Social Return on Investment (SROI)
Pilot Project
July 2012

With thanks to our funders

Social Return on Investment (SROI) is a technique that can be used to understand the return
on investment and the impacts of a project, organisation or policy. This includes
understanding both socio-economic impacts as well as financial cost/benefit. We have been
working on a SROI evaluation as part of the SROI Pilot Project funded through the provincial
and federal governments of Newfoundland and Labrador and supported by the Community
Sector Council and nef (new economics foundation).
This evaluation of our service has been conducted by engaging with all affected
stakeholders to understand what changes for them. This work aims to identify the value
created by the service, who the beneficiaries are and how we know change has occurred.
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Introduction and background

Avalon Employment Inc. was formed in 1993, with the mandate of providing long term paid
employment in the business community to individuals with barriers to employment; in
particular to individuals with developmental/intellectual disabilities.
The employment is a self-directed service, with individuals retaining all control of their own
lives and makes their own decisions. Employment is not project based, we believe in a motto
of “Place then Train”. Individuals accessing services from Avalon Employment Inc. have
limited options in gaining access to the labour market through traditional means. Individuals
served by Avalon Employment also have limited access to modified post-secondary
programs with viable employment outcomes. This was the basis for the creation and
expansion of the Supported Employment Program in Newfoundland and Labrador.
As we prepare to enter our 20th year of service and celebrate our 1,000,000 hour of paid
employment; the opportunity to participate in this Social Return on Investment project was
available to our organization.
For many years we have heard from clients, families and employers on the “true benefits” of
inclusionary employment practices. We have espoused the benefits of employment with
limited and often out dated empirical data. As an organization we have been involved with
Cost Benefits Analysis and other quantitative evaluations in the past; it was often felt that this
type of evaluation while comprehensive in scope often lacked a methodology that would help
find and identify what can be viewed by our organization as the “true return on investment”.
This evaluation tool was a real chance for us to not only find and define the “true value” of
our work, but examine the processes that we use to support individuals in those processes.
In the beginning of the process it was about finding our organizational ratio to find that
elusive return on investment. Once the research was undertaken, the real benefits of the
process started to emerge. Our understanding of how our services affect not only the
individuals that we serve but their families, their communities. As well, we discovered a way
to make our service more efficient and easier for individuals coming to use our service to
understand. We have instituted a process of on-going evaluation to assist us in making a
great program even better.
This report presents the backbone of the SROI methodology in detail, then presents findings
and recommendations from the analysis. All the assumptions made in the course of our work
are presented in the appendices and the reader is encouraged to refer to these while reading
the report.
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SROI Methodology

This report uses a methodology known as Social Return on Investment (SROI)1, which
attaches a financial value to all material outcomes – social, environmental, and economic
that are identified as resulting from an organisation or program’s activities. This provides a
fuller picture of the benefits that flow from the investment of time, money, and other
resources.
An SROI analysis has several stages, and involves a number of key concepts and terms.
This section provides a brief overview; later sections will provide in-depth explanations along
with the results of Avalon Employment Inc. work.
SROI Outlined:

Phase 1. Setting parameters and developing a theory of change
Boundaries



The first task in an SROI analysis is to set the scope: what activities will the SROI
look at? All the organization’s work or a discrete program within it?



The timeframe for the analysis must also be set: how far back or into the future will it
reach? How long might the effects of a program remain visible and measurable?

Stakeholders



The organization must then identify the
stakeholders whose inputs and benefits are going
to be measured.

Stakeholders
Those people or groups who
are either affected by or who
can affect the activities.



The key question in this process: is the
stakeholder material (or significant)? This is an
accounting term. Put another way, it asks this: does the stakeholder factor into
decision-making about the program? If they do, then outcomes and costs for them
need to be measured.



At this stage, the organization doing the SROI works to identify stakeholders that
affect or are affected by its work.

Impact map





With stakeholders identified, the organization
reaches out to them to ask the critical question:
how has our work affected you? The answers
are used to build a theory of change and then an
impact map that describes each way the
organisation/investment affects key stakeholders.
Understanding change is very important here.

Impact map
Demonstrates how an
organisation’s inputs (of
funding, time, and support)
and activities are connected
to its outputs and how
these, in turn, create
outcomes for stakeholders.

1

SROI was developed in its current form by UK think tank nef (new economics foundation) and co-wrote the
Guide to Social Return on Investment (2009) London: Society Media.
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Phase 2: Collecting data
Indicators



Having identified what the outcomes of a program are, the next stage of SROI
involves developing indicators – things that can be tracked – for each outcome. With
indicators, it becomes possible to know how much of a given outcome has
happened.

Valuation



The key element of SROI analysis is valuation – establishing what a social or
environmental impact is worth in dollar terms. To do this, the organization looks for
proxies – places where society has put a dollar value on the outcome in question.
Finding proxies usually involves secondary research, and may also take an
organization back to its stakeholders to ask them.

An example of a proxy:
What is the value of exercise?
Organization A discovers that a major outcome of their work is improved health – and
that that flows from the extra exercise their program participants get. How can we put a
dollar value on this?
1) We could look at how much people are willing to pay to get the same result – in
this case, a good proxy might be the cost of a monthly gym membership
2) Or, we could look at health care system. More exercise means that over a
lifetime, the participant costs the system less – another way of getting a dollar
value for what seemed like an intangible outcome.

Data collection



Once an organization decides what indicators to use to track their outcomes, they
can gather data to find out how much change is happening. This usually means a
mixture of primary research (surveys and interviews) and secondary research. With
solid data comes accurate measurement of costs and benefits.



Data also needs to be collected on impact which is an understanding of how much
would have happened anyway (deadweight), how much credit it down to other
actors (attribution) and whether a net benefit has been created or simply moved
(displacement).



At the same time, the organization must decide (and justify) on how long their
outcomes last, and how much of the benefit “drops off” each year after the
intervention that creates it.
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Phase 3: Model and calculate
Model and calculate



Once the data is in, the organization must create a socio-economic cost-benefit
model that will:

o

Calculate the present value of benefits and investment and the SROI ratio
(which describes how many dollars of total value are created for every dollar
invested).

o

Account for the displacement, attribution, and deadweight of the
organisation/investment under review. (More about these ideas later in this
report – essentially, they all ensure that the organization doesn’t over-claim the
benefits being created).

Phase 4: Report
Report
Final reports (such as this one) aim to:



Consider and present the SROI produced by the organisation/investment.



Identify how the benefits are divided between stakeholders.



Identify how much change is created for each outcome by stakeholder.



Identify the key factors that affect the SROI ratio.

The following sections outline how this methodology was applied in the context of Avalon
Employment Inc.’s activities.
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About AVALON EMPLOYMENT INC.

Avalon Employment Inc. Aim


To implement positive change in the lives of Individuals with developmental
disabilities through inclusion, citizenship, independence and full participation
in the labour market

Avalon Employment Inc. Objectives


To support individuals with developmental/intellectual disabilities to secure
and maintain long term paid and permanent attachment to the labour force.



Continue to assist in the development and implementation of policy that
supports individuals with developmental/intellectual disabilities make a
permanent and lasting attachment to the labour force.

Avalon Employment Inc. Core services



Provide in-depth career development planning through a four phase
program delivery model.
o

Initial Intake Assessment

o

Career Exploration and Employability Interview


Provide referrals to appropriate service providers for additional
services. (Health & Hygiene, Social/Recreational activities, Housing,
and Transportation)

o

Job Search and Development

o

On Going Support and Employment Maintenance


Including support and direction of additional staff supports and
associated paperwork.



Act as a liaison between the employer and the client on any
employment/worksite issue. Availability to employers 24/7/365.

SROI Scope
As the preceding section show, Avalon Employment Inc.’s work is extensive and it is beyond
the scope of this evaluation to look at all of it in detail. As a result, this evaluation will focus
on the provision of Supported Employment Services.
The following points set out the scope of the evaluation:
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This is an evaluative SROI analysis: it looks at activities and changes that have
already occurred to understand their value for money.



The evaluation looks at the benefits generated by one years’ worth of Avalon
Employment Inc. investments in the Supported Employment Program. The
investment period and measurement period for this analysis is 2010-2011.



Data collection took place in the spring of 2012 using a non-probability
representative, sample of stakeholders. The data has been aggregated and scaled
up to the total number of material stakeholders affected by Avalon Employment Inc.
activities.
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Section 1. Theory of change

Introduction and background
It is common for disability services and programmes to be evaluated in terms of their
outputs. Outputs tell us that an activity has taken place, such as the number of people who
attend an employment preparation session, or the number of individuals receiving
government Income Support.
An SROI analysis goes beyond outputs and focuses on the outcomes, or changes, that
occur in the lives of participants as a result of these activities. Essentially, it is the story of
how Avalon Employment Inc. creates change and makes a difference. We call the
relationship between investment, activities, outputs, and outcomes the theory of change.
Avalon Employment Inc.’s theory of change, formally depicted in the form of an impact map,
is presented in this section. It is worth noting that SROI seeks to measure the change that
happens to an end beneficiary. Avalon Employment Inc.’s work is often one step removed
from these end beneficiaries, as it works through other organisations to achieve change. The
approach taken by this evaluation, then, is to measure the change for all beneficiaries and
then to determine Avalon Employment Inc.‘s role in creating this change, taking into account
the delivery model.

Stakeholders
The multi-stakeholder approach in SROI allows the benefits to all stakeholders to be
analysed. Stakeholders are those people or organizations that experience change as a result
of the activity. SROI does not assume to know what changes (positive or negative) may have
occurred for the stakeholders. Therefore, engaging those affected by Avalon Employment’s
work is key to understanding true impact.
A social-science approach to saturation sampling2 was adopted to build the theory of
change. Table 1.1 presents Avalon Employments stakeholders and how they were engaged
for this evaluation.
Table 1.1. Stakeholder audit trail.
Stakeholder

Number engaged and method of
engagement

Employed Client

30

engaged through a survey

Government of Newfoundland and Labrador

n/a statistics and documents were used in
information gathering process

2

Saturation sampling is where the researcher conducts stakeholder engagement until all the outcomes have
been identified, i.e. extra engagement produces no new information.
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Theory of Change: What change have we caused and how have we done it?
Asking stakeholders about change: method
Two questionnaires were created as our primary/sole method of engagement. Our
stakeholder was the employed client (employed for one year or more). We created one
other questionnaire to engage the parent /caregiver. This was created to ask about change
(for the client) as seen by these people interact closely with the client.
All questionnaires were mailed to the involved individuals with a request to have them
completed and forwarded back to us for the purpose of this initiative (SROI). Those who
may have had difficulty completing the questionnaire were encouraged to contact listed staff
of AEI to aid with completion, or to seek out an individual in the social circle to assist them in
the completion of the survey.
Asking stakeholders about change: feedback
As an organization we have been a single service provider and a single client group
advocate since our inception- we focus and provide one service; which is to successfully find
and maintain paid employment for our clients.
It is imperative that the individual be the focus and the centre of all planning, including the
autonomy to make their own decisions around career choices and support requirements. In
addition, we have instated a process and support model that allow the individual the ability
to request the amount of service they require from a welcomed phone call to a discussion
upon planned on-site visits.
The majority of the feedback stated that the currently employed individual would not of have
been employed without the assistance of AEI. It would be probable that the individual would
be ‘at home and doing nothing’, as one individual stated. As no one articulated the
differences in our agency as compared to others, one can assume that above mentioned
factors had a large role in the success of their being successfully employed.
Defining stakeholders and outcomes
Avalon Employment is a client driven and focused agency. Our work benefits and clearly
affects our clients. Although one can assume the benefits of employment to an individual, it
was reconfirming to us through our impact map to see the outcomes clearly stated.
The obvious outcome was financial independence. When an individual (especially with an
added barrier of a developmental disability) acquires a better financial situation, they can
finally contribute in various capacities as well as ultimately becoming an equal to their peers.
With experience and growing comfort and knowledge of one’s position/career it may become
a possibility that support (through natural support methods or job coach) be reduced. For
many individuals the ultimate goal is to work ‘on their own’. This evolution into independence
in the workplace leads to increased confidence, self-esteem, and better self-image.
In customer service roles and dealing with the public we often see our clients take on new
job duties which may develop a new skill or aptitude. An introverted person may gradually
begin socialising or speaking to consumers (strangers), they may have to initiate
10

conversation. All of these duties enhances ones social skills. Although it may be ‘small
steps’ to some, the speaking into a pager, the answering of a question, can be a huge
ordeal. As one individual stated, “I can now order my own meal at a restaurant”. With an
increase in confidence and independence in both their personal and work life, we see the
building of autonomy.
The workplace can offer a social element to the employee. And for AEI clients it may be
their sole interaction with others. As an agency we encourage the client to participate when
they can at their respective workplaces; to break with their colleagues, to eat in the lunch
room with the others, to attend the business functions. The support person (job coaches or
natural supporter) can be a catalyst in achieving a sense of belonging and healthy
relationships. Often times the interaction with the job coach can lead to friendship and
provide an individual with whom they can trust. With positive interactions often comes an
enhanced social life and better social relationships.
An outcome that may have been a surprise and something AEI had not considered was daily
structure. Many statements were made suggesting the appreciation for routine and ‘having
something to get up for’. Working a schedule with set hours and assigned duties gave order
to an individual’s day and made a person productive. Not only does this introduce time
management skills as a schedule is exercised, it also improves their overall job skills and
readiness.
It can be very important to an individual to know that they are valued. Many times a uniform
and a simple name tag can allow a person to be validated as an equal. Once an individual
learns (if required) the appropriate workplace ethics, such as cleanliness, punctuality, and
other expectations as per their employer, (and are doing it well) we then begin to see the
individual’s boost in self-esteem and self-image. They are valued.
As Avalon Employment Inc.’s only funding partner, the Government of Newfoundland and
Labrador is affected by the work of Avalon Employment Inc. Avalon Employment Inc. assists
in the employment of 60 (or greater) individuals annually, who likely would not be
successfully employed. A working individual is expected to be a contributing member of the
Newfoundland economy and will be expected to pay taxes, thus an increased tax take for
our government. There is also the probability that many of our clients who find (or have
found) employment through AEI are in receipt of income support. In the event of securing
employment their amount of income support will reduce or will be discontinued. Some
clients may have a respite worker in place during the day; again this support may be reduced
or discontinued with the introduction of employment.
It is worth mentioning, although not being measured, that the families and/or caregivers also
benefit from the work of AEI. Even though it may be as simple as having ‘extra time’, a
sense of contentment and relief, or the appreciation of a happy son or daughter, it is
significant and very valuable to them.
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Outcomes summary
Table 1.2 summarises the key outcomes from the theory of change for our clients and the
Government.
To avoid redundancy, please see Section 4 for the summary of results.
The formal representation of a theory of change is represented by an impact map. An impact
map is a table that captures how an activity makes a difference in terms of how it uses its
resources to provide activities that then lead to particular outputs and outcomes for different
stakeholders.3 Avalon Employment Inc.’s activities contribute to creating change for multiple
stakeholders and the theory of change for each stakeholder is presented through the impact
map.

3

Nicholls J, Lawlor E, Nietzert E, Goodspeed T (2009) A Guide to Social Return on Investment (London: The
Cabinet Office).
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Table 1.2. Impact map for AVALON EMPLOYMENT INC.

.
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Materiality /Significance
“Materiality” or significance in SROI is used to determine what information and evidence
must be included in the accounts to give a true and fair picture, such that readers can draw
reasonable conclusions about impact.4 Table 1.3 presents the rationale of including or
excluding Avalon Employment Inc.’s stakeholders in the analysis according to this principle.
Table 1.3 Material stakeholders.
Stakeholder

Materiality

Rationale

1. Employed Client

Included

Key stakeholder that experiences significant
change.

2. Families and carers of
the employed Client

Excluded

This stakeholder may observe change in the
client. The mentioned may have experienced
change - but inevitably this is due to the clients’
changes- rather than the impact of AEI.

3. Local community
(residents and
businesses)

Excluded

There are some benefits to community. However,
the size of these benefits compared to the overall
impact is likely to be small and it is not within the
resources of this evaluation to measure these.
This stakeholder is not taken forward in the
analysis.

4. Job Coach (support
person on site with
client)

Excluded

This stakeholder helps make change for the
client as they are a ‘tool’ in the result of
successful employment. Results factoring in the
cost of the Job Coaches is presented in
Appendix 3

5. Employer of the working
Client

Excluded

It was beyond the scope of this analysis to
include benefits to the Employer. Whilst
displacement must be considered, a further
analysis on the impact of employing AEI’s client
would be interesting in the future.

6. Avalon Employment
Inc. Staff

Excluded

Although key in securing and maintaining the
client’s employment staff are not the desired
target group for change and may experience
similar levels of satisfaction in other working
environments.

7. Government of
Newfoundland and
Labrador

Included

There are likely to be a number of economic
savings that arise indirectly through Avalon
Employment’s work to this stakeholder. These
will benefit the taxpayer and therefore this
stakeholder is a proxy of wider society. The state
is also the sole funder of AEI services.

4

Nicholls J, Lawlor E, Nietzert E, Goodspeed T (2009) A Guide to Social Return on Investment (London: The
Cabinet Office) p.97.
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Section 2. Data collection and research

The previous section identified the outcomes that result from Avalon Employment’s work.
This section focuses on how these were evidenced and measured in order to understand
how much change has happened to our stakeholders.

Outcomes indicators
It can be very difficult to demonstrate the outcomes of an organization’s work. For example,
health and well-being are often considered to be subjective and intangible (and thus a
challenge to measure). Indicators are a way to demonstrate that an outcome has actually
taken place. The use of outcome indicators to understand what changes for a stakeholder is
consistent with the principles of SROI and the guidance on SROI published by the United
Kingdom’s Cabinet Office.5
The most effective (and best practice) approach to understanding magnitude of change are
indicators that measure “distance travelled” – assessing where a person was before an
intervention, and then checking in to see how far they have come in a defined period of time.
Whenever possible, we have used this type of indicator to measure the outcomes our
stakeholders identified.
The indicators used in this study were all selected through consultation with Avalon
Employment’s stakeholders and were piloted with all the surveyed stakeholder groups prior
to commencing the data collection. A full list of indicators used to ‘evidence’ the occurrence
of outcomes to the stakeholders is presented in Appendix 1.

Outcomes data collection
In any analysis, once indicators have been established, the next step is to collect data to
establish the extent to which outcomes have occurred. In the absence of existing outcomes
data, primary research must be conducted. For this analysis, a selection of questionnaires
and surveys were employed to gather primary data. Appendix 2 presents the questionnaires
and Table 2.1 presents the approaches employed to collect outcomes data.
Individuals supported by Avalon Employment Inc. have to have the appropriate support
available to them to assist them in answering some questions. For example, the often
abstract idea of well being may have to be explained a couple of times to ensure that the
individual understands the question and the context in which it is being asked. Most
questions were written simply and in clear language to aid in its understanding.
Many of the individuals have limited numerical and literacy skills; to ensure responses where
clear a system of numbers were used to measure change.

5

Nicholls J, Lawlor E, Nietzert E, Goodspeed T (2009) A Guide to Social Return on Investment (London: The
Cabinet Office) p.9.
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The individual interviews were conducted one on one with an Avalon Employment Inc. Client
Services staff at a location of their choosing. In most cases, the site of choice was at their
work place.
Table 2.1. Data collection approach.
Stakeholder

Mode

Method

Approach

Timeline

Individual
Clients of Avalon
Employment

Outcomes
data
questionnaire

Individual
Interviews and
Questionnaires

Over a period of
eight weeks, with
both individual
interviews and
mailed in responses
to Questionnaires

April 2011 –
June 2011

On average there are 60 individuals employed and maintained through Avalon
Employment Inc. annually. Due to small numbers, we sampled half the employed
clients (being 30 individuals) by completion of a questionnaire/ survey.

Considering significance
Our intention was to prove that our outcomes were true and to identify a series of
questions (indicators) that would strongly support our identified outcomes.
Knowing our clients had identified the outcomes, it was important to select
questions that would show change and would be relevant before and after they
were employed so we could measure change. Responses were made in our
primary questionnaire that identified change had happened, but we needed to
measure how much change Avalon Employment Inc. made in the clients life, how
much credit could we take, and whether all of our clients shared the same change.
The indicators that we had identified are fitting as they were directly or indirectly
identified by our client base in relation to their outcomes.
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Section 3. Assumptions: impact and proxies

SROI methodology makes an important distinction between outcomes achieved and impact.
Impact is defined as the amount of change for participants after taking into account what
would have happened anyway (deadweight), the contribution of others (attribution), whether
a benefit has simply been moved from one place to another (displacement), and the length
of time over which outcomes last (benefit period and drop-off). An appreciation of all of these
elements is critical to conducting robust cost-benefit analyses.
This section explains the approach to these elements of the methodology by working
through the previous example.
Deadweight
Deadweight calculations capture the extent to which the outcomes studied would have
occurred anyway in the absence of the intervention.
Attribution
The concept of attribution in SROI is an ‘assessment of how much of the outcome was
caused by the contribution of other organisations or people’.6 A highly subjective element of
evaluation, credit is usually claimed in its entirety or completely omitted. In organisations
engaged in direct delivery, understanding the amount of credit for outcomes can be relatively
straightforward; it can be captured through engaging with beneficiaries and wider
stakeholders. It becomes more complex when organisations work in partnership with others
to create change to beneficiaries who may be far removed from the partner. One of the key
principles of SROI is about not over-claiming and this section will explain how this has been
applied to this analysis.
Displacement
This is an appreciation of how much of the outcomes have displaced other outcomes. In
other words, has a net benefit been created? If places in another program with similar
outcomes are going unfilled due to the work studied, then the value created has been
displaced – moved – from that program to this one, not created.
Benefit period and drop-off
Outcomes are not static. They are dynamic, occurring at different points in people’s lives
with different durations. SROI takes into account that benefits may last beyond the period of
the intervention and, as such, takes account for this in modelling outcomes over time. This is
known as the benefit period. Furthermore, SROI acknowledges that outcomes may diminish
over time; this is also taken into consideration and is known as drop-off.

6

Nicholls J, Lawlor E, Nietzert E, Goodspeed T (2009) A Guide to Social Return on Investment (London: The
Cabinet Office).
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Financial proxies
Proxies are financial approximations of social and environmental value; they are a key part
of SROI, as they allow us to express all the value created by a program – social, economic,
and environmental – in the same (dollar) terms. Proxies are required to value the things that
matter to stakeholders (instead of just the things that are easy to count) and as such are one
of the seven principles of SROI.7
Although social and environmental outcomes are not directly traded on the marketplace – it’s
not possible to directly buy self-confidence, for example, or clean air – we can often find
market transactions happening that imply a value for them. For example, a house in an area
with great air quality might sell, on average, for $10,000 more than a comparable house in
an otherwise comparable neighbourhood with worse air. In this situation, homebuyers are
placing a value of $10,000 for the outcome of “having clean air.” Similarly, while we can’t
directly buy a good family life, there are things traded on the market – counselling services,
for example – that are bought in order to achieve that outcome. Looking at how much (on
average) people are willing to pay for those market-traded goods gives us an approximation
or proxy for the value of those outcomes in dollar terms. These valuations have been
developed, to varying degrees of sophistication, by health, environmental, and well-being
economics – so finding an appropriate proxy can often be a matter of research. There is also
a growing, accessible bank of established proxies used in completed SROI work.
By looking for the average price in the market at large, we also avoid tying the value of an
outcome to someone’s ability to pay. This is very important point. A stakeholder living in
poverty might not be able to pay $10,000 for clean air, but that should not imply that clean
air is worth any less to her than to someone who was unconstrained in their purchasing
decisions.
Another approach to finding a proxy value for an outcome is to take a willingness-to-pay
approach and look at studies and surveys that have directly asked a sample of people to
assess how much they would be willing to pay for a given outcome. In these situations, it is
the diversity and size of the samples that controls for ability to pay.
In choosing proxies for the outcomes we identified in this study, we looked for the values that
approximated, as closely as possible, the complex nature of the outcomes for our specific
stakeholders. The “rationale” column in the table below explains why the proxy was chosen.

7

Nicholls J, Lawlor E, Nietzert E, Goodspeed T (2009) A Guide to Social Return on Investment (London: The
Cabinet Office) p.9.
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Proxies were chosen to provide a cost to an item or service that could offer the same
emotional result that our clients are stating as an outcome from being employed through the
services of Avalon Employment Inc. In turn, it was necessary to show revenue savings to our
funder if our clients are employed, as opposed to unemployed.

Considering significance
Many of the outcomes were derived from items mentioned by the client in the
questionnaire and survey with the sampled clients. Many times proxies were chosen to
show cost to be incurred by the client in achieving independence, but also showing savings
to a client because of better well being, in turn placing value on items not able to be valued
directly.
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Section 4. Findings

It has been our focus to evaluate the work of Avalon Employment and how the services
provided by Avalon Employment Inc. produced change. Although one may argue that the
job coach is a fundamental piece of our service, we have decided not to include the job
coach because their benefits were not measured. We regard the job coaches as a tool for
our clients in their development and growth within their employment experience and an
important piece within our service delivery. It should also be noted that not all clients are
supported the same and at different levels. Through our research we asked clients how
much change was directly due to AEI. For these reasons, these findings represent AEI’s
work as much as possible.
This section presents an analysis of the results from the representative sample if it were
applied to all of Avalon Employment’s stakeholders. Extrapolation of our sample findings
helps demonstrate what change may look like across all stakeholders.
The total social value created for each stakeholder is presented below, followed by a
breakdown of social value by stakeholder group.

Top-line findings
Benefits
If we were to extrapolate the findings of this study to all of Avalon Employment Inc.’s
stakeholders, the total added value, produced over a one-year period and attributable to
Avalon Employment Inc. is $1,723,210
A breakdown of this figure per stakeholder is presented in Table 7.1.
Table 7.1. Breakdown of total value by stakeholder.
Stakeholder
Individuals with Developmental/Intellectual Challenges
State (wider society)

All stakeholders

Value of benefits
$1,099,076
$624,134
$1,723,210
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Investment
Just as the calculation of the benefits arising from Avalon Employment’s activities takes into
account the wider social and economic elements; so must the calculation of the investment.
This evaluation seeks to understand about how Avalon Employment spends its money.
SROI analyses investments and benefits across the triple bottom line. It therefore accounts
for both financial and non-financial investments employed to bring about change. In this
analysis, the non-financial inputs are comprised of time donated by a number of volunteer
positions: Avalon Employment Inc. has limited volunteer time donated as we are a direct
service delivery agency for the provincial government. Volunteers are utilized as the Board
of Directors only.
The total investment required to deliver Avalon Employment Inc.’s work over a 12-month
period is $453,802 this figure comprises both financial and non-financial investment.

SROI ratio
Bringing together the net present value of the benefits extrapolated to all stakeholders and
the total investment over 12 months, the social return on investment ratio for Avalon
Employment is 1:3.80 This means that for every $1 invested in Avalon Employment’s
activities, $3.80 of social and economic value is created for beneficiaries.
This is a positive return on investment. It is worth noting that throughout this study, Avalon
Employment has been conservative with its assumptions, so as to add to the credibility and
to the robustness of the results.

Findings by stakeholder
While the SROI ratio is indicative of the cost effectiveness of Avalon Employment’s work,
and should incite discussion, it is only one metric against which decisions should be made.
Undertaking an SROI - and therefore challenging assumptions and making an organisation
open to scrutiny - is a valuable process in and of itself. This section of the report presents an
in-depth analysis of the value produced for each stakeholder.

Outcome incidence– how much change occurred for stakeholders?
Understanding what changes is the second principle of SROI and crucial to ascertaining the
effectiveness of a program or activity. Measuring outcomes let us measure effectiveness,
and therefore the value for money of an intervention. This section explains how the amount
of change occurring for each stakeholder was understood.
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Retrospective distance travelled covering a 12-month period yielded the following results
and showed distance travelled and amount of change the stakeholders experienced.

Total Net Present Value of benefits
Improved Financial Situation = $344, 209
Increased Self Esteem = $67,772
Increased Independence = $518,745
Improved Job Readiness = $131,223
Better Social Relationships = $37, 127

All Outcomes = $1,099,076
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Changes to the number of stakeholders engaged showed little sensitivity in the
model. The margin of error for this evaluation is 7.14%, indicating that we are 95%
confident that the results achieved fall within a range of 7.14% above and below the
magnitude of change reported.
Changes in attribution were the most sensitive assumption in the model, yielding
movements in the ratio of 20–40%. Although we are confident in the attribution
calculations used in our base case, this could be an area for further, longitudinal
research.
The model also demonstrated ratio movement in the deadweight of young people as
members for the outcome of prospects and aspirations. However, the deadweight
was more than doubled indicating that the model is not very sensitive to this element.

The sensitivity analysis has demonstrated that the model does not have a high degree of
sensitivity although further research into the more subjective areas, such as attribution,
would be recommended.
We ran the possible scenario looking at the cost of job coaches, as they are a part of our service and
found that there is a positive return to society from investing in job coaches in this way (for every
dollar invested, $1.30 of social value is created). More work needs to be done in this area but this is a
great starting point and demonstration of the wider social and economic value our work creates.
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Section 5. Recommendations & Learning

The total value of the SROI evaluation is more about the information that you find out along
the way versus the final ratio. This process has fundamentally changed the way our
organization is going forward. In addition, it has valued our 20 year assertion that value for
money in Supported Employment is real and can be assigned a value. Our issue was always
finding a model that not only demonstrated the value of the service, but provided the
organization with service specific information that could now be used to improve the delivery
of programs. Ideally services would be delivered in a perfect cycle, but with supporting
individuals with complex needs, the ability to be adaptable is critical. Using the increased
skill levels, individuals are able to move from one job to another, as well as have reduced
support and maintenance needs over a period of time.

Job
Maintenance
On Going
Support
Reduction

First Intake
Interview with
Client and any
Support Team

Job
Development

Second Intake
Interview

Placement
Negotiations

Employment
Choices,
Support
Requirements

During the initial research phase we
discovered that our process of intake
and assessment of individuals
requesting service was not the best
model for the individuals that we
serve. Through this analysis we
determined a new service delivery
model and a diagram that will be
given to clients at their first meeting.
It shows them in clear and plain
language how our services work. It
shows the long term commitment to
the client by showing that AEI will be
there in the long term and that clients
have many jobs over the course of
their careers, and that as an
organisation we are there to help
them with the employment choices
that they make.

The new intake process also allows for solid relationship building over an extended period of
shorter meetings. This allows the individual an opportunity to reflect on their employment
choices after the first meeting, and having additional plain language materials to review is
also helpful preparations for the next intake process. The process for seeking employment
for the first time is a challenge for anyone, individuals that we support face multiple barriers
including health, justice, housing, transportation, and food security, and these issues are in
addition to their developmental challenges.
Allowing individuals to become more comfortable talking about “what they want” is a process
that is on-going for many individuals.
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The SROI evaluation was also an opportunity to continue to develop additional tools for our
organization; including a new process for base lining individuals once they have secured
employment. These individual`s will have the opportunity to measure their distance travelled
after they have been employed for 6 months. With this tool, continued skills development
can be measured over a longer period of time. As well as allowing the individual to identify
areas of success and improvement.
This strategy will allow our organization to continue to develop programs that respond to
client need but are also generating those desires outputs as well as outcomes.
We now know what we want to measure, how to assign a value to it, and how to not over
claim the credit.
The interview process also clearly stated some truths that we wondered about but could not
confirm with any certainty until this report. We discovered that individuals feeling included in
work environments do not always translate into increased inclusion in their social networks.
Many individuals stated that they still struggle to make friends and have social contacts even
though they are working with lots of people. This fact, highlighted by the response of 85%
of individuals receiving services “stating that they had not seen an increase in social
contacts through their employment”.
This finding has brought our organization an opportunity to redevelop a position within the
organization to assist our clients with the additional services and educational sessions that
are not available to our clients. Information and educational supports that are needed to
maintain and expand on their developing independence and further skill development.
While this process is still in development, the goal of the change is to increase the
participation of individuals in social aspects of work as another indication of growing
independence and well-being. Since we have seen a substantial increase in the skill levels
of individuals we know that the right process to support these more “soft skills” will be
invaluable in other areas of individual’s lives and can be implemented on the work site as
well.

Skills Development
The SROI showed us that all of our clients have seen a 60% increase in their skill level since
starting employment. These skills are often transferable and will follow them to other
employment situations, building their skill levels further. For the individuals that we serve this
increase is proof positive that the service delivery model of “Place then Train” is working very
well for individuals with developmental/intellectual disabilities.
Other important changes that were noted by individuals are the sense of self and schedule.
Individuals reported that working had led to them having a better understanding of time
management and schedule for days they are off, or days that they have other things to
complete other than work.
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Final Recommendations
This process has given us so much more information that we expected, we have discovered
that we want to measure other things, the value to the employer as one example. Having the
tools and the understanding within the office staff to be able to continue to work on
improvements to service delivery is exciting for a not for profit. We see that change is very
possible, even when we are working within lager systems that are often viewed as confusing
and not client friendly.
As an organization we always felt from the beginning that we were going to share the results
of our review and analysis because we have 19 other similar organizations in the province
that provide very similar direct employment services.
We feel that there is great value with us sharing our experiences and supporting other
organizations to look at the SROI as another tool for evaluation.
We have also submitted a session prospectus to present on our findings at the National
Conference on Supported Employment in 2013.
While the process was longer than expected, the learning that we have had the opportunity
to engage in will affect the services that we deliver for many years to come. Having a
process of client input that allows us to see gaps in service is one that we are going to
continue to use, update, and implement on an ongoing basis.
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Appendix 1. Outcomes and indicators

1. Determine how you will identify data for each outcome, using:
a. Existing data
b. New primary data collection (e.g. surveys & focus groups of service users or
families)
c. New secondary data (e.g. local government statistics, research documents)
Stakeholder

Outcome

Improved
financial
situation

Indicator
Question 1: By how much has your financial
situation/income changed per week? $_____
Question 2: How often did you/do you exercise your
financial independence? None of the time (1) Rarely (2)
Some of the time (3) Often (4) All of the time (5)
Question 1: How often did you/do you feel good about
yourself?
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)

Employed
Client

Increased
self-esteem
(encompasses
confidence
Question 2: How often did you/do feel optimistic about
and better self the future?
image)
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)
Question 1: In general, I could/can do things on my
own
Strongly disagree (1), disagree (2), neither disagree nor
agree (3), agree (4), strongly agree (5)
Increased
independence
(both at work
and in own
life, linked to
autonomy)

Question 2: How often did you/do you feel useful?
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)
Question 3: I was able/am able to make up my mind
about things
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)

28

Better social
relationships
(comes from a
greater ability
to form and
maintain
relationships)

Question 1: How much of the time spent with your
immediate family was/ is enjoyable?
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)
Question 2: How often did you/do you meet socially
with friends, relatives or colleagues?
None of the time (1) Rarely (2) Some of the time (3)
Often (4) All of the time (5)
Question 3: I found/find it easy to make friends
Strongly disagree (1), disagree (2), neither disagree nor
agree (3), agree (4), strongly agree (5)
Question 1: Have your skills improved in the last six
months? (Please choose ONE)

Improved job
readiness/job
skills

No they No, they
No
Yes, they Yes they
have
have
change
have
have
worsened worsened
increased increased
a lot
a little
a little
a lot





Question 2: I use /used my time wisely.
Strongly disagree (1), disagree (2), neither disagree nor
agree (3), agree (4), strongly agree (5)
-an increase in employment rate offers higher tax
contribution
-government stats

Increased tax
take

Government of
Newfoundland
and Labrador

Tax intake from income: no. ppl Avalon gets into
employment (outcome incidence) x average wage per
person multiplied by average tax rate for wage bracket
(proxy) and then on to deadweight.
Was client a recipient of income support or
personal support before they were a client of
AEI? (existing data, personal data collection)
 Did financial/ personal support (from
government) change once employed
-people requiring income support reduced
-people requiring respite care (and related expenses)
reduced
-government stats


Reduction in
financial
assistance

Deadweight:
Question 1: What would have happened if you had not accessed Avalon’s services?
Comments____________________________________________________________
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Attribution:
Question 1: Did anyone else (person or service) play a role in you finding your job.
(Yes or no). Who?_____________________________________________________
Question 2: To what extent has Avalon Employment contributed to the changes mentioned
in this questionnaire?
None (1) A little (2) Some (3) A lot (4) A great deal (5)
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Appendix 2: Questionnaire
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Appendix 3. SROI MODEL DATA

Stakeholder

Total # of
stake
holders

Outcome description

Indicator Description

Outcome
incidence
(amount of
change)

Proxy description

Proxy ($)

Value produced
($)

60

Improved financial
situation

Change in client's weekly
income (survey)
Annual wage

n/a

Average amount of
disposible income per year

$3,516.96

$211,017.60

0.80

0.75

0.8

0.27

Cost of counselling
(Psychologist) per year

$2,040.00

$33,237.93

0.80

0.75

0.28

Total cost of rent, bills and
living costs per year
(provincial average)

$15,057.12

$254,413.41

0.80

0.15

Cost of a holiday (flight
+accomadation) orlando
Florida

$2,081.00

$18,208.75

0.60

Adult basic education @
Post-Secondary Institute
(September - april)

$1,795.00

n/a

Total tax take per person
for State: both federal and
provincial tax

n/a

Average reduction in
financial assistance per
year per person

60

Increased self-esteem

1. Frequency of client feeling
good about him/herself
2. Frequency of client optimism
about the future

Deadweight
Displacement
Attribution %
% (keep
% (keep
(keep amount()
amount)
amount)

Value after
impact ($)

Year 3

Year 4

Year 5

Total Value
($)

Net Present
Value ($)

$101,610.00 $101,610.00 $91,449.00

$81,288.00

$60,966.00

$40,644.00

$375,956.99

$344,209.15

1.0

$20,006.07

$16,004.86

$12,003.64

$8,002.43

$74,022.46

$67,771.60

0.75

1.0

$153,132.64 $153,132.64 $137,819.38 $122,506.11

$91,879.58

$61,253.06

$566,590.77

$518,744.78

0.80

0.75

1.0

$10,959.93

$10,959.93

$9,863.94

$8,767.95

$6,575.96

$4,383.97

$40,551.75

$37,127.34

$64,356.94

0.80

0.75

1.0

$38,736.75

$38,736.75

$34,863.07

$30,989.40

$23,242.05

$15,494.70

$143,325.97

$131,222.75

$1,032.44

$61,946.35

0.80

0.75

0.9

$33,557.22

$33,557.22

$30,201.50

$26,845.78

$20,134.33

$13,422.89

$124,161.73

$113,676.84

$5,440.00

$326,400.00

0.80

0.75

0.8

$150,686.13 $150,686.13 $135,617.52 $120,548.91

$90,411.68

$60,274.45

$557,538.70

$510,457.11

Year 1

$20,006.07

Year 2

$18,005.46

1. Strength of client's feeling that
he/she can do things on his/her
own
60

Increased independence

2. Frequency of client feeling
useful
3. Frequency of client feeling
able to make up his/her own
mind

Beneficiary:
Clients of
Avalon
Employment

1. Share of time client's time
spent with friends/family that is
enjoyable
60

Better social relationships

2. Frequency of social
interactions for the client
3. Client's level of ease in
making friends

60

Improved job readiness/job
skills

60

Increased tax take

1. Change in client's skill levels
over the past 6 months
2. Strength of client's feeling that
he/she uses time wisely

Amount of tax paid by Avalon
clients

1.Change in number of clients
receiving income support

Government
60

Reduction in financial
assistance

2.Change in level of income
support received
3. Change in expenditure on
respite care for AE
clients/families

Without
accounting for
Job Coaches

Accounting for
Job Coaches

Total benefits

$1,723,209.58

Total invesment

$453,802.00

SROI Ratio

$3.80

Total benefits
Total invesment
SROI Ratio

$1,723,209.58
$4,151,572.00
$0.42
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Appendix 4. Summary of Assumptions

Impact Explanations
Attribution – an assessment of how much of the outcome was caused by the contribution of
other organisation or people. We assess the proportion of credit that the Avalon Employment
Inc. can take for the change that has occurred, by taking account of other players involved.
Deadweight – an assessment of the amount of change that would have happened anyway, in the
absence of the Avalon Employment Inc.
Displacement – an assessment of how much of the change is a net benefit (i.e. a new change) or
simply the movement of change from one place to another. In employment, if one individual
gets a job then they are stopping someone else from getting a job – the benefit is displaced.
Benefit Period – the length of time that a change lasts and the benefits associated with that
change. This may be influenced by the duration of the activity or by other changes that occur.
Drop-Off – the length of the time that the change lasts in taken into consideration by the Benefit
Period. Over this period, the amount of change occurring is likely to decrease and will be
influenced by other factors, which decreases the attribution an organisation can take for the
change over time. Drop off predicts the amount by which change decreases over time in order to
understand the impact the Avalon Employment Inc. has on the changes that it creates
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Stakeholder 1: Client Serviced by Avalon Employment Inc.
Impact
consideration

outcomes

Value used in the model
(e.g. %, number of years)

Rationale (provide
background as to where
this number came from)

Source (e.g. survey or
put full reference of
external source)

Attribution

all

75%

Based upon information
complied from surveying
this stakeholder

Survey direct to clients,
this is their level of
attribution

Deadweight

all

80%

2 clients stated that they
believed they would still be
working without the service
of AEI

Based on probability of
alternative pathways as
facilitated by nef. This is
the next best benchmark.

Displacement

Improved financial situation

80%

A little displacement
because another person
may have got a job and
benefited financially but it is
worth mentioning that an
individual who needs
support would not of been
employed. We have a
limited client population
and only 3 service providers
in our area. A person who
required support could only
get support funding through
1 of 3 agencies.

UK Government suggests
displacement sensitivity of
20% for supply side
employment programmes.
Department for Work
Cost-Benefit Analysis
Framework, DWP 2010,
Page 21,
http://research.dwp.gov.u
k/asd/asd5/WP86.pdf

Increased self-esteem
Increased independence

100%

Better social relationships

100%

Improved job readiness/job
skills
100%
100%

Benefit period

Drop off

all

Year 1
Year 2
Year 3
Year 4

**see below

5 years

Estimated through
workshop with nef

100%
10%
20%
40%
60%

Estimated through
workshop with nef

Year 5
**There is little empirical evidence of displacement in supply-side programs (where employment support as opposed to
subsidies to employers). The UK government has issued guidance where sensitivities of 60%, 30% and 20% displacement
should be applied. We have selected a rate of 20% in light of the lack of evidence.
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Stakeholder 2: Government of Newfoundland and Labrador
Impact
consideration

outcomes

Value used in the model
(e.g. %, number of years)

Rationale (provide
background as to where
this number came from)

Source (e.g. survey or
put full reference of
external source)

Attribution

all

75%

Based upon information
complied from surveying
this stakeholder 1 (client)

Based on results from the
survey to clients

Deadweight

all

80%

2 clients stated that they
believed they would still be
working without the service
of AEI

Based on alternative
pathways and next best
benchmark developed for
clients.

Displacement

Increased tax take

90%

This estimate of
displacement takes into
account those who may
move into part time roles
when a full time option
would be likely for an
alternative employee. The
tax income for the State of a
part time worker is reduced
due to the tax free personal
allowance covering a higher
proportion of their income
than someone who works
full time, and is therefore
likely to have an increased
salary.

Taking data from the 2010
Labour Market Agreement
for Persons with
Disabilities report 2010-11,
“52.5% want only full-time
work, with the majority
3. (70.9%) of these
individuals having mild
disabilities”, however for
those with more severe
disabilities and more
generally women, part
time is shown to be more
favourable. The
displacement figure is
based on an assumption
that 10% of those
supported will only access
part time employment.
This is verified by
anecdotal evidence from
project staff.

Reduction in financial
assistance

76.7%

This figure considers the
support that the state gives
to those with disabilities in
the form of disability tax
credits in comparison to
those that are not eligible
for tax credit/ in work
benefit support. According
to 2006 data on Adults
living in households below
the after-tax LICO(low
income cut off), 14.2% of
those with disabilities and
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10.1% without were classed
as living in low income
households. If we make a
broad assumption that
these figures represent the
overall working population,
then we can use the
combine these figures to
make 24.3% which can be
used as a conservative
estimate of the
displacement, as it implies
that this group will be
eligible for continued
financial assistance, which
another candidate for an
employment opportunity
would not.
Benefit period

all

Drop off

Increased tax take
Year 1
Year 2
Year 3
Year 4

5 years

Estimated through
workshop with nef

Estimated through
workshop with nef
100%
10%
20%
40%
60%

Year 5
Reduction in financial
assistance
Year 1
Year 2
Year 3
Year 4

Estimated through
workshop with nef
100%
10%
20%
40%
60%

Year 5
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