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Strategic framework for our growth and development - 2016-2020
Our Mission:

Re-Union exists to create inspiring spaces where people can re-connect with each other and their communities.
While our mission is universal, our focus for the next four years is on our two bases on the Union Canal: Edinburgh and Falkirk.

To that end…..Re-Union builds boats, crews and communities
Our Values:
Re-Union is an organisation which…
1. Delivers what it says it will do: 
Realistic goals are delivered with high quality, impact and integrity in mind, and our every action engenders trust in Re-Union.
2. Gives people a chance:
By valuing positive people Re-Union builds relationships with people from varied backgrounds and is an organisation people choose to engage with.
3. Innovates for social benefit, driven by market opportunities:
An entrepreneurial approach to operating a sustainable business is at the heart of activities which have a positive impact on the lives of people engaged with Re-Union.
4. Invests in the potential of its assets:
Time, thought and money are devoted to enhancing the skills of people working and volunteering for Re-Union; to caring for our boats and property; and to improving the quality of Re-Union’s policies, procedures, infrastructure, products and services.
5. Works well together:

Our Board of Directors, staff and volunteers pull together, communicate effectively and aim for standards, abilities and achievements to which others aspire.
Our Distinguishing Features:
1. The Agora - a key concept distinguishing Re-Union is the Agora. A place of assembly, public space, natural forum or market place, the Agora finds its origins as an essential part of ancient Greek cities. In modern langauge the Agora is sometimes used to refer to a crossroads, either metaphorically or literally, where many paths meet.
2. Supportive trading environments - we create natural meeting places for people in a supportive environment focused on enterprise and trade. This is fundamental to guiding Re-Union as a social enterprise balancing sustainable financial growth with maximum social impact for people and communities.
3. The boats, water, natural and social life of the canal - We provide energizing and inspiring experiences by using the features and environment of the Union Canal. Our competence is in driving, crewing and building boats. Introducing people with a positive spirit to the view from the water.
4. Anyone can drive the boat - the difference between riding the bus, and getting to drive the bus across town. People of any age and ability can have a shot.
5. Secret > Resource > Asset - unlocking the potential of the Union Canal to make a positive impact on the lives of local people, by turning the canal from a private secret into a public resource and community asset.

6. Income generating subsidiary. Re-Union, as the majority shareholder in Capercaillie Cruisers Ltd, is engaged in co-managing a holiday hire boat business in conjunction with the other share owner.  A strategic plan of how this subsidiary moves forward and how it will best support Re-Union and its aims is currently being explored to ensure the best long term result for Re-Union is achieved.  The CEO will help the Board decide the future strategy for this initiative.
Strategic Objectives
To achieve the mission of Re-Union, the following strategic directions will guide and focus our business.
1. Create inspiring spaces and activities

2. Engage people in the social and cultural life of the canal 
Operational Objectives
As an organisation we need to:

· consolidate our progress to date

· improve our capacity and skill base to deliver 

· create an appropriate operational base and team of people,

· make more profit for re-investment.

We need to become more financially secure and have a greater social impact on more people. 

Specific strategies, areas of work, KPI’s and timescales will be developed within these basic operational objectives once Re-Union recruits a CEO:
1. Production [Create the Space]
· A new widebeam boat build to replicate Edinburgh’s assets in Falkirk
· A new day boat for Edinburgh 

· Investigate and develop a new canal centre in Edinburgh.

2. Sales & Marketing [Engage people / Make money]
- Maximise the profit and social benefit from existing initiatives

· Boat hire sales increased in both locations

· Engage more people in crewing boat hires

· Engage more people in employability training
· Raise additional funds through agreeing the future role of Capercaillie Cruisers Ltd (CCL)
- Build relationships, profile, marketing, sales, PR, engagement 

· Extend the use of social media in marketing Re-Union’s services

· Extend the range of stakeholders Re-Union works with

· Build productive relationships with Re-Union’s key stakeholders to deliver more project commissions

- Raise profile of the canal and people in canal linked communities as a resource

3. Social Impact [Engage people / Work our magic] 
· Engage more new people each year from varied backgrounds

· Consolidate volunteering training and engagement 

· Partnerships with other agencies / corporate sponsors

· Influence with main stakeholders canal planning and development

· Develop social impact measurement methods
4. Governance, Management & Resources [Make sure the organisation is here tomorrow]
· Build up financial reserves

· Influence the physical environment of the canal – on shore base(s)
· Restructure staff and invest in personal development

· Review all Policies and Procedures to ensure they are up-to-date
· Extend the Board membership and secure skills, time, energy and commitment

Once we agree strategic / operational objectives, it is the responsibility of the CEO to build an operational plan, with simple targets and key performance indicators to report against.

Products

1. Re-Union Boat Fleet

· Boat Hires – Commercial / Community     




· Extend range of boat hire opportunities

· Day boat hire

· RYA training

2. Re-Union Boat Builds

· Boat build at Falkirk


· CCL Brokerage – individuals / companies



3. Re-Union Crew

· Volunteers – RYA Inland Helmsman and Complete Crew Certificates



· Volunteers – employability training




· Volunteers – beyond the boat



4. Re-Union Onshore

· Land base / office & canal centre & men’s shed (Edinburgh Quay) 
· Land base / workshop (Falkirk)


5. Re-Union Social Investment

· Sponsored boats at CCL

· Expand Friends of Re-Union offer and membership

    
 

Organisational Issues:
One - Our Business Model

Re-Union is a social enterprise, not a voluntary organisation or traditional charity. Our legal structure is as a company limited by guarantee with charitable status.
During this stage it is important for Re-Union to establish ownership and branding of activities it is involved with / initiatives to strengthen the branding and reputation of the organisation and its identity with canal linked communities. The canal has a history of mixed organisational successes and failures, with some shining lights. Re-Union has been described as ‘the only show in town’ –let’s capitalise on this, and maintain this reputation.

Two - Financial Viability

Re-Union aspires towards increasing our financial independence from grant funding sources. The next five years must be geared towards establishing the building blocks for more commercial success.

· A focus on three main income streams – boat hires; canal contracts and CCL
· All new initiatives or contracts under consideration must be considered for their social benefit against their profit making ability.

· Look towards securing more large, long-term contracts from councils, agencies, housing associations, corporate bodies, training organisations etc.
· Developing work with Housing Associations and community organisations 
· Developing a canal centre at Edinburgh Quay through Community right to Buy or direct purchase of a building.
Three - Capital Fundraising, Sponsorship and Investment

Our plans for growth will not be possible unless they are backed up by capital for the development of the organisation. Main areas to be covered:
· New office/workshop bases

· Infrastructure and resources

· New Boat fleet assets

Methods for raising large scale funds:

· Realise the best way forward as majority shareholder of CCL for maximising return
· Contracts for delivery of canal and employability services

· Grant fund applications

· Social investment model 

· Corporate sponsorship
· Patient loan finance
Four - Developing Re-Union Staff & Volunteers
We must invest in the learning and development of everyone involved in Re-Union, and move forward with clear roles.
· Board of Directors

· Staff

· Training & Personal Development

· Policies & Procedures

Five - Re-Union Resources

· Create an Office space with appropriate resources / space (Edinburgh)
· Create adequate workshop / activity space (Falkirk)
Avoiding ambiguity:
Re-Union is in a phase of development where we must focus on our core business and improve our skills to grow a sustainable social enterprise. This strategic framework is a guide to direct our effort and resources. It is therefore important to outline what we do not envisage doing in the next four years.
In the next four years we will not:
· expand into new markets beyond those already identified for our work on the Union Canal 

· put resources into political campaigning about canal and local community issues

· become involved in regular comment on or opposition to planning applications along the length of the canal
· be distracted by new initiatives unless analysed for profitable return on investment (time and finance)
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