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Foreword

The Global Think Tank on Business as Mission has opened up a unique forum for
collaboration among practitioners and leaders from around the world. When we began this
second Think Tank initiative, we focused on a key word: invigorate. The purpose of the
Think Tank has been to invigorate the global business as mission movement, to equip and
encourage those who want to serve God and the common good in and through
businesses—among all peoples.

To that end we launched over 30 national, regional and international working groups.
Some of these groups focused on a particular issue in the BAM movement, and others
were concentrating on BAM in and from a particular region or country.

The objectives for these groups were to listen, learn, share and connect. We developed
tools and templates for the working groups to effectively collaborate through virtual
meetings, as well as face-to-face consultations. Each group has produced materials,
including papers, analyses, case studies, tools and resource directories, as a result of this
dialogue.

To enable a meaningful and constructive conversation in and between groups, we have
used the following working definition of business as mission:

Business as mission is:
» Profitable and sustainable businesses;
* Intentional about Kingdom of God purpose and impact on people and nations;
» Focused on holistic transformation and the multiple bottom lines of economic, social,
environmental and spiritual outcomes;
» Concerned about the world’s poorest and least evangelized peoples.

This definition emerged from the first Think Tank on BAM, which among other things
produced the Lausanne Occasional Paper on Business as Mission, as well as the BAM
Manifesto: http://www.lausanne.org/docs/2004forum/LOP59 1G30.pdf.

The Think Tank project has resulted in a massive global gathering of both intellectual and
social capital for the BAM movement. As well as the written materials, we have built
networks and have gathered together in person at the working group Leaders Forum and
at the Global Congress on Business as Mission, both held in Thailand in April 2013. The
intention is to now share and disseminate these gathered resources as widely as possible.

This report is one in a series of papers from the 30 plus working groups. Hundreds of
leaders in the BAM community, from every continent, have contributed to these reports.
Additional Think Tank reports may be found at http://bamthinktank.org/reports.

These reports are not the end or the final destination of the BAM Think Tank, but should
rather be seen as important reflections by BAM practitioners and other leaders who will
continue to journey together. We need to continue to grapple with issues, and address
needs and gaps. Some groups will continue and new initiatives will emerge. The BAM
movement is on the move!

It has been a privilege to facilitate this unprecedented and global collaboration over the
last two years. Looking back we can see that at times we have achieved less than we
BAM Incubation Issue Group Report — May 2015 ! ! Page 1
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have hoped and planned for. But we have also witnessed that God is able to do more than
we could have ever imagined.

Our sincere thanks goes to all those who have co-laboured with us to bring the Think Tank
initiative to fruition. We want to especially thank the Steering Group, the Issue and
Regional Group Leaders, the Support Team and our spouses Mark and Jennifer for their
steadfast support.

We pray that these papers, case studies, tools, recommendations and resources would go
out widely, and encourage and equip you as well as invigorate the global BAM movement.

“Now to him who is able to do immeasurably more than all we ask or imagine, according to
his power that is at work within us, to him be glory in the church and in Christ Jesus
throughout all generations, for ever and ever! Amen” (Eph. 3:20-21, NIV).

Jo Plummer & Mats Tunehag September 2013
Co-Chairs chairs@bamthinktank.org
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Executive Summary

Planting, Watering, Growing
God’s Creative Design... Incubation

A business incubator consists of a collection of activities designed to help the launch,
growth, and ultimate success of business enterprises. Business as mission (BAM)
incubation has emerged in recent years as a distinct activity aimed at maximizing the
success of BAM companies. A variety of incubation models support businesses around the
world by providing an array of resources and services such as: facilities, infrastructure,
financial capital, mentoring, country analysis, training, business plan development,
recruiting, and facilitation of connections with potential partners, including suppliers,
distributors and consumers. Business incubation is good, it is glorifying to God and a much
needed activity in the BAM movement worldwide.

In this report, we look briefly at incubation from a biblical and church history point of view,
showing that God has designed us to creatively collaborate with Him and others in order to
be fruitful.

An overview of mainstream business incubation is then given as a foundation for
understanding incubation in a BAM context. The types, advantages, principles and best
practices of mainstream business incubation are included, to equip and inform both:

* BAM company owners looking into using a business incubator, and
* Those in the BAM community aiming to establish business incubator models.

Business as mission incubation is relatively young, with few well-established incubator
models. This report shares some of these BAM incubation models; how they have
emerged, their focus, and the kinds of services they offer. Many of the current BAM
incubation organizations and activities have emerged out of existing organizations,
especially mission agencies. This growing band of BAM incubators includes a wide array
of services and specializations. Specializations include various geographically focused
incubators (e.g. region, country or city), and those that target a particular client or type of
business (e.g. ‘freedom business’, national Christians, cross-cultural teams). A directory of
incubation organizations and six incubator profiles are provided in the Appendices.

Incubating business as mission companies requires activities that go beyond the range of
standard business services offered by mainstream and social enterprise business
incubators. BAM companies have a focus on spiritual impact, as well as social,
environmental and economic impact. This will mean BAM incubation activities that address
spiritual, missiological, theological, and cultural concerns. In BAM incubation we should
emphasis creativity, collaboration, prayer and the leadership of the Holy Spirit; alongside
delivering an array of high-standard incubation services and resources according to our
goals and context.

A SWOT analysis of current BAM incubation and lessons learned so far show that
although there has been a good start to BAM incubation, we have much still to do and
learn. Lack of business rigor and successful business models is a threat to the business as
mission movement. There is a great need for more BAM incubators of all kinds to address
this and for them to be more effectively networked for knowledge and resource-sharing.
Specific recommendations are made for the future of BAM incubation.

BAM Incubation Issue Group Report — May 2015 ! ! Page 3



Planting, Watering Growing

God’s Creative Design... Incubation

Introduction

A business incubator consists of a collection of activities designed to help the launch,
growth, and ultimate successful impact of entrepreneurial companies. The activities of
business incubators and their role in the development of communities and nations is well
summarized by the following descriptions:

A business incubator is an economic development tool designed to accelerate the
growth and success of entrepreneurial companies through an array of business
support resources and services.'

Business incubation is a business support process that accelerates the successful
development of start-up and fledgling companies by providing entrepreneurs with
an array of targeted resources and services. These services are usually developed
or orchestrated by incubator management and offered both in the business
incubator and through its network of contacts. A business incubator’s main goal is to
produce successful firms that will leave the program financially viable and
freestanding. These incubator graduates have the potential to create jobs, revitalize
neighborhoods, commercialize new technologies, and strengthen local and national

economies.?

Business incubation is recognized globally by governments, practitioners and other
stakeholders as a subtle, complex and fit-for-purpose process to support innovators
and/or entrepreneurs through the early stages of their development and growth. It is
designed to facilitate the creation of wealth and actively contribute to the
sustainable socioeconomic development of communities both in established and
emerging economies.’

Business incubators provide a multidisciplinary, variable array of resources and services
such as:

* Financial capital

* Facilities and infrastructure

* Mentoring and coaching

* Business management expertise
* Research and analysis

* Legal expertise

* Human resources

* Facilitation of connections with potential strategic alliance partners, including
business model providers, suppliers, distributors, and consumers.

1 Business Incubator Definition (Entrepreneur Magazine) http://www.entrepreneur.com/encyclopedia/
business-incubator

2 What is Business Incubation? (National Business Incubation Association) https://www.nbia.org/
resource_library/what_is/

3 Innovation and Entrepreneurship through International Business Incubation (Harman, 2010) http:/
www.isbe.org.uk/EMIntBusinessincubation
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In the case of business incubators specifically supporting business as mission (BAM)
companies, these may also contribute additional resources or support such as cultural,
theological or missiological teaching and prayer support.

Business incubation has emerged as a strategy for extending the Gospel in its own right
in recent years. Various types of incubation models are being used to help launch and
grow entrepreneurial business as mission (BAM) companies.

In this report, we look briefly at incubation from a biblical and church history point of view.
An overview of mainstream business incubation is then given as a foundation for
understanding incubation in a BAM context. The report then shares BAM incubation
models; how they have emerged, their focus, and the kinds of services they offer. An
analysis BAM incubation and lessons learned is provided, before recommendations for the
future are made.

God’s Creative Design

Incubation in the Bible

To incubate is to maintain (a living organism) at optimal environmental conditions for
growth and development*. Proper incubation in an agricultural context was well
understood in biblical times and the process of seed incubation is used as an analogy in
the following writing from Paul:

My job was to plant the seed in your hearts, and Apollos watered it, but it was God,
not we, who made it grow. The ones who do the planting or watering aren't
important, but God is important because he is the one who makes the seed grow.
The one who plants and the one who waters work as a team with the same
purpose. Yet they will be rewarded individually, according to their own hard work.

1 Corinthians 3:6-8 (New Living Translation)

This passage in Corinthians shows us that first, incubation is important—whether in the
physical or spiritual realm—and second, that collaboration or teamwork is vital in the
incubation process. Successful incubation involves multiple types of contribution, from
multiple people or sources. It is a biblical principle that God’s actions are central to growth
and fruitfulness.

Business incubation in church history

The activity of business incubation has a long history. Although a comprehensive history of
business incubation is beyond the scope of this report, we do know that it was practiced by
individuals and groups historically who today might be considered Christian social
entrepreneurs or business as mission practitioners.

The Quakers are one such example, a Quaker motto was ‘spiritual and solvent’s. William
Westwood explains the significance of the Quaker Meeting House as a focal point for
business incubation:

The impact of the Quakers on the British social and economic landscape was in

4 Incubate definition: http://www.thefreedictionary.com/incubate

5 Building the Kingdom Through Business —'Bridget Adams and Manoj Raithatha, p39.
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complete disproportion to their numbers, only 0.2% of the population, but by the by
the early nineteenth century approximately 4,000 Quaker families ran 74 banks and
over 200 companies. Quaker spirituality did not suffer from the burden of a sacred-
secular divide and “saw their business life as a secular fulfillment of the ideals of the
religious life”. The Meeting House itself provided a platform for Quaker economic
activities as well as for worship, it was a Christian fellowship of believers in which
everyone was accountable to each other for every aspect of their lives. This
included business matters as much as anything else. In fact anyone wanting to set
up in business was “especially required to seek the consent of the meeting” and
continue to subject their business practices to the scrutiny of their peers on an
ongoing basis. This is extraordinary, particularly in the context of modern church
practice where individual business matters are seldom ‘on the radar’. Moreover the
Meeting not only validated ideas “for their soundness, but also to ensure that the
interests of the broader community, not just Quakers, were protected”.®

Hans Nielsen Hauge could be described as a one-man incubator. Hauge had a great
impact on the spiritual and economic development of Norway in the late eighteenth and
early nineteenth century. From the BAM Global Think Tank Nordic Report:

As a serial entrepreneur [Hauge] started as many as 30 companies within a period
of 4 years in 1800-1804—that is almost one company every second month. Busy
man! These companies were not micro enterprises but rather larger scale industries
such as factories, mills, ship yards, mines and printing presses... He plowed money
back into the business and then turned operations and ownership over to others
and moved on.”

Descriptions of Hauge tell us that he read a lot and gained understanding of subjects like
technology and agriculture. He did not only start enterprises for himself, but saw business
opportunities and encouraged others to form companies around these ideas. He also
helped resource these fledgling enterprises in various ways. While he was traveling
around preaching, he made connections and researched the potential for new enterprises.
For instance, he would find out about a waterfall and take people there to see if a watermill
could be started. He knew people in other parts of the country that had knowledge and
expertise and he wrote to them and asked them to come and help. He also encouraged
people to go into business ventures together.

Just these two examples from history show us that there have been times when Christians
have been less encumbered by the sacred-secular divide, and more greatly valued
economic development and business growth. At those times the natural consequence has
often been the incubation of new businesses—whether organized or informal.

6 Business and the Church, Do They Both Need Redemption? —"William James Westwood Unpublished
Dissertation submitted for the Degree of Master of Arts in the University of Chester, May 2014. Quoting:
Prior, A and Kirby, Maurice (1998) The society of friends and business culture, 1700-1830. In: Religion,
Business and Wealth in Modern Britain. Routledge, London and New York, p118; and Doing Business The
Quaker Way — Mark Lewis in Forbes http://www.forbes.com/2009/10/09/quaker-business-meetings-
leadership-society-friends.html

7 http://bamthinktank.org/report-nordic
BAM Incubation Issue Group Report — May 2015 ! ! Page 6
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Overview of Business Incubation

Business incubators support the growth of emerging companies and usually have the
wellbeing of the local community in mind and the growth of the local, regional or national
economy as a goal. Mainstream business incubation has a well established history,
however, more recently incubators have emerged that specialize in supporting the social
entrepreneurship movement. These incubators focus exclusively on companies that have
social and/or environmental good as core business aims, alongside commercial goals.

It is only in the last few years that business incubation for BAM companies has become a
more clearly identified activity in its own right. Some organizations, such as the holding
company PRI, the consultancy IBEC Ventures, or investment company Transformational
SME (see Appendix D, F and G) have been incubating BAM for much longer, but have not
identified primarily as a ‘business incubator’, or have only more fully recognized their role
in BAM incubation in recent years. However, the last two to three years, a few entities
have emerged more clearly focused on BAM Incubation, although these are mostly in early
stages of growth. Those engaged in the task of incubating business as mission companies
have much to learn from mainstream business incubation and social entrepreneurship
incubation, since there is a large area of common ground in terms of purpose and
functionality.

The aim of this section is to outline the types, advantages, principles and best practices of
mainstream business incubation, to equip and inform both:

* BAM company owners looking into using a business incubator, and
* Those in the BAM community aiming to establish business incubator models.

Types of Incubators

Business incubator is a broad term that covers a wide variety of activities. Incubators
deliver services to support business launch and growth, but they do it in various ways
according to their particular location, scope or focus. Some incubators are based out of
universities, others in city centers. Some deal with businesses all over the world, while
others choose to focus on a certain city, state or region. Some incubators will help any kind
of business and some choose to deal with only certain kinds of businesses, such as those
that are environmentally friendly, those who deal with social issues or those in a particular
industry.

Some variables:
* Geographic focus (e.g. global, regional, city)
* Where they are based (e.g. university, online only, business park)
* Focus on certain kind of business or industry (social, BAM, technology, etc.)

Appendix A is a Directory of Business Incubation Organizations that provides examples of
many different kinds of incubators.

‘Business accelerator’ is another term that is often used interchangeably with business
incubator. The difference between accelerator and incubator is vague, and often defined
differently by different people. Some say that is the type of service offered (incubators
provide mentoring, accelerators provide funding), others distinguish on the stage of
business life (incubators for startups, accelerators for growth-stage). Generally
accelerators accept cohorts of businesses into programs, with a competitive application
process and funding built into the program. Y Combinator is a well known mainstream
BAM Incubation Issue Group Report — May 2015 ! ! Page 7



example of this kind of business accelerator. Praxis is an example of a Christian business
and nonprofit accelerator, with “a focus on equipping and resourcing a growing portfolio of
faith-motivated entrepreneurs who have committed their lives to cultural and social
impact.”8

Advantages of business incubation

Business incubators are set up to support the growth of companies and as such offer
many advantages for young businesses. The following excerpt summarizes some of the
key advantages business incubation services can offer:

Affordable rent and scalability

The most obvious advantage is having an affordable space that will allow a
business to grow without incurring huge rental or building costs. Many incubators
also have the equipment and technology that a young company needs to be able to
scale up production, but may not necessarily be able to purchase yet.

Shared business services at a lower cost
As part of a group of tenants, business owners can share the cost of business
essentials such as legal services, accounting and marketing research.

Greater success in accessing commercial and specialized non-commercial loans
Many incubators will get professional staff to help their tenants work on their
financing pitches and organize their business's balance sheet to appeal to banks.
Moreover, if the incubator has a good reputation and previous clients have done
well by the banks, then banks will be much more willing to work with business
owners from that incubator to craft non-commercial loans to fit their business needs.

New avenues to investor financing

Just like banks, venture capitalists and angel investors consider time in business
incubators as being a positive factor that influences the long-term viability of a new
company. Prestigious incubators often have connections to large pools of venture
capital that a business owner can pitch to.

Networking and mentoring

Being part of a business incubator creates opportunities to meet successful
entrepreneurs, financial professionals and retail buyers. Incubators may host events
to promote networking and sometimes even arrange for tenants to be mentored by
people who have graduated in previous years.

Synergy with other tenants

Working alongside people who are also trying to build a business can be a huge
advantage to incubator tenants. This gives them a group of peers who understand
the challenges and can share good and bad. In the incubator environment,
opportunities exist for beneficial exchanges of ideas and concepts. Such
opportunities may not be available to entrepreneurs struggling solo with the day-to-
day minutiae of running a business.®

The advantages listed here are focused on a particular kind of location-focused ‘business-
park’ type incubator. While many traditional incubators offer facilities, other models do not,
but do share many of the same advantages. In this report, we focus on an array of
incubation-type services that are delivered through a variety of models and forms.

8 http://www.praxislabs.org/about/vision-history

9 Growing Your Business with Business Incubators by Andrew Beattie. Article provided in full in Appendix B.
BAM Incubation Issue Group Report — May 2015 ! ! Page 8


http://www.praxislabs.org/about/vision-history
http://www.praxislabs.org/about/vision-history

Even though business incubators have many advantages for emerging companies, the
real cost of incubation should be researched and weighed up. There are some precautions
to take when considering business incubation. One commentator notes the following:

* Although business incubators are often associated with providing some sort of
mentorship, most do not offer guidance free of cost.

» Costs may be rolled into a rental fee: you pay your rental fee and the services
provided by the incubation center are included within this rental fee.

* Alternatively, incubators may ask you give away shares in your company or idea in
return for rent and mentoring.

* Heavily research all options before cementing a plan in with an unsuitable incubator.

* Weigh the pros and cons of enlisting the services of a general incubator, and those
associated with the direction provided by more industry-specific incubators.

* Understand the requirements and milestones necessary before one can graduate
from an incubator.1?

However, if the commitment to a business incubator can be researched and understood
thoroughly, the conclusion is that they can provide young businesses “tremendous growth
potential”. “[Incubators] provide a lot of help, support and mentoring in areas that budding
entrepreneurs might not necessarily have knowledge or experience. For instance they can
provide assistance with writing business plans, as well as in finding investments or

additional funding. Ultimately, incubators really are worth their weight in gold."!

Principles and best practices for business incubation

Business incubation is a well understood and documented activity in the commercial world.
Principles and best practices have emerged for business incubation that apply in any
context, including for those with a focus on BAM incubation.

Critical to the definition of an incubator is the provision of management guidance,
technical assistance and consulting tailored to young growing companies.
Incubators usually also provide clients access to appropriate rental space and
flexible leases, shared basic business services and equipment, technology support
services and assistance in obtaining the financing necessary for company growth.'2

The National Business Incubation Association (NBIA) in the USA, elsewhere describes two
principles that characterize effective business incubation, as follows:

1. The incubator aspires to have a positive impact on its community's economic health
by maximizing the success of emerging companies.

2. The incubator itself is a dynamic model of a sustainable, efficient business
operation.'3

10 http://www.prnewswire.com/news-releases/scott-dylan-highlights-value-of-business-incubators-for-viable-
startups-191786601.html

11 |bid.

12 What is Business Incubation? (National Business Incubation Association) https://www.nbia.org/
resource_library/what_is/

13 NBIA: Principles and Best Practices for Successful Business Incubation — https://www.nbia.org/
resource_library/best_practices/ (See also Appendix A)
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The NBIA goes on to describe ten best practices for business incubation, of which the
following is a summary:

Commit to the two core principles of business incubation.

Develop a strategic plan containing quantifiable objectives towards the mission.
Structure for financial sustainability using a business plan.

Recruit and compensate the right management.

Build an effective board of directors.

Prioritize client assistance, including proactive advising and guidance for
companies.

Develop an incubator facility, resources, methods and tools.

Integrate the business incubator into the fabric of the community and its goals and
strategies for economic development.

9. Develop stakeholder support, including a resource network.
10.Conduct ongoing program evaluation.

ook wdh -~
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See Appendix C for the full version of NBIA’'s incubation best practices.

The Emergence of Business as Mission Incubation Models

The door is open to business globally, entrepreneurship never has been as in vogue as it
is now. Social enterprise and impact investing are becoming commonly understood
concepts. Alongside these broader trends, mission-minded Christians are beginning to
intentionally incubate business as mission companies. Universities, NGOs, mission
agencies, businesses local churches and individuals are creating tools, space and
educational materials to nurture businesses for the expansion of God’s Kingdom. This
section outlines trends, models and strategies of BAM incubators across the globe.

How they have emerged

Most BAM-focused business incubators in existence have emerged out of established
organizations and entities: universities, mission agencies or other types of agencies
(Christian ministries or NGOs). However, there are a few exceptions.

Incubation out of established companies

One exception is larger or more seasoned businesses that have committed to incubate
other transformational companies. For example, the company Pacific Resources
International’* (PRI) has had the DNA of business incubation woven into the values and
functions since its earliest days. A core part of its business is to provide business services
that help new businesses start up in China. (See Appendix F for more about PRI).

Another example is Freeset, a well established social enterprise working against the sex-
trade in India. Freeset has now established the Freeset Business Incubator (FBI) to help
multiple similar ‘freedom businesses’ that are motivated to serve the poor and oppressed.
FBI provides growing companies with the research and resources; “adding capacity for
new businesses early in the development phase, helping in areas such as product

14 http://www.priusa.com/ and see Appendix F for the PRI Incubator Profile.
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development, design, sales and marketing, accountancy, legal and logistics to name a
few.”15

Incubation out of pioneering incubators

Other exceptions are the pioneer business incubators that have been started by
individuals or teams with a singular vision to nurture Christ-centered business activity—
with no prior parent organization. The few examples of this kind of incubator include Praxis
and the Joseph Business School in Illinois, USA. While these may not identify squarely as
BAM incubators, they both have a central focus on multiplying successful businesses that
have an intentional spiritual, social and economic impact on communities.

The Joseph Business School was established in 1998 to give practical teaching using
biblical principles, resources, and a state-of-the-art environment that provides a ‘one-stop
shop’ for emerging businesses and entrepreneurs. The vision is to “empower adults to
develop indispensable skills as successful entrepreneurs and business leaders thus
equipping them to eradicate poverty in their lives and communities which will glorify
God.”"® Providing facilities such as meeting rooms, office space and practical services—as
well as training and education—the JBS is typical of the traditional idea of a location-based
business incubator. The Joseph Business School facility is home to the lllinois Small
Business Development Center (SBDC), the only faith-based SBDC in the United States.

The founders of Praxis conceived it to be an accelerator for faith-motivated entrepreneurs
that want to make a social and cultural impact. Their approach: “Each year, Praxis
welcomes 12 businesses and 12 nonprofits into our two Accelerator programs, where we
provide the top decision-makers in these organizations with the knowledge, network, and
personal discipleship necessary to build sustainable, high-impact organizations.””

The Korean-led Center for Business as Mission was birthed when 30 people met to pray
and discuss the vision for business as mission. Regular meetings of a core group began
and out of that emerged CBAM and its training components, Joshua Business School and
Jubilee Entrepreneurship School.'®

Incubation out of mission agencies

However, most current BAM Incubators have emerged out of existing entities, especially
from mission agencies. The motivation for this has varied, but one strong theme has been
the need to identify more of the right kind of business-minded people to do BAM and to
nurture sound business concepts. This has been in response to the challenge encountered
by many already in mission agen