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Building 100 years of Impact — Churchill Fellowship Report

This report has been written for social entrepreneurs to share my findings on achieving
sustainable scale in social enterprises. The title both describes the achievement of the founder
of Goodwill® and the ambition | hope to inspire in new founders.

My aim is to share the learning from my Churchill Fellowship trip, where | investigated the
comparison between social enterprises in the USA and the UK in relation to scale of impact
and legacy.

| chose to focus on social enterprises working to employ those disadvantaged in the labour
market. In the UK, there are reported to be 100,000 social enterprises contributing £60 billion
to the economy. Roughly a quarter of these social enterprises focus on providing employment
and training to disadvantaged individuals.

With a turnover of $6.4 billion' and the impact of supporting millions of people into employment
since starting in 19022, the Goodwill network of organisations met my criteria regarding scale
and focus on employment. My visits to seven local Goodwill organisations coupled with
interviewing 18 Goodwill Presidents and Chief Executive Officers, formed the backbone of my
trip and the focus of this report. Over the course of the trip, | interviewed more than 90 senior
leaders in organisations working in or alongside social enterprises in eight states.

Dr Edgar James Helms started Goodwill in 1902, and the 156 organisations in the group still
follow his original aim and approach. Dr Helms built a sustainable social enterprise that has
continued to grow throughout the years without mission drift.

Creating a social enterprise with 100 years of impact is not easy; this report shares some of
the areas to focus on if this is your quest. The findings and recommendations highlight ideas
for social entrepreneurs in the following areas:

e start with revenue from trade

¢ include continuous internal communication of the mission

e remember community engagement and collaboration

e develop a culture of learning with intentional sharing of innovations, successes and

failures
e keep a focus on processes
¢ exploit the opportunities created in the digital world

Above all, this report aims to inspire social entrepreneurs to consider ways in which to achieve
scale of impact and revenues by sharing the legacy of the Goodwill movement.

" This is current data from Goodwill at publication. For the most up to date figures please look at www.goodwill.org
2 For more details on their impact, please read the impact report here - https://www.goodwill.org/annual-report/
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| crafted and planned a trip based on the opportunity to have in-depth visits with seven very
different organisations in the Goodwill group, attend the Delegate Assembly (23" to 27t June
2018) where | was able to meet many more people from Goodwill, as well as interview a
further 12 Presidents. | added more visits into the trip, some of which were planned while
others were more serendipitous and spontaneous. In this report | have focused on sharing with
social entrepreneurs who are seeking to create a legacy of impact, the learning from
Goodwill’s almost 120 years of changing people’s lives through social enterprise.

During the trip | made audio recordings of most of my interviews with senior leaders.
Sometimes we chatted on road trips which proved difficult to record but | still collected over 50
hours of recordings. | have drawn on these interviews and referred to many in the Appendix
named “In the Presidents’ words”. | hope to expand on the interviews and visits in further
research and articles.

| started each in-depth visit and interview with a broad request for extensive information on
staffing, revenue streams, support programmes, governance and financials. Many
organisations shared their data; however, in this report | have only shared that data which is
publicly available in addition to interview quotes and my conclusions. This is because the data
provided between organisations was uneven.

Language

| have used British spelling unless | was quoting an organisation’s name or directly quoting
from an American source where | have used American English.

Throughout the report | refer to the Goodwill mission. By this | mean their social mission or
impact focus and not a religious idea of missionary activities. The Goodwill mission states:

Goodwill works to enhance people’s dignity and quality of life by strengthening
their communities, eliminating their barriers to opportunity, and helping them
reach their full potential through learning and the power of work. 3

Goodwill Presidents often use both Chief Executive Officer and President in their titles, | have
used President in this report as more Goodwill leaders who were interviewed preferred that
title to CEO.

3 Goodwill Industries International board approved mission statement.
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Context

About the author

My name is Karen Leigh Anderson* and | am the author of this report. | have spent the last 18
years of my career working with social entrepreneurs to start and grow social ventures,
primarily across the UK. Before this focus | worked with IBM, Oracle, Grant Thornton, Investec
Bank and various technology companies in Johannesburg, Cape Town, London and
Cambridge.

Over the years | have worked with about 1,000 organisations and have become increasingly
interested in what makes an organisation sustainable. In the social venture world, the failure of
a business has a wider effect than a failure in the private sector. Social enterprises promise a
solution to a social or environmental problem which often directly impacts individuals’ lives.
Thus, the failure of a social venture breaks a promise of hope to core stakeholders. | am
committed to supporting the growth of more and better social ventures to create greater and
deeper social impact.

| am currently based at Cambridge Social Ventures, which is part of the Centre for Social
Innovation at the Cambridge University Judge Business School®. As part of the faculty, | work
directly with social entrepreneurs through the Social Venture Weekend® and the Social Venture
Incubator’. In addition, | support colleagues researching social innovation®. | also consult with
social ventures and deliver training for ambitious social entrepreneurs through organisations
like UnLtd®, Inspiring Scotland'?, Social Enterprise East of England’" and iSE'2.

4 https://www.linkedin.com/in/karenleighanderson/

5 https://www.jbs.cam.ac.uk/faculty-research/centres/social-innovation/

6 https://www.jbs.cam.ac.uk/faculty-research/centres/social-innovation/cambridge-social-ventures/social-venture-
weekend/

7 https://www.jbs.cam.ac.uk/faculty-research/centres/social-innovation/cambridge-social-ventures/social-venture-
incubator/

8 Discussed in more detail in this article https://www.gsb.stanford.edu/faculty-research/centers-
initiatives/csi/defining-social-innovation and definition included in the Glossary Appendix.

9 https://unltd.org.uk

10 https://www.inspiringscotland.org.uk/

1 http://www.seee.co.uk/

12 http://www.i-se.co.uk/
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Winston Churchill Travel Fellowship in Enterprise 2018

The Churchill Fellowship Trip provided an opportunity for me to broaden my knowledge and
experience around building sustainable social enterprises. My initial application was to
investigate how social enterprises in the USA approach scale and growth.

| enjoy assisting ambitious individuals scale enterprises that deliver various types of impact.
Social Firms'3 are a specific type of social enterprise that are working to deliver employment
and training for those disadvantaged in the labour market. | spent most of the first 10 years of
my career in the third sector working primarily with Social Firms and | have a continued interest
in the creation of real and meaningful employment for those who want to work regardless of
their disadvantages. This original focus and abiding interest led me to refine my Fellowship
onto Social Firms and scale in the United States.

Definitions in this space are often a little vague and tend to be more inclusive than specific. My
interest is in organisations that are incorporated with the social mission to create employment
(with training as a necessary add-on) for those furthest from the job market, alongside a
commitment to deliver this mission through business. Whilst technically these organisations
could be referred to as Social Firms or Work Integration Social Enterprises, in this report | am
using the more common term of social enterprise or social venture'®, as both terms apply to
the organisations | have been working with. | have included the various definitions of social
enterprise in the Glossary.

>

My focus ensured research on
organisations which have a long-term
mission focus, as opposed to those that
include it in operational models or missions
but not in legal organisational objectives.

ENTERPRISE

P

TRAINING EMPLOYMENT

In this area there are organisations that
work along two matrices:

1. Organisational Model - service
delivery/charitable work versus revenue
generation through trade (enterprise)

2. Impact Focus - training versus
employment !
Figure 1 shows these matrices and ' IMPACT FOCUS
highlights the area that this Fellowship has
focused on in blue.

MODEL

CHARITABLE

Figure 1. Business Model and Impact

'3 Social firm is the British term for a work integration social enterprise (WISE), a business created to employ
people who have a disability or are otherwise disadvantaged in the labour market. There is a full definition in the
Glossary Appendix.
"4https://orbi.uliege.be/bitstream/2268/90492/1/Work%20Integration%20Social %20Enterprises %20in%20the %20
European%20Union_An%20overview%200f%20existing%20models.pdf

5 “A social venture is an undertaking by a firm or organization established by a social entrepreneur that seeks to
provide systemic solutions to achieve a sustainable, social objective”. https://en.wikipedia.org/wiki/Social _venture
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In researching organisations in the USA that met my focus, | looked for those with an
emphasis on trading for more than 10 years alongside achieving scale in impact. During this
research, | met Wesley Helms'®, a visiting academic to the Cambridge Centre for Social
Innovation. He introduced me to Goodwill'”, which was founded in 1902. On researching
Goodwill, I discovered that it met all the requirements to be the focus for my Fellowship.

Since Goodwill is a network of independent organisations across the United States and further
afield, it provided a variety of opportunities for visits and interviews. This report is primarily a
reflection of this research into the Goodwill network, considering the issues of scale and its
legacy of impact. The opportunity for a deep dive into a successful and sustainable group of
companies was fantastic. My initial research (which was confirmed during the trip) indicated
that there were no other American organisations which could be classified as social
enterprises, and which addressed my focus on employment through enterprise on the scale
that Goodwill did. As a result, my trip focused primarily on this group of organisations which
also granted me exceptional access to their senior leaders.

As my trip progressed, | had the opportunity to meet with a selection of other organisations in
the social enterprise space'®, including REDF'?, a venture philanthropy fund that only invests
in social enterprises working in the employment space in the United States. Reviewing REDF
investment data and the scale of the organisations they work with, confirmed to me that the
Goodwill network included the main organisations in the United States that met my specific
criteria of scale in employment through enterprise.

| have summarised the core data of my travel in Figure 2 below:

Days away 57
States visited 8
Cities visited 19
Organisations engaged with 43
Number of people interviewed (senior management 90
or above)

Goodwill Presidents interviewed 18
Hours of interviews 60+

Figure 2. Trip Summary Data

An unexpected source of learning for me was travelling in a country which | had never visited
before. | enjoyed discovering aspects of American culture as | explored the many cities |
visited. This complemented my social enterprise research.

United States of America and the United Kingdom

The size of the United States has a different sense of scale to the United Kingdom. My trip
gave me an introduction into the vastness of the country.

16 hitps://brocku.ca/goodman/faculty-research/faculty-directory/wesley-helms/
17 http://www.goodwill.org
8 These are all listed in Appendix 2.

19 http://redf.org/
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It was only through visiting and planning the cross-country excursions on my trip that |
understood its size. For comparison:

e the UK has an area of 242,495 km?2

e the USA covers an area of 9.834 million km?

As a result of the vastness of the geography, each Goodwill organisation covers an area that is
larger than most social enterprises in the UK would even seek to work across.

When considering the scale and legacy of Goodwill, it is also helpful to have a sense of the
population in the two countries, which is depicted in Figure 3:

United Kingdom United States of America
Population 66 million (2017)%° 326.7 million (2018)?
% Unemployed 4% (June/August 2018)?? 3.8% (Sept 2018)%3

Figure 3. UK and USA Population and Employment Figures

It is interesting to note that the British population is approximately one fifth of the American
population, whereas the comparative size of America is greater than 40 times the size of the
United Kingdom.

During my trip, there was much in the press about the low unemployment figures. These are
relevant to organisations seeking to place people into work. However, as in the UK, when the
figures are discussed in more detail two aspects appear:

1. These low figures are not realistic. They do not measure the true rate of unemployment
as they exclude people who have stopped looking for work because they are too
discouraged to try and those who are in part-time work but would prefer full-time work.

2. Organisations working to place individuals disadvantaged in the workplace into
employment are dealing with more difficult cases than in previous years because
anyone who was able to get a job without support is already employed.

This report investigates how organisations could reach significant scale while recognising that
this concept is likely to be relative to the country in which the organisations develop. |
interviewed Goodwill organisations ranging in revenue from $11 million to $270 million. The
most successful British social enterprise that | have worked directly with recently reached

£6 million in turnover. They are considered highly successful.

There is an additional difference in the countries which is worth highlighting. The UK
government has historically rewarded individual investment through tax reliefs; in turn the
American government has historically rewarded individual philanthropy through tax reliefs.

20 https://www.ons.gov.uk/

21 hitp://www.worldometers.info/world-population/us-population/
22 hitps://www.ons.gov.uk/

23 https://tradingeconomics.com/united-states/unemployment-rate
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In the United Kingdom, social enterprises have sometimes benefited from investment
encouraged by tax reliefs, while the impact of the launch of the Social Investment Tax Relief?*
for regulated social enterprises? is still being assessed with interest.

In contrast, in the United States the influence of government incentivised philanthropy on the
development of social enterprises in general is significant. However, in the Goodwill group only
12% of revenue is comprised of grants from individuals, trusts and foundations or government
funds. The Goodwill approach to grant funding, overall, is similar to that of successful social
enterprises in the UK; they build organisations on earned income and use grants for top-ups,
specific project launches or physical buildings where those are required.

There is an additional corollary to the issue of philanthropy in America with regards to
Goodwill. Their retail model is based on selling donated goods. (Retail sales across the group
account for 75% of revenue). One could argue that a culture of government incentivised
philanthropy encourages goods to be donated. However, in my experience, working with social
enterprises and considering the many charity shops on British high streets, | do not consider
this a key difference in culture between the countries.

Finally, | need to emphasise that | am not recommending that the Goodwill retail thrift model be
transplanted into the UK. This has been tried by Goodwill with local partners in the past without
success. However, there are elements of the Goodwill approach to running a social enterprise
that | am recommending British social entrepreneurs could learn from.

Social Enterprise in the UK

| thought it would be relevant to include some statistics on the sector in the UK. Since 2009,
Social Enterprise UK?6, the national membership body for social enterprise, has conducted
surveys into the state of social enterprise.

According to Social Enterprise UK, social enterprises are businesses that:
o have a clear social and/or environmental mission set out in their governing
documents
generate most of their income through trade
reinvest most of their profits
are autonomous of the state
are majority controlled in the interests of the social mission
are accountable and transparent?’

O O O O O

There is no separate data set for Social Firms?8, however, within the Social Enterprise UK
surveys there are statistics regarding employment as a mission focus.

24 https://www.gov.uk/government/publications/social-investment-tax-relief-factsheet/social-investment-tax-relief
25 Definition included in Glossary.

26 https://www.socialenterprise.org.uk

27 https://www.socialenterprise.org.uk/what-is-it-all-about

28 Social Enterprises that have their main mission to provide employment and training to the disadvantaged.
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| have included an Appendix with further detail on social enterprise in the UK but would like to

highlight a couple of relevant details here:

e In 2018 there were 100,000 social enterprises with 2 million employees contributing £60
billion to the UK economy?°.

It is interesting to note that the total revenue of the Goodwill network is equal to roughly one
tenth of the total revenue of all UK social enterprises according to these figures.

e Over the years the size and variation in turnover of social enterprises has consistently
fluctuated a little, resulting in the largest quantity of social enterprises having a turnover of
less than £50,000 while the smallest number have turnovers greater than £5 million.

In contrast, the turnovers of the local Goodwill organisations | interviewed ranged from $11
million to $270 million.

e Social enterprises have consistently focused on creating employment opportunities for
those disadvantaged in the labour market, ranging from 24% to 27% between 2011 and
2017.30

Social Enterprise in the USA and the choice of Goodwill

An organization or venture (within an organization) that advances a social mission
through market-based strategies. These strategies include receiving earned income in
direct exchange for a product, service or privilege3'.

This definition is from The Social Enterprise Alliance®?, the social enterprise member
organisation in North America. Both the definition and the report it is taken from reflect a
membership of social enterprises that is similar to the trading subsidiary of a charity in the UK.
This is a slightly different focus from the membership of Social Enterprise UK, where most
members are independent trading businesses.

It is interesting that workforce development is highlighted as one of the top five mission areas
for social enterprises in the US. This is from a 2010 report by The Social Enterprise Alliance
reviewing the sector. “Social Enterprise: A Portrait of a Field”*3 highlighted that one of the top
five mission areas is workforce development.3* Workforce development3® corresponds with
providing employment and training, thus reflecting a similarity in focus within social enterprises
in both countries. Considering the low unemployment figures in both countries, noted earlier in
this report, this is an interesting phenomenon, especially considering | have seen first-hand
how difficult fulfilling this mission focus can be.

29 hitps://www.socialenterprise.org.uk/the-hidden-revolution

30 Fight Back Britain 2011 p23 and Future of Business 2017 p32

31Social Enterprise: A Portrait of a Field by Community Wealth Ventures (CWV), The Social Enterprise Alliance,
The Center for the Advancement of Social Entrepreneurship (CASE) 2010
https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/report-cwv-sea-case.pdf page 1
32 https://socialenterprise.us

33 https://community-wealth.org/sites/clone.community-wealth.org/files/downloads/report-cwv-sea-case.pdf

34 Social Enterprise: A Portrait of a Field by Community Wealth Ventures (CWV) page 4

35 “Workforce development, is defined as an American approach to economic development, attempts to enhance
a region's economic stability and prosperity by focusing on people rather than businesses. It essentially develops
a human-resources strategy”. https://en.wikipedia.org/wiki/\WWorkforce development
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From my personal experience and that of the people | interviewed in the USA, the people who
are being supported into employment by social enterprises are seldom counted as
unemployed in the statistics. This is because they are often people with disabilities, or
veterans, people with a history of homelessness or complex needs, or those who have been
released from prison. These groups are not always counted as jobseekers and hence are
perhaps excluded from unemployment figures.

One exception is NEETS?36. These are young people who are not in employment, education or
training, who are often included in unemployment statistics and who are also often served by
social enterprises.

When reviewing social enterprise with a focus on employment in America, it is important to
return to REDF?®’. As mentioned earlier in this report, REDF is a venture philanthropy fund that
only invests in social enterprises working in the employment space in the United States.

The REDF 2017 Impact Report3® provides some useful statistics to contrast those of The
Social Enterprise Alliance figures mentioned. The Social Enterprise Alliance figures were
mainly influenced by larger organisations running one or more social enterprises as
subsidiaries or divisions to deliver a variety of impact. The REDF figures in turn are focused on
social enterprises whose businesses were developed to provide paying jobs and supportive
services to people overcoming serious employment barriers.

The REDF report states that 83 organisations received investments which generated $178
million in income, and assisted, trained and employed 9,954 people. However, these statistics
include at least one Goodwill organisation whose scale would represent one third of these
figures. This ratio illustrated to me the relative size of many individual Goodwill organisations in
the social enterprise employment space in relation to other organisations with a similar
mission. This comparative size difference is also reflected in a significant difference in
longevity of the social enterprises working in this space. These considerations confirmed to me
that focusing on Goodwill was the most appropriate approach for my Fellowship trip.

When reviewing my choice to focus on a network of organisations, | considered two other
approaches:

1. Visit other organisations of similar age to Goodwill, like the Salvation Army2®° or the
Society of St. Vincent de Paul*?, which also run thrift stores and services to support
people into employment.

The difference was the emphasis on volunteering versus employment — Goodwill
has always worked toward employment and enterprise whereas the other large
organisations are more about charitable service provision and volunteering*.

36 Definition in the Glossary Appendix 1

37 http://redf.org/

38 https://socialenterprise.us/article/redf-2017-impact-report/

39 https://www.salvationarmy.org/

40 hitps://www.svdpusa.org/

41 These impressions were confirmed anecdotally during my travels when | met people who had more knowledge
than | of these two organisations, as well as other large nonprofits in the US.
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2. Visit a broad variety of American social enterprises working in employment provision
or workforce development.
Few other organisations combined the longevity and impact focus of Goodwiill.
Through this group | had access to 156 independent organisations which shared a
considerable legacy that impacted their own sustainability, and | was able to
interview a set of organisations that had been running for more than 40 years (some
over 100).

The final confirmation that | had chosen correctly was when | read a research paper by Jim
Gibbons (Goodwill Industries International President April 2008 to August 2018) which stated:

“Goodwill is unique in firms of its scale in that all of the various kinds of capital that are created
by its business operation are directed at serving its mission.”#?

Goodwill introduction

Goodwill is a network of 156 independent organisations who use the name and brand to
deliver the mission locally, being responsive to their community and stakeholders with a board
recruited from the area in which they serve.

To sustain 501(c)(3)*® status, local Goodwill organizations must deliver on their mission. Local

Goodwills do not adopt a group mission; the Board-approved Goodwill Industries International

mission statement is intended to convey the common ground mission of the network:
Goodwill works to enhance people’s dignity and quality of life by strengthening
their communities, eliminating their barriers to opportunity, and helping them
reach their full potential through learning and the power of work. 44

| see the group as an “inverse franchise” because the network of Goodwills control Goodwill
Industries International (Gll) whose board comprises 16 local Goodwill CEOs and 16 Directors
from the private sector. GllI delivers support to the member organisations in various areas. My
connection into the Goodwill network came through an introduction to Wendi Copeland, Chief
Mission and Partnership Officer, GlI.

Some Goodwills have chosen to become members of the local chapters of The Social
Enterprise Alliance. Most Goodwill organisations have more than one social enterprise activity
and they are all nonprofits by virtue of their 501(c)(3) status. This means that they fit the
general profile in The Social Enterprise Alliance’s report mentioned in the previous section.
However, for me, the adoption of The Social Enterprise Alliance identity is not the basis for my
work with the group. Rather it is their enduring focus on employment through enterprise as
reflected in the group mission.

42 Gibbons, J., & Hazy, J.K. (2015 August). Growing a large-scale social enterprise: How Goodwill Industries
Succeeds as a Hybrid Organization. Paper presented at the Academy of Management Annual Meeting,
Vancouver B.C. page 11.

43 This is a useful link to explain the 501(c)(3) status https://www.501c3.org/frequently-asked-questions/

44 Goodwill Industries International board approved mission statement.
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The mission meets the focus on work alongside education and training. Different Goodwiill
organisations emphasise different aspects of delivery and share slightly different expressions
of the mission. However, they all trace their roots back to 1902 when Rev. Edgar J. Helms
started the organisation. This description from the Gll website brings to the fore the mission
focus that | am researching:

“Goodwill was founded in 1902 in Boston by Rev. Edgar J. Helms, a Methodist minister
and early social innovator. Helms collected used household goods and clothing in
wealthier areas of the city, then trained and hired those who were poor to mend and
repair the used goods. The goods were then resold or were given to the people who
repaired them. The system worked, and the Goodwill philosophy of “Not Charity, but a
Chance” was born.

“Dr Helms’ vision set an early course for what today has become a $5.59 billion
nonprofit organization. Helms described Goodwill Industries® as an “industrial program
as well as a social service enterprise...a provider of employment, training and
rehabilitation for people of limited employability, and a source of temporary assistance
for individuals whose resources were depleted.”#®

As far as scale goes, Goodwill more than meets the focus | set for the Fellowship trip. As a
group Goodwill have:

been in operation since 1902

supported more than 20 million people into work since being founded*6

produced a combined revenue in 2017 of $5.87 billion

spent 87% of collective revenues on programmes to deliver their mission

156 Goodwills in the USA

Goodwill members in 12 other countries*’

Each Goodwill has a different ratio of trade income between retail, services and other revenue,
but they all aim to provide employment and training within their enterprises. The exact
opportunities and services provided vary according to how the local, independent boards
respond to their communities. Figure 4 shows revenue breakdown across the group.

45 hitp://www.goodwill.org/about-us/

46 One of my colleagues pointed out that was almost more than the population of Australia. | checked and in 2017
24.7 million people lived in that country.

47 hitp://www.goodwill.org/about-us/
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Corporate/Foundation Fees for

services
Individual gifts/Endowments/Fees for 0%
services
1% Government fees for

/ services
Corporate and foundation grants 8%

Government grant
2%

Industrial and service
contract work
13%

\_ Retail sales
75%

Figure 4. Goodwill Group Revenue Breakdown

Retail sales for Goodwill is via their 3,300+ thrift shops*8. These would be called charity shops
in the UK, however the Goodwill thrift shops are much larger than the standard UK charity
shop. Some stores even have drive-through donation points where supporters do not need to
park, they just stop for the Goodwill team to empty their vehicle of donations.

There are various Goodwill retail models:
1. regular thrift stores
2. boutique stores
3. technology stores
4. www.shopgoodwill.com — an ecommerce site selling products from many
Goodwills (some Goodwills also sell specific merchandise on specialist ecommerce
platforms). This is the first auction site created, owned and operated by a nonprofit
organization in the USA
5. outlet stores that sell by the pound at a cheaper price
6. selling products as textile recycling

Not all Goodwills utilise all the retail elements noted above. Some of the Presidents
interviewed were completely against any ecommerce while others were using numerous
platforms whilst working on digital marketing campaigns. The most common element was the
regular thrift store model. | found a variety of combinations of the rest of the models in the
stores | visited as well as described by the leaders | interviewed.

48 http://www.goodwill.org/about-us/
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An example of the variation that exists within the network can be found in one of the quotes
that | heard regularly on my trip:

“If you have seen one Goodwill, you have seen one Goodwill.”
This variety created additional learning opportunities while researching this group. | did

discover that each Goodwill is unique, but I also found many common themes which | have
highlighted in this report.
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| visited Gll on 8™ June 2018. The offices are in Rockville, Maryland, which is close to
Washington DC.

| met with Jim Gibbons (President of Gl from April 2008 to August 2018%°) and the following
members of his team:

e Wendi Copeland Senior Vice President of Strategy and Advancement
e Matthew Vile Senior Director Research and Development

e Brad Turner-Little Senior Director of Strategy

e Everett Shupe Executive Development Program Director

¢ Andrew Gackenbach Manager of International Development

These interviews helped me to understand how Gll serves the network. This includes
supporting the network in data analytics and impact measurements for lobbying central
government and supporting the various Goodwills to access the Capitol, providing executive
and senior leadership training and a variety of consultancy support services.

Part of the discussions with Jim and his team were around the evolving nature not just of work,
but of what Goodwill's core impact is. Gll are leading the establishment of impact
measurement systems across the group and part of this is the evolving mission of the group. In
many organisations that work to promote employment, the impact starts and ends with a job.

In the UK | have sometimes found that the measurement of success on this impact is a job that
lasts six months; this has led to me investigating whether an organisation is creating real jobs
rather than ticking a bureaucratic box. What | discovered at Goodwill is that the group strives
not only for real jobs but for “family sustaining employment”. Furthermore, their aim is to work
towards including all staff, rather than only people who would qualify as clients or beneficiaries.
This topic was an ongoing discussion at the Delegate Assembly and whilst not every Goodwill
has reached the level of impact that they are aiming for in this area, it was consistent across
the group that this is the change they want to see in the world.

Another area where Gll serves as a facilitator is fostering innovation. Innovation occurs in a
few ways in Goodwills and some ideas are just copied across the network even though no-one
quite knows where they began. One example of this for me was the sale of socks. Some
Goodwills are adamant that they do not sell new products, however | noticed that some stores
were selling new products. The first time | noticed this was the sale of new socks in Discover
Goodwill®'. Until then | had only heard about the retailing of second-hand goods, but the socks
were the start of an innovation discovery for me. It turned out that no-one quite knew which
Goodwill store first bought new socks to sell, but gradually several organisations in the network

49 www.goodwill.org

50 A new GlI President Steven C. Preston was recently appointed http://www.goodwill.org/press-
releases/goodwill-industries-international-announces-new-president-and-ceo/

51 www.discovermygoodwill.org
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were doing so. Other new products that some organisations sold were mattresses, jewellery,
reading glasses, sunhats, sunglasses and some kitchen wares.

| later learnt that some organisations sold products purchased through a group contract with
Target®? while others purchased products independently. The Target contract was initiated by
a group of Goodwills and it is not clear whether it predates the sock innovation or not. It
probably evolved simultaneously as would be expected in a group of 156 enterprises looking

for better
business
opportunities.

Goodwill Industries International: From Member Test Kitchen to Our DNA

@  Outside Goodwill

-0Ot- Partnerships

The word-of @ Conference ‘

mOUth - wf Presentations
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. . White Papers
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Goodwill is What Works il e
enhanced by o ® , Elsewhere
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in the Executive ‘e ° Goodwill g
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collecting and
sharing

Figure 5. Gll Innovation Process

innovation

expressed in Figure 5. These include webinars, teleconferences, toolkits, conferences,
learning labs and consultation. | found the projects for the Executive Development programme
often highlighted areas of innovation and strategic growth, and these were shared within the

group.

Another interesting aspect of Gll for me was the maintenance of the organisation’s history. At
the Rockville offices, there were walls of images and stories from the past 100 plus years.
Some individual Goodwills also mentioned rooms with interesting documents and artefacts
from their history. | was fascinated to get a glimpse of an impact report from the 1920s.

52 https://intl.target.com/
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In addition to these aspects of the Goodwill history, the organisations have collected many
books, several of which were written by or about Dr Helms as founder of
Goodwill. These include:

e “The House of Goodwill” by Earl Christmas (1924)%3
“The Redemption of the South End” by E.C.E. Dobson (1915)
“Pioneering in Modern City Missions” by Edgar James Helms (1927)
“The Golden Threads of Destiny” by Frederick C. Moore (1952)
“History of Goodwill Industries of Denver Colorado” written in 1974
The Goodwill Man” by Edgar James Helms (1965)
“Goodwill: For the love of people” by John Fulton Lewis (1977)%*

oodwill
For

thelgve
L0
people
“Donations to Vocations” by Goodwill of North Georgia (2015) John Fulton Lewis
“The Goodwill Industries: A Manual” (1935)%°

My introduction to Dr Helms was
“Goodwill for the love of people” but
CHAPTER PAGE my favourite book is the Manual
1. Iotroduction oo L e 1 _printed in 1935. | have in§ened an
2 E‘?ismt]_cal Skerch of the Goodwill indasicies ... ..... 7 gre]igﬁsoef itthiz g?,:;ﬁgt:nc(jlgiraem?l e
3. BANE0E, oo ibe e §owne abefeensweit wind AL of some of the reasons for the
4. Publicity god Promation ... o vonn viie s 191" success of this organisation. Key to
5. Production Department. .. ... v.vo covr ceen w0 29 the growth of Goodwill is the clarity
6. Salesand Parchases ... oLl oih e eiaiea-. 61 with which Dr Helms communicated
7. Fresh AirFarmsand Colonies .. . v vovvieninnnes oY what the mission was and how to
#. The Woman's AU_K_IIILEI}F to the Goadwili industeies . . . . 77 fulfil it. He started the process for
9. Religious and Cultural Work of the Goodwill Industries 83 recording the history of the
10. Accounting and Cooperation with Other Agencies .. . 91 organisation and sharing the
11. Organization and Administration .. .......... ..., o147 journey, as well as sharing best
12, Regional Goodwill Induserics. .. ... .vverivninnnn 177 practice.
In the Manual, there are drawings
Figure 6. The Goodwill Industries: A Manual Contents showing workflow and planning of a
store layout for best business as
well as chapters on:
e Financing
¢ Publicity and Promotion
e Production Department
e Sales and Purchases
e Organisation and Administration

53 Boston Memorial Press

54 Goodwill Industries of America

55 Gooduwill Industries International, Centennial Celebration Commemorative Edition. Original printing in 1935 by
the Morgan Memorial Goodwill Press, Boston, MA
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The other chapter headings in the Manual express the mission as well as the co-operation
between organisations both within the group and with other partners. This early Manual has
been expanded into more books in addition to entire Retail Training Campuses to give the
teams running Goodwill stores access to best practice in the field.

In interviews, several people mentioned maintaining the historical collections of the group or
their Goodwill. | also met George W. Kessinger at the Delegate Assembly; he was starting
work on digitising this history to make it available online.

Dr Edgar James Helms
(1863-1942)

There are many books written both
by and about Dr Helms. There is
also a short biography available on
the Gll website®® and | have used
these to draft a short introduction to
the man credited as the founder of
the Goodwill movement in 1902.

He is also honoured in the Points of
Light monument, a one-mile
walkway in Washington DC
containing medallions recognising
“civil rights leaders, and founders of
some of the world’s most important
social change institutions” °”.

Whilst the scale and impact of the
movement Dr Helms founded is
indisputable, what | found most
compelling was hearing his words
quoted back to me again and again

NED GOODWILL INDUSTRIES IN 1503

H DISABILITIES AND DISADV ANTAGES
G THEIR OCCUPATIONAL

PARTICIPATE FULLY IN SOCIETY BY EXPANDIN

CAPABILITIES. TO ACCOMPLISHTHIS MISSION, HELMS CREATED AN
INNOVATIVE SYSTEM WHEREBY GOODWILL

COLLECTS USED ITEMS FROM THE COMMUNITY

AND SELLS THEM IN GOODWILL STORES TO

ITS EMPLOYMENT, TRAINING AND jOB

FUND
PLACEMENT PROGRAMS.

"Friends of Goodwill, be dissatisfied with
. your work until every handicapped arrd
unfortunate person in your community
®. has an opportunity to develop to his
2 fullest usefulness and enjoy a
2 maximum of abundant living."

%
7 JANUARY 19, 1863
op, DECEMBER 23, 1942

-

Figure 7. Points of Light Medallion honouring Dr Helms

throughout interviews and my discussions at the Delegate Assembly. The quote that was most
often used in Annual Reports and pinned to individual’s notice boards was:

“Friends of Goodwill, be dissatisfied with your work until every handicapped and
unfortunate person in your community has an opportunity to develop to his fullest
usefulness and enjoy a maximum of abundant living.”

Not only does the Goodwill group and all those involved in the organisation continue to focus
on this mission, but it has been evolved in both practice and description to be as relevant today

as in 1902.

%6 https://www.goodwill.org/wp-content/uploads/2020/01/Edqgar-J.-Helms-Bio-updated-January-2020.pdf

57 http://www.pointsoflight.org/programs/recognition/extra-mile
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| have worked with founders who find the task of keeping an organisation on mission for a few
years difficult; here is a founder who not only kept a growing network of independent
organisations on mission during his lifetime, but who communicated the mission with clarity
and momentum past the grave. He built over 100 years of legacy and | hope that by sharing
some of the Goodwill story | can help new social entrepreneurs learn to build 100 plus years of
impact with what matters to them.

Perhaps part of Dr Helms’ success lies in his experience working in law and newspaper
publishing before he started studying at Boston University Theological School in 1889. He had
experience selling as well as communicating effectively prior to using these skills as a minister
and social enterprise pioneer.

As a Methodist minister in the inner city of Boston’s South End, he felt compelled to make a
difference to the appalling conditions faced by immigrants at the time.

“Using burlap bags from Thomas Wood and Company, Helms went door-to-door in
Boston’s wealthiest districts asking for donations of clothing and household goods.
Goodwill differed from many charities of the day, emphasizing that donated goods could
be sold for profit and that money would be used to pay workers who helped refurbish
those goods. Helms hired people in need — many of whom were considered
unemployable — to do this repair work. Employees were paid $4 a day. When money
was scarce, workers were given $5 clothing vouchers.”®

| consider the emphasis by Dr Helms on enterprise and jobs rather than charity as essential to
the scale and success of Goodwill today. The engine of retail to pay for wages at the core of
the Goodwill business model has served it well. As early as the 1940s the group started to add
other contracting services to the model, but it still receives 75% of its revenue through the thrift
store model begun by its founder.

Early growth of Goodwill was funded by the Methodist Church, and by 1920 there were 15
Goodwills across America. Dr Helms always had an international focus, and both his writings
and travels were aimed at spreading the movement across the world. However, he was also
cognisant of the times and in 1934 he realised that Goodwills could help more than the refugee
and immigrant. He wrote in a letter that “Goodwill will be out of business if it does not take over
work with the handicapped people”.

Over the decades, the network of Goodwills has followed its founder’s mission to expand their
support to include the broadest group of those disadvantaged in accessing jobs. Yet each
organisation has done it to meet their individual local community needs. For example, Jodee
Daroca®?, highlighted that their Goodwill has a specific focus on people transitioning back into
society as Louisiana has the highest population of released prisoners in the States.

%8 hitps://www.goodwill.org/wp-content/uploads/2020/01/Edqgar-J.-Helms-Bio-updated-January-2020.pdf
59 President and CEO at Goodwill Industries Southeastern Louisiana
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The extraordinary effectiveness of the enterprise and employment model — of selling stuff to
pay wages — has allowed the movement to meet community needs creatively where delivered
services against a government contract could have limited their impact. Time and again senior
staff at the Goodwills | visited explained how they balanced using contract delivery with the
revenues from business services delivered and retail goods sold.

These words from the eulogy at Dr Helms’ funeral in 1942 seem a fitting end to this section,
which | hope is only an introduction for the reader to a great humanitarian and inspiring social
entrepreneur:

“[Helms] was blessed with a fine mind, a great heart and a strong will. His unusual
business ability, passionate devotion and physical strength enabled him to serve his
fellow man, who were uninterested in charity, but yearned for a chance.”®®

60 December 1942 Bishop G. Bromley Oxnam spoke these words in his eulogy. www.goodwill.org.
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Before | continue, | would however like to clarify that none of my findings or recommendations
are unique. Goodwill have simply implemented good ethical business practices well. | am
hoping that their example of more than 100 years of impact combined with practical
illustrations can make these practices accessible for social entrepreneurs today.

| have identified the following areas where | think the secrets of the success of the Goodwiill
group’s approach to social enterprise lies:

start with revenue from trade

ensure continuous internal communication of the mission

use community engagement and collaboration

build a culture of learning and sharing of innovations, successes, and failures
focus on processes

None of these are separate or implementable in isolation, and each builds upon the other.

| have included a further aspect where | think the Goodwill network (like many social
enterprises) is still learning and that is digital engagement.

| will cover these in more detail but wanted to first highlight an extra element: that of the
influence of the founder, Dr Helms.

Founder’s influence

The more time | spent with people from Goodwill and the more | learnt about the history of
each organisation and the group, the more | saw the influence of Dr Helms everywhere. Each
of the secrets of success elaborated in this report started with his approach to building
Goodwill.

These ideas are transferable to the UK and to social enterprises with any impact focus or
scale. Dr Helms generously and continuously shared the Goodwill approach to using
enterprise to change people’s lives. It is appropriate for this approach to be shared beyond the
Goodwill movement more than a century after it began.

Social entrepreneurs today have many tools at their disposal to ensure their influence echoes
that of Dr Helms in their legacy through their organisations.

Start with revenue from trade

Dr Helms had a choice when he started Goodwill. He could have followed many charitable
organisations’ method of the times and simply created an organisation that took donations,
gave them away and organised volunteers to help the people that he saw needed help. He
even tried the first part, but saw that people did not want charity, they wanted an opportunity. It
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was at this point he decided to collect donations; upcycle or recycle them with waged help from
the refugees he was trying to help; and sell the products to pay for the wages.

Retail still provides 75% of the Goodwill group’s income. This figure includes all aspects of
retail. Contract delivery of a variety of services like janitorial, staffing, food services,
manufacturing, sub-assembly, contract packaging, laundry, document imaging and shredding,
flexible staffing and groundskeeping contribute a further 13% to the group’s income.

The first non-retail work was for a family business owner who had been awarded a contract
from the state to deliver some sub assembly work, but his family could not meet the staff
requirement of the contract. He offered to pay the local Goodwill to help him deliver, and a new
income stream entered the Goodwill movement®.

Each Goodwill flexes the type of trade dependent on the local needs and opportunities. Some
are much more reliant on thrift retail than others, but all generate trade income and operate an
employment model rather than a volunteer model for running the stores.

This focus on private sector trade first with paid work is something that | have seen create
good foundations for sustainable social enterprises. Social Enterprise UK even includes in the
requirements for membership that more than 50% of income should be through trade.
However, organisations can find it difficult to build a solid revenue stream.

Here are some ways in which any social enterprise could build an income stream:

1. use a lean start-up®? approach and manage expenses carefully

2. know your costs of delivery (real costs including core costs) so that you can ensure any
trade includes a good margin

3. start with the aim of building a sustainable business and not a project — you might use
project grant funding, but it needs to contribute to an overall business plan with
longevity that includes trade income

4. look at all the services your organisation delivers within a grant project model and
consider how you could sell them (at a profit)

5. start with a service organisation that people need and do it so well that they come back

There is a different mindset to growing a trading business that does good rather than a charity,
and it is often more effective if you start out this way rather than trying to shoehorn it into
operations later.

Continuous internal communication of the mission

Once again, we see Dr Helms’ influence in what | believe to be the strand that binds the
Goodwill movement through time and space. This is not only the communication of the
organisation’s purpose but rather the demonstration of the mission through an organisational
culture and values.

61 Anecdote from GllI interview.
62 hitp://theleanstartup.com/
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From the beginning, the words of the mission were clearly communicated to those within the
early Goodwill movement as well as those wishing to become part of it. This was done through
producing pamphlets and books, delivering speeches to individual organisations as well as
through speaking tours aiming to share the Goodwill approach. In time, other Goodwill leaders
contributed to this communication alongside Dr Helms.

However, this was not the only way that the mission was shared. It was woven into the
operations of the business through manuals written for people running Goodwill enterprises. In
addition, it was embedded in the training that was developed to help people run Goodwill
organisations. Wherever the mission could be clarified and emphasised it was.

More importantly, these aspects of Goodwill have continued to grow and be developed. Gli
owns the responsibility for the brand (arguably the brand is simply the mission) as well as
Executive Development, which trains Goodwill leaders who in turn share the mission within
their individual Goodwills. However, individual Goodwill organisations explicitly lead on this too.
One example of this is that one organisation runs the Retail Training program in a specialised
facility for staff from across the group.

What fascinates me is how the mission clarity is retained despite all this practical
implementation as it is possible that individuals would add their influence and create mission
drift over time. This is where group commitment to the centralised mission is key. Gll tracks
and monitors the mission, thus keeping all members on track. This commitment to mission is
core to be a member of Goodwill. | also saw how the leaders and staff at Goodwill engaged
with the challenges and shared the successes in delivering the mission during the Delegate
Assembly.

So how can entrepreneurs in the UK maintain their mission legacy?

1. Be clear on your mission — use the same words to describe it that you use in your
company articles, business plans, pitches, impact reports and policies. Know what the
mission means for how you lead your organisation by sharing your values and focus.

2. Be explicit on your mission — do not assume that others think the way you do. Not
only do you need to clearly communicate the actual words of the mission, but you also
need to share the implications that it brings for your culture. You can do this through
training, internal blogs, videos, speeches, and day-to-day leadership.

3. Be clear on what your mission is not — whether this is about investment or funding
that requires you to shift your focus or unacceptable behaviour, you and your team
should be able to quickly recognise if this does not match.

Try to imagine how stakeholders will understand the legacy you are trying to create when
you are not in the room (this will happen as soon as your team grows). Then craft a clear
mission and describe a culture that demonstrates what you want people to know and how
you want them to behave. You want board directors and staff to understand the mission so
clearly that they embody it as you do.
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Community engagement and collaboration

As | have reflected on my trip and planned this report, | have discussed the findings and
recommendations with many people. One question surprised me: “Do Goodwill organisations
experience competition in the market from SMEs®3?” At first, | was nonplussed by the question.
Goodwill started out working with discarded products and people no one wanted to hire so why
even ask this?

But the question niggled at me. There were of course areas where a Goodwill could be in a
competitive bid for contract delivery and other areas of trade. Sometimes the Ability One®*
status of a contract could keep competition down. The Ability One program works with
nonprofits like Goodwill that are primarily focused on employing people with severe disabilities.
It is a requirement of these contracts that 75% of direct labour hours are delivered by
individuals with disabilities.

| returned to my first sense of surprise at the question and suddenly understood my initial
confusion. An “anti-competition” mechanism is essentially built into the Goodwill model. This
mechanism is community engagement and collaboration. You might dismiss these as clever
words, but the Goodwill success stories | heard always included these elements. Collaborating
with partners has been part of its organisational development for many years and even has a
chapter dedicated to it in the Manual written in 193565,

The effectiveness of the collaboration begins with each Goodwill electing a locally based
board. The most effective Goodwills plan and manage their boards carefully to reflect and
include the surrounding community. This is not simply good governance; it paves the way for
effective community engagement. When leaders in the community understand the Goodwill
mission because they have been inside the Goodwill organisation, there is less competition,
and in fact other people and businesses seek to partner with the local Goodwill.

Part of the effectiveness of this community engagement is that as the local Goodwill
demonstrates and delivers on its impact, the community can see that the mission, and not
profit, is paramount. This decades long mission delivery alongside community engagement
has grown to be reflected as trust in Goodwill, resulting in it being ranked in the top five
companies in the annual World Value Index®® for the past three years®’. This report by enso®®
measures people’s perceptions of brands and the extent to which that perception motivates
active public support. This trust in Goodwill is not simply that it is incorporated as a nonprofit or
that it talks about its mission, it is because the local communities where Goodwill works
experience the impact.

63 Small and medium sized organisations with less than 250 employees and a turnover of less than €50 million
http://www.thefsegroup.com/definition-of-an-sme/

64 www.abilityone.org

65 See more about this in the section: Goodwill Industries International (Gll)

66 https://www.enso.co/worldvalue

67 http://www.goodwill.org/press-releases/goodwill-remains-in-top-honors-on-ensos-world-value-index/

68 https://www.enso.co
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The failure to be authentic and consistent in community engagement alongside impact delivery
seems to have contributed significantly to Goodwills being consolidated®®. The most interesting
discussions | had were with leaders who had been in the movement for decades and could
give a time-tempered view on how some Goodwills did not thrive. Often it came down to
community disengagement and lack of trust in the organisation, oftentimes due to an absence
of good governance in board recruitment. If a board is not deeply rooted in the community then
they are unlikely to see the local needs clearly and the President they appoint is unlikely to be
able to achieve relevant impact. The importance of good governance is reflected in several of
the quotes in the section: In the Presidents’ words.”0

The partnership approach used by successful Goodwills extends across sectors. During my
interviews | repeatedly heard the consideration given to what services a local Goodwill
delivered directly, what services they delivered in partnership with another organisation (state,
nonprofit or private), and what services they shared through co-location in their own buildings
or in other premises. Time and again, Presidents shared the ethos that they cannot deliver the
impact they seek alone, that they need partners.

Partnership and community engagement are extended into lobbying local government and
legislation by some Goodwills. Whilst not all local Goodwills actively engage with government,
quite a few interviewees described lobbying for state legislation changes to support the
mission as well as being engaged with Chambers of Commerce and the equivalent of local
authorities and Local Economic Partnerships’' (LEPs) to extend their mission delivery and
impact.

When the partnership approach works well it significantly reduces competition. The Goodwill
culture has an intentional process to partnership, and examples of failed partnerships were
cited as often as those that succeeded. These failures had some aspects in common:

e lack of identification of conflicting values at the start

e delay in exiting when conflicting values appeared

e differing commitment to the partnership leading to an imbalance in delivery and cost-

sharing

Part of the Goodwill culture is the sharing of the failure so that the rest of the organisation and
other Goodwills might avoid similar pitfalls. This last point illustrates the strong internal
collaboration in the movement.

One Vice President described how she discovered the depth of the Goodwill internal
collaboration. She had been tasked to start a new division in the enterprise and her boss had
said she should call another person at a different Goodwill for advice. This VP had worked in
many large organisations and thought that this was a waste of time, but she called the person.
When she related the story to me many years later, she was still surprised at the level of

69 At one time there were more than 200 Goodwill organisations. Now there are 158. This is as a result of
organisations being merged. It was described to me that if a Goodwill experiences difficulty and interventions
cannot turn it around, then the surrounding Gooduwills take it over wholesale or in parts. The internal description
for this is consolidation.

70 Appendix 1

" https://www.lepnetwork.net/
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collaboration she received. The person not only talked at length about how their Goodwill had
implemented the idea but included everything that had not worked and followed up by sharing
documentation and further information that could be helpful.

This VP’s anecdote was not unique. Time and time again, | was told how Goodwills share
learning across the group, informally and formally. Story tellers consistently shared with me
their surprise at hearing the details of failures alongside successes.

The Goodwill culture and mission, which is maintained and cultivated so effectively, includes
this strong bias towards external partnerships and intentional internal collaboration. There are
formal opportunities for Goodwill senior staff to meet and learn from each other through
attending five large conferences: Annual Meeting of the Conference of Executives, Spring
Conference, Goodwill on the Hill (Advocacy), Delegate Assembly and Summer Conference.
Regional gatherings are association meetings hosted by groups of local Goodwills. Gll hosts
Learn and Lead Labs at local Goodwill sites with effective operations that focus on specific
mission and business topics.

Here are some ideas for how a new social entrepreneur could implement a similar approach:

1. Clarity in your mission and values allows you to identify good partners and staff.

2. This clarity also helps you to understand which organisations would be good partners
for your organisation.

3. If another organisation is not clear on their values trying to find alignment could become
messy; perhaps this is a sign you should not be collaborating with them?

4. Consider how to implement good governance practices on your board whilst recruiting
directors who match your mission and will be effective ambassadors. A good
recruitment process creates positive impacts even with people who do not become
directors on application.

5. Find opportunities to learn from other leaders in the sector where you can be
transparent and genuine in sharing your learning.

6. Consider delivering mission activities through a consortium approach, seeking out best
practice to support this process with the right partners.

7. Make sure your managers and senior leadership team and staff know that hiding failure
is not acceptable while sharing, learning, and supporting each other is core to delivering
your mission.

8. Engage appropriately with local and national government to share your mission and
lobby where possible.

9. Consider how to work with local private businesses better.

All of these ideas are premised by a clarity in mission and require consistency in delivery of
impact to reinforce engagements and collaborations.

Culture of learning and sharing of innovations, successes, and failures

This culture of learning alongside the sharing of innovations, successes and failures has
already been referenced in the context of mission communication and internal collaboration. |
think it deserves a little more detail here because it is more than simply these two areas.
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In Goodwill, any practices that are modelled on the early organisations and in the work of GlI,
are often mirrored in the local Goodwills. The creation of a centralised training division and the
documentation of processes in manuals facilitates not only the communication of mission, but
also the opportunity for innovation and shared learning, which is encouraged across the
movement at all levels. During the Delegate Assembly, | heard many varying examples of how
individual Goodwills do this.

Perhaps these ideas will help entrepreneurs implement a similar culture in their organisation:

1. Build time for innovation and learning into your organisation. This will initially begin with
your own schedule whilst in start-up and ultimately include focusing on this regularly as
an organisation as well as encouraging learning opportunities for your staff.

2. Encourage all staff to develop their skills and even perhaps to leave your organisation
as they grow (this is probably more applicable to social enterprises focusing on
employment, but it is also something private corporations do to create networks of
people outside their organisations who value them).

3. Be creative and innovative in implementing these processes of learning. Consider
creating opportunities for people to swop jobs for a short period within the organisation
or with other similar organisations, encourage sharing of new ideas with a suggestion
box and make an effort to respond to submitted suggestions by highlighting great ones
for recognition.

4. Use fellowships, scholarships, grants and bursaries to support training, including the
Churchill Fellowship”?, Ashoka’, Clore Leadership Programme’#, School for Social
Entrepreneurs’® and UnLtd’®.

Focus on processes

| have already mentioned how the manuals and training ensure that Goodwills work effectively
and efficiently to deliver the mission. These are part of the process focus of the organisation.

However, several of the organisations | encountered took this focus further. In the Presidents’
words section, | quote a number of leaders highlighting technical expertise and getting the
business right through simple processes. In my visits this was demonstrated by staff sharing
how the processes worked to make the business better, some examples are:

¢ In stores there were carts on wheels that contained everything needed to complete a
task like pricing up new donations.

e Products were clearly marked to make stock rotation easy.

e Workflows were marked on the floors, containers were made accessible and labelled
clearly so that staff who were either new to the organisation or to that location quickly
understood how it all worked.

e Displays of products were thought through and adjusted according to how quickly they
drove sales.

72 https://www.wcmt.org.uk

73 https://www.ashoka.org

7 https://www.cloreleadership.org/
75 hitps://www.the-sse.org/

76 https://unltd.org.uk
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¢ In training rooms there were cupboards on wheels with a digital classroom ready to go.
If the lesson needed computers this improvised trolley contained cables, laptops and
everything else a tutor needed to deliver the class. Every classroom was laid out in the
same way to deliver technical or offline training.

e Areas dedicated to computer recycling under the Dell contract’” were organised with
staging tables including the right sized containers, ties, and tools ready to use.

None of the Presidents | interviewed or the staff | met felt that their individual organisations had
all their systems perfected. Each organisation had areas they wished to focus on next, but the
awareness of the value of systems and processes is embedded in the Goodwill movement
because of the work of Dr Helms.

Achieving good systems and processes requires time and effort, but it prevents repeating
mistakes, wasted time, lost income and frustrated staff. Effective systems equip you to deliver
good services and products alongside your mission and this underpins a sustainable social
enterprise. It does this firstly by ensuring you can consistently deliver a good service or
product, which in turn allows you to earn income and confirm that you have a good product
when you can sell it again and again. Without great systems the chance of delivering a
substandard service or product increases. People might buy a product based on a good
mission once, but if it is not a good enough product they will not buy it again and this directly
impacts an organisation’s sustainability.

Implementing systems without the underlying shared values and culture would not ensure a
sustainable organisation either. As | mentioned in the introduction to this chapter, the various
elements of good practice build upon each other.

Every social entrepreneur is working in a different business. However, learning about and
implementing good processes can be done by reflecting on the Goodwill examples, seeking
out ideas from colleagues and contacts and perhaps picking up one of the following books that
| saw in bookshelves on my journey:

“The Ultimate Guide to Business Process Management: Everything you need to know
and how to apply it to your organization”’8

e “ReWork: Change the way you work forever””®

e “The E-Myth revisited: Why most small businesses don’t work and what to do about it"8
e “The Lean Startup: how constant innovation creates radically successful businesses”®’

Final recommendation — exploit digital opportunities

This recommendation is based on what Goodwill is already achieving in the digital world as
well as where | think they are missing opportunities.

7 Dell's Global Recycling Services https://www.dell.com/learn/uk/en/ukcorp1/corp-comm/globalrecycling

78 By Theodore Panagacos, paperback published by CreateSpace Independent Publishing Platform, September
2012.

79 By Jason Fried and David Heinemeier Hansson, published by Vermillion, March 2010.

80 By Michael E. Gerber, published by HarperBusiness, 3 Revised edition, March 2001.

81 By Eric Ries, published by Portfolio Penguin, October 2011.
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On the positive side, Goodwills are engaging with ecommerce and digital marketing as
individual organisations and as a group. Some Goodwills have seized the opportunity created
by a partnership with Google to provide one million people with digital skills training®2. Some
are even adding this opportunity to other investments in training and career progression in the
digital world. The GCFGlobal program®? was developed by Goodwill Industries of Eastern NC
Inc® and it provides high quality worldwide free digital training.

However, there are many opportunities to grow in the digital space that Goodwill as a group is
not engaging with. The greatest opportunity is in the area of digital marketing. This is where
more Goodwills can increase both sales and impact, because if they develop the skills they will
then be able to train and support individuals to build careers in these areas.

Goodwill as a network and as individual organisations have established websites as well as
YouTube?®s, Instagram?®, Twitter” and Facebook accounts®. Nonetheless, | struggled to find
an example of how their deep community engagement is reflected online. There are marketing
messages that are being transmitted, but without community engagement these are not
achieving real traction or supporting the impact mission of the organisation.

This is a similar problem to many social enterprises (and businesses) online. They are not
learning from the community engagement of influencers but are simply treating this as a
channel to transmit a message. The digital space is far more complex than this. A good digital
campaign needs to be 80% community focused and 20% organisationally focused.

This is another area which | have mentioned in my next steps section as a place for further
research. It is particularly pertinent as a number of people at Goodwill expressed the marketing
challenge the movement has in showing that they are way more than just a thrift store.

For social entrepreneurs looking to start on best practice in this area | can highly recommend a
short book by the online guru, Seth Godin, called “Tribes: We need you to lead us™®. It
explains how to build community to promote a movement even when this is a business.

Going forward my aim is to further expound and expand on the message in my report through
academic articles, presentations, interviews, and my blog.

82 http://www.goodwill.org/statement/google-goodwill-partner-to-provide-one-million-people-digital-skills-training/
83 https://edu.gcfglobal.org

84 https://www.gcfglobal.org/

85 https://www.youtube.com/GoodwillIntl

86 https://www.instagram.com/qoodwillintl/

87 https://twitter.com/GoodwillIntl

88 hitps://www.facebook.com/Goodwillint

89 By Seth Godin, paperback published by Piatkus, November 2008.
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| have pulled together a selection of quotes from my visits with Goodwill Presidents. There are
some themes that repeat but all are a unique insight into running multi-million-dollar
businesses to create change in the world.

If there is more than one quote from a person, | have only inserted their name after the last
quote.

Keep the lights on and the doors open

“Gotta keep an eye on the ball all the time in terms of productivity and profitability, it doesn’t
matter that it is a social enterprise or anything else. You gotta keep the lights on and the doors
open.”

Respect people
“Give people the opportunities and take those risks on the basis that they will succeed, and if
they don’t you gotta have a mitigation plan.

“There is a basic concept of respect for people. In this organisation we have a lot of people
who have had challenges in their previous lives and perhaps made poor decisions, but they
have paid for those decisions. A lot of these people have a lack of confidence and you have to
account for that as well, so you need respect for your employees and where they have come
from is critical.”

Step back and take the long view
“Tactically execute when you have to, but you have to be able to stand back and say where do
we want to go in the long term, what does the bigger picture look like?”

“To achieve our mission, Goodwill Denver partners with other nonprofits, with the educational
department, with the state department, with industry and commerce. And that is where you get
the real synergy and power comes from well-meaning people that partner with people with
resources.”

Stuart Davie ﬁﬂ
President®®, Goodwill Denvers:
23 May 2018

90 Stuart Davie has now retired from Goodwill Denver
91 www.goodwilldenver.org
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Know your business and move the needle faster

“What | maybe would have done a bit different when | first came would be to have spent more
time learning to really understand our retail business ... | had a lot going on and | should have
spent more time understanding thrift retail because it is different, really different. So if | could
have changed things | would have done that and that would have moved the needle faster in
some respects because | am a firm believer that there is a time to be on the balcony and a
time to be on the execution. And you need flawless execution to be able to do your mission.”

“The other thing that we have always done here, and | want always continue to do, is to
constantly and continuously improving the quality and form of the mission... We are largely a
fee-based external mission in our Goodwill and that pays for a certain amount of that
improvement. But that we need to continuously improve to produce cashflow from other parts
of our entity in order to augment that quality and move it forward and make a larger impact on
people’s lives. | think we are creative in that continuous improvement process. And | also think
we are very creative because of our team here in terms of how do we diversify our social
enterprises, how do we look for unique ways to produce cashflow that can be reinvested
constantly into upping the quality and even more importantly the depth of our services.”

Karla Grazier ﬂﬂ

President and CEO, Discover Goodwill of Southern and Western Colorado®?
Chair of Goodwill Industries International®®

24 May 2018

Find your niche and excel at it

‘I have always wanted more workforce development but when | started it was more about how
many people we served as opposed to how we served the one person, so that has evolved
since | have been here. It is really more important how we serve that one person and help
them, so | like the programs that we have... but | am also a firm believer that the right things
happen at the right time and it has taken the thirteen years that | have been here to discover
what our niche is and we are really good at it.”

Jodee Daroca m

Vice President / Chief Financial Officer?*, Goodwill Industries Southeastern Louisiana®
31st May 2018

92 www.discovermygoodwill.org

98 Her term as Chair of Gll ended after my interview.

94 Jodee became President and CEO at Goodwill Industries of Southeastern Louisiana in June 2020
95 https://www.linkedin.com/company/goodwill-industries-of-southeastern-louisiana/
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Technical skills matter more now than ever before

“Technical skills matter more... and | have surmised that as we have more pressure on the
business and it is tighter and more competitive operational discipline really matters. It doesn’t
mean the CEO% has to go and be working in the store every Saturday but they gotta know the
donated goods retail business.

“A Goodwill leader cannot just grin and grip and do lunch. They have gotta be out, present and
they have gotta know that when they walk into one of the 3,300 stores, at a glance are things
going well or not. You gotta use the numbers but you also gotta be able to observe.

“You cannot just trust your VP. Trust and verify. Trust and lead. Trust and help. But to help you
gotta have some knowledge and some skills”

Jim Gibbons m
President®”, Goodwill Industries Internationalss
8t June 2018

Recruit for both a mind for the business and heart for the people

“We look for people that have a really good mind for the business and they gotta have a heart
for the mission. If you have someone who is completely driven, and they are all about results
at any cost and if that person over there is not up to where they need to be then let's make
room and get somebody in that can do it. That is not how we operate and that is not how |
want to operate, and | am less successful in that environment.

“Also, you can’t have that bleeding heart saying, ‘oh it's okay’. You gotta have a good mix. We
are gonna work with you. Let’s figure this out. What kind of resources do you need to be
successful? So, we are a little more patient...

“We know pretty quickly because we interview for that, we interview for empathy, we interview
for individuals that have the mind and the heart and we miss sometime.”

Kent Kramer m

President and Chief Executive Officer at Goodwill of Central and Southern Indiana®®
25t May 2018

Being a social enterprise gives control over one’s destiny

“I work with other nonprofits and they have to chase funding through grants and what have you
all the time and maybe come up at eighteen months just when they get that program going
they have to look for more funding or they have to change it. And what we have working at

% | used CEO here as this is the word used by Jim Gibbons in the interview.

97 Founder and President at Forward Impact Enterprises, LLC as of January 2019
98 http://www.goodwill.org/

99 www.goodwillindy.org
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Goodwill, because we have our stores and other services, we have more control over our own
destiny and that we can certainly see government funding or philanthropy from other
organisations, but it is done in conjunction with running our businesses so that the opportunity
to sustain what we are doing is significantly higher. So, what I've always appreciated is that we
run like a business, but we are a nonprofit and all that hard work doesn’t go into shareholder’s’
bottom line. It goes to the community.”

Jackie Hallberg m
President and CEO, Goodwill industries of Southwestern Wisconsin1%°
25t May 2018

Be the Southwest Airlines'®! in your industry

‘I am one of those people who believe that if we run our retail stores well and we have strong
managers, that we don’t need to move into another business. We just need to do the business
that we are in — better. We use ecommerce of course ... and we have twenty stores, no
boutiques, no outlets. They are just twenty stores.

“I believe we are like Southwest — what Southwest Airlines does is that they have the same
equipment, they don’t have bigger planes, smaller planes whatever. They have the same
equipment. They have the same processes in place for every piece of equipment for every
place that they land so that everything is just in play.

‘I have been a student of Southwest and | have said if they can do it, | can do it with twenty
stores, and if our twenty stores are in play and the processes are the same from one store to
the next you can move people around, you can bring people in — there is nothing different and
it's worked.”

You have to spend time with your board ...
“You have to spend time with your board and if that means you are spending time with
someone that is not contributing back it is taking away from what it is your mission to do.”

Catherine Meloy m
President, Goodwill of Greater Washington°?
25t June 2018

100 https://www.goodwillsew.com/
101 hitps://www.southwest.com/
102 www.dcgoodwill.org
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Be intentional with succession planning

“It is much more difficult to get hired as a Goodwill CEO than it used to be. So | think
Goodwill’s profile has grown as people have become more familiar with the concept of social
enterprise workforce development and as societal problems and challenges around work have
become more well known. | think that the visibility of Goodwill leadership and desirability to be
part of Goodwill leadership has increased. And that is a good thing because it has allowed very
smart people from a variety of industries to sort of land in leadership roles at Goodwill or
maybe to move up one into a leadership role at Goodwill.

“There is definitely a succession plan at most Goodwills. Because the complexity of the
enterprise has grown and as the desirability of being part of it has grown, | think boards and
leadership structures are much more intentional thinking of continuity. There are some
business systems aspects to that, but there are also some human aspects to that. The board
may say if you win the Lotto and you leave, we want to know what the next step is, we don’t
want to have to determine that next step. So, if | am in a car wreck later today the person who
will follow me is at this conference’%3.”

Good boards require care

‘I am sensitive to anything that | think limits or attenuates the authority and accountability in the
decision making of local boards. Because | really think that as long as you are working to build
a board culture of transparency and inclusivity, that those boards will do a good job of
identifying local needs and a good job of understanding how the resources of the organisation
matches those needs. | think if the boards don’t have strong internal cultures they tend to
identify needs inside the organisation, needs of board members, needs of senior leadership
and they tend to configure themselves a little more for who is in the organisations than who’s
outside of it. And | think that Goodwill exists really for people that are outside of it in the sense
that they are looking for access to training, skills and opportunities that Goodwill can provide.”

“We are very intentional about our board structure and about rotating people off our board and
rotating new faces, new skill sets, back on our boards. As part of that geographic diversity is
very important. If all your board members live within five miles of each other then their concept
of the needs in the community are different than if they come from the entire area that the
organisation serves.

“We have got rid of occupational categories in terms of recruitment to our board. So, we don’t
have a lawyer and an accountant and a PR person. So we have looked very hard for visionary
leaders in the community. We are very intentional about building diversity on the board, |
talked to you about geography, gender, ethnicity, race, age. And so one of the things | find that
if you can get recruitment out of the idea that you need specific occupations and you can get
them into the idea that diversity of the board is the strength of the board it can be managed.
You can also have a lot of diverse points of view, but you are also required to have a
transparent process. In other words, the board does not settle into an executive committee of
five people and they kind of really make all the decisions and the rest of the board meets and
hears some reports and approve minutes.”

103 Delegate Assembly conference
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Growth through acquisition

“We have had a Subway franchise for years. We started a separate business to do
government contracting work. We bought this window cleaning business from an entrepreneur
who was ready to retire and he had built it. So we fell in on top of that. We are in our due
diligence phase of purchasing another one which is a B2B fleet washing service.

“We really think that the future is superimposing workforce development on existing business
structures and then creating a social contract with our employees within it, where everybody
wins.”

Patrick Michaels m
President and CEO, Goodwill Industries of Upstate/Midlands South Carolina'%
26t June 2018

104 www.goodwillsc.org
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Appendix 2: List of organisations interviewed

Antoines Restaurant

Coastal Cloud

Colorado State Bank and Trust

Community Capital New York

Conscious Capitalism Inc

Core Foods

Discover Goodwill

Goodwill Austin Texas

Goodwill Industries International

Goodwill Industries of Denver

Goodwill Industries of Greater Grand Rapids
Goodwill Industries of Greater New York & Northern New Jersey
Goodwill Industries of Kanawha Valley
Goodwill Industries of Kentucky

Goodwill Industries of Southeastern Louisiana
Goodwill Industries of the Southern Piedmont
Goodwill Industries of Southeastern Wisconsin
Goodwill Industries of the Valleys

Goodwill Industries of Upstate/Midlands South Carolina
Goodwill Korea

Goodwill of Central and Coastal Virginia
Goodwill of Greater Washington

Goodwill of Central and Southern Indiana
Goodwill Tyler Texas

Greyston Bakery

Humanistic Management Journal

Lewis Institute Babson

Mothers' Milk Bank

REDF

SeaChange Capital Partners

St. Vincent De Paul

Start Foundation

The Lucy Collective

The Westchester
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Appendix 3: Local Goodwill organisations visited

Goodwill Denver'
Visited 23 May 2018 and interviewed (titles correct at time of interview):
Stuart Davie President

Mary Downes Executive Assistant to the President and the Board
Del Morgan Area Manager eCommerce and GoodElectronics
Debra Scarpella Business Development Manager

Travis Carlson Director of Marketing

Alex Comisky HR Business Partner

Rick Hettlinger Interim President and CEO

Kristi Esbenshade Vice President of Workforce Development

“Goodwill provides education, career development, and employment opportunities to
help Coloradans in need achieve self-sufficiency, dignity, and hope through the Power
of Work.”

Population of Denver metropolitan area: 2.8 million in 2018196
Finance Report 2017 (indicated as percentage allocations)!?”

Revenue Expenses

Retail 91% 81%
Other public support 4%

Contract revenue 3.6%

Workforce development programs 9.4%
Other income

General and administration 9%
Fundraising 0.6%

Stores include

1 Déja Blue Boutique
3 Outlet World

30 Thrift Stores

9 Donation Centers

3 Career Connections Centers

GoodElectronics Programme (1/2 warehouse)

105 All data from Annual Report for 2017 on www.goodwilldenver.org
106 http://worldpopulationreview.com/us-cities/denver-population/
107All data is from the latest Annual Report on the website.
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Discover Goodwill of Southern and Western Colorado%®
Visit 25" May 2018 and interviewed (titles correct at time of interview):

Karla Grazier President (and Chair of GII'%9)

Tim Cooper
Michele Gorr
Denise A Krug
Lorrie Molli
Gary Smith

Chief Financial Officer

Vice President Operations and Sales

Vice President Rehabilitation and Community Services
Vice President Innovation and Strategic Planning
VP Human Resources and Organizational Development

“Discover Goodwill is dedicated to helping people reach their highest level of personal
and economic independence.”

Population of Colorado Springs metro area: 712,327'10

Finance Report 2017 (indicated as percentage allocations)'"’

Revenue Expenses

Retail 49% 36.4%
Other public support 3%

Business contracts 22% 20.4%
Workforce development & community programs 25% 22%
Other income 1%

General and administration 9.4%
Fundraising 1%
Investment in plant and machinery 11.8%

130,082 ECommerce Transactions

84,629 People Served in the Community

42 Colorado Counties Served
11 stores and 1 outlet

1,365 Individuals Employed with Discover Goodwill
1,452 Volunteers Provided 44,867 Service Hours
266 Individuals Assisted at Home with Daily Living Needs

100,376 in Emergency Clothing Vouchers Issued to 5,019 people
56.413,261 Pounds of Donations Received/Repurposed

280 Tons of Computers Recycled Through Dell Reconnect
832,065 Material Donations to Discover Goodwill

1.550,031 Purchases at Discover Goodwill’'s Retail Centers

9,101 Job Seekers Placed into Community Employment
24,802 Individuals Received Job Training and Career Services

108 www.discovermygoodwill.org

109 Goodwill Industries International http://www.goodwill.org

110 https://en.wikipedia.org/wiki/Colorado Springs, Colorado

MAll data is from the latest Annual Report on the website.
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Goodwill Industries of Southeastern Louisiana, Inc'?
Visited 315t May 2018 and interviewed (titles correct at interview):

William Jessee President

Joan Johnson Project Manager

Leslie Cowdrie Quality Control and Safety Manager, Facilities Management Services
Jodee Daroca Vice President / Chief Financial Officer

Tim Salvato Vice President of Retail operations

Donna Morgan Vice President of Workforce Development

Marilyn Chapman Vice President of Human Resources
Population of greater metropolitan area of New Orleans = 1.167 million 2018'"3

Finance Report 2017 (indicated as percentage allocations)

Revenue Expenses
Sales & retail revenue 69% 20.5%
Vocational training 20%
Other sources of income 11%
Program services 70.6%
Management and general 8.9%

22 retail and donation center locations
2,049 people served

231 individuals placed into employment
1.307,535 shopper purchases

344,600 donations

Goodwill’s Facilities Management Services and Contracts Division serves more than 34
government and commercial contracts, managing approximately 1.855 million square feet
of office space and 1,200 acres for grounds maintenance.

The data here is from the latest Annual Report on the website.

112 https://www.linkedin.com/company/goodwill-industries-of-southeastern-louisiana/
113 http://worldpopulationreview.com/us-cities/new-orleans-population/
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Goodwill Industries of Southern Piedmont'*
Visited on 19" June 2018 and interviewed (titles correct at interview):

Chris Jackson President

Carol Ashby Director of GoodWork Staffing

Philip Boger Director of Business Relationship Management
Angelece Cooke Executive Assistant & Board of Directors’ Liaison
Michael Foster Transitional Jobs Manager

Andrew King Director of Food Services

Raquel Lynch Chief Program Officer, Workforce Services Division
Dr Dana McDonald Director of Goodwill University

Tonya Nations Vice President of Store Operations

Reid Sartin Store Manager, The GRID: Powered by Goodwill
Richard Walker Vice President, Business Intelligence Analytics and Planning
Kilby Watson Community Engagement Manager

Jennifer Joyner-Talbot Career Coaching Manager

Brian Otto Director of Construction Services

Raquel Lynch Chief Program Officer Workforce Services

Melinda Wilshire Director of Marketing and Communications

LaRita Barber Chief Advancement Officer

Michael Elder Previous President

Population of greater metropolitan area of Charlotte: 2.4 million in 201815
“Changing Lives Through the Power of Work!”

Finance Report 2017 (indicated as percentage allocations)

Revenue Expenses
Business enterprises 75.6%
Workforce and employment services 23%
Other contributions 0.9%
Other 0.8% 9.8%
Wages, taxes, benefits to clients and staff 67.5%
Occupancy and depreciation 15.7%
Supplies 5.3%
Addition to use of working capital 1.7%

lllustrations sharing the impact of Goodwill Industries of Southern Piedmont follow.

114 www.goodwillsp.org
115 hitp://worldpopulationreview.com/us-cities/charlotte-population/
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91% 3,389

of people who come to Goodwill are here for | career-ready Goodwill Industries of the Southern
job assistance, our most utilized service. Piedmont clients secured employment in 2017.

12,663

First-time clients:

Ethnicity: Gender: Yearly household income
i ¢ - below *10,000:
| sian [
B 5 !
. m——
£ 0
Without stable housing: Unemployed for more than With a criminal record:
one year:
Without stable housing: Unemployed for more than With a criminal record:

one year:

187

Education Level Before Coming to Goodwill:

34%

Number of industry-recognized certifications

== @ 542

Figure 3. Goodwill supporting people into work in 2017

Figure 9. Partners Delivering Impact in the
Opportunity Campus in 2017

© Karen Leigh Anderson 2020

Number of unique patients receiving medical,
dental and behavioral services:

CLINIC

Number of medical, dental and
behavioral health visits:

Charlotte Metro

' Number of members served:
1,374

Number of new loans granted to members:

469

£ comMOoN
- WEALTH
. CHARLOTTE

Number of clients served:

Number of clients who opened a bank account:

o

The Center for
Community Transitions

Number of Goodwill clients served:

923
97%

Percent of clients served who were
successfully reintegrated into society
and not re-arrested:
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Goodwill Industries of Greater New York & Northern New Jersey'1®
Visited 15™" June 2018 and interviewed Katy Gaul-Stigge, President.

“Goodwill Industries empowers individuals with disabilities and other barriers to
employment to gain independence through the Power of Work.”

Population of New York City: 20.3 million in 201717

Finance Report 2017 (indicated as percentage allocations)

Revenue Expenses

Contributions 1.24%

Donated goods 35%

Sale of goods and contracted services 34.5% 66%
Fees and grants from government 25%

Tenant rent / Residential services 4.26% 2.5%
Rehabilitation and employment services 21.5%
Management and general 9%
Other supporting services 0.4%
Fundraising 0.6%

40 stores and 57 programs

2017 report

136 million pounds of goods diverted from landfill

45,000 served in communities

988,000 donations received

1in 7 of retail employees has a disability

Placed 3,387 people with barriers to employment in jobs

Every 12 minutes another person has access to opportunities at Goodwill to build careers
and strong families

500+ employer partnerships

750+ temp workers sent to work each day

2 people placed into employment every hour of every business day
Person-centered recovery and rehabilitation services

Integrated Health & Wellness Center

Supported housing

Rehabilitation Services

Data here is from the latest version of the Annual Report on the website.

118 https://www.goodwillnynj.org/
17 https://en.wikipedia.org/wiki/New York City
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Goodwill of Central and Coastal Virginia''®
Visited 27" June 2018 and interviewed (titles correct at interview):

Charles Layman  President
John Dougherty Vice President Community Workforce

Population of Richmond: 223,170 in 201719

Finance Report 2017 (indicated as percentage allocations)

Revenue Expenses
Donated goods — sales 65.7% 54.7%
Contracts for employment programs 28.2% 30.6%
Fees and grants from government agencies 3.3%
Education, training and employment 7.9%
Philanthropic support 1.5%
Administration 6.3%
Resource development 0.5%
Other revenue 1.3%

Figure 10. Goodwill of

GOODWILL IS A Central and Coastal Virginia 2017 IMPACT

SOCIAL ENTERPRISE

'Y PLACED

COVERING
across Central & Coastal Virginia 4 with ‘
R
i rr}ore y | ’
job seekers ifeasl employers
OFFERING
with an average
Community | Retail hourly wage of

= Employment ; \ /

553 -+ Stores
" Centers ’

Government
) and Commercial
, '- Outlets Business Solutions ) (| . new job

anitorial, Logistics, ) o ST seekers served:
SI A

TANF

artcipan
Full-Service E-Recycling youth paricipants

Staffing Agency Operation

: : ex-offenders veterans
in retail operations,

community workforce, Figure 11. 2017 Impact

government contracts,

business development, Figures for Central individuals with

and support roles. documented disabilities

and Coastal Virginia

118 www.goodwillvirginia.org
119 http://worldpopulationreview.com/us-cities/richmond-population/
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Goodwill interviews from the Delegate Assembly

| have used this section to note the Goodwill organisations whose Presidents | formally
interviewed at the Delegate Assembly. These interviews contributed to the findings and the
quotes in the report.

The organisations’ breadth of impact would fill many bookshelves and | highly recommend
looking at the websites below to get a sense of the variety of Goodwill organisations.

Organisation name Person Name Title
Goodwill Industries of Southeastern Jackie Hallberg President
Wisconsin (noted as largest Goodwill in | Elizabeth McNally Vice President
the world) '2°
Goodwill of Greater Washington'?' Catherine Meloy President
President and Chief Executive Officer Kent Kramer President
at Goodwill of Central and Southern
Indiana 22
Goodwill Industries of the Valleys'? Jackson Green President
Goodwill Kentucky'?* Amy Lutrell President
Goodwill Industries of Michiana'?® Debie Coble President
Goodwill Industries of Kanawha Cheri Bever President
Valley'2
Goodwill Austin Texas'?” Jerry Davis President
Goodwill Industries of Greater Grand Kathy Crosby President
Rapids'?®
Goodwill Tyler Texas'?® Kimberly Lewis President
Goodwill Industries of Upstate/Midlands | Pat Michaels President
South Carolina™?°

120 www.goodwillsew.com

121 www.dcgoodwill.org

122 www.goodwillindy.org

123 www.goodwillvalleys.com
124 www.goodwillky.org

125 www.goodwill-ni.org

126 hitps://goodwillkv.com

127 www.goodwillcentraltexas.org
128 www.goodwillgr.org

129 www.goodwilletx.com

130 www.goodwillsc.org
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Appendix 4: List of weblinks

Ability One Program www.abilityone.org

Ability One Procurement Guide
https://www.wbdg.org/FFC/NAVFAC/CECT/ABILITY ONE Procurement Guide.pdf

Ashoka https://www.ashoka.org

Cambridge Centre for Social Innovation https://www.jbs.cam.ac.uk/faculty-research/centres/social-
innovation/

Cambridge Judge Business School https://www.jbs.cam.ac.uk/home/

Center for Open Hiring https://www.greyston.org/about-the-greyston-center-for-open-hiring

Charity https://knowhownonprofit.org/setting-up/setting-up-a-charity/charitable-status/what-is-a-charity-
Nncvo

Community Benefit Society https://www.nibusinessinfo.co.uk/content/community-benefit-societies

Community Interest Society (CIC) https://www.gov.uk/set-up-a-social-enterprise

Company limited by shares https://www.gov.uk/limited-company-formation/shareholders

Dell’s Global Recycling Services https://www.dell.com/learn/uk/en/ukcorp1/corp-comm/globalrecycling

Discover Goodwill https://discovermygoodwill.org

Dr Helms biography https://www.goodwill.org/wp-content/uploads/2020/01/Edgar-J.-Helms-Bio-
updated-January-2020.pdf

Enso https://www.enso.co

Fair Trade https://www.fairtrade.org.uk

Federation for Small Business https://www.fsb.org.uk

501(c)(3) status explained https://www.501c3.org/frequently-asked-questions/

GCFGlobal.org https://edu.gcfglobal.org

Goodwill Austin Texas www.goodwillcentraltexas.org

Goodwill Denver https://www.goodwilldenver.org/

Goodwill of Central and Southern Indiana www.goodwillindy.org
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Goodwill Industries International http://www.goodwill.org

Goodwill Industries of Central and Coastal Virginia www.goodwillvirginia.org

Goodwill Industries of Eastern North Carolina https://www.gienc.org/

Goodwill Industries of Greater Grand Rapids, Inc www.goodwillgr.org

Goodwill Industries of Greater New York & Northern New Jersey https://www.goodwillnynj.org/

Goodwill Industries of Kanawha Valley, Inc https://goodwillkv.com

Goodwill Industries of the Valleys www.goodwillvalleys.com

Goodwill Industries of Michiana www.goodwill-ni.org

Goodwill Industries of Southeastern Louisiana https://www.linkedin.com/company/goodwill-
industries-of-southeastern-louisiana/

Goodwill Industries of Southeastern Wisconsin www.goodwillsew.com

Goodwill Industries of Upstate/Midlands South Carolina www.goodwillsc.org

Goodwill Industries of Southern Piedmont_ www.goodwillsp.org

Goodwill Industries of Tyler Texas www.goodwilletx.com

Goodwill Industries of Upstate/Midlands South Carolina www.goodwillsc.org

Goodwill of Greater Washington www.dcgoodwill.org

Goodwill of Kentucky www.goodwillky.org

Goodwill Solutions CIC http://www.goodwillsolutions.co.uk/

Greyston Bakery https://greyston.org/

Guidestar https://www.quidestar.org

Hurricane Katrina https://www.britannica.com/event/Hurricane-Katrina

Inspiring Scotland https://www.inspiringscotland.org.uk/

i-SE http://www.i-se.co.uk/

Lean Start-up http://theleanstartup.com/

Local Economic Partnerships https://www.lepnetwork.net/
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Master of Studies in Social Innovation https://www.jbs.cam.ac.uk/programmes/professional-
practice/mst-social-innovation/

Nonprofit https://en.wikipedia.org/wiki/Nonprofit _organization

Open Hiring https://greyston.org/open-hiring/

Population figures http://www.worldometers.info/world-population/us-population/

REDF https://redf.org/

Salvation Army https://www.salvationarmy.org/

School for Social Entrepreneurs https://www.the-sse.org/

Scottish Government website https://www2.gov.scot/Topics/Government/Procurement/buyer-
information/SuppBus

SeaChange Capital Partners http://seachangecap.org/

Shop Goodwill www.shopgoodwill.com

SME http://www.thefsegroup.com/definition-of-an-sme/

Social Enterprise UK https://www.socialenterprise.org.uk

Social Enterprise Alliance https://socialenterprise.us

Target https://intl.target.com/

Unemployment figures https://www.ons.gov.uk/

UnLtd https://unitd.org.uk

Wesley Helms https://brocku.ca/goodman/faculty-research/faculty-directory/wesley-helms/

Winston Churchill Memorial Trust https://www.wcmt.org.uk

World Population http://worldpopulationreview.com/us-cities/new-orleans-population/

World Value Index 2018 https://www.enso.co/worldvalue
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Appendix 5: Social Enterprise in the UK

| thought it would be relevant to include some statistics on the sector in the UK. Since 2009,
Social Enterprise UK'3', the national membership body for social enterprise, has conducted
surveys into the state of social enterprise.

According to Social Enterprise UK, social enterprises are businesses that:
o Have a clear social and/or environmental mission set out in their governing
documents
Generate most of their income through trade
Reinvest most of their profits
Are autonomous of the state
Are majority controlled in the interests of the social mission
Are accountable and transparent’3?

O O O O O

There is no separate data set for Social Firms'33, however, within the Social Enterprise UK
surveys there are statistics regarding employment as a mission focus.

The Social Enterprise UK website has the following reports available:

Hidden Revolution: Size and Scale of Social Enterprise in 201834

Future of Business — State of Social Enterprise Survey 201713

Leading the World in Social Enterprise: State of Social Enterprise Survey 201536
The People’s Business — State of Social Enterprise Survey 2013137

Fightback Britain: A report on the State of Social Enterprise Survey 2011138

YVVYY

Core data from these reports is summarised below:

e In 2018 there were 100,000 social enterprises with 2 million employees contributing £60
billion to the UK economy'3.

e |tis interesting to note that the total revenue of the Goodwill network is equal to roughly one
tenth of the total revenue of all UK social enterprises according to these figures.

e Across the various surveys between 70% and 74% of organisations responded saying they
earned more than 76% of their income through trade.

131 hitps://www.socialenterprise.org.uk

132 hitps://www.socialenterprise.org.uk/what-is-it-all-about

133 Social Enterprises that have their main mission to provide employment and training to the disadvantaged.
134 hitps://www.socialenterprise.org.uk/the-hidden-revolution

135 https://www.socialenterprise.org.uk/the-future-of-business-state-of-social-enterprise-survey-2017

136 hitps://www.socialenterprise.org.uk/policy-and-research-reports/leading-the-world-in-social-enterprise-2015/
137 https://www.socialenterprise.org.uk/the-peoples-business

138 https://www.socialenterprise.org.uk/fightback-britain-2011

139 https://www.socialenterprise.org.uk/the-hidden-revolution
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Between 2011 and 2017, the survey respondents indicated that they worked in the most
deprived areas of the country, with 39% doing so in 2011 and 28% doing so in 2017.140

Over the years the size and
variation in turnover of social
enterprises has consistently
fluctuated a little, so that the
largest number of social
enterprises have a turnover of
less than £50,000 and the
smallest number have turnovers
greater than £5 million. Figure
12'41 illustrates this clearly.

Social enterprises have
consistently focused on creating
employment opportunities for
those disadvantaged in the
labour market. In 2011 it was the
social purpose for 24% of
organisations and in 2017 27%
were committed to it.142

In 2017, 23% of UK social
enterprises had been trading for
more than 21 years with 25%

100%

90%

80%

70%

60%

50%

40%

30%

20%

10%

0%

2017 2015 2013

W £5 million < W 1 million to £5 million
£250k to £1 million  m£100k ro £250 k
W £50k to £100k <£50k

Figure 12. UK Social Enterprise Size of Turnover

140 Fight Back Britain 2011 p27 and Future of Business 2017 p18
141 Future of Business 2017 page 16
142 Fight Back Britain 2011 p23 and Future of Business 2017 p32
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having traded for less than three years. Figure 1343 shows the trends in length of trading
history over the years.

100% 6%

90%
80%
70%
60%
Figure 13. UK Social Enterprise 50%

Length of Trading 40%
30%
20%
10%

0%

2017 2015 2013 2011

M 21 or more years W 11-20 years M 6-10 years M 4-5 years M 1-3 years M less than 1

143 Future of Business — State of Social Enterprise Survey 2017 page 15
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The trip developed around the Delegate Assembly dates (23™ to 27" June 2018) as this was a
unique opportunity to engage with many people connected to Goodwill. The Delegate
Assembly is an annual conference for Goodwill Presidents, some board members and senior
staff. In 2018 it was held in Colonial Williamsburg and | was invited to attend. This allowed me
to interview a broader spectrum of Presidents and meet many more individuals who were part
of the broader Goodwill network, than had | travelled from Goodwill to Goodwill.

%E%" United States
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The map shows the geographical spread of my trip and here is the itinerary:

Niagara Falls (NY) 14t - 17t May

Denver (CO) 17th - 23rd May

Colorado Springs (CO) 24th - 25th May
New Orleans (LA) 26th May - 3rd June
Washington DC 4th - 11th June

New York 11th - 17th June

Richmond 17th, 20th to 23rd and 27th June
Charlotte 18th - 19th June

Colonial Williamsburg 23rd - 27th June
San Francisco 28th June - 9 July
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Appendix 7: Glossary

This includes definitions that apply equally to the USA and UK as well as some country specific
definitions, sometimes for the same word.

501(c)(3) This is a type of legal entity in the US. This means that they are
approved by the Internal Revenue Service as tax-exempt,
charitable organisations'#4.

Ability One Program Legislative provision in the USA for contracts where 75% of direct
labour hours are delivered by individuals with a severe disability'4°.

Charity (UK) A charity is a specific type of voluntary organisation that must
conform to the regulations set out in charity law particularly
the Charities Act 20116, Charity is a legal status for an
organisation, not a legal form or organisational structure'’.

Community Benefit Society (UK)
Community Benefit Societies (BenComs) are incorporated industrial
and provident societies (IPS) that conduct business for the benefit
of their community. Profits are not distributed among members, or
external shareholders, but returned to the community'8.

Community Interest Company (UK)
A CIC is a special type of limited company which exists to benefit
the community rather than private shareholders'#.

Goodwill Consolidations  If a Goodwill experiences difficulty and interventions cannot turn it
around, then the surrounding Goodwills take it over wholesale or in
parts. The internal description for this is consolidation.

Local Economic Partnerships (LEPs)
These are UK business-led partnerships between local authorities
and local businesses'°.

https://www.501c3.org/frequently-asked-questions/
www.abilityone.org

http://www.legislation.gov.uk/ukpga/2011/25/contents
https://knowhownonprofit.org/setting-up/setting-up-a-charity/charitable-status/what-is-a-charity-ncvo
https://www.nibusinessinfo.co.uk/content/community-benefit-societies
https://www.gov.uk/set-up-a-social-enterprise

https://www.lepnetwork.net/
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NEET A young person who is no longer in the education system and who
is not working or being trained for work.

Nonprofit (US) A nonprofit organization (NPO) is dedicated to furthering a
particular social cause or advocating for a shared point of view. In
economic terms, it is an organization that uses its surplus revenues
to further achieve its ultimate objective, rather than distributing its
income to the organization's shareholders, leaders, or members.
Nonprofits are tax exempt or charitable, meaning they do not pay
income tax on the money that they receive for their organizations’.

Not-for-profit Same as nonprofit

NPAs NonProfit Agencies specifically focused to provide employment and
training for people with significant disabilities working within the
Ability One Program in the US.

Open Hiring™ Is hiring anyone willing to work—no questions asked, which has
been pioneered by Greyston Bakery'%2,

SME Small and medium sized organisations with fewer than 250
employees and a turnover of less than €50 million%3.

Social Enterprises (UK)  Are businesses that:

o Have a clear social and/or environmental mission set out in
their governing documents
Generate the majority of their income through trade
Reinvest the maijority of their profits
Are autonomous of the state
Are majority controlled in the interests of the social mission
Are accountable and transparent’®*

o O O O O

Social Enterprise (US) An organization or venture (within an organization) that advances a
social mission through market-based strategies. These strategies
include receiving earned income in direct exchange for a product,
service or privilege'5.

Social Firm A Social Firm is a specific type of Social Enterprise where the
social mission is to create employment, and meaningful work

https://en.wikipedia.org/wiki/Nonprofit_organization
https://greyston.org/open-hiring/
http://lwww.thefsegroup.com/definition-of-an-sme/
https://www.socialenterprise.org.uk
https://socialenterprise.us
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(including training and volunteering opportunities) for people who
face significant barriers to employment — in particular, people with a
disability (including mental ill health and learning disabilities) a
substance abuse issue, a prison record, a homelessness issue and
young people'®.

Social Innovation Social innovation is the process of developing and deploying
effective solutions to challenging and often systemic social and
environmental issues in support of social progress.

Social innovation is not the prerogative or privilege of any
organizational form or legal structure. Solutions often require the
active collaboration of constituents across government, business,
and the nonprofit world. %’

Social Investment Tax Relief (SITR)
Social investment tax relief (SITR) is the government’s tax relief for
social investment which encourages individuals to support social
enterprises and helps them access new sources of finance 8.

Social Venture Is an undertaking by a firm or organization established by a social
entrepreneur that seeks to provide systemic solutions to achieve a
sustainable, social objective.'>®

Supported Businesses Supported businesses need to meet two criteria:
1. the primary aim of the business is the social and professional
integration of disabled or disadvantaged persons.
2. atleast 30% of the employees of those businesses should be
disabled or disadvantaged’®°.

WISE (Europe) Work Integration Social Enterprises (WISEs) are autonomous
economic entities whose main objective is the professional
integration — within the WISE itself or in mainstream enterprises —
of people experiencing serious difficulties in the labour market. This

156 Social firm is the British term for a work integration social enterprise (WISE), a business created to employ

people who have a disability or are otherwise disadvantaged in the labour market. Its commercial and production

activities are undertaken in the context of a social mission, with profits going back into the company to further its

goals. A significant number of the employees of social firms will be people with a disability or disadvantage,

including psychiatric disabilities. https://en.wikipedia.org/wiki/Social firm

157 Soule, Malhotra, Clavier quoted in https://www.gsb.stanford.edu/faculty-research/centers-

initiatives/csi/defining-social-innovation

158 https://www.gov.uk/government/publications/social-investment-tax-relief-factsheet/social-investment-tax-relief
https://en.wikipedia.org/wiki/Social_venture

180 hitps://www2.gov.scot/Topics/Government/Procurement/buyer-information/SuppBus
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WISE (US)

Workforce Development
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integration is achieved through productive activity and tailored
follow-up, or through training to qualify the workers'".

Work Integration Social Enterprises (WISEs) represent a market-
based approach for workforce development and labour market
integration that offer employment and training opportunities as well
as bridges to the mainstream labour market'2.

Workforce development is defined as an American approach to
economic development, attempts to enhance a region's economic
stability and prosperity by focusing on people rather than
businesses. It essentially develops a human-resources strategy'63.

161
https://orbi.uliege.be/bitstream/2

268/90492/1/Work%20Integration%20Social%20Enterprises%20in%20the%20Eu

ropean%20Union An%20overview%200f%20existing%20models.pdf

https://www.degruyter.com/view/j/npf.2016.7 .issue-4/npf-2016-0009/npf-2016-0009.xml
https://en.wikipedia.org/wiki/Workforce_development
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