Enterprise Can Have
Social Impact

LAURIE ALPERN, EXECUTIVE DIRECTOR
THE ENTERPRISING KITCHEN, CHICAGO

As 3 e wonprf

Mm ‘mmm smm
proves thar_entrepre
neurial thinking can
have a very tangble
social impact. While
SeguinWORKS'  four
sacial enterprise busi-
nesses—Auro Markerplace, Lawn Care & Snow
Reamoal, G Comer and El Jardin de Seguin—
may anly represent a low, single-digie percentage
of s parens organizat

excellens cuampc for any nonprofic considering
an earned income venure.

Seguin Services had several imporant things
going for i as it chose this entreprencurial path:
management excellence, an entreprencurisl cul-
e, vacans Land it ownic, and a $200,000 ruc-
sced-ind grant. SeguinWORKS' leader-
ship recogniaed that effective gromth of the social
enterprise businewses woukd require firscerate
nformation about porential markets and busi-
niess opportunities. Area uniy

wsefial rechnical and resea

social enterprise  development,

gran thar demonstrated.jobs could be crested

for hard-to-cmploy aduls in their communi
“um.mmupmd:q.m.n services to the
through a argeted market niche in

the auto care indasry:

With, fous social enterprise businesss in visious
g ofdevlopaen. Segi s scayd e o s
o misson: “geing people <anplopel in dhe
" Nos allnonprofits will be able o pue
Wh[l\hcﬂdl«*‘w at the level Scpuin
s, bue all nonpeofits convemplating an camed
income strarcgy should fllow Seguin's campk of
putting the employment misio
donars ard carly an, and pursing 3
well-thought-out business development. sirategy
hacinclud: market feasibiley, serasegic markesing

begin to maruse, iewill b imperacive for

Segin 10 idenuify Funders who undersund and
embrace this unique model,
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hy would a sacial-service agency possibly want to run an automative

g k / sales and decaling busines? For Seguin Services, Inc.. there are at
least 100 goos seasons.

. cen able 10 achieve our mission of finding meaningful

duals with developmental disabili
00 hard-1a-employ adults in o

we save that there were still o
who nceded a chance to hold 4
dentand CEO, “A self.sustaining, camed-income enscaprise offered us
tunity to assist this underserved population while at the same time generating

evenue to help

d for 80 hard-to-
a porfolia of camed-income enterprises that ncludes auto sales
lawn care and snow removal, an ares-and-crafis boutique, and
Seguin's Entreprencurial

be-developed garden center [Sce Box,




Seguin's Entrepreneu
Business Portfolio

uinWORKS Auto
Scguin staff and individuals with disabilitics secure donations of cars and other
rebicles, then el the v the genenl pablic righ off the Sq,umlm When vehicles
d under suaf supervision,
T vl o s e i [t S RS w.m,n-u |..
addition, the Ao Markesplace has 2 fully cquipped auno derailing fa
Segiln workes wash i deil veh e o e ap o s well mmuy
pre-scheduled appointments.

SequinWORKS Lawn Care & Snow Removal

isabilities. per proundskecping
wd clean-up) on personal and commercial praperties in 20 west-
s, These same cews provide snow-remaval services during
winter months for residential and commercial customers.

SequinWORKS Gift Corner

For mose than ten years, Seguins Gift Comer has been emplaying people with
disabiliies to coeate and sel a vasicey of crafis and oshes gifis. This enterprise has now
expanded to offer various seasonal products for sale, such as holiday gift baskers,
wrcaths, and floral asrangements. A retil shop in Cerenak Plaza-Berwyn is undergoing
enbancements 1o better meet market demand, produce more revenue, and provide
additionsl work for individuals with severe disabilicies.

El Jardin de Sequin Garden Center
An ourgrowh of Scguin's Horticultural Therapy program, which was began in May
2001, Seguin is in the process of developing 1 new garden center that will develop,

market, and sell lawn, garden, and horticultural products and services.

Business Portfolio®]. How did a traditioral
rofit such a5 Seguin successfully
develop and geow these myriad business
ventures, while remaining true to its social
service mission?

A Pioneering History
The origins of Sequiris catrcprencurial
spiric can be found in its DNA, a5 it were.
The in 1949 by a
group nf parents distressed by their com-
unicies lack of educarional or service
optiams for their childsen with severe dis-
abilics. Tsgired by che philosophy of
nch physician Edouard Seguin, whose
ool offered students with d

e apporuaiy o v, o and lanin

church basement—the fist pilot program
based special

¥ ive, commu
ducation in the state of Illinois,

ued to ld\mst the mis-

“I like to compare these
ventures to a tugboat,
because they push us

out of our safe harbor and
into wide open spaces.”

Joha Vit
Fresiden and CEO,Seguin lnc

Seguin operatcs onc of “the best homes we
have scen. in the United Seates.” This same
review process also identified 21 areas of
managerial excellence ranging from sound
financial growth 10 escellent human
resource systems and practices, w0 highly
elfctive beadership, 1 an impressive and

workable outcomes measutement system
involving staff throaghout the organization.

i fo people ich d guin
wasth it agency i o o phise ot
sheltered workshops and cstablish somc of
h inclusive employ-
e programs in Hlinois
These programs suscessfully demonsiated
that even those with the most severe dis-
abilities can work in the communicy wich
appropriate support.

“Toxday, Seguin provides services and sup-
port o over 500 aduls and children
through adult residential, adult employ-
ment, and saining, and childrens foster care
programs. I recently granting Seguin its
sixth consecutive tri-anmual accreditation,
Commision on Accrediation
on Facilities, noted that

New Business Model
In 1999, Seguin Services was one of nine
Chicago-area agencies, and the only subur-
ban_ onganization, chosen by the linois
Facilities Fund and the Minnesota
National Conter for Social Entreprencurs
(NCSE) 1o panticipute in The Chicago
Project for Social Entreprencurs. The pro-
jeet’s goal was to identify camed-income
opportunitics in each agency for the purpase
of generating revenue for essential social
services, raher than oy relying on gavern-
ment Funding sources and philiatheopy.
Widh the support of the NCSE and a
gant of $10000 from the Chicago
Community Trust, Seguin began aplmlur\g
process w evaluste its potenial
help support s m,.!m
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Essential Business
Development Tools

Market Feasibility Study [MFS)
Asscsscs the growth and potential prof-
iuabiliy of a business venrure based on
the market’s size and economics, paten-
tal supply and demand, competitor
activity, the identity and location of tar.
e markes, and the organizacion’s man-
agement, operational, and financial
<capacity to support the business.

Strategic Marketing Plan [SMP)
Buikds on dhe MFS 1o help increase dhe

semvices 10 the immediate community,
potential partner charities, buyers,
donoss, and philsnthropic organizations.
An SMP oypically provides indepth

identifies

SeguinWORKS' Five-Year
Financial Performance

Auto Marketplace Job Creation Projections*

Auto Sales/

Job Creation
Scenarios Admin/hkig

posenial partners, outlines a tactical mix

Business Plan

A business plan includes all of the
information in the MFS and SM: as
well 453 management plan, opeations
plan, fnancial plan, and a risk
assessment/contingency plan. (For
assistance on developing 2 nonprofit

20

“Prejections based an 2002 Auto Markesplace Business Plam

possessed underutilized assers that could be
leveraged o mort 3 genuine market need.
“We were aware that people from our
community necded reliable low-cost trans-
postation io s 10 jobs in sumounding
suburbs, At the same time, we owned o
parking lot with a building on it that was
siing idle much of the time where we
could store and resell donaeed can,” sid
Voir, “It was the intensection berween these

s plan
the web sice of the Vale School
of Mansgement-Goldman  Sachs
Foundation Partnership for Nonprofit
Ventures, which provides business
planning assisrance, cash awards, and
2c0ess 1 the investment communicy

th its National Business Plan
Comperition  for  Nenprofie
nizations.)

ment A carful analyss of the
organizations strengths, weaknescs,
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e our mission to employ
people with disabiliics in community
setings that gave rise to the Auto
Marketplace business.”

Since s uach in 2001, the Auo

moncy grant from MacNeal Health
Foundation of $200,000 over o years, dur-
ing s Ewo-year test-markee phse, the Auto
Marketplace business sold 262 vehides and
generated gross revenues of $193,548 while
creaing parctime jobs for 55 Seguin dients.

“One of our primary concems is that
h place

Profit/Loss ($3,366) 385,461

Auto Wash
&Detalling

(589.620) (54.884) -1

Patential
Jobs Created

that we own the property and the building,
we have been able to opesate debe-free. It
has given us 3 real kg up for developing
this business modcl.” For this reason,
Seguin's strategy is to capivalize the business
by apgressively pursuing grants and major
s expresly for this purpose,

A masketplace feasibiliy sudy of the
Auto Maserplace was conducted by Dr.
David Pisui of DePaul Universiey and
presented 102 group of foundation diretors,
government leaders, and Board members
in March of 2004. Funded by 2 §75,000
planning grant from the UL.S. Department
of Healeh and Human Scrvioes—Seguirs
firs feeral grant—the study concluded
that the two-year pilot had sccomplished
Seguin's primary goals of producing jobs
for hard-co-employ individuals while
optrating on ar least 3 break-cven basis
with the gual of caming a profic. Dr.
Pistrui abo concluded thar, based an an
assessment of the size and dynamics of
Chicagoland car donstion marker, he

our other operasions ar risk,” said Vait
“Thanks to the scarc-up gran, and the face

Auo pl slone could be
built inte 3 $750,000-plus busincss in;
three ta five years.



Dr. Pistrui then helped Seguin develop
4 stategic marketing plan designed o
srow the Auto Marketplace business. The
plan identificd unique growth opportunitics,
such as expanding the auto wash busincss
by operating on Sarurday, when Seguin is
traditionally closed: establishing itself a5
 processing and drop-off parter for other
charites involved in auto donation; or
potentially franchising the concept to
other nonprofits on a regional or national
b

A new facilicy was recendly bailt on

longrime benefactor Rober
Andreas. The Auto Markes
the infrastructure needed 1o anchor
Scguin's growing portfolio. of carned-
income enterpriscs.

Beyond Financial Returns.

“We gor into this with the goal of
sdvancing our mission of getting people
employed in the community.” said Voit.
“We measuse success in terms of services
dlivered and social impact. The financial
returns are rerrific, but they were never an
end unto themselves.”

Indeed, the Auto Marketplace is project-
= w provide berween 40 and 120 jobs for
Sepuin participants working behind the
scenes, a8 well 2s with the public. Seguin
participants even take part in the marketing
program by pasing out lcramire in the
community and appearing on the organiza-
sion’s behalf at classic car shows.

According 1o Seguin' senior vice pres-
ident, Jim Hapronstahl, some agencies get
o entrepreneurial ventures s the answer
w0 their long-term financial viability.
Seguin views eamed income as an impor-
want component of the financial b\n
belicves that core suppert must co
w0 come from government s.,..a..\,;
erants, and individal giving, “We conin-
¢ t0 advocate for expundesd sate funding
i are making a concened effrt o grom
fehucirable dollirs 1o mest increasing
Lcommunity ned.” he said

Haptonstahl points out thar during

esc gains have been in charitable dollars,
which are likely 10 exceed $1.4 million in

Critical Success Factors for Social
Entrepreneurs

In his marker feasibilty scudy for Seguin, Dr. David Piscrui identified a pumber
of “Critical Success Factons” nonprofits maus adap in order to suceed in the
ial

entreprencurial arena.

“Maost of these critical issues relare 1o new infrastrucrures and com 3
he sai. “This kind of business vearuse requires a different set of sills and expe-
sience than nonprofie professionals typically have—abilisies such as inventory
e Ao marketing, merchandising, and customer service, 10
name a few:

1o additon, the organizatiort’s culie mus support the sk taking necesary
for success. musst be able to make mmalm:nd\nmimm

arganization
them. They must have the financial flesibilny 10 weather a few bad mondhs on
he said.

other keys 1o entrepreneuial success for nonprofits

= Commitment ai the top of the organization
= Well-researched, comprehensive busingss plan

Abiliy t0 adape to marker conditions
educarion and rai

Investmer

in new skills

Investment in opeational infrastructure
Enueprencurial mindset at all levels of the organization

= Discrsc sources of financing—venrure capital grants or loans.

= Willingness to go ousside for expertise and resources

Diasid Pistr, Ph.D%., s« Visiting Profesr in the Department of Mauggement at
el Univervity anl the Managing Director of Acumen Dynaics, LIC.

2005, During thar timeframe, individual
giving has grown dramatically from
864,000 in 1999 ta more than $500,000
projected for 2005, At the same time,
Seguin essablished a $1.5-million endow-
mear from an inical gifc of $600 in 1996,

“Eamed income may never represent
more than ane to two percent of our $22-
million budges,” said Voic. “But we hope
10 grow this revenue stream parallel with
government and charitable dollars—we
want co see the whole pie get bigger.”

Embracing a Broader Mission
Accouding  Voit, the social enterprise
expetience has had the greatest impact on
Seguin in terms of organizational culture,
which is mose open 10 new idess and risk.
taking thin ever before. “The biggest
change was thatit placed the board and seaf
o an enrepeencurial mindser,” he siid

In addition, Seguin now sees itelf in a
new light—ss an engine of economic
development and employment for its local
community of Ciccro, which has an

nemploymen rate 33% higher than the
state averape and a poverty rate 45% high-
e thin the statewide figure.  Seguin
employs 460 parc-time and full-time
workers from this low-income Hispanic
community, making it onc of Ciceras
largest employers. In 2003, Seguin applied
for starus as a Community Ecawomic

mens Corporation and adjusted its
Anices of Incoporsion - relecs s
brosdened mission of providing job
opporunitcs for a larger cross-section of
the population.

The Next Lagical Step

Encouraged by the success of the Auto
Marketplace, Seguin is cager o apply its
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entrepreneutial “green dhumb” to another
new business venrure: E1 Jardiin de Seguin.
The Ganden Center was developed to pro-
vide jobs for hard-to-employ adults while
gencrating revenue for vocational training
and hoicultural therapy  programs.
Building on the growing populariry of gar-
dening and holiday decorating, Seguin
hopes the Garden Center can find a niche
berweeen the national chains. and local
garden shops in its community and orher
southwest suburbs.

With the assisunce of Dr. Pistrui,
Scguin has developed a comprehensive
business plan for the Garden Center,
which has been entered in the National
Business Plan Competition sponsared by
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the Yale School of Managemeni—

okl Sucks Panei. Sein b
Two of the com

and hoes o be one of 20 ol clighic

1© receive a gran of up  $100,000

help defray starc-up and operaring coses

for the Garden Center,

“There are challenges in operaring a
scasonal business with perishable mer-
chandise,” said Haptonstahl, "bat we have
every confidence tha we have the plan
and the skill 10 3dd the Garden Center o
the ScguinWORKS business model and
make it work.”

Contact Information

Seguin Services, Inc.
Jim Haptonstahl
Senior Vice President
(708) 2224250
Jhaptons@scguin.org
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