main points should be drawn from these projections and contained in the 

main body of the plan.  

Other appendices could include: 

• Policies 

• Insurances 

• CVs of the key individuals on the Board and in the operational structure of the organisation 

• Lists of required equipment or other capital purchases with relevant quotations 

• Details of any market research carried out and sample questionnaires 

• Product details, drawings etc. 

• Details of premises with photographs, quotes, specifications 

• Any letters of support 
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Part 5 – Fundraising 

In this section we’ll look at three methods of generating income in a community setting:  

• Enterprise 

• Tenders  

• Grants 
 

Enterprise 

Many community groups have fallen foul of becoming grant dependent. This is a risky strategy to play as grants 

eventually end and often have conditions attached – termed as ‘restricted funds’. The alure of a grant can also 

easily derail you from your vision or mission. Although grants have their place as they’re a fantastic way to ‘kick 

start’ an idea or project, different strategies are required to have more long-term sustainability. 

To maintain dependable and self-sustaining income streams, it is worth community organisations considering 

becoming a social enterprise. In line with the UK Government, the Welsh Government defines a social enterprise 

as: 

“a business with primarily social objectives, whose surpluses are principally reinvested for that purpose in the 

business or in the community, rather than being driven by the need to maximise profits for shareholders”. 

Support for establishing a social enterprise can be sought from Social Business Wales: 

https://businesswales.gov.wales/socialbusinesswales/. 

You will need to consider how you might create income, whether that is from an existing, extended, or augmented 

product which you currently offer for free but could be sold for a fee. It could also be a separate enterprise – such 

as a coffee shop – with profits redirected into the work of the community group.  However, as previously discussed, 

it is imperative that whatever you do coincides with your vision and does not derail you from your action plan.  

Whatever you decide to do should complement your existing aims and abilities. 

So, what could you do?  What could you offer?  As a community group you will be surprised at the number of 

strengths you already possess.   Here’s a simple exercise to help, taking the assets tool that was covered previously, 

overleaf is a hypothetical asset map of a fictitious community group.  

 

https://businesswales.gov.wales/socialbusinesswales/
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The next activity would be to map what skills, interests, and networks you can identify from this map: -  

Skills Interests Networks 

Project 
Management 

Environmental 
(activities) 

Local Community 

Grant writing Community 
development 

Environmental 
Community 

Evaluation Reports Enterprise 
Development 

Social Media Links 

Community 
Engagement 

Community 
Consultation 

Schools 

Research Environment 
Policy 

3
rd

 Sector partners 

 

From cross referencing these words, how many enterprises could be formed?  Here are just some suggestions from 

the session: -  

Project managing for other environmental organisations.  Fundraising consultant for environmental 

projects/community projects/social enterprises.  Community consultation project for 3rd sector.  Conducting 

research projects.  Approaching research organisations to be their “got to” community group.  Teaching 

environmental activities/policy to schools.  Writing independent evaluation reports for other grant recipients.  

Finally, once you identify an idea to take forward, revisit EVERY individual asset and consider how they/it can help 

you pursue it. 

  

Diagram based on “The 

Intersection” by Nic Loper 

“The Side Hustle”, 2015 
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Tenders 

Tenders for contracts can also provide a useful source of income. Tenders are contracts to deliver a specific piece 

of work for someone (possibly local government, a local authority, housing association etc). If your group or 

organisation meets the eligibility criteria and you can deliver the service required, then there is no reason why you 

can’t apply. The example contract below for example would be ideal for a group that is already involved in 

community-led environmental work – like the participants of the Sylfaen project. 

 

 

In Wales, the most prominent portals for sourcing and applying for tenders are Sell2Wales and EtenderWales.  

Both are free to register.   

 

           

 

 

In general, Sell2Wales is where you source your tenders and EtenderWales is where you submit your application 

(although sometimes, especially on smaller contracts, you can apply for contracts directly via Sell2Wales). Both 

tend to work in unison and complement each other. 

There are also regulations regarding the competition of the opportunities, these being: - 

• For contracts valued £0-£4,999, only one written quote is required 

• For contracts valued at £5,000-£24,999, three written quotes are required 

• For contracts valued above £25,000, full and open competition is required 
 

https://www.sell2wales.gov.wales https://etenderwales.bravosolution.co.uk 
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Terminology – the most confusing thing about the tendering process is the terminology.  Below are the three main 

acronyms that you will be presented with: 

A SQuID (Supplier Qualification Information Database)  

This is your TOTAL PROFILE – Usually involves over 100 questions about your business, mostly yes/no and uploads 

(many questions may not be relevant).  E.g., your organisation, legal questions, your annual accounts, insurances 

etc. 

 

 
 
 

PQQ (Pre-Qualification Questionnaire)  

These are the questions chosen from the SQuID that look at your ELIGIBILITY to deliver the TENDER that you have 

recorded an interest in. E.g., same questions as above, although the client will choose which questions from the 

SQuID that they would like you to answer. 
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A Pre-Qualification Questionnaire is an online checklist that assesses: - 

• Supplier acceptability 

• Financial standing 

• Capacity, capability, and sustainability 

• Policies in place (Health & Safety, Cyber Essentials, Data Protection Regulations, Equal Opportunities etc.) 
 

 

ITT (Invitation To Tender)  

This is the process/questions to apply for the tender.  E.g. Your response will usually be A) A “Technical Response” 
(Your delivery plan and your response to any questions that they’ve set and, B) A “Commercial Response” (your 
costs and how you plan to spend the budget). 
An Invitation To Tender will include: 

• Instructions 

• Specifications 

• Expectations 

• Terms and conditions 

• Pricing instructions 

• Scoring instructions 

• Tender return pack… including Response Templates 
 

Example of a complete set of ITT Questions: -  

Q1. Detail your understanding of and response to the brief and proposed methodology detailing how you will set 

about completing the work. (35%) (Responses to each question should be limited to 1,000 words). 

Q2. Provide background information about your organisation and experience of delivering similar projects, 

particularly any projects with an environmental content (25%) (Responses to each question should be limited to 

1,000 words). 
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Q3. Composition of the consultancy team for this study including identification of lead consultant and if appropriate 

all sub-consultants, their individual responsibilities and anticipated involvement at key stages and meetings. Please 

include CV’s (10%) (Responses to each question should be limited to 1,000 words). 

Q4. Your proposals on the reporting and presentation format with reference to required timescales.  Need to 

produce a detailed delivery schedule, including consultation stages, milestones, and outputs. (10%).  (Responses to 

each question should be limited to 1,000 words). 

Q5. Timescale for completion, including an estimate of when each key stage of the process will be reached and 

details of any support that is anticipated from [the contractor], in whatever form, including the provision and/or 

collation of data (10%). (Responses to each question should be limited to 1,000 words). 

 

Grants 

As mentioned previously, grants have their place, but one must take caution not to become too dependent on 

them. If you are going to apply for a grant, consider:  

• Is there genuine demand for what you want the grant to fund? If there is no demand, then why are you 

doing it and will you subsequently struggle to meet the objectives/targets? 

• Are the beneficiaries fully involved in the design, delivery, and ownership of the proposed project?  If not, 

you risk a lack of demonstratable sustainability, community engagement and longevity. 

• Does the grant opportunity meet your core vision, mission, aims and objectives? If not, will it derail you? 

• Can you genuinely meet the need to create a sustainable impact – impact over ticking boxes! 

 

Below is useful list of grants: -  

• info@grantsonline.org.uk (For UK funding alerts – especially COVID)  

• https://funding.cymru (Wales specific Fund Finder)  

• http://grantnav.threesixtygiving.org/ (Fund finder – also useful for periodical funding intelligence (who 
funded what? When? How much?) 

•  
Some national funders… 

• https://www.coopfoundation.org.uk/funding_support/ 

• www.tnlcommunityfund.org.uk/funding/wales  

• www.comicrelief.com/apply-for-grants/open-grants-initiatives 

• www.esmeefairbairn.org.uk/what-we-fund 

• www.henrysmithcharity.org.uk/explore-our-grants-and-apply/ 

• https://virginmoneyfoundation.org.uk/grants-programme/ripple-fund/ 

• www.postcodetrust.org.uk/applying-for-a-grant/how-to-apply 

• http://tudortrust.org.uk/how-to-apply/ 

• www.friendsprovidentfoundation.org/programme-overview/ 

• http://oakfnd.org/our-grant-making.html 
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Tender tips 

Below are 10 tips with questions to ask yourself for producing successful grant and tender applications: 

 

TIP 1: Read the guidelines thoroughly 

• Eligibility – Can you go for this? Do you have requirements? Could you team up? 

• Suitability – Does it meet my organisation’s aims, values, and objectives? Does the value of the opportunity 
cover existing costs? Is this right for you right now?  Are you doing this for the right reasons? 

• Do you have the capability and capacity to deliver (ability to resource, ability to meet the deadline etc.)? 

• What competition is there (who else do I think will go for this)?  
 

TIP 2: Get your (updated) documents in order 

• Insurances (Public Liability, Public Indemnity, Employers Liability). 

• Policies (Equality and Diversity, Data Protection, Cyber Security, Safeguarding, Environmental etc.) 

• Organisation Rules/Governing Document. 
 

TIP 3: Get your finances in order 

• Latest Annual Accounts (generally for the past 2 years) 

• On occasions, you can be asked for you accounts for the past 3-6months 

• Asking for you annual turnover is a standard question  

• Consider if you have enough or too much in your reserves? 
 

TIP 4: Answer the question they’re asking 

• Keep your response focussed 

• Ensure responses are ’weighted’ correctly 

• Avoid waffle – use short and direct sentences which reflect directly to the question 

• Make every word count. 
 

TIP 5: Use simple language 

• Avoid acronyms without explanation 

• Avoid technical language if it’s not already being used 

• Substantiate any claims you make with evidence 

• Don’t make sweeping statements that you can’t explain or back up 

• Use positive and affirmative words rather than subjective i.e., ‘we WILL’ or ‘we CAN’, rather than ‘we AIM 
TO’ or ‘HOPE TO’. 

 

TIP 6: Write from the tenderer’s/grant donor’s perspective 

• Fully associate yourself with their aims and values and write to complement them 

• Don’t assume their understanding 

• Use facts and evidence, not assumptions 

• Mirror their language to demonstrate understanding and to keep you on track 

• Discuss the benefits, not the features. 
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TIP 7: Identify your Unique Selling Point 

• What makes you different from the competition? 

• What added value will you bring? 

• What additional benefits will your application bring to the local community (now a mandatory question in 
many public sector contracts)? 

 

TIP 8: Demonstrate clearly and precisely how the money will be spent 

• Itemise what the money will be spent on 

• What resources will you need? 

• If applicable, what ‘invisible costs’ need to be considered, such as VAT, recruitment/redundancy 
contribution, overheads, IT equipment etc. 

 

TIP 9: Demonstrate what successful completion will look like 

• What will be achieved? 

• What will this look like? 

• How will this be presented? 
 

TIP 10: Get a second opinion  

• Sense check for third party understanding 

• Spelling, grammar, and punctuation check (from humans, not Microsoft Word). 

• Third party scoring (if possible). 
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