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Case Study for Outreach 3 Way 

Company profile. 
Outreach 3 Way (O3W) is a Sussex-based learning disabilities charity. Its primary source 

of funding is through a service delivery contract with West Sussex Council to provide adult social 
care services, and from charitable donations.  Its 220 staff members support over 500 adults with 
learning disabilities through Residential care, supported living services, one to one support, day 
service and by providing Social and Therapeutic Horticulture (STH) through its garden nursery. It 
wants to develop this nursery into a larger commercial garden centre with café.   

Retail sales from O3W’s nursery have risen steadily over the last 7 years, with totals 
increasing from a deficit of £13,026 in 2002/3 to a profit of £6,929 in 2010/11.  

Sales of hanging baskets, summer baskets and patio plants, bedding plants and other 
garden services have increased with little advertising or promotional activity, but through word of 
mouth and support of regular customers. 

Business situation 
O3W was going through a period of rapid internal change, with a recent merger with a 

larger charity, the retiring of the longstanding CEO and the horticultural manger, who for years 
was the main driving force behind the garden centre project, leaving. The external social care 
environment was also changing, with the proposed introduction of person care budgets for users 
of adult social care potentially impacting on the services delivery contact and reducing the income 
of O3W.  

These changes resulted in O3W exploring new ways to diversify its income streams. 
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Market assessment report, SWOT analysis and gap analysis, 
recommend social enterprise model, marketing strategy, operational 
plan, financial plan, implementation plan 
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Operational situation 
The garden nursery was functioning at maximum operational capacity. There was limited 

space to develop the garden nursery in its current location, and increased customer numbers 
could not be met with the current staff and service user levels.  

With limited funds, the finance for any project will have to be raised through funds and 
donations, and this will impact on the time to deliver the project.  

Solution 
SEMAL conducted a market assessment to analyse the horticulture market and its future 

prospects. O3W competitors were investigated and mapped in relation to their proximity to the 
charity, their services and products offered, and their pricing strategies.  

To understand O3W’s competitive advantage, SEMAL conducted an internal and external 
SWOT analysis which led to an understanding of the charities key strengths and weaknesses. 
This information was used to form a marketing and pricing strategy for O3W, designed to 
efficiently utilise the charities limited resources whilst increasing the profile of the charity within 
the community.  

The steps necessary to implement the recommended changes were detailed, as were the 
costs and potential income generated.   

Benefits 
A business plan assessing the benefits, potential income and costs of developing a new 

garden centre/ café complex was produced, along with an operational plan detailing the steps 
necessary to implement the suggestions. A marketing strategy to increase the footfall into the 
garden centre and better target customers was also developed.  

In the course of the project, additional opportunities were identified to expand the use of, 
and therefore the income generation opportunities for, the O3W site. These ideas were positively 
met by O3W and a number were incorporated into the charities future plans.  

Due to experts being brought onsite as a result of this project, buildings O3W had 
considered unusable were deemed safe. This gave the charity additional space for its other 
activities, produced income generating opportunities and reduced the cost of the garden centre 
project. 

The project provided the KTP Associate with the opportunity to put knowledge and skills 
learnt at university to use in a practical, “real life” setting. Additional skills were learnt as a result 
of the KTP, such as performing financial projections, time management and presentation skills. 
The project also enabled the KTP Associate to consider new career options and through the 
success of the project, the KTP Associate gained further employment.  

Resources and services used by SEMAL 
The research techniques used for the solution. 

 Market assessment report 

 SWOT analysis and gap analysis 

 Recommended social enterprise model 

 Marketing strategy 

 Operational plan 

 Financial plan 

 Product based implementation plan 


