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This Document 
 
This document gives an overview of the steps involved in Developing Enterprise. It aims 
to help the reader consider how an enterprising approach to running a library may help 
them achieve their aims more effectively. 
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1. Introduction to Developing Enterprise 

Developing an enterprise approach gives an organisation the potential to create trading 
opportunities which move it away from grant dependency and strengthen its 
sustainability. An enterprise that has been started to support a social purpose is known as 
a Social Enterprise. A Social Enterprise which is also based-in and owned-by its local 
community, is known as a Community Enterprise. 

There are numerous reasons to consider developing new enterprise opportunities: 

1. Moving away from grant dependency towards financial and strategic 

independence 

2. Creating longer term income streams  

3. Diversifying the service offer (not having all your eggs in one basket)  

4. Extending a successful pilot project  

5. Responding to an external offer from a third party  

6. Need to create a reserve fund (or to balance the books)  

7. New expertise within the organisation wanting to use their skills 

8. Improving local, regional or national profile by demonstrating good practice  

Social enterprises and community enterprises have to make a profit (or a surplus) to 
survive and grow.  With the changing funding climate many voluntary organisations are 
now encouraged to be more entrepreneurial and to generate surplus income to offset 
potential loss of income.  There is considerable support and professional advice (and 
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sometimes funding) to assist organisations to explore enterprise opportunities and to be 
more entrepreneurial. 

There are many enterprise options to consider: 

Commissions and contracts for services 

The most common option is to deliver commissioned services for a public body 
such as a local authority or primary care trust.  It may be possible to agree a 
contract to run an element of the Local Authority’s Public Library provision, but if 
this is not the case then you may have to think more broadly.  Might some of your 
activities support educational targets or community wellbeing? Could your building 
or other facilities be used by you or another organisation to reach a wider 
audience and access a wider array of commissioning opportunities? 

Providing goods and services to the public 

Organisations can also sell goods or services to generate an income.  Many libraries 
already generate income through charging for DVD hire and some forms of ICT use. 
Your library might be able to offer a wider range of equipment for hire which 
could provide a good local service and cover both the cost of providing the service 
and generate a level of profit.  It can also be helpful to think of the skills and 
related services that your library might be able to offer e.g. a research or local 
clippings or other support service for local business. 

Food and catering are further examples of provision of goods and services which 
might compliment your other work in the library. Catering can range from a drinks 
machine through to a community café, offering drinks and light snacks.   You will 
need to decide what is appropriate and feasible in your library and consider 
whether you could expand into outside catering for meetings, parties, conferences 
and so on.   The level of provision will depend also on the facilities available for 
food preparation, and the restrictions of food and legal hygiene requirements.   

Property related income 

As you may have spare space in your library you could consider selling excess space 
to others. Examples include long term rented office space, hiring meeting rooms 
or desk space to other organisations who might share your building, or the 
provision of rented space to a public service such as a Children’s Centre, or a day 
centre for the elderly – a great deal depends on the size and flexibility of the 
building you are planning to manage. You will also have to think carefully about 
the balance of income generating space and service delivery space.  

E – business  

The internet is providing opportunities for new enterprises and libraries should be 
well placed with a significant Information & Communication Technology (ICT) to 
take advantage of this is some way. E-bay trading, especially through E-bay’s 
Charity Scheme is a simple and emerging option and there is now interest in 
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making and selling ‘Apps’ from community settings.  There are also various fund 
raising kits and marketing opportunities operated through the internet.  This is 
likely to be a growth area for the third sector in the near future. 

Consultancy  

Staff can offer consultancy support to other organisations, based on their own 
experience and learning.  An easy option is to offer opportunities for others to visit 
something that really works or which demonstrates good practice, and to charge a 
delegate rate to cover costs and make a small profit.  Another option is to provide 
training by qualified staff to other organisations and to charge for it e.g. how to 
set up a library service, community café, or run an advice centre from your 
enquiries desk.  

Trading Arms and Non-library-related businesses 

Of course, your ability to earn an income doesn’t need to be related to your 
Library. You could establish an entirely separate business venture whose only 
relationship to the library is the donation of its profits to the library. As such you 
can choose any form of business which seems suitable. Community organisations 
across the country are making money from recycling, manufacture, mail room 
services, solar panel insulation, community transport, and IT support to name but 
a few. However, developing an entirely new business is a resource and energy 
intensive endeavour and you should think very carefully before taking on this new 
workload while you are trying to establish a Community Owned Library.  

Choosing the right approach for your organisation and library requires a significant 
amount of research and thought and a realistic appraisal of possible options. For 
organisations running Public Library services ,certain elements have to be free to access 
by law and local bye-laws might also have been developed to restrict charges for some 
services. Much of this research and clarification should be undertaken during the Business 
Planning phase of a potential enterprise and the results and recommendations 
documented in what is known as a Business Plan. It is vital that such research is 
undertaken before investing or risking any significant time or money on a new venture.  

2. The Business Development Process and the Product Lifecycle 

The Business Development process can be thought of as having six phases: 

• Concept Development – sketching-out ideas, informal discussions, and ‘ball-park’ 

figures 

• Business Planning – applying notable time and money to verify how a concept 

might work 

• Securing Finance – seeking and gaining grants, loans and investment to set-up the 

business 

• Preparation and Start-up – putting the Business Plan into action e.g. buying 

equipment  
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• Promotion and Launch – marketing your product or service and beginning to trade 

• Management & Development – on-going support and improvement of your 

business 

As apparent from the list above, starting a business can be a big undertaking. However, it 
is worth bearing in mind that the amount of effort should only be appropriate to the 
scale and risks of the enterprise. Selling some postcards donated from a local artist over 
the counter will only require a small amount of thought, but establishing a craft shop in 
the library will necessitate a detailed Business Development Process.  

It is also worth bearing in mind that a single organisation may run a number of businesses 
and each business may run a number of products i.e. your organisation may run both the 
library and a community hall. The library’s main money making product/services may be 
DVD hire and a community cafe. Each of these Products is likely to face its own 
independent set of challenges as it progresses through its lifecycle (see below) and so it 
is helpful to keep information (particularly financial information) on each product 
distinct. This enables performance and progress to be more easily judged and makes 
decision making less complicated. 

The Product (Marketing) Lifecycle 
1. Development 

2. Introduction 

3. Growth 

4. Maturity 

5. Decline 

Hopefully by having clarity in your financial reporting you’ll be able to spot ‘Decline’ 
early and take action towards re-development and begin the Lifecycle again. If you fail 
to take action ‘Decline’ will eventually lead to demise. 

3. Development Enterprise in relation to the stages of Asset Transfer 

While your Enterprise Development doesn’t have to co-ordinate with the development of 
your library it will probably be desirable if it does, in order to maximise your opportunity 
for promotion and sales. The level of precision needed in co-ordinating the enterprise 
and the library service will be largely dictated by how critical the timing of one is to the 
success of the other.  It is crucial that the timing of cash-flow requirements of both the 
library and the enterprise and their combined impact on the host organisation has been 
considered. 

Assuming you do want the launch of your enterprise to correspond with the launch of the 
library your Business Development Process may look a little like this: 

 
Organisational Steps Asset Transfer Stage Business Development 

Phase 
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1. Developing an idea 
 

Getting Started Concept Development 

2. Forming (or joining) a group 
 

Getting Started Concept Development 

3. Planning the new service Getting Investment Ready 
Developing Services 

Business Planning 

4. Thinking about Enterprise Getting Investment Ready 
Developing Services 

Business Planning 

5. Forming (or joining) an 
organisation  

Getting Investment Ready Securing Finance & Preparation 

6. Building Capacity  
 

Getting Investment Ready Securing Finance & Preparation 

7. Getting and making the 
Library 

Taking a Stake in an Asset 
Property Development 

Start-up; 
Promotion and Launch 

8. Running the Library Services Management 
Premises Management 

Management & Development 

9. Expanding Activities 
 

Growing the Asset Base Concept Development 

 

4. Key Tasks in Developing Enterprise 

There is a great deal to do in starting any new enterprise, but one that is integrated into 
a community organisation and which is being set-up in parallel to a Community Owned 
Library will have a host of added complications. Try to simplify your thinking by 
separating tasks and issues that relate solely to the enterprise. Perhaps consider 
appointing someone from the management team to focus solely on this work. Some of the 
key tasks they’ll have to oversee will include: 

Concept Development 

• Brainstorming business ideas 

• Identifying unmet needs in your existing customers/contacts 

• Thinking through alternative uses for assets and resources already in your control 

• Comparing franchise options against start-up options 

• Drafting simple summary proposals with ‘ball-park’ figures 

• Gaining support to investigate the idea in more detail  

Business Planning 

• Clarifying your proposition 

• Identifying your customer base and competition  

• Investigating related laws and regulation 

• Designing the staffing structure 

• Outlining a Sales Process 

• Costing and Pricing 

• Financial Forecasting 
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Securing Finance 

• Writing bids for grant capital where possible 

• Meeting with investors and your bank manager 

• Examining loan agreements in detail 

• Meeting with your accountants and other professional advisors 

• Developing a Community Share Prospectus or public appeal materials 

Preparation and Start-up 

• Buying domain names 

• Incorporating additional companies (Trading arms) 

• Recruiting Staff 

• Training Staff 

• Buying stock 

• Buying equipment and consumables 

Promotion and Launch 

• Agreeing brand values and/or brand identity (e.g. logo etc) 

• Placing advertising 

• Organising a launch event 

• Agreeing any ‘Introductory Offers’ 

• Generating press interest through writing press releases 

• Motivating staff 

Management & Development 

• Handling cash and performing banking duties 
• Producing Management Accounts 
• Ordering stock and paying bills 
• Monitoring staff performance 
• Making sales 
• Invoicing and debt recovery 

5. Key People 

Advisors – In the Concept stage most of the work is likely to be in-house although 
consultants can become involved very early on. As a result of legal restrictions in trading 
for some community organisations you are also likely to be heavily dependent on your 
accountants and will require some legal advice throughout your business planning to 
ensure your approach and systems are appropriate to your legal form. 

Sales Team – The amount of energy you put into sales will be largely decided by the 
scale of your enterprise. If you just want to cover the costs of materials used by charging 
for print-outs from your computers then your volunteers and employees are unlikely to 
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need to aggressively promote the use of a print-out! However, if you’ve decided to offer 
business administration services from your enquiries desk and you are dependent on this 
forecasted income to meet salary costs, then you need to let potential customers know 
that the service is there and is good value. Everyone in your organisation has a role to 
play in this - you won’t necessarily need a dedicated sales team but you do need your 
people and supporters to be happy to promote your offer. 

Support Staff – Behind the scenes support such as invoicing and organising deliveries are 
as important to the overall customer service and experience as your Sales Team. 

6. Areas for special attention 

Full cost recovery  

In delivering contracts and commissions you need to be clear about recovering the real 
cost of your provision.  This obviously includes the delivery staff and resources, but also 
management, admin, financial support, human resources, utility costs, rent of space and 
so on.  Public bodies are signed up to full cost recovery, but not all procurers either 
understand this or want to pay for it.  Don’t be tempted to provide a subsidised service 
unless your business plan is set up to do this with other funding you already have or have 
guaranteed access to. 

Contract requirements  

Think carefully about what delivering a contract or commission means.  Frequently they 
will want you to move into other areas you don’t traditionally cover.  Have you the 
capacity to expand?  Will it bring you into conflict with other organisations?  Will it 
actually offer anything to your home patch?  If it doesn’t feel right don’t take it just to 
get the money. 

Food and catering  
Provision of food related options need to comply with food and hygiene regulations, and 
your kitchen/food preparation facilities will need to be inspected and authorized.  This 
may require some investment in your facilities.  Staff involved in the project will need to 
gain a Food and Hygiene Certificate, even if they are volunteers.  Leaders will need a 
first aid qualification and health and safety training. 

Community cafes often don’t make a profit due to their pricing policy or target 
marketing.  Take advice on the commercial aspects of a community cafe, and consider a 
wider customer base.  Location will be a key consideration. 

E business  

Internet based services or businesses need to have the correct licenses.  Take 
professional advice before starting out.  Ensure you have backups for internet collapse, 
for the service going off line, for power cuts, and for virus infection. 

Loans  
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Loans are a good way to generate income for enterprising options, but loans have to be 
serviced.  Don’t over estimate your ability to repay a loan.  Shop around.  If you get into 
difficulty talk to your loan provider at the earliest opportunity and re-profile your 
payment plan. 

Advice  

Always take advice but be very clear in your brief to advisors as to what you want and 
what you don’t want from them.  Look for people who have real experience.  Take 
references and look at their track record. Don’t try and guess or muddle through.  
Someone else has already dealt with and solved your problem somewhere else.  Where 
professional help is the right option get the resources to pay for it.   
 
7. Top Tips 
 
Consider the Assets you already control: Has the design of the building / refurbishment 
created new opportunities for enterprise within the facility? 
 
If you are renting rooms make sure you get your fair share of service charges by carefully 
adding up all the costs associated with public areas of the building and allocating a 
proportion to each tenant according to the amount of space they occupy. 
 
Try to distinguish between your organisation, the library service costs, and any 
enterprising activities you have planned. In order to see what activities are being 
effective you’ll need to be able to isolate most of the costs and income and impact 
relating to that specific element but the business and its products/services will need 
considerable attention, and probably resources, through its early phases of physical 
development and the first two to three years of trading. 
 
Are you serving a need or a market? Before you go very far with your Enterprise 
Development try to find out if the service or product you’re going to offer is something 
people will actually pay for rather than just say they want. 
 
8. Further Information 

 

Enterprise Development 

 

The following organisations and additional resources may be of value: 

 

• Locality (www.locality.org.uk) 

• Social Enterprise Coalition (www.socialenterprise.org.uk) 

• Business Link (www.businesslink.gov.uk) 

• National Management and Leadership Standards (www.management-

standards.org/content_1.aspx?id=10:5406&id=10:1917) 

 

Community Owned Libraries  
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This resource has been produced for the Community Knowledge Hub for Libraries, 
brought to you by Locality (see - www.communityknowledgehub.org.uk). If you 
would like to seek further advice on any of the issues raised here please email 
info@CKHlibraries.org.uk or contact Locality on 0845 458 8336. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


