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Executive Summary
The evaluation of the social impact of Belu Water (a UK social enterprise that donates all profit to WaterAid and produces water using sustainable low carbon processes) will be done using the Social Audit Network (SAN) model to trace the mission of Belu Water including but not limited to: inputs, activities, outputs, outcomes and long term impact on Society.
The assessment of the impact created by Belu Water is supported by an overview of the academic literature on hybrid business models, theories of change, business ethics, sustainability and stakeholder engagement. The results show that Belu Water creates significant environmental and social benefits by marrying the business of selling bottled water with a global social justice and environmental responsibility approach to doing business.










Introduction
Social enterprises are growing in number and are increasingly being established in the same markets that traditionally have been dominated by commercial businesses. However, social enterprises pursue a wider scope of objectives (including both social and environmental benefits), and as such they represent a hybrid approach. Belu Water is a good example of how a hybrid model can create social value through sales of bottled Water and filtration systems while supporting global initiatives that provide safe drinking Water and health education. The SAN framework will allow for the systematic evaluation of how Belu takes its resources and converts them into measurable social value.
In addition to using the SAN framework to evaluate the social impact of Belu Water, the academic literature on hybrid organisations, sustainability and business ethics support the review of Belu Water's approach to executing its Mission and the alignment of its social Mission with its operational strategies (Bhatt, 2022) and demonstrates how Belu Water is addressing the challenges that exist globally that are affecting water resources as well as those created by climate change and inequality. 
Belu’s Mission
Belu's mission links business and social outcome through the establishment of a clear cause/effect relationship. A properly developed theory of change is critical for connecting the actions of Belu to its long-term objectives, as well as ensuring that Belu's results consistently support its overall corporate vision. Furthermore, according to recent research, the development of a theory of change will assist organisations in navigating their way through uncertainty by providing a framework for organisations to follow for the identification of connections between their actions, resources and results (Dart & Gates, 2024). In line with the cause/effect framework of a theory of change, Belu has created its business model since the sales generated by Belu's bottled water business directly support the development of initiatives focused on increasing access to safe drinking water.
The commitment of Belu to use recycled plastic, reduce its carbon footprint and provide filtration equipment to its customers represents the organisation’s attempt to carry out its mission in an ethically consistent manner.
Inputs and Business Model
Belu generates its financial resources for the operation of its business model primarily from the sales of bottled water (product sales), the establishment of partnerships with its customers in the hospitality sector and providing investment in its operations. Human resources for the organisation are derived from expert knowledge and management of their operations (supply chain, marketing & stakeholder management). The organisation's knowledge base includes social resources in the form of strategic partnerships with WaterAid, suppliers, government regulators and other organisations committed to improving the environmental future of our planet. Recent studies on hybrid business models indicate that social enterprises need to find ways to generate revenue while also supporting their mission (Grassl, 2012). Belu has achieved this by taking a hybrid approach to its operations, so that each time a commercial decision is made by the business, it creates social value.
The social enterprise canvas provides a framework for determining how a social enterprise's partner network, revenue streams, and value proposition align with their mission (Qastharin, 2016). Belu's value proposition is unique in the sense that it combines environmental responsibility with the social impact of the business, which puts the company in a competitive position. Performance measurement research highlights the importance of being able to measure progress of the social mission by linking resources to measurable outcomes, thus ensuring transparency and accountability (Costa & Andreaus, 2021). The annual report published by Belu illustrates how donations made from profits are directed to WaterAid programs, as well as how operational decisions help to minimise the impact of the organisation on the environment.
Innovation plays a crucial role in developing a social enterprise’s resource base. Research on business model innovation of social enterprises has shown that through continuous adaptation, organisations can increase their impact, influence and the sustainability of their performance (Tykkylainen & Ritala, 2021). A prime example of the way that Belu is diversifying its activities to drive mission impact is shown through Belu’s filtration systems, which offer a sustainable alternative to bottled water.
Belu engages in a variety of activities, which include bottling and distributing spring water; managing filtration systems; conducting environmental impact assessments; promoting sustainable sourcing; and partnering with WaterAid to channel profits into clean water projects. Outputs that result from these activities include annual profit donations; number of filtration systems installed, reductions in carbon emissions; and the number of environmentally responsible procurement partnerships created. The organisation has identified the value of establishing a link between operational activity and delivery against their mission. Social enterprise literature provides an ethical framework for social enterprises to help guide the operational decisions of social enterprises, and advocates that the operation decisions of social enterprises should align with the social enterprise's wider commitment to equity and sustainability (Bull & Ridley-Duff, 2019). For example, Belu aims to build its supply chain to use less virgin plastic, generate fewer emissions during transportation and to promote re-usable products, thereby promoting the organisation's ethical position.
Research into scaling indicates that social enterprises can increase their overall impact potential by utilising a diverse product portfolio (Jha et al., 2021). Belu's partnership agreements with the hospitality sector and their partnership with WaterAid in developing filtration systems, therefore, demonstrate the financial viability of diversification while also demonstrating a broader environmental impact.
Outcomes
Using the SAN model, a social enterprise can evaluate the outcome of the social enterprise's activities in both the short and medium term. In the case of Belu, there are three outcomes. The first outcome is the social-related outcomes associated with the funds from WaterAid. These funds are directed towards increasing access to clean water, providing sanitation facilities and hygiene programmes in low-income countries. Research into social business indicates that a social business model, where profits are re-invested in a development programme, has a positive long-term impact on the community (Mahfuz Ashraf et al., 2019).
The second outcome is environmental-related outcomes. Belu has generated fewer emissions, reduced the amount of virgin plastic used, has implemented carbon-conscious operations and has increased the promotion of filtration systems, which has resulted in emissions being reduced and waste being minimised. Sustainability research shows that organisations that use the Triple Bottom Line (3BL) framework need to create balance between their environmental, social and economic aspects in order to make a complete impact (Nogueira et al., 2023). Belu consistently demonstrates this approach by conducting regular assessments of its environmental impact and being transparent about its manufacturing process.
The second aspect of the 3BL is market evidence. Belu shows that business models can be blended to create profitable and purposeful products. As stated by Yunus et al. (2010), social businesses can transform entire markets by demonstrating the feasibility of ethical business practices. Belu encourages consumers and suppliers to select sustainable products, thus changing consumer purchasing patterns.
Broader impact and systematic change
Through encouraging responsible consumption and influencing manufacturers’ procurement standards, Belu has a greater overall impact on society. Stakeholder engagement theory shows that creating relationships between multiple entities increases accountability and common responsibility (Awa et al., 2024). Belu’s collaboration with suppliers, members of the hospitality industry and NGOs provide a framework for collaboration towards social and environmental objectives.
The commitment of an organisation to sustainability aligns with the theory of institutional pressure, in which organisations will typically respond to environmental expectations by adopting a sustainability strategy as part of their overall business strategy (Pasamar et al., 2025). By being transparent about its sourcing and operations, Belu places moral pressure on competitors in the water industry to do the same. In addition, Belu’s work with consumers and businesses on sustainable practices will help create an increased awareness of the global inequalities associated with water access and further develop society’s knowledge of the problems associated with economic development.
Research on sustainable operations has found that reducing environmental impacts throughout the supply chain can enhance social stability and promote the resilience of ecosystems and sustainable resources in the future (Gimenez et al., 2012). Therefore, by sourcing sustainably, Belu supports environmental sustainability and social stability.
Conclusion
Belu Water has shown that it is possible for social enterprises to combine commercial activities with social and environmental responsibilities. By using the hybrid approach and reporting transparently on its activities, in addition to supporting all stakeholders (including consumers, suppliers, the hospitality industry and NGOs), Belu produces amazing outcomes consistent with the 3BL framework. Belu's efforts create greater global access to clean drinking water, reduce their impact on the environment, and encourage others to purchase sustainable products. Studies on the theories of change, the importance of sustainability, hybrid business models, and stakeholder engagement all confirm that Belu can create a powerful and multi-dimensional social impact.
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