Massively Open Online Capacity Development for Social Enterprises

Purpose:

This concept note outlines an initial proposal for the Department of Innovation at the World Bank Institute (WBI) and the Center for Science, Technology, and Society at Santa Clara University (CSTS) to collaboratively develop a massively open online capacity development program that accelerates the impact of social enterprises with proven solutions to the most pressing social and economic problems facing people living on less than $4/day. Breaking the existing paradigm of massively open online courses (MOOCs) that help people LEARN ABOUT a subject such as social entrepreneurship, the program proposed here will help people DO social entrepreneurship.

Context:

Impact investors and other supporters of bottom-up social enterprise development are reaching a consensus that they can be most efficient and effective by making staged infusions of capital and technical assistance to social enterprises rather than committing to large, long-term investments in a given enterprise.  Early stage social enterprises are fragile due to external factors including the local sociopolitical context and internal factors such as organizational development and access to human capital.  These factors make their trajectories unpredictable and suggest that investors should make small investments, gauge impact, and then make follow-on investments as appropriate.  This paradigm necessitates a variety of low-cost mechanisms for providing capacity development services.

In 2012, WBI and CSTS are developing and piloting a Global Social Benefit Incubator Online (GSBI Online) program that provides six months of virtual capacity development to over 30 social enterprises (SEs); the pilot is segmented into two cohorts.  Early results are promising:  90% of the SEs participating in cohort 1 are on track to finish the program in contrast to the 10% - 25% completion rates that are typical of MOOCs offered by top-tier universities.  Initial survey results indicate that SEs find value in GSBI Online for two reasons.  First, it is highly practical because the output of each exercise represents an essential element of the SE’s business plan for scaling.  Second, the GSBI mentors provide the SEs with in-depth feedback about each exercise as well ongoing engagement and encouragement to complete the curriculum. 

While these early results are promising, ongoing data collection and evolution of the program is necessary to address key questions, including:

· What percentage of SEs who start GSBI Online complete it?

· How do SEs rate the value of participating in GSBI Online at three moments: immediately following the program, one year later, and two years later?

· What percentage of SEs are scaling (growing revenue and impact faster than expenses) 1 – 2 years after completing GSBI Online?

· Are volunteer mentors able to provide meaningful technical assistance, and do they find it a fulfilling enough experience that they will mentor a new SE?

· What gaps do the participating SEs and mentors identify between the curriculum and the real needs of the SEs?

In parallel to the development of GSBI Online over the last year, MOOCs have emerged as an efficient way to disseminate proven curriculum to large numbers of learners around the globe.  Most of the mainstream buzz has centered on traditional university course offerings.  Recently, two MOOCs focused on social entrepreneurship were announced, one offered by George Mason University and the other by University of Oxford.  These and other courses could educate large numbers of people around the globe about the field of social entrepreneurship and possibly inspire many of them to launch their own ventures after finishing the course.  The WBI-CSTS GSBI Online collaboration presents a unique opportunity to help people do social entrepreneurship.

Vision of GSBI Online at Scale:

WBI and CSTS have the opportunity to create a disruptive online platform for social enterprise capacity development.  GSBI Online can quickly evolve to become a massively open online capacity development program open to any and all social enterprises around the globe that are seeking to run their ventures in a more financially sustainable and scalable manner.

GSBI Online is initially envisioned to have three tiers:

· Free and open:  Social enterprises will be able to sign up for GSBI Online at any time and work through the curriculum at their own pace.  Volunteer mentors will also be able to sign up any time after completing a self-study orientation program.  SEs will be able to browse the mentor pool and invite a mentor to work with them.  Alternatively, SEs can bring their own mentor onto the site.  In this way, an online community of social enterprises and mentors will support each other through the entire curriculum, with minimal involvement from CSTS staff.  Upon completion of the free and open program, SEs will have the option of sharing their pitches and investment profiles publicly.  Volunteer mentors will be rated by the SEs, and the ratings will be public.

· Low-cost paid certification:  SEs who pay a competitive fee to CSTS and complete the free and open course will receive: additional support that includes feedback from the GSBI team on their business plans; limited support to strengthen it to meet minimum program standards; a program completion certificate from Santa Clara University; and, inclusion in the database of GSBI Online program graduates.

· Full-service program:  GSBI Online will also offer a program option comparable to the current pilot cohorts in which CSTS provides extensive personalized support throughout the curriculum. This support includes highly skilled and experienced GSBI mentors, program support, and publicity for all graduates.  The costs for this program could be paid for out of pocket by the SEs, through crowdfunding, or through a 3rd party (e.g., foundation, impact investor) that views GSBI Online as a low-cost capacity development mechanism that maximizes return or success of a specific enterprise or group of enterprises.  The full-service program would also offer, for an additional fee, supplementary content tailored to the needs of a specific group of SEs.  For example, if a foundation supporting cookstove SEs funded a group of 10 SEs to go through GSBI Online, supplemental modules could be developed that include topics of special interest to this group, such as overcoming challenges of user adoption and monetization through carbon credits.

CSTS envisions operating GSBI Online in an ongoing partnership with WBI.  Because of the income streams, it is expected that the program could cover its recurring costs once it reaches scale, although CSTS would continue to seek additional grants to support further development.

3-Year Project Plan:

To move from the current pilot stage of GSBI Online to a sustainable program, we envision the following key activities:

2013

· Define metrics to track for GSBI Online participants, create tracking system, and collect initial data from cohorts 1 & 2.

· Enrich program content based on feedback from cohorts 1 & 2.

· Strengthen mentor training materials, including rubrics to help mentors better evaluate and provide feedback on work done by the SE.

· Pilot a more scalable program delivery platform.

· Provide capacity development to 50 SEs selected at WBI’s discretion in two cohorts of 25 each (Cohorts 3 and 4).

2014

· Develop a launch a free & open program as a limited beta program.  The number of participating SEs will be capped initially at a relatively small number such as 25 new participants per month to ensure sufficient quality control and a high level of satisfaction.  

· Provide full-service capacity development to 50 SEs selected at WBI’s discretion in two cohorts of 25 each (cohorts 5 and 6).

2015

· Refine program content and process based on results of analysis done in 2014.

· Enhance platform as needed to support massive scaling.

· Launch free & open program and low-cost paid certification.

· Develop partnerships for translating into other languages and developing localized content.

Project Costs:

Initial estimates of project costs are summarized below. These estimates will be refined as the project is developed in discussions between WBI and CSTS.  All staff costs include standard Santa Clara University benefits.

	Cost Element
	CSTS contribution
	WBI contribution

	Project leadership and curriculum development (40% LOE on this project @ $50K/year)
	
	$150,000

	GSBI Online Senior Program Manager (new hire, 100% LOE @ $100K/year)
	
	$300,000

	Platform development and support
	$50,000
	$50,000

	Mentor Network Director (40% LOE on this project, @ $50K/year)
	
	$150,000

	GSBI leadership and operations from 2 – 3 existing program staff (pt involvement on this project  @ $100K/year LOE)
	$300,000
	

	Marketing manager (pt involvement on this project @ $25K/year LOE)
	$75,000
	

	Travel to select conferences and events @ $20K/year
	$30,000
	$30,000

	Overhead and administration (SCU rate is 35%--10% covered by WBI with the rest covered by CSTS)
	$113,750
	$68,000

	Total
	$568,750
	$748,000
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