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1.Vision:
This social enterprise is shaped by its beneficiaries and aims to serve sustainably sourced local fresh meals in Pembrokeshire.  This member led model brings opportunities for social value growth and its vision derives from the identification of gaps in food provision for everyone. Our demographic of targeted customers includes older or unwell people unable to leave their house and as the enterprise develops we will open up to everyone and explore subsidised schemes. The evidence of need for this enterprise is ever increasing, with rising food prices, the increase in rural shops closing and the awareness of healthier diets and preventable diseases, added to with data such as the 2021 Census results highlighting that Pembrokeshire has a growing population of older residents, and recent Welsh Government analysis reporting that Pembrokeshire has the highest rate of child poverty in Wales.  

     As the leader, the outrospection approach has been considered and actioned by talking to communities and those in the food industry to test the outputs. This activity and analysis led to structure changes with the long term goal to now include a subsidy scheme to ensure all the people of Pembrokeshire can access good quality food. Fisk, P. (2010) explains the purpose beyond profit and reminds strategic thinkers to consider social value. The policy context and opportunities behind this enterprise is ever increasing with Wales’ Community Food Strategy in progress and local food partnerships strengthening. The power of change must stay at the heart of this initiative as adaptation is key to meeting the needs of our customers. 


2.Opportunity and Value Proposition:
What sets this enterprise apart from others is the values it strengthens and promotes. It is not just about profit, but about bringing added value and influencing positive change in local food. Lackéus, (2018) explains how entrepreneurship offers   a new perspective on value creation and social aspects of a venture. At the heart of the venture is the desire to improve the food on people’s plates and bring more choice back. The enterprise will strengthen public procurement, increase local employment and access to fresh food. The uniqueness behind ‘Pembrokeshire Picks’ is the large range of values it supports and strengthens. Its outputs are defined by the people it serves and the positive changes it brings. It will provide meal kits, but also link to well-being and health as well as skill development and creating a guaranteed market place for producers. It reduces our carbon footprint by reducing food miles and creating new ways for people to shop local. The enterprise idea comes from a north Wales model and duplicates its successes and mission. Their model has developed to become a mobile shop and to gain local authority tenders. Following their example is key to understanding our values and supports how I explain our value proposition to wider connections, such as being linked to health, school meals and new food courses. 

      This enterprise brings economic value by promoting  local businesses and it offers influence value as it will empower the users, team and suppliers. It opens up avenues for harmony value as it creates meaningful and life improving opportunities for all beneficiaries. In summary,   as a social enterprise that is led by its beneficiaries, its holds a great amount of social value potential. Purely by highlighting food as the top priority in our needs and by promoting the ‘eater’ as the leader of change, demonstrates the values and ethos of the venture. 


3. Communication with Stakeholders:
I mapped out my stakeholder network using the Boston Matrix (Bruce Henderson, 1970) to identify all players and to categories them. Membership includes three core sections:
Customers: We exist to serve them, but they are also our ‘sales people’ on the ground as they will provide direct feedback to the public. We need to encourage them to become customers first with clear messaging, by selling the benefits and rewarding their participation. We will need an attractive and organised website to promote understanding and ‘buy in’ and use marketing campaigns to encourage sales. 
Delivery team: The team think strategically to link to healthy options but the majority of output is operational with meal creation and customer outreach. Initially this team will include myself, head chef with cooking team and customer liaison/delivery driver. Our communication strategy will be straightforward and clear with menu’s on the website and delivery drivers trained to gather feedback. 
Producers and Suppliers: The model requires local produce straight from suppliers, therefore the relationship we build is crucial to success. When considering our minimum viable product, it was identified that creating a procurement agreement to ensure minimal service for launch is our top priority and aids our future tender bids for large contacts. We will use existing networks such as the Pembrokeshire Local Food Partnership to open dialogue with food suppliers and learn from existing models such as Can Cook Well Fed to build these key stakeholder relations.  

     To gain their ‘buy in’, I need to ‘sell’ the enterprise to them and ensure they can effectively promote our vision. Daniel Pink (2018), suggests that everyone should be involved in ‘selling’ and that being a transformational leader is key to gaining commitment and inspiring confidence. 
Grant, A. M. (2013), refers to being an ‘ambivert’ to bring greater selling powers as you drawer on the plus sides of extraverts or introverts. Being an ‘ambivert’ is a skill that those with high emotional intelligence hold and enables flexibility in the way you engage with stakeholders and means you can drawer on a wide range of behavioral options. 

4. Creativity in Adaptation:
Being a social enterprise means we are shaped by beneficiaries and must be adaptable to serve their needs. Over time, plans and aims have evolved in order to identify more opportunities. ‘Pembrokeshire Picks’ is a replication of another successful meal kit company in north Wales with the addition of local produce procurement values. The initial idea for the venture acted as a prototype that has evolved with detailed research and evaluation methods such a as SCAMPER. I used ‘idea inversion’ to explore the problem we are trying to solve which is food waste and food poverty. Roman Kraznaric coined the phrase ‘outrospection’ as a method in which you get to know oneself and I used ‘outrospection’ to understand the needs of my customers. Then following this I spotted a need to improve the initial prepared meal idea by including a meal kit element for those that still want to cook at home. Being curious and aware is a good leadership trait that ensure the success of my enterprise, and Eurich, T. (2018) talks about how having high internal and high external self-awareness enables accomplishments and how seeking out opinions creates a transactional relationship and drives the vision to serve local people with good local food in a simple and enjoyable way. This primary adaptation to add in meal kits emphasises the recognition that customers have differing desires and capabilities. Encompassing this personalised approach and putting my customers first demonstrates social transaction and highlights the commercial aspects of this enterprise that will promote financial sustainability moving forward. 
 
 5. Ethical Considerations:
An array of ethical considerations have been taken into account to ensure equality, respect and accessibility. This venture is unique in that it exists to bring solutions to ethical barriers and its core values derive from wanting to bring more choice and opportunity to the people of Pembrokeshire. Considerations we have identified include:
Cost of living: Our customer’s capacity to afford the products is the bottom line. We want the meals to be accessible to as many people as possible to encourage local buying and healthier choices. Therefore, by being a social enterprise we can apply for grants to support innovation and use profits to subside where applicable.
Employment opportunities and fair wages: We will be creating new jobs and building the skill base. We will ensure staff are on at least the living wage and support this by starting with a small team that brings a qualitative offer of meal kits and then expand and grow with demand. 
Fair prices for local suppliers:  Our research shows that buying local can be more expensive but we will mitigate this barrier by creating bespoke procurement agreements where we eat in season, utilise food freezing options to reduce waste and limit menu options on initial launch to enable bulk buying.   
Food miles/carbon footprint: By engaging with Food Sense Wales and the local food partnerships we are engaging with environmentally aware food producers and will be part of Pembrokeshire application to become a Sustainable Food Place. The business model has been adapted to limit delivery miles by utilising food pick up points/hubs and calculating routes to reduce travel. 

6. Personal Motivation:
Self-determination theory comes to mind when I think about what motivates me to launch ‘Pembrokeshire Picks’. Ryan and Deci’s (2020), talk about self-determination theory and explain how it aids positive development by exploring the social conditions that facilitate growth such as cultural aspects that may hinder social inclusion. Following a career in community engagement and managing a range of community led food projects, I spotted an opportunity to replicate a successful and growing north Wales model. Once I had defined that this enterprise looks like in practice, and researched further, I confirmed that the vision in my heart is the one I have put on paper. The vision of bringing better food choices to everyone in my home county, comes from shocking high reports of child hunger, increasing use of food banks whilst ever increasing obesity rates and preventable diabetes. At the same time, local growers and producers struggle to supply their food past the ‘high end’ tourist type market despite Pembrokeshire being one of the best food producers in the county and the only county in Wales that holds its own local produce mark. 
     To maintain this level of motivation and empower my stakeholders to share this desire, I look to Pink’s (2018) work around motivation where autonomy, mastery and purpose as described as the drivers. The ‘autonomy’ enables me and the future team to explore and test new ways to meet people’s needs and reduce such negative social issues whilst developing professionally. The ‘mastery’ means that view the large amount of time needed to get this enterprise running as a positive and a step to greater things, thus inspiring me to reach my milestones and to look back and reflect. The ‘purpose’ comes from the direct outcomes of the scheme and by speaking to the people we serve. 

7. Financial Strategy:
My social enterprise began with the creation of a Business Model Canvas (BMC) to enable modifications as I developed. The BMC captures key elements such as value proposition, channels, customer segments, revenue streams, cost structure, and partners. (Osterwalder and Pigneur, 2010). In the first instance, I only need minimal funding that could be acquired via a loan or investors as the enterprise will start small and rely on customer order growth. On further reflection, and taking in to account Sarasvathy’s (2006) effectuation enterprise cycle as I needed to consider the management of certain resources such as the team. I then decided to apply for funding such as the National Lottery People and Places to enable research and consultation to build that customer base and bring an element of flexibility and staff security. Ryan and Deci (2017), talk about the importance of motivation at this early stage and how removing pressures can heighten competency.
     These initial financial plans became my ‘bootstrap’ versions as I started small and made a series of amendments after realising the expanse of finances needed. A study titled ‘Financial bootstrapping in small businesses’ looks at how starter businesses use ‘bootstrapping’ to explore what resources can be called upon and utilised. (Winborg, J. & Landström, H., 2001). My current plan involves calling upon more partners, such as the Pembrokeshire Local Food Partnership who can support feasibility studies and have a small grant pot available. Linking in with the host of this partnership – PLANED, also brings elements of security as they can support with HR and marketing to reduce costs and risks. 


8. Resource Management:
Being aware of my Minimal Viable Product (MVP) and of Eric Ries’ (2011) work around the Lean Startup theory means that I am confident in resource management and how to acquire relevant resources to launch my venture. From initial research and my professional experience I know that this venture fills a gap in society. To further test I used the Smoke Test to get a taste for our customer base and used the landing page content to present to potential stakeholders. Developing my MVP in this way has already successfully supported stakeholder recruitment such as the relationship with PLANED and fed in to the lottery funding application. 

Alongside project management, we also have physical resources, such as:
People – myself and stakeholders who are already interested in launching the venture. 
Places – A ready to launch thriving county and a defined gap in the market
Model – An existing model in north Wales to replicate and whose director is happy to offer guidance 
Service – We are already having referral conversations with professionals such as social prescribers
Technology – We have been talking to online ordering systems such as The Open Food Network about ordering systems 


9. Team Building:
Building the team is one of the most important stages and the levels of management must be considered. The Red Bead experiment (Deming, W. 2014) demonstrates how organisations with a top heavy level of management can develop certain strategies that make it impossible for enterprises to function and how using the Agile technique can mitigate this. Agile is an approach to management that focuses on flexibility, speed, and collaboration. Its values include being responsive to change which resonates with my vision and supports my plans to gather feedback to continually evaluate and develop. 

In terms of building a team, at present, I have mobilised the following:
Management and Team – Myself, and PLANED as the funding supporter. The team oversee strategic plans and operational tasks to prepare for launch. 
Stakeholders – Spoken to ethical chefs about meal ideas and social prescribers for referrals  

     As the current leader, I aim to be a good leader and utilise friendly critics such as the north Wales director. Being self-aware is positively linked to important management outcomes and aids the first stages of team creation. Senge (2006), explains how leaders can suffer from mental obstructions that limit our ability to learn from experience, including the illusion if taking charge. Therefore I plan to scrutinise my own position and ask new team members for 360 feedback to shape my role as we develop. 


10. Adaptability:
Being adaptable is a sign of a good leader and of a social enterprise with promise. A barrier to adaptability is procrastination and leads to delays in decisions and unnecessary risk aversion. Risks can be threats or opportunities and are an unavoidable part of any enterprise; a good leader will register these risks in order to find solutions.  Procrastination and risk management are both linked to reward and the ways in which a good leader will be proactive and take note of occurrences and opportunities. Kanfer and Phillips (1970), talked about the foundations of learning behaviour and explain how consequences of an action can determine the likelihood of repetition. Therefore, a leader who avoids/puts off an intervention can bring negativity to their team and enterprise. 

     This is why I need to show initiative and be open to adaptations that improve my model. Donald Rumsfeld’s (2013) Logic of Known Knowns, explains how I need to be ready to make decisions and tackling internal conflicts is key to successes. Future adaptations will include use of the click and collect function in vending machines, electric delivery vehicles and working with partners to spread our range and share distribution channels. Maintaining my adaptability is essential to operational and strategic outcomes as I am ready to move with changing trends and the market. 

11. Agile Management:
I see the Agile project management approach as an important tool to deliver improved social impact results as well as overall business management. It can support delivery of flexible outcomes at lower costs and risks, and we will be using this approach to break down larger tasks in to smaller achievable stages which can be referred to as ‘sprints’ (Agile Alliance, 2001) and then working collaboratively as a team to update on how actions are progressing which is known as ‘scrums’. Working in this way supports the breakdown of larger strategic aims into operational outputs and allows for reflection and analysis. 
     We will also use the agile framework to create user stories, allowing us to identify and cater for the needs of our customers. Examples of this relates to the initial menu:
Customer Food Requirement  - We will consult with a test base of customers on tastes, ingredients and meals they want, also taking in to account dietary requirements.  
Frequency  and Type – We will ask how many meals they want to collect and how often . 
Distribution – How would they like to receive the food? Would you like to collect at certain venues, use a vending machine or have it delivered? 
Communications - How would you like to pay and receive information? Can you take part in a case study/advert?
Participation – We want you to be part of the development to make it better for everyone. Would you like to be a member and attend extra events? 


12. Leadership Perspective:
When considering the type of leader I want to be, the Theory X and Theory Y comes to mind (McGregor, 1960). I should not pigeon hole people and I want all members, stakeholders and beneficiaries to feel motivated. It is important to consider why each is involved and explore ways to bring rewards. For example, my team are employees so finances are the majority player, but job satisfaction, their participation in development and enjoyment in the day to day tasks must be considered, especially with the initial period relying on minimal funding and the need to build the customer base before looking and financial reward schemes.

    Looking at the motivators,  brings me to look at Maslow’s Hierarchy of Needs (1954). Maslow's motivational theory has helped managers to understand employee motivation as it breaks down basic human needs but in my case relates to entrepreneurs, for example, starting at the physiological stage of being paid for something you created to then exploring the legacy you create. Looking at my journey in this way helps me to identify what to expect next and where to go next in my entrepreneurial life.
   Taking these two theories in to account, from being a current leader at PLANED, and from further reading, I know that my leadership approach is to be inclusive, welcoming and positive, whilst instilling confidence and promoting innovation and growth. 
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