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Social cooperatives (L 8/11/1991 n. 381)

Social cooperatives have the purpose of pursuing the general interest of the
society in human promotion and social integration of citizens, unlike normal
cooperatives that have mutualistic aims, that is to satisfy the needs of
members (consumption, housing, work).

Social promotion occurs through:
a) Supply for social and educational services;

b) Creation of job opportunities for weak work-seekers in whatever economic
activity.
Literature highlights, alongside their importance for the economy and the
society, a crisis period they are undergoing, due to:
* @Gaps in organizational and managerial aspects
 Problems in adapting to market evolution and changes in social needs
e Difficulty in adopting new technologies
y
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Relatore
Note di presentazione
Non ci dilunghiamo sulla descrizione del fenomeno e del problema, perché questo ampiamente discusso nella presentazione fatta l’anno scorso in questa sessione.
Al fondo della presentazione, che siamo disponibili ad inviare agli interessati, sono riportate alcune pagine tratte dalla presentazione dell’Aquila e che possono aiutare chi non avesse partecipato ad inquadrare il fenomeno. 


The SEED project

The Seed project 2018, promoted by Compagnia di San Paolo, aims at
strengthening the system of social cooperatives in Piedmont,

It wants to remove some of the present and future obstacles to the
development of social cooperatives

Through a step of organizational check-up and, afterwards, projects for
strategic reorganisation and innovation. In both steps the cooperative is
assisted by a consultant whose cost is covered by the project.

It includes an effectiveness evaluation, to be carried out through
 Quasi experimental evaluation on effect on profitability and financial

equilibrium;
* Non experimental evaluation on the dimensions of organisational and
strategic change.
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The SEED project & the literature

How to measure a potential organisational and strategic change is an
important issue for social cooperatives.

Main problems or limit of this business model are highlighted by the literature:

» Governance too participated that create difficulties (EC, 2015)

» Excessive grant dependency & problem of interaction with the market
(Doherty et al., 2014)

» Organizational & managerial gaps (Smith et al., 2012)
- Comunicational problems
- Difficulties in monitoring and control prerformance
- Decision making too dispersed

A\

Overlapping among customers, workers and beneficiary (Santos et al., 2015)

A\

Difficulties with new technologies and new financial sources (Buckingham et
al., 2012)
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Investment readiness:

Investment readiness, was presented in the Tiresia Social Impact Outlook
and is an approach to assess the managerial maturity of the social
cooperative. In the context of the SEED project, the ability to attract
ethical finance risk investments, much more than a target, is the lens with
which to read a possible change. In Chiodo and Gerli, (2017) IR is
operationally declined through 3 macro-aspects:

— managerial skills (organisation and strategy)
- technology and intangibles competences
- market orientation

A forth dimension has been added in our evaluation:
—>Monitoring and control capacities.

We analysed IR through a survey, carried out at the beginning, to be
repeated with one year lag after the end of the project.
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Relatore
Note di presentazione
Raccontare l’origine: molti progetti finanziati dalla fondazione per i destinatari delle cooperative e da loro gestiti. Percepita una difficoltà a innovare, ma a volte anche solo a gestire. 
Per cui deciso di fare un bando per le cooperative e non attraverso le cooperative.


i

From multimensional phenomena to composite indicators

Evaluated
phenomenon Dimensions

- , : : Variables
(multidimensional (& interrelations)

and latent)

‘ Data-point
survey
Composite Structural Simple
indicators model ? indicators

N A
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Relatore
Note di presentazione
Il lavoro oggetto di questa presentazione consta di tre fasi logiche:
Una fase di concettualizzazione (freccia sopra FATTO)
Una fase di raccolta dei dati (OVALE GIALLO, FATTO)
Una fase di elaborazione di metriche che rappresentino le dimensioni e permettano di osservarne le interrelazioni. (freccia sotto LAVORI IN CORSO)


Our methodological purpose

Define and test 4 scores for the dimensions of investment readiness, starting from simple
indicators that are sensitive, that is, able to highlight the differences between cooperatives and

over time.
ead 2&\

Dimensions

/ N

Variables

Questions of the interview and
other data-point

Metrics
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* Managerial skills

* Training, technology and intangibles
* Market orientation

*Definition and monitoring of targets

Examples:
* Organisational complexity
* Participation into strategy definition

Examples:
*D1.1
*D1.2

* Employees

Examples:
* Technological intensity score
*Weighted index of gerarchy °o




The IR survey: pre-treatment phase

How evaluating the starting level of investment readiness ?

—>survey CAWI, after the deadline for presenting the projects, and before the
selection phase (final selection)

—Period: end of March — end of April 2019

- Universe: 56 cooperatives (participant with a valid demand), divided into 3 groups
- excluded (16)

- admitted Phase 1 (20)

- admitted Phase 2 (20)

—>Response rate very high, near 95%
- excluded (13)

- admitted Phase 1 (20)

- admitted Phase 2 (20)
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Questionnaire & specific dimensions & variables

—>managerial skills
(organisation and
strategy)

- technology and
intangibles

- positioning towards the

market /Mkt orientation

- Monitoring and
control.
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i a A ] . : Domanda
Dimensione Variabile Data point del questionario questionario
Tipo di organizzazione applicata (un indi- D1.1
Grado complessita e maturita catore, ordinale, 4 modalita) )
organizzativa Formalizzazione e gerarchizzazione (due D1.2
Competenze indicatori, ordinali, 3 modalita) )
organizzative | Grado di compartecipazione Soggetti che definiscono le strategie e re- D1.3
e strategiche | strategica lativa intensita (6 indicatori, scala Likert) )
. - Soggetti capaci di influenzare le linee stra-
Grado fj' influenzabilita delle tegiche e relativa intensita (6 indicatori, D1.6
strategie .
scala Likert)
. . N Tipologia e consapevolezza dei percorsi
?rado_d' intensita e proattivita | g0 entati dallo staff (domande dicoto- D2.12
ormativa . . .
. miche combinabili)
Formazione, Settori scelti in ambito formativo e otteni-
tﬁi::h:;g:zse T:_‘;g'(?j;? degli ambiti formativi mento qualifiche (domande dicotomiche D2.13
g P combinabili)
Grado di intensita/maturita tec- | Tecnologie adottate e loro intenista di uti- D6.1
nologica lizzo effettivo (7 indicatori, scala Likert) )
Grado di conoscenza del mer- Canali di aggiornamento sulla coopera-
cat zione e intensita di utilizzo (6 indicatori, D3.1
ato scala Likert)
Utilizzo forme di finanziamento standard D4.12
Orientamento (domande dicotomiche combinabili) )
al mercato Grado di maturita finanziaria Interesse verso forme di finanziamento al-
ternative (domande dicotomiche combi- D4.13
nabili)
- . _ | Tipologia e frequenza organizzazione atti-
Grado diinterazione con la co- | jiis'iocali (4 indicatori, ordinali, 3 moda- D5.3
munita locale litd)
Presenza di obiettivi strategici (un indica- D3.4
Grado di maturita strategica tore, ordinale, 4 modalita) :
9 Utilizzo di strumenti strategici (5 indica- D35
- tori, scala Likert) '
Definizione e = — - - - — -
. .~ | Grado di intensita del monito- Presenza e tipologia delle verifiche interne
monitoraggio . A . e D3.6
. =% raggio (un indicatore, ordinale, 4 modalita)
degli obiettivi - - -
Misurazione attuale e futura valore sociale D3.8
Grado di maturita nella misura- | (un indicatore, ordinale, 3 modalita) )
zione d'impatto Tipologia di misurazione adottata (due in- D3.9

dicatori, ordinabili, 3 modalita)




Emipirical strategy and methodoological issues

Main practical issue = translating qualitative aspects into measurable /ordinal/cardinal
variables

Main methodoligical issue = condense / aggregate information from numerous
indicators/different scales

We need 4 composite indicators, one for each dimension of investment readiness, able to
integrate/aggregate properly the transformed information from the survey

We are exploring 2 different options of normalization of values relative to each variable:
- Min Max transformation
- Percentualization (distance to a reference value)

After normalising each single indicator, we aggregate them according to the 4 dimension
of IR in a linear way using the arithmetic mean
- We exlude other method like multiplicative instruments that seems less appropriate

for the presence of zeros .
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Our preliminar approach

We are exploring 2 different options of normalization of values relative to each variable, both
based on the OECD Handbook on Constructing Composite Indicators :

- Min Max transformation

t . iy
r X, —min.(x,)

g

max,(x, )—min_(x, )

Where min (x';) and max (x';) are the minimum and the maximum value of x* . across all social
cooperatives at time t. In this way, the normalised indicators |, have values lying between 0
(laggard, x,. = min (x",) ), and 1 (leader, if x',. = max (x",))

> l,c values relative to all the variables in each of the 4 dimension of IR are aggregated
according to the arithmethic mean

- Percentualization (distance to a reference value, the max of each indicators in our case):
X
gc

lge =

max (Xq¢)
Where I, have values lying between 0 and 1 and represent the percentage transformation of
each variable in respect to the max of each indicator

> l,c values relative to all the variables in each of the 4 dimension of IR are aggregated
according to the arithmethic mean
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Preliminary results (1)

Min-max normalization & arithmetic mean
Excluded cooperatives

Managerial/org seems strongher under all
a”g;t“’“a'sk'”s the dimension of inv.
Readiness
—> Coherent with the SEED

Training and prOjECt
intangibles skills

Monitoring skills

—>The result is substantially
independeted from the type

——Excluded of normalization
-B-Phase 1

Phase 2

Mkt orientation
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Preliminary results (2)

Percentualization normalization & arithmethic mean

Managerial/o
rganizational
skills

Training and
intangibles
skills

Monitoring
skills

—o—Excluded

-#-Phase 1

Mkt Phase 2
orientation

@ IRC7=S

Excluded cooperatives seems
strongher under all the
dimension of inv. Readiness

- Coherent with the SEED
project

—>The result is substantially
independeted from the type of
normalization




Preliminary results (3)

An important aspect is
Managerial/org . .
anizational skills the organizazional
structure of the firms

— 1t is impossible to
assign a certain value to

Training and the different structures
intangibles skills

Monitoring
skills

—>We analyse how inv.
Readiness dimension
——Elementary / no structure Change according to the

—Geographical / by services Org. structure
Mkt orientation Functional

—By projects
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Investment readiness composite indicators

Investment readiness composite indicator

By project phase

Min-max Norm. Percentualization
Excluded 0,554 0,583
Phase 1 0,533 0,559
Phase 2 0,531 0,564
Global value 0,537 0,567

—>The selection process seems able to identify cooperatives with the lower
INV. READINESS indicator

—> Cooperatives with elementary org. Structure show lower level of inv.
Read., the opposite for the geographical/services structure

Investment readiness compaosite indicator

By organizational structure

Min-max Norm. Percentualization
Elementary / no structure 0,479 0,519
Geographical / by services 0,569 0,594
Functional 0,525 0,555
By projects 0,535 0,566 .
Global value 0,537 0,567 ®
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Preliminar general results

* As general result, participants are the best among the loosers in
comparison to the universe of social cooperatives in Piedmont

e After analysing a set of variables indicating economic/occupational
performance, participants are not the best performers in economic term,
even if most of the participant shows good growth rate

* In economic terms selected cooperatives (Fase 1) are the strongher and
those carachterised by larger growth rate (employees and revenues)

e After analysing the survey pre-treatment data collection, we find that the
excluded cooperatives are the most advanced in term of all the indicators
of investment readiness

e Selected coops show strongher need (lower indicators) of organizational
and monitoring skills .
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If you are further interested

Grazie per I'attenzione

|gor Benati igor.benati@ircres.cnr.it

Giulio Calabrese giuseppe.giulio.calabrese@ircres.cnr.it
Alessandro Manello alessandro.manello@ircres.cnr.it
Elena Ragazzi elena.ragazzi@ircres.cnr.it

https://www.compagniadisanpaolo.it/ita/Bandi-e-
scadenze/SEED-2018- -Social-Enterprises
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