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Executive summary

Context

UnLtd is the foundation for social entrepreneurs. Its core aim is to find, fund and support
enterprising people who have bold ideas for creating positive social change. Throughout
2019, UnLtd have worked with NEF Consulting to evaluate the impact created by social
ventures tackling the disability employment gap. In order to do this, an impact
measurement methodology and toolkit for social ventures was developed, and subsequently
used to undertake case studies of five social ventures receiving support from UnLtd.
Through its grant and investment funding, UnLtd has disbursed over £283,000 across the

five social ventures featured in this report, at an average of over £40,000 per venture.
Methodology

The research began with a co-design workshop involving NEF Consulting, UnLtd staff and
staff from five social ventures, in order to build Theories of Change for each social venture.
These mapped the stakeholders affected by the ventures, such as their direct beneficiaries
(people far from employment, in self-employment and students) and the Government
(through the impact on public expenditure). A wide range of outcomes were identified for
these direct beneficiaries, including different aspects of personal wellbeing such as self-
confidence, optimism, resilience, emotional wellbeing, reduced social isolation, as well as
financial security, income, educational qualifications, physical health, substance misuse and
offending. The outcomes affected for the Government included tax received, benefits paid

out and other forms of public expenditure.

These outcome frameworks were used to develop data collection tools and data from the
social ventures was collected between September 2019 and January 2020, which in turn fed
into Social Cost-Benefit Analysis modelling. This modelling looked at the change in each
outcome experienced by clients of each social venture, adjusted for the change that would
have happened anyway or was caused by factors other than the social venture itself, and

then monetised the resulting social value using established financial proxies.
Findings

The annual social and economic value generated by the five social ventures was found to be
in excess of their annual costs, with each recording a benefit-cost ratio of at least 1.81 and
two ventures recording far higher ratios. The social ventures covered in the analysis
managed to combine significant social value creation for their clients and employees with
financial viability. Wellbeing improvements made up a large proportion of the social value
created, with large increases in confidence, feeling useful and emotional wellbeing reported

by clients of all ventures.

The level of job creation varied between the social ventures analysed, in part due to the

different models in use at the ventures. Some of the social ventures focused on the earlier
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stages of a client’s progression into employment, such as through training of young people
who had dropped out of school. Although this support may not have created employment
in the short-term, there was evidence that it prevented harmful behaviours and laid the

foundation for further progress through training or work.
Challenges

During the data collection and modelling process, it was challenging to develop a common
measurement framework to evaluate a very varied group of social ventures. Similarly, some
of the ventures performed several different functions (e.g. providing training to some clients
as well as offering direct employment within the venture), not all of which could be

included in the evaluation with limited resources.
Recommendations

For future evaluations, a bespoke outcomes framework, survey and cost-benefit model
would be required to capture the full spectrum of value created by each social venture.
However, given that a bespoke evaluation is more resource-intensive, a light-touch
approach could be employed focusing on the outcomes most likely to be affected would
offer a way of capturing some of the social value created while minimising the burden of
data collection on the social ventures. A set of indicators focusing on wellbeing and
employment outcomes is provided at the end of this report to guide this light-touch

approach.
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1. Introduction

UnLtd is the foundation for social entrepreneurs. Its core aim is to find, fund and support
enterprising people who have bold ideas for creating positive social change. One of UnLtd’s
areas of focus is providing support and finance for social ventures tackling the disability
employment gap Throughout 2019, UnLtd have worked with NEF Consulting to research
both the type and extent of the social impact created by these social ventures, who have
between them received over £283,000 in grant and investment funds, at an average of over
£50,000 per venture. The purpose of this research was to develop an impact measurement
methodology and toolkit for the social ventures, and to undertake case studies of a number
of ventures using the resulting toolkit. This would help UnLtd and the social ventures to
better understand what outcomes the social ventures achieved through the services they

offer, and provide insights into where improvements might be made.

The method used to evaluate social impact was Social Cost Benefit Analysis (SCBA). SCBA
is an extension of economic cost-benefit analysis, adjusted to take into account a wider
spectrum of costs and benefits (including social impacts) that stem from a project or
intervention. For example, a programme might seek to reduce loneliness in older people.
The relationship between reduced loneliness and improved health is well established and as
such there are economic benefits associated with this impact (Age UK, 2015). SCBA is an
‘outcomes-based” evaluation. In order to measure social impact, it requires clearly defined
outcomes (the change that occurs as a result of an activity). The stages involved in

conducting an SCBA are outlined in Table 1.1.

Table 1.1. Social Cost-Benefit Analysis (SCBA) stages

Social Cost-Benefit Analysis (SCBA) stages

1. Establishing scope and identifying stakeholders
2. Mapping outcomes

3. Evidencing outcomes and giving them a value
4. Establishing impact

5. Calculating the SCBA

6. Reporting, using, and embedding

SCBAs were carried out for five social ventures, which included social ventures that employ
people with disabilities (impact employers), and social ventures that provide services to
support people with disabilities to gain employment (impact sellers). Data collection began
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in September 2019 and was completed in in January 2020. The steps involved in conducting

the SCBA analysis are detailed in the following sections.

2. The scope of the analysis

The first stage of a SCBA process is to define its boundaries. This involves deciding which
areas of activity to include, and which stakeholders are affected by the activity. This SCBA
focuses specifically on the social ventures supported by UnLtd who help reduce the
disability employment gap. The impact that UnLtd has on ventures, through its financial
and non-financial support, should be evaluated separately in order to offer a complete
picture of impact from the point of financing to the benefits generated for ventures’ service
users. However, the scope of this piece of analysis has focused solely on the impact created
by ventures for their service users. Prior to commencement of this research, UnLtd

categorised these social ventures into three different models:

The research was interested in different models supported by UnLtd, originally categorised

into three groups:
¢ Impact Employer: social venture directly employs people with a disability.

¢ Impact Seller: social venture provides support (e.g. training courses or delivering
other employment-related service) to people with a disability to help them into

employment.

* Hybrid: social venture uses a combination of the Impact Seller and Impact

Employer model

Figure 2.1 visualises these different models. Note, the figure presents a Profit Donor model
type. No case studies mapped to the Profit Donor model type for this study.

Figure 2.1. UnLtd Social Venture Impact Model Categories
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UnLtd’s Social Venture Impact Model Categories

Impact Seller Impact Employer Profit Donor

generate social impact by selling products generate social impact by employing generates social impact by investing in
services to benefit others in society. harder to reach people within their social good outside the venture.
venture.

—

—r
Any combination of the above 3 impact model -o
categories Unl‘td

The subsequent research focused on Impact Employers and Impact Sellers reflecting the
range of social ventures opting to take part of the research. The range of stakeholders
impacted by the social ventures” work was determined at a co-design workshop held in May
2019. This workshop involved UnLtd staff and representatives of five social ventures. This
session focused on building Theories of Change for each social venture. Across the five
ventures, the following groups of stakeholders (people experiencing change as a result of the

social venture’s activities) were identified:

e 15-18 youths e Students (institution)

e 19-24youths e Workplace Employees

e Autistic Young People e Homeless people

e Adults e Employees & volunteers

e Children (10-18 years) e Customers

e Families and carers of employees e Local Government / Disability

Employment Commissioner
¢ Government

e Mentors

The diversity of stakeholders listed above highlights the wide range of areas social ventures
supported by UnLtd to reduce the disability gap are involved in. These stakeholders can be

grouped as:
1. Direct beneficiaries:
o people far from employment (Impact Employer)

o people far from employment / in employment / self-employed / students

(Impact Seller)

2. Families and carers of direct beneficiaries
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3. People who are homeless (one particular venture)
4. Government

This research focuses on direct beneficiaries and Government. Research limitations in terms
of data collection meant families/carers and people who are homeless were not included in

the scope of this research.

3. Mapping outcomes

Another aspect of the co-design session involved mapping outcomes that each venture was
seeking to achieve for its stakeholders. This process involved discussion between the social
ventures, UnLtd and NEF staff, and resulted in developing a Theory of Change diagram for

each social venture!. These diagrams included the following information.
e The need (context) and aim for each social venture.

e The short, medium and longer term outcomes supported by each social venture for

each stakeholder, and a definition of these time periods.

e The activities and how they drive the outcomes (what the activities are, how they are

delivered and why they are designed that way).
e The external factors that can enable or prevent the outcomes.

Following the workshop, generalised Theory of Change diagrams for Impact Sellers and
Impact Employers were created (Figures 3.1 and 3.2). The outcomes for each identified
stakeholder for both models are detailed in Tables 3.1 and 3,2. That many of the outcomes
are the same across Impact Seller and Impact Employer ventures indicates similarities
between these models. Although each social venture can be categorised into one of the
models due to their primary activities, a number of the social ventures have elements of both
models (hybrid).

! Theory of Change diagrams for each venture are presented in Appendix A.

10
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Figure 3.1. Theory of Change diagram for Impact Employers
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Figure 3.2. Theory of Change diagram for Impact Sellers
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Table 3.1. Outcomes for Impact Employers

Medium-term (6-12 months) Increased optimism

Long-term (12+ months)
Increased confidence and self-esteem
Long-term (12+ months)

Direct beneficiaries
(people far from
employment)

Long-term (12+ months)
Long-term (12+ months)
Long-term (12+ months)

Long-term (12+ months)

Long-term (12+ months)

Improved emotional wellbeing
Economic empowerment
Reduced unemployment
Improved qualifications
Improved nutrition

Less negative coping

Families or carers of direct

S Medium-term (6-12 months)
beneficiaries

Increased positivity in the family

Increased contribution to tax and reduction

Medium-t -12 th
edium-term (6-12 months) in benefits drawdown

Government

Long-term (12+ months) Reduction in offending

Table 3.2. Outcomes for Impact Sellers

Stakeholder

Direct beneficiaries (people

far from employment / in
employment / self-
employed / students)

Government

Employer

People who are homeless

Short-term (0-6 months)
Short-term (0-6 months)
Long-term (12+ months)
Medium-term (6-12
months)

Long-term (12+ months)
Long-term (12+ months)

Long-term (12+ months)

Long-term (12+ months)
Medium-term (6-12
months)

Long-term (12+ months)
Long-term (12+ months)

Long-term (12+ months)

Long-term (12+ months)
Medium-term (6-12
months)

Short-term (0-6 months)
Short-term (0-6 months)
Long-term (12+ months)
Long-term (12+ months)
Long-term (12+ months)

Increased resilience
Increased confidence and self-esteem

Improved emotional wellbeing
Reduced social isolation

Economic empowerment
Reduced unemployment

More positive role model in a previously
workless household

Improved financial health
Improved educational attainment

Increase in graduations

Improved qualifications

Increased contribution to tax and reduction in
benefits drawdown

Reduction in local authority housing costs

Reduced absenteeism

Increased confidence and self-esteem
Reduced stress and anxiety

Feeling of social inclusion

Economic empowerment

Secured accommodation

13
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4. Evidencing outcomes and building

modelling assumptions

SCBA requires a number of pieces of data. The net value created by the service is calculated
by using outcomes data (depth and length), alongside data and assumptions regarding
additionality and the value of the outcomes created. To increase the reliability of the

findings, a conservative estimate is used for each aspect of the SCBA model.
The application of the SCBA methodology consists of a number of steps:

1. Outcome incidence. SCBA involves determining how much change has occurred. In
this case, self-reported indicators are used to understand the depth of the outcome,
or the average “‘distance travelled” since the beginning of the intervention (i.e., the
magnitude of that change for those experiencing it). The average of each outcome has

been used in the analysis.

2. Establishing impact. While Step 1 gives us the gross change for each outcome, to
understand the impact created by the social venture we identify other factors that

might have influenced the change. The following aspects are considered:

Counterfactual is defined as an assessment of the amount of change that would

have happened regardless of involvement with the social ventures.

Attribution involves defining the percentage of overall change that is

attributable to social ventures, compared to other actors.

Displacement is an assessment of how much of the change (remaining after
considering counterfactual and attribution) can be considered as a net benefit
(i.e.,, anew change), or whether it is the result of a movement or change from one

place to another.

Each of these factors is considered separately for each outcome in order to calculate

the net change for each outcome.

3. Giving outcomes a value. Once the net change has been measured, the next step
consists of defining and assigning proxy financial values. SCBA involves expressing
all outcomes in monetary terms, to allow them to be evaluated in a common unit.
This allows reviewers to consider the relative worth of different outcomes as well as
their magnitude. The overall value is calculated by combining the outcome incidence

with the monetary value for each outcome and summing across all outcomes.

4. Establishing how long outcomes last. Ventures create value on an ongoing basis,
but it is also likely that some impacts may sustain beyond the intervention period.
This benefit period, defined as the length of time that the benefits associated with a
change will last, may be influenced by the duration of the activity, or by other

14
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external influences. Similarly, the effects might last for a long period but decrease
over time (this rate of decrease is referred to as the ‘drop off’). For the purposes of
this evaluation, which is preliminary and not necessarily reflective of the full
duration of social value creation arising from the ventures, we record the value
created per outcome per year for service users and government. We do not extend

the benefit period beyond one year or apply any drop off.

5. Calculating cost. The total value created must be compared to the cost of funding
each social venture. The cost of the service is considered in terms of full cost
recovery, meaning that all funding streams are included, to represent operational

costs and any fixed assets (such as rent).

6. Discounting value. Lastly, benefits and costs are discounted to represent their
present value. All benefits accruing and costs borne into the future are adjusted to
represent their ‘worth” at today’s prices. This is done by applying a discount rate to
all future costs and benefits. The discount rate represents a time preference: the

higher the discount rate, the greater the assumed preference for the present.

Of necessity, an SCBA requires the determination of a series of assumptions in order to
model results. In general, we have been conservative in our assumptions to ensure that
results do not over-claim social value. A description of the data inputs and their associated

research, for each of the dimensions above, is provided in the following sections.

Evidencing outcomes

To measure the magnitude of change experienced by stakeholders for each outcome, we
carried out surveys with each social venture’s beneficiaries. The survey approach was
slightly different for Impact Employer and Impact Sellers. The research team visited the
venture and undertook a survey interview for Impact Employers. For Impact Sellers, given
the larger sample sizes required, a number of approaches were taken. Either a survey was
administered online (via SurveyMonkey or other survey software) or undertaken by venture

staff during a pre-organised meetings (such as three-month review).

Surveys were developed based on the outcomes described in Section 3. Given the diversity
of social ventures, not all outcomes identified in the Theory of Change workshop were
deemed significant and relevant. In consultation with each venture, surveys were amended
to ensure their relevance and effectiveness for their target audience. The questions (or
‘indicators’) used in the surveys are detailed in the following section. More details on how
surveys were administered and amended for each social venture are outlined in each case-
study section. The survey template for Impact Sellers and Impact Employers is detailed in

Appendix B.

15



Social Cost Benefit Analysis of Social Ventures Tackling the Disability Employment Gap

Indicators

Each outcome had one or more indicators. Tables 4.1 and 4.2 outline outcomes and

indicators for the Impact Employers and Impact Sellers, respectively.

Table 4.1: Outcomes and indicators for Impact Employers

Indicator description

Increased optimism

Increased confidence and self-esteem

Improved emotional wellbeing

Economic empowerment
Reduced unemployment
Improved qualifications
Improved nutrition

Less negative coping

Increased contribution to tax and
reduction in benefits drawdown

Reduction in offending

I've been feeling optimistic about the future

Source: WEMWBS
I've been feeling confident
I've been feeling useful

Source: WEMWBS

Overall, how satisfied are you with your life nowadays?
Overall, to what extent do you feel that the things you do
in your life are worthwhile?

Overall, how happy did you feel yesterday?

On a scale where 0 is “not at all anxious” and 10 is
“completely anxious”, overall, how anxious did you feel
yesterday?

Source: ONS

I feel I am able to live independently and control the
direction of my life

Money earned through employment

Proportion of trainees achieving a given qualification

How many portions of fruit and vegetables did you eat
yesterday?
Would you say you had a problem with drugs or alcohol?

Time spent in employment at the impact employer (FTE
jobs per person)

Time spent in employment elsewhere (FTE jobs per person)
Time spent in training

How many times in the past year have you received a
police caution?

How many times in the past year have you been arrested?

16
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Table 4.2: Outcomes and indicators for Impact Sellers

Indicator description

Increased resilience

Increased confidence and self-esteem

Improved emotional wellbeing

Reduced social isolation

Economic empowerment

Reduced unemployment

More positive role model in a
previously workless household

Improved financial health

Improved educational attainment

Increase in graduations

Improved qualifications

Increased contribution to tax and
reduction in benefits drawdown

When things go wrong in my life, it generally takes me a
long time to get back to normal

Source: European Social Survey / National Accounts of
Wellbeing
I've been feeling confident

Source: WEMWBS
I've been feeling useful

Source: WEBWMS

Overall, how satisfied are you with your life nowadays?
Overall, to what extent do you feel that the things you do in
your life are worthwhile?

Overall, how happy did you feel yesterday?

On a scale where 0 is “not at all anxious” and 10 is
“completely anxious”, overall, how anxious did you feel
yesterday?

Source: ONS
I've been feeling close to other people

Source: SWEMWBS

I feel I am able to live independently and control the
direction of my life

Money earned through employment

In my daily life I get very little chance to show how capable
Iam

Source: European Social Survey / National Accounts of
Wellbeing

How well would you say you yourself are managing
financially these days?

Source: HACT Social Value Bank
Proportion of degree graduates achieving al/2.1/2.1I

Proportion of students who graduate from their
undergraduate degree course

Proportion of trainees achieving a given qualification

Time spent in employment at the impact employer (FTE
jobs per person)

Time spent in employment elsewhere (FTE jobs per person)
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Proportion of trainee