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About Social Ventures Australia 

Social Ventures Australia (SVA) works with innovative partners to invest in social change. We help to 
create better education and employment outcomes for disadvantaged Australians by bringing the best of 
business to the for purpose sector, and by working with partners to strategically invest capital and 
expertise. SVA Consulting shares evidence and knowledge to build for purpose sector capacity. SVA 
Impact Investing introduces new capital and innovative financial models to help solve entrenched problems. 
SVA Consulting partners with non-profits, philanthropists, corporations and governments to strengthen their 
capabilities and capacity to address pressing social problems.  

SVA Consulting is a specialist consulting practice that partners with social purpose organisations to 
strengthen their ability to address social issues and achieve results. We support leaders to make hard 
decisions, galvanise teams to sustain success and share insights with the social sector. Since 2007, we 
have developed unique, on-the-ground experience supporting over 300 clients through 550 engagements. 
We work on society’s most challenging issues including health, disability, housing, employment, education 
and Indigenous disadvantage. 

We measure our success by the results our clients achieve. Our people are passionate about the work they 
do and the opportunity to create a better Australia. 
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Executive Summary  

Context and project approach 

 Group Training is an employment and training arrangement where a registered Group Training 
Organisation (GTO) employs an apprentice/trainee under an apprenticeship or traineeship 
Training Contract and places them with a host employer 

 In early 2015, The Group Training Association (GTA) of NSW & ACT commissioned Social 
Ventures Australia (SVA) Consulting to understand measure and value the social and economic 
changes generated by GTOs for host employers. Host employers are businesses that hire 
apprentices or trainees through a GTO  

 The Social Return on Investment (SROI) methodology was selected to complete this task. SROI 
is an internationally recognised approach to understand, measure and value the impact of a 
program or organisation. It is a form of cost-benefit analysis that examines the social, economic 
and environmental outcomes created and the costs of creating them  

 This analysis is a baseline SROI analysis that looks at the investment made and the outcomes 
experienced by host employers as a result of GTO activities during calendar years 2009-2014 
(inclusive). These years were chosen because the investment and activity were relatively stable, 
there was significant research conducted throughout this time, and the variability in completion 
rates for apprentices and trainees would be considered.  

Conclusions  

 Over the calendar years 2009-2014 (inclusive), host employers invested over $164m to hire 
apprentices and trainees from GTOs and to receive GTO support. The average investment per 
year was $27.4m, with a high of $28.8m in 2010 and a low of $23.7m in 2014. This is based on 
an average fee of $55 per apprentice/trainee per week charged to host employers by GTOs 

 Over the same period, GTOs employed 57,472 apprentices and trainees in NSW and the ACT at 
an average of 9,600 per year, with a high in 2010 (10,055) and a low in 2014 (8,275). 90% of host 
employers are small businesses who take on only three or less apprentices/trainees at a time 

 As a result of the $164m investment, almost $280m in value was created for host employers. 
When the total investment is compared to the value created, the result is an SROI ratio of 1.7:1. 
That is, for every $1 invested by host employers in GTOs, they received $1.70 of value in return 

 GTOs save host employers time and money (42% of the total value created). The three 
outcomes created for host employers are: 

o Finding, screening and placing apprentices and trainees (6% of total value created) 

o Managing induction, timesheets, payroll and entitlements (7% of total value created) 

o Managing Work, Health and Safety, and Industrial Relations (29% of total value 
created) 

 The fourth outcome identified that apprentices and trainees hired from GTOs are of better quality 
and therefore more productive (58% of the total value created). This outcome occurs because 
both the apprentice/trainee and host employer receive mentoring support, which results in the 
host employer being able to better manage apprentice/trainees. 
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1. Introduction 
1.1. About Group Training 

Group Training is an employment and training arrangement whereby a registered Group Training 
Organisation (GTO) employs an apprentice/trainee under an apprenticeship / traineeship Training Contract 
and places them with a host employer. GTOs take over employer responsibility for the apprentices’ / 
trainees’ employment and training, such as managing payroll and entitlements. The GTO also arranges 
and manages the off-the-job training (i.e. through TAFE or other RTO arrangement) and any additional 
care and support the apprentice/trainee needs to achieve the successful completion of their training 
contract.1 Many GTOs have been around for over 30 years, having originally been set up as a government 
response to growing skills shortages. For more information, see http://www.gtana.com.au/.   

1.2. About Group Training Association of NSW & ACT 

The Group Training Association (GTA) of NSW & ACT represents not-for-profit GTOs operating throughout 
NSW and ACT. GTA NSW & ACT was established more than a decade ago as the peak body for GTOs in 
NSW & ACT. In NSW & ACT, GTOs currently employ more than 8,000 apprentices and trainees in a wide 
range of industries including hospitality, mining, plumbing, building construction, metals and engineering, 
automotive, electrical and sport and recreation.  

1.3. About the project 

GTA NSW & ACT commissioned Social Ventures Australia (SVA) Consulting to understand measure and 
value the social and economic changes generated by GTOs. The Social Return on Investment (SROI) 
methodology was used to assess the outcomes created during calendar years 2009-2014 (inclusive) and 
the investment made to generate those outcomes during this period. The project involved consultation with 
14 executives from GTOs that are GTA NSW & ACT members. In addition, SVA Consulting examined 
secondary data sources, including data collected by the NSW State Training Services and the National 
Centre for Vocational Education Research (NCVER). 

This analysis was undertaken to assist GTOs to better understand and articulate the value of their 
programs. Ultimately, this analysis will prove the value of GTO services to host employers and answer the 
question: 

 

The SROI methodology was used to complete this analysis. SROI is an internationally recognised 
approach to understand, measure and value the impact of a program or organisation. It is a form of cost-
benefit analysis that examines the social, economic, cultural and environmental outcomes created and the 
costs of creating them. The SROI principles are explained in Appendix 1. 

  

                                                                     

1http://grouptraining.ntis.gov.au/what.aspx 

Why would an employer take on an apprentice/trainee through a GTO instead of doing it themselves? 
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1.4. Operating context for GTOs  

Unemployment and skills shortages in Australia 

Unemployment is a persistent and growing problem in Australia, particularly amongst disadvantaged job-
seekers such as the long-term unemployed 2 and youth. From February 2014 to February 2015, the number 
of job seekers in Australia increased 3.4% to 440,011 and the number of long-term job seekers increased 
11.5% to 280,864.3 In the same period, total Newstart Allowance recipients increased 3.8% to 760,149 and 
Youth Allowance recipients increased 5.7% to 109,888.4 

In addition to the high youth unemployment, many industries face skills shortages whereby they are unable 
to, or find it difficult to, fill roles that require specialised skills. In particular, these skills shortages are heavily 
affecting trades such as construction, automotive and engineering, and electro-technology (electrician) and 
telecommunications.5 

Challenges of taking on an apprentice/trainee  

In order to address skills shortages and contribute to lowering unemployment, employers have the option of 
taking on apprentices / trainees. This option, however, requires a significant investment (both time and 
money) which is often too high of a price to pay, especially for small to medium sized employers. GTOs, for 
a fee, are able to lessen the burden of taking on an apprentice/trainee. The choice for an employer then is 
whether to take on an apprentice/trainee themselves (what this report refers to as a ‘self-employer’), or to 
hire through a GTO. 

1.5. Limitations of the project 

Sensitive data 

GTOs work in a competitive environment. Most information about GTOs, and subsequently for host 
employers, is confidential and sensitive. Therefore, it was not possible to get specific data from each GTO, 
such as financial information.  

Stakeholder consultation and other data sources 

The primary consultation in this project was with executives from GTOs. It was not possible to speak to 
host employers or apprentice/trainees for this project. However, SVA Consulting was able to draw on 
extensive secondary research to support the program logic that had emerged from the stakeholder 
consultation.  

 

  

                                                                     

2 Long-term unemployed is defined as a person who has been unemployed for a period of 12 months or more. See Australian Bureau of Statistics (ABS), 

6105.0 - Australian Labour Market Statistics, July 2014, Summary. Available at: 

http://www.abs.gov.au/ausstats/abs@.nsf/products/FBE517ECA9B07F63CA257D0E001AC7D4?OpenDocument (accessed 7 April 2015)
 

3 
Department of Social Services,’ Labour Market and Related Payments: a monthly profile’, February 2015, page 3. Available at 

https://www.dss.gov.au/sites/default/files/documents/03_2015/labour_market_and_related_payments_february_2015.pdf (accessed 10 April 2015). 

4 Ibid.
 

5 Skills shortage list NSW 2014, https://docs.employment.gov.au/system/files/doc/other/skillshortagelistnsw_2.pdf 
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1.6. Project methodology 

This project has been completed across the six stages presented in Table 1 below. 

Stage Description 

Stage 1 Scope project  Define the project scope including boundaries, timing for analysis 
and stakeholders 

Stage 2 Understand change   Engage with GTOs to understand the outcomes generated through 
the program. This includes testing the relationship between 
objectives, inputs, outputs and outcomes  

 Develop program logic 

Stage 3 Measure change  Identify and measure the outcomes experienced by host employers 
through the program  

Stage 4 Value change   Identify relevant indicators and financial proxies to value the 
outcomes 

 Define the investment for the program 

 Determine those aspects of change that would have happened 
anyway or are a result of other factors 

Stage 5 Calculate the SROI  Calculate the outcomes and compare to the investment of the 
program 

Stage 6 Reporting  Synthesise and present key findings 

Table 1 – Project methodology 
 
 

Stages 2, 3 and 4 (i.e. understand, measure and value host employer outcomes) are the key stages of this 
analysis. As part of each stage, a number of questions need to be considered. These are outlined in Table 
2 below and are presented to highlight the types of areas explored through an SROI analysis. 

Understand the change 

 What is the program logic? 

 What are the changes that matter most to the host employers? 

 What are the links between the activities and different changes experienced by host employers? 

 Are the changes consistent across regions? 
Measure the change 

 How do we know if changes have happened? 

 How do we measure changes for host employers when there is limited data and evidence available? 

Value the change 

 What is the value of the changes experienced by different stakeholders? 

 Using financial proxies, how valuable is a particular change? 

 How long does the change last for (duration and drop off)? 

 Would this value have been created anyway (deadweight)? 

 Who else contributed to the value being created (attribution)? 

 Did this value creation displace other value being created (displacement)? 

 What does it cost to create this value? 

Table 2 – Questions to consider when conducting an SROI analysis 
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1.7. Report Structure 

The structure of the report is set out below. 

 Section 2 includes an overview of the project scope, describes the investment (inputs) in the 
program and activities (outputs) considered in the project 

 Section 3 describes GTO engagement in the project, presents the logic underpinning the program 
and includes an overview of host employer outcomes  

 Section 4 describes the measurement approach adopted in this project 
 Section 5 describes the valuation approach adopted in this project 
 Section 6 describes the approach to the SROI calculations and testing of assumptions 
 Section 7 synthesises the insights gained from this project and presents SVA Consulting’s 

recommendations 

 The Appendix has more information about the methodology and data used, and the judgements 
made in this project.
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2. Project Scope 

2.1. Project boundaries and timing 

There are two forms of SROI analyses described in the SROI Guide: a forecast and an evaluative SROI 
analysis.6  

A forecast SROI analysis estimates the social value an organisation will create in the future. There is 
unlikely to be substantive evidence to support the value an organisation will create (because it has not 
happened yet).   

An evaluative SROI analysis estimates the social value an organisation has created in the past. In contrast 
to a forecast SROI analysis, an evaluative SROI should be based on evidence that has been collected over 
time.  

A baseline SROI analysis represents an alternative approach that assesses the value the organisation 
believes it created in the past, validated by the views of stakeholders and secondary research. It provides a 
useful snapshot of the impact an organisation has created. This can be used as a benchmark for future 
measurement and evaluation. Please note that this is terminology used by SVA Consulting and is not 
documented in the SROI guide. 

This analysis is a baseline SROI analysis of GTOs for the six year investment period of calendar years 
2009-2014 (inclusive). A baseline SROI analysis was chosen because GTOs have limited existing data on 
select outcomes, and SVA Consulting had limited access to the data they do have on others (see section 
‘Challenges and limitations’). 

2.2. Defining stakeholder groups  

Due to limitations in scope, as outlined in section ‘1.6 Limitations of the project’, the only stakeholder 
included in this analysis is host employers. If an SROI was to be done on a larger scale that conducted 
interviews with host employers, apprentice/trainees and GTOs, there would likely be four stakeholder 
groups: 

 Host employers 

 Apprentices / trainees 

 Government 

 GTA NSW & ACT 

2.3. Investment (inputs) and activities (outputs) 

Investment 

An investment is something that is contributed, either monetary (cash) or non-monetary (e.g. time), in order 
to achieve an outcome. For this analysis, only monetary contributions from host employers were included 
for the investment period of calendar years 2009-2014 (inclusive). For some of these years the state 
government of NSW contributed some funding. However, this was not included in this analysis as it was too 
small an amount and not considered material7. 

                                                                     

6 
The SROI Guide, released in May 2009 and updated in January 2012, available at: http://www.thesroinetwork.org/publications/doc_details/241-a-guide-to-

social-return-on-investment-2012
  

7 
In an SROI analysis, material refers to what was relevant and significant. For more information, please see the SROI Guide Supplement on materiality, 

available at http://www.thesroinetwork.org/publications/doc_download/222-supplementary-guidance-on-materiality 
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Host employer investment is directly related to the number of apprentice/trainees that go through GTOs 
(seen below in Figure 1), as host employers pay GTOs a fee to hire them. This analysis used an 
investment figure of $55 per apprentice/trainee per week8. Table 3, Table 4 and Figure 1 provide a 
breakdown of the investment. 

 

 

 

 

 

 

Table 3 – Summary of investment required per apprentice / trainee 
 

 

2009 2010 2011 2012 2013 2014 

# apprentices / 
trainees 

9,999 10,055 9,981 9,813 9,350 8,275 

Cash $28,596,454 $28,757,033 $28,544,437 $28,064,172 $26,740,993 $23,666,301 

Total investment $164,369,390 

Table 4 – Summary of investment in GTOs during 2009-2014 

 

                                                                     

8 Data point provided by a GTO during stakeholder interviews with SVA Consulting, 2015 

Investment per apprentice / trainee 

Investment per week $55 

Weeks per year 52 

Investment per apprentice/trainee 
per year 

$2,860 

Total investment: 

The total investment by host employers for the investment period of calendar years 2009-2014 
(inclusive) was over $164 million dollars. 
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Figure 1 – Summary of investment in GTOs during 2009-2014 

 

 

Activities 

The monetary investment is made by host employers to GTOs as a fee for hiring the apprentice/trainee. As 
well as providing them with the actual apprentice / trainee, GTOs undertake many activities for the host 
employer.  GTOs activities can be grouped into six categories. Each of these activities has a number of 
specific tasks within it, which are outlined in Table 5 below. 
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Note: Activities apply equally to apprentices and trainees  

Table 5 – GTO activities 

  

Activity Task 

GTOs manage the  finding, screening and 
placing of apprentice/trainees 

 GTOs advertise for apprentice/trainees 
 GTOs screen potential apprentice/trainees 
 GTOs match and place apprentice/trainees in jobs 

GTOs manage the administration of 
apprentice/trainees 

 GTOs manage the induction process 
 GTOs manage timesheets 
 GTOs manage payroll and entitlements 

GTOs manage and mitigate the risks of 
having an apprentice/trainee 

 GTOs deal with industrial relations issues 
 GTOs take on liabilities such as WH&S 

GTOs manage apprentice/trainee 
development 

 GTOs help apprentice/trainees deal with life issues 
i.e. relationship breakdown 

 GTOs provide mentoring support to host employers 
 GTOs arrange and oversee off the job training i.e. 

TAFE 
 GTOs can give apprentice/trainees exposure to 

different industries 

GTOs adapt to host employers business 
needs 

 GTOs can provide business advice  

 GTOs can move apprentice/trainees between jobs if 
they aren’t the right fit 

GTOs support host employers to contribute to 
their industry and community 

 GTOs are committed to local communities where 
apprentice/trainees live 

 GTOs are committed to the betterment of industries 
they employ in 

 GTOs contribute towards lowering youth 
unemployment 
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3. Understanding change 

3.1. Engagement with GTOs 

An SROI analysis requires that the changes are described, measured and valued. The purpose of 
engaging GTOs was to understand the relative importance of outcomes, how they would prove and 
measure the outcomes and how they would place value on the outcomes.9 

In total, SVA Consulting interviewed 14 of a total of 40 GTOs across NSW & ACT. In addition to these 
interviews, throughout the project, SVA Consulting engaged with GTA NSW & ACT to share and test the 
analysis and report.  

3.2. Other sources of data 

This analysis relied on other sources of data to supplement GTO consultations. These other sources of 
data include: 

 Data on NSW GTO apprentice/trainee attrition rates, provided by NSW Department of Education 
and Training (DET) 

 NSW apprentice/trainee approvals and completions data from NSW State Training Services  
 National Centre for Vocational Education Research (NCVER) data on NSW and NSW & ACT GTO 

apprentice/trainees 

 Looking Ahead: The future for group training - an economic and industry analysis. Prepared by the 
National Institute of Economic and Industry Research (NIEIR) 

o ‘Looking ahead’ includes a comprehensive assessment of host employer views of GTOs. 
This assessment was used to validate statements made by GTOs on what value they add 
for host employers. 

3.3. Program logic 

A program logic tells the story of change that takes place as a result of the program or activity. The 
program logic for GTOs (see Figure 2 and Figure 3) shows the relationship between the issues that GTOs 
aim to address; who participates in their programs; what activities are undertaken; what outcomes 
(consequences) are believed to be generated for host employers; and the intended impact of GTOs over 
time. The program logic is based primarily on SVA Consulting’s consultations with GTOs, and informed by 
secondary research. 

The program logic is a hypothesis of the intended long term impact of GTOs, as well as what happens for 
host employers and apprentice/trainees as a result of GTO activities. This SROI analysis assesses the 
extent to which the material10 outcomes have been generated and the value of these outcomes for host 
employers. 

It is important to note that although only host employer outcomes are included in this analysis, 
apprentice/trainee outcomes are included in the program logic. This is a part of the logic of change that 
results from the activities. However, there are other investments required to generate these changes, such 
as investment from the host employer themselves to train apprentice/trainees on-site at work.  

 

  

                                                                     

9 
Please refer to Appendix 2 for the interview guide for stakeholders.

 
10 

In an SROI analysis, material refers to what was relevant and significant. For more information, please see the SROI Guide Supplement on materiality, 

available at http://www.thesroinetwork.org/publications/doc_download/222-supplementary-guidance-on-materiality 
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Figure 2 – GTO program logic (1/2) 
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Figure 3 – GTO program logic (2/2)
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3.4. Host employer outcomes 

The program logic above highlights outcomes that are included in the SROI analysis and are considered 
“material”, that is, they are the significant and relevant changes that host employers experience due to 
GTO activities. Materiality is a concept that is borrowed from accounting. In accounting terms, information 
is material if it has the potential to affect the readers’ or stakeholders’ decision. According to The SROI 
Guide, a piece of information is material if leaving it out of the SROI would misrepresent the organisation’s 
activities.  

Host employer outcomes were determined by applying the materiality test to the range of outcomes 
identified in the program logic. This was done through initial consultations with GTOs and GTA NSW & 
ACT. The materiality of outcomes was again tested when the number of apprentice/trainees the outcome 
applies to were measured and valued. 

The outcomes for host employers deemed as material are outlined in thick blue in the above program logic. 
These outcomes came through as those that are most valuable for a host employer, being: 

 

  

Material outcomes: 

1. Save  time and money on finding, screening and placing 
2. Save time and money on induction, timesheets, payroll and entitlements 
3. Save time and money on WHS & Industrial relations 
4. Host employer has a better quality apprentice/trainee 
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4. Measuring change 

4.1. Overview of measurement 

In addition to GTO consultation, other data sources were utilised to understand which indicators should be 
used to demonstrate the outcomes experienced by host employers, the quantity of change experienced for 
each outcome, and to measure the relevant indicators. Additional sources of data used are outlined in 
section 3.2 ‘Other sources of data’. 

4.2. Modelling change 

Having identified the material changes experienced by host employers, this analysis had to understand the 
below breakdown of apprentice/trainee numbers to more accurately value the change. GTO interviews and 
secondary research was used to determine the following numbers: 
 

 How many apprentice/trainees were in each intake over the period of investment (See Appendix 
6) 

o Some outcomes, such as ‘save time and money on finding, screening and placing’ only 
apply to apprentice/trainees once, i.e. when they are first placed with a host employer 

 How many apprentice/trainees went to a host employer with just one apprentice/trainee from that 
intake, and how many went to a host employer with more than one apprentice/trainee from the 
same intake 

o The value of some indicators only applies once per intake. For example, a host employer 
will only save time and money on the induction process once per intake because 
apprentice/trainees in the same intake can do induction together. Similarly, if a host 
employer is hiring more than one apprentice/trainee then they would not put out individual 
ads for each, but they would spend more time on screening and placing the applicant 

 What stage of their employment the apprentice/trainees were at, i.e. year 1, year 2 etc. (See 
Appendix 6) 

o As apprentice/trainee wages increase incrementally each year, this was needed for 
modelling of wage costs 

 The value of each outcome, using a financial proxy. 
 
Table 6 summarises the measurement approach adopted for each of the material outcomes.  

Material outcome Indicator Quantity Source 

1. Save  time and money on 
finding, screening and 
placing 

Time & money saved on finding applicants 

20,376 

Stakeholder 
consultation 
and 
modelling 
by SVA 
Consulting 

Time saved on screening 

Time saved on placing applicants 

2. Save time and money on 
induction, timesheets, 
payroll and entitlements 

Time & money saved on the induction process 15,792 
Time saved on managing timesheets, payroll 
and entitlements 57,472 

3. Save time and money on 
WHS & Industrial 
relations 

Time and money saved on industrial relations 
44,541 

Time and money saved on WHS 

4. Host employer has a 
better quality 
apprentice/trainee 

Benefit of having a better quality 
apprentice/trainee 57,472 

Table 6 – Measures used to indicate outcomes produced 

Appendix 4 provides a description of the indicator used to measure each outcome. 
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5. Valuing change 

5.1. Approach to valuation 

Financial proxies 

Financial proxies are used to value an outcome. There are a number of techniques used to identify 
financial proxies and value outcomes. Importantly, within an SROI analysis, the financial proxy reflects the 
value that the stakeholder (host employer) experiencing the change places on the outcome. This could be 
obtained directly through stakeholder consultation, or indirectly through research. Techniques for valuing 
outcomes are set out in Appendix 3. The financial proxies approximate the value of the outcome from the 
host employer point of view. In determining appropriate financial proxies, this analysis primarily relied on: 

 Secondary research: A large component of the outcomes being valued are time savings,  and thus 
require secondary research to get an idea of how much time it would take a self-employer to do 
these tasks without GTOs  

Secondary research was also conducted to find market rates for the other financial proxies. For example, to 
determine the value of time saved, this analysis took a market rate for the value of time, being the wage 
cost. The wage cost used was dependent on what position a person spending that time would be in, i.e. 
would the person doing the task be an HR specialist or a workplace supervisor. 

Financial proxies in this SROI analysis have been identified using ‘cash transactions’, ‘value of resource 
reallocation’ and ‘revealed preferences’. Table 7 below gives a summary of the financial proxies used in 
this analysis and what type of technique was used to identify it. 

Indicator Financial proxy Valuation Technique 

Time & money saved on 
finding applicants 

Cost of online / print advertising Cash transaction 

Value of time saved on developing 
job position description 

Resource reallocation 

Time saved on screening Value of time saved on screening Resource reallocation 

Time saved on placing 
applicants 

Value of time saved securing and 
placing successful applicants 

Resource reallocation 

Time & money saved on the 
induction process 

Value of time saved on induction 
process (per intake) 

Resource reallocation 

Time saved on managing 
timesheets, payroll and 
entitlements 

Average annual technical cost of 
payroll per employee paid for 
business with <50 employees 

Cash transaction 

Time and money saved on 
industrial relations 

Cost of one day course in industrial 
relations compliance 

Revealed preference 

Value of time saved managing 
industrial relations 

Resource reallocation 

Time and money saved on 
WHS 

Cost of one day course is WH&S 
compliance 

Revealed preference 

Value of time saved managing WHS Resource reallocation 

Benefit of having a better 
quality apprentice/trainee 

Productivity benefit of having an 
apprentice/trainee who is more 
productive 

Revealed preference 

Table 7 – Financial proxies and techniques used to identify them 

The calculations for each financial proxy can be found in Appendix 5. 
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5.2. Valuation filters 

In SROI analyses, valuation filters are used in accordance with the SROI principle of not over-claiming. In 
this analysis it was determined that no filters needed to be applied because of the direct relationship 
between the investment and the outcomes. Host employers made a direct cash investment that results in 
changes that were solely attributable to that investment. Therefore, no deadweight, attribution or 
displacement occurred for each of the four material outcomes. For more information about valuation filters, 
please see the SROI Guide11. 

5.3. Valuing outcomes 

The total adjusted value is the value calculated for each outcome, which takes into account the following 
components: 

 Quantity: the number of apprentice/trainees that the outcome applies to 
 Financial proxy: value of the outcome 

A worked example of the adjusted value for the outcome Host employer has a better quality 
apprentice/trainee, is set out in Figure 4 below. Although it is host employers who experience the change 
and the value, the extent of value is calculated through apprentice/trainee numbers. This is because it is 
when taking on an apprentice/trainee that value is created. 

 

  

  

 

 

  

 

 

 

 

 

 

Figure 4 – Worked example for adjusted value of the outcome 

The total adjusted value for outcomes sums the value created for host employers experiencing change 
throughout calendar years 2009-2014 (inclusive). Table 8 is a summary of the total adjusted value for each 
entire outcome, as experienced by host employers. 

 

 

                                                                     

11 
The SROI Guide, released in May 2009 and updated in January 2012, available at: http://www.thesroinetwork.org/publications/doc_details/241-a-guide-to-

social-return-on-investment-2012
  

57,472         x         $2,804      =   $161,174,501 

Adjusted value 

(2009-2014) 

Quantity 

Number of apprentice/trainees 
at any stage of their employment 

throughout 2009-2014 

Financial proxy 

12% (level of increased productivity) of the annual 
apprentice salary 
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Outcomes Total value created 

1. Save  time and money on finding, screening and placing $17,464,952 

2. Save time and money on induction, timesheets, payroll and entitlements $19,264,736 

3. Save time and money on WHS & Industrial relations $81,120,619 

4. Host employer has a better quality apprentice/trainee $161,174,501 

 Total Value Created  (Calendar years 2009-2014 inclusive) $282,796,166 

Table 8 – Value created by GTOs 
 

5.4. Excluded GTO value 

This analysis made a clear distinction between: 

1. Value being created by GTOs doing activities an employer would likely do themselves (such as 
induction) 

2. Value being created by GTOs doing activities that are above and beyond what an employer would 
likely do themselves (see below) 

This is in line with the SROI principal of not over claiming value. It is also an important consideration when 
dealing with participants such as host employers who are often small enterprises with little to no capacity to 
do more than the minimum requirements of taking on an apprentice/trainee. 

As such, the outcomes which result from the following are activities GTOs perform for host employers have 
not been valued in this analysis. 

 

  

Activity: 

 GTOs put a lot of effort into marketing apprenticeships and traineeships, particularly in schools 
through events such as careers days 

“We participate heavily with the local schools, doing career talks and career information” - GTO 

 GTOs put potential apprentice/trainees through a rigorous screening process that often involves 
psychometric testing. 

“We have an 8 stage recruitment process where we test their numeracy, their literacy, their motivation, 
and then put them through interviews” – GTO 

 GTOs have regular contact with apprentice/trainees to mentor them and support them through their 
apprentice/traineeship. Mentoring itself has not been valued in this analysis, however, it is the main 
GTO activity that leads to outcome 4 ‘Host employer has a better quality apprentice/trainee’ 
 

“We put support in place in the form of mentoring and pastoral care - we get involved in anything 
that can get in the way of trade completion” – GTO 

 
 GTOs promote their host employers’ contribution to local communities 

 
“A lot of companies have a commitment to give back to the community. They value the extra help 
we can offer, along with the third-party validation that comes with a GTO talking about what the 

company is doing for young people in the community” - GTO 
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6. Calculating the SROI and testing assumptions 

6.1. SROI Ratio  

The total adjusted value for all of the outcomes experienced by host employers was approximately $279m. 
When the total value of investment is factored in, GTOs return an SROI ratio of 1.7:1. The SROI ratio is 
generated by comparing the total value of the adjusted outcomes experienced by host employers to the 
investment required to create the value. That comparison is depicted below in Figure 5 and summarised in 
Table 9. 

 

Figure 5 – Investment to value created 

Outcomes Total value 

1. Save  time and money on finding, screening and placing $17,464,952 

2. Save time and money on induction, timesheets, payroll and entitlements $19,264,736 

3. Save time and money on WHS & Industrial relations $81,120,619 

4. Host employer has a better quality apprentice/trainee $161,174,501 

Total Value Created  (calendar years 2009 – 2014) $279,024,808 

Total investment $164,369,390 

SROI ratio 1.7:1 

Table 9 – SROI value created 

SROI ratio: 

GTOs delivered an SROI ratio of 1.7:1 based on the investment of calendar years 2009-2014 (inclusive).  

That is, for every $1 invested, approximately $1.70 of value was created 
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6.2. Testing assumptions 

It is important that the SROI calculations are tested by understanding how the judgements made 
throughout this analysis affect the final result. The judgements that are most likely to influence the SROI 
ratio were identified, and sensitivity analysis was conducted to see how sensitive the ratio was to changes 
in these judgements. To decide which judgements to test, two key questions were considered: 

 How much evidence is there to justify our judgement? The less evidence available, the more 
important it is to test 

 How much does it affect the final result? The greater the impact, the more important it is to test 

The material assumptions that were tested in the sensitivity analysis for this report are based on the fact 
that: 

1. Each GTO is likely to have a different fee or fee arrangement for host employers hiring an 
apprentice / trainee. One GTO provided the figure of $55 per apprentice/trainee per week to help 
guide this analysis, with the accompanying statement that they are in the middle of the market. 
This figure was used for this analysis and assumed that each GTO was charging the same amount 

2. Each GTO also has significantly different numbers of host employers, with each host 
employer having a variable number of apprentice/trainees. As this analysis had to differentiate 
between host employers who have only one apprentice/trainee and those that have more, 
assumptions were made based off a statement from the NSW Education Minister Adrian Piccoli 
that “over 90 per cent of employers had less than four apprentice/trainees – almost two-thirds 
employing just one apprentice/trainee”.12 

3. Outcome 4 is based on the program logic and there is currently limited evidence to support this 
claim 

Sensitivity analysis on these assumptions are set out in Table 10 below.  

    Assumption 
Baseline 
judgement 

Low case 
Low case 
SROI ratio 

High case 
High case 
SROI ratio 

1 
Investment required per 
apprentice/trainee per week 

$55 
Add 10% = 

$60.5 
1.55:1 

Subtract 
10% = 
$49.5 

1.89:1 

2 
% of apprentice/trainees who are 
the only one from their intake to 
go to their host employer  

71% 
Subtract 
25% = 
53% 

1.63:1 
Add 25% = 

89% 
1.79:1 

3 
Quantity of apprentice/trainees 
who experience Outcome 4 

All 
(57,472) 

57,472 – 
25% = 
43,104 

1.45:1 N/A N/A 

    Assumption 
Baseline (current) 
judgement 

Low case 
1 

Low case  
2 

Low case 
3 

4 
Outcome 4 (“Host employer has 
a better quality 
apprentice/trainee”) 

Increased 
level of 
productivity 

12% 3% 6% 9% 

SROI ratio 1.7:1 0.96:1 1.21:1 1.45:1 

Table10 – Sensitivity analysis 

                                                                     

12 
‘Dropout apprentices costing billions’, The Australian, September 1st 2011. Available at 

http://www.grouptraining.com.au/Events_and_media/promotion/TheAustralian010911.pdf 
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7. Conclusion 

7.1. Creation of value 

This analysis demonstrates that GTOs have generated significant economic outcomes for host employers. 
Outcome 4 ‘Host employer has a better quality apprentice/trainee’ accounts for 58% of the total value 
created, whereas outcomes 1, 2 and 3 account for 6%, 7% and 29%, respectively. The amount each 
outcome contributes to the total value created can be seen in Figure 6 and Table 11 below. As outcome 4 
is both the most valuable and the most sensitive outcome, there is a strong need to validate it in the future. 

 

Figure 6 – value created for host employers 

 

Outcomes 
Total value for 

outcome 

1. Save  time and money on finding, screening and placing $17,464,952 

2. Save time and money on induction, timesheets, payroll and entitlements $19,264,736 

3. Save time and money on WHS & Industrial relations $81,120,619 

4. Host employer has a better quality apprentice/trainee $161,174,501 

Total Value Created  (calendar years 2009 – 2014) $279,024,808 

Total investment $164,369,390 

SROI ratio 1.7:1 

Table 11 – Social Return on Investment 
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7.2. Insights 

 

As seen in the below extract from the GTO program logic, Figure 7, the first three outcomes valued in this 
analysis have a direct relationship with a single GTO activity category (far left column).  

 

 

Figure 7 – GTO program logic extract 1 

 

The value of these three outcomes combined is equal to 72% of the investment made by host employers. 
This means that before outcome 4 is included, host employers are receiving 72c of value for every $1 they 
invest. Similarly, this return excludes the other supports offered by GTOs, i.e. adapting to host employer 
business needs and supporting host employers to contribute to their industry and community. 

 Almost 60,000 apprentices and trainees were hired from GTOs during calendar years 2009-2014 
(inclusive). Host employers invested over $164m in GTO services during this period, at an average 
of $27.4m per annum. This is based off the average rate of $55 per apprentice/trainee per week.  

 90% of host employers are small businesses who take on only three or less apprentice/trainees at 
a time2 

 Taking on an apprentice/trainee through a GTO created $1.70 of value for host employers for 
every $1 they invest, resulting in an SROI ratio of 1.70:1 

 GTOs save host employers time and money (42% of the total value created). The three outcomes 
created for host employers are: 
o Finding, screening and placing apprentice/trainees (6% of total value created) 
o Managing induction, timesheets, payroll and entitlements (7% of total value created) 
o Managing Work, Health and Safety (WHS) and Industrial Relations (29% of total value 

created) 

 The fourth outcome identified that apprentice/trainees hired from GTOs are more productive (58% 
of the total value created)  
o This outcome occurs because both the apprentice/trainee and host employer receive 

mentoring support, which results in the host employer being able to better manage 
apprentice/trainees  

 Host employers invest in an apprentice/trainee through a GTO because it makes business sense 
o The value created by host employers saving time and money (outcomes 1 – 3) is equal to 

72% of the investment made by host employers 
o The value of a better quality apprentice/trainee (outcome 4) is equal to 98% of the investment 

made by host employers 
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This return is also based solely on the value being created by GTOs activities that a host employer would 
carry out themselves if taking on an apprentice/trainee without a GTO.  

Figure 8 below shows the relationship between the GTO activity ‘Manage apprentice/trainee development’ 
and outcome 4, ‘Host employer has a better quality apprentice/trainee’. Outcome 4 alone is equal to 98% of 
the investment made by host employers and needs to be evidenced in the future, as outlined in the 
following section, 7.3 ‘Recommendations’. 

 

Figure 8 – GTO program logic extract 2
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7.3. Recommendations 

1. Build evidence of your outcomes 

The most powerful story GTOs have is their value creation for host employers. This story can be told in a compelling way when GTO data is presented at an 
aggregate level. A barrier to this has been the competition amongst GTOs and unwillingness to compare data. This has resulted in GTOs being unable to effectively 
utilise their collective power. 

SVA Consulting recommends the introduction of a simple measurement framework which can help GTOs prove their impact. This framework would collect data from 
host employers via GTO field officers. Data can then be de-identified and aggregated by GTA NSW & ACT (for example) to negate the risk of comparisons between 
GTOs. The data will also serve as an evidence base that ‘proves up’ the GTO program logic represented in this report. With an evidence base, GTOs can better tell 
the Group Training story and validate the claims made in this analysis, particularly around outcome 4 ‘Host employer has a better quality apprentice/trainee’. 

Outcome Indicator 
Measurement 
frequency 

Data tool Data source 

1. Save  time and money on 
finding, screening and 
placing 

% of host employers who answer ‘yes’ to the question: 

 Did using a GTO save you time and money on 
recruitment? 

Once per year, toward 
the end of the year 

In person questionnaire 
asked by GTO field 
officers 

Host employers  

2. Save time and money on 
induction, timesheets, 
payroll and entitlements 

% of host employers who answer ‘yes’ to the question: 

 Does your GTO save you time and money on managing 
payroll? 

Once per year, toward 
the end of the year 

In person questionnaire 
asked by GTO field 
officers 

Host employers  

3. Save time and money on 
WHS & Industrial relations 

% of host employers who answer ‘yes’ to the question: 

 Does your GTO save you time and money on managing 
WHS and industrial relations? 

Once per year, toward 
the end of the year 

In person questionnaire 
asked by GTO field 
officers 

Host employers  

4. Host employer has a better 
quality apprentice/trainee 

% of host employers who answer ‘yes’ to the question:  

 Do you think your apprentice/trainee is more productive 
than a non-GTO apprentice/trainee? 

 Do you think your apprentice/trainee is more productive 
than a non-GTO apprentice/trainee? 

Once per year, toward 
the end of the year 

In person questionnaire 
asked by GTO field 
officers 

Host employers  

Table 12 – Measurement framework
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2. Build evidence of your impact 

The program logic shows that GTOs ultimately contribute to:  

 Lowering youth unemployment 
 Increasing the pool of skilled workers in relevant industries 
 Supporting local communities 

SVA Consulting recommends that GTOs invest in research to prove their contribution to these three areas. 
To do this, there will need to be consultation with apprentice/trainees and communities. The research will 
also need to draw on additional data sources to demonstrate the change that is happening for 
apprentice/trainees and communities as a result of GTO activities.  
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Appendix 

1. Social Return on Investment 

The SROI methodology was first developed in the 1990s in the USA by the Roberts Enterprise 
Development Fund, with a focus on measuring and evaluating organisations that provided employment 
opportunities to previously long-term unemployed. During the early to mid-2000s, the United Kingdom (UK) 
Office of the Third Sector provided funding to continue the development and application of the SROI 
methodology, resulting in the formation of the UK SROI Network. 

The SROI principles developed through the UK SROI Network guide SROI analyses. These principles, 
described in Table A1.1, form the basis of an SROI.   

Principle  Definition  

1 Involve stakeholders  
Stakeholders should inform what gets measured and how this is measured 
and valued.  

2 Understand what changes  
Articulate how change is created and evaluate this through evidence 
gathered, recognising positive and negative changes as well as those that 
are intended and unintended.   

3 
Value the things that 
matter  

Use financial proxies in order that the value of the outcomes can be 
recognised.  

4 
Only include what is 
material 

Determine what information and evidence must be included in the accounts 
to give a true and fair picture, such that stakeholders can draw reasonable 
conclusions about impact. 

5 Do not over claim 
Organisations should only claim the value that they are responsible for 
creating.  

6 Be transparent 
Demonstrate the basis on which the analysis may be considered accurate 
and honest and show that it will be reported to and discussed with 
stakeholders.  

7 Verify the results Ensure appropriate independent verification of the analysis.  

Table A1 - SROI Principles 
 
  



 

 
 
www.socialventures.com.au                                                                  30 

2. Interview guide 

Questions 

Please tell me about your organisation 

Why would someone use a GTO over another institution / doing it themselves? 

What do GTO’s do well? 

What are we offering to add value to organisations that take on apprentice/trainees through us? 
 
– What is changing for these organisations? 

What would happen if we didn’t exist? 
 
– What would happen to employers? 
 
– What would happen to apprentice/trainees? 
 
– What would happen to the community you are in? 

What is the typical profile of a business who takes apprentice/trainees through you? 
 
– Number of employees 
 
– Length of relationship with them 
 
– Industry 

What is the typical profile of the community/s you work in? 
 
– How long have you been working within them? 

What is the typical profile of the apprentice/trainees you employ? 

Other comments 

Table A2 – Interview guide
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3. Measurement approach  

Material outcome Indicator Financial proxy Value Rationale Source 

1. Save  time and 
money on finding, 
screening and 
placing 

Time & money saved 
on finding applicants 

Cost of online / print 
advertising 

$280 

Host employers don't have to spend 
money on online / print advertising, 
which is the other way they would have 
found apprentice/trainees 

Cost of 30 day advertising 
through SEEK 

https://advertiser.seek.com.
au/ 

Value of time saved on 
developing job position 
description 

$22 
Host employers don't have to spend 
time developing the job position to go 
onto the online / print advertising 

Average HR generalist 
annual salary 

http://www.payscale.com 

Time saved on 
screening 

Value of time saved on 
screening 

$605 
Host employers don't have to spend 
time looking through resumes and 
interviewing potential applicants 

Average HR generalist 
annual salary 

http://www.payscale.com 

Time saved on placing 
applicants 

Value of time saved 
securing and placing 
successful applicants 

$86 

Host employers don't have to spend 
time securing and placing successful 
applicants, along with informing 
unsuccessful applicants 

Average HR generalist 
annual salary 

http://www.payscale.com 

2. Save time and 
money on induction, 
timesheets, payroll 
and entitlements 

Time & money saved 
on the induction 
process 

Value of time saved on 
induction process (per 
intake) 

$324 

Host employers don't have to spend 
time inducting the apprentice/trainee / 
trainee. This only applies per intake 
because apprentice/trainees starting at 
a host employer at the same time can 
attend induction together 

Average workplace safety 
officer annual salary 

http://www.payscale.com 

Time saved on 
managing timesheets, 
payroll and entitlements 

Average annual technical 
cost of payroll per 
employee paid for 
business with <50 
employees 

$246 

Host employers don’t have to manage 
their apprentice/trainee payroll, and thus 
save on the technical cost of managing 
their apprentice/trainee payroll. 
 
A 2014 Payroll Benchmarking survey 
defines technical cost as "payroll, time 
and attendance and employee self-
service software and service costs". 

2014 Payroll Benchmarking 
survey 

www.austpayroll.com.au/ 
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Material outcome Indicator Financial proxy Value Rationale Source 

3. Save time and 
money on WHS & 
Industrial relations 

Time and money saved 
on industrial relations 

Cost of one day course in 
industrial relations 
compliance 

$609 

Another way of host employers being 
able to manage industrial relations 
would be to go to a one day course on 
it. This would have to be done each year 
as a refresher and to keep up with e.g. 
new regulations 

http://shop.aigroup.com.au/ 

Value of time saved 
managing industrial 
relations 

$324 
Host employers save time on going to 
the one day course 

Average workplace safety 
officer annual salary 

http://www.payscale.com 

Time and money saved 
on WHS 

Cost of one day course is 
WH&S compliance 

$564 

Another way of host employers being 
able to manage WH&S would be to go 
to a one day course on it. This would 
have to be done each year as a 
refresher and to keep up with the new 
regulations 

http://shop.aigroup.com.au/ 

Value of time saved 
managing WHS 

$324 
Host employers save time on going to 
the one day course 

Average workplace safety 
officer annual salary 

http://www.payscale.com 

4. Host employer has a 
better quality 
apprentice/trainee 

Benefit of having a 
better quality 
apprentice/trainee 

Productivity benefit of 
having an 
apprentice/trainee who is 
more productive 

$2,807 

Because host employers are able to 
better manage their apprentice/trainee 
(see GTO program logic), they have an 
apprentice/trainee who is more 
productive. 

 

This means the apprentice/trainee is a 
benefit, rather than a liability, to the 
business. 

http://www2.warwick.ac.uk/f
ac/soc/economics/research/
centres/eri/bulletin/2009-10-
3/ops/ 

Table A3 – Measurement approach used in this analysis 
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4. Valuation techniques 

Technique Description and examples 

Cash transaction An actual cash saving or cash spent by the stakeholder group. For example: 

 A reduction in welfare payments is a direct cash benefit to the Government 

Value of resource reallocation A program or service results in outcomes that allow resources to be used in different ways. For example: 

 A reduction in crime may not result in less cost to the justice system because there is not a change in 
the overall costs of managing the justice system (so it is not a “cash transaction”). However, a value can 
be placed on the amount of resources that can be reallocated for other purposes 

Revealed preferences This is when a financial proxy is inferred from the value of related market prices. This can be achieved in the 
following ways: 

 Is there something in a stakeholder’s group behaviour that will reveal the value of an outcome? For 
example, we may observe that stakeholders with less depression are now socialising more and going 
out for dinner with friends. The financial proxy is therefore the value of the dinners 

 Through stakeholder consultation, is there a similar service or program that would achieve the same 
amount of change? This is often referred to as a “replacement valuation” 

Stated preferences This is when stakeholders are explicitly asked how much they value an outcome. This can be done in a number of 
ways: 

 Stakeholders are asked their “willingness-to-pay” or willingness-to-avoid” to achieve the outcome 
 These are hypothetical cash transactions. 
 Stakeholders are asked to make a choice based on a series of options presented to them through 

“participatory impact” exercises. This can also be referred to as “choice modelling”. 

Table A4 – Valuation techniques 
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5. Financial Proxy Calculations 

 

Outcome 
1. Save  time and money on finding, 
screening and placing 

For first 
apprentice/trainee 
per intake 

For each 
additional 
apprentice/trainee 
per intake 

Proxy 1.1 Time & money saved on finding applicants     

  Cost of online / print advertising $280 0 

  
Time spent developing job position description 

(hours) 
0.50 0 

  
Value of time saved on developing job 

position description 
$22 0 

Proxy 1.2 Time saved on screening     

  Time spent screening resumes (hours) 4 2 

 
Time spent conducting interviews (hours) 10 6 

  Value of time saved on screening $605.01 $345.72 

Proxy 1.3 Time saved on placing applicants     

 
Time spent securing and placing successful 

applicants (hours) 
2 1 

  
Value of time saved securing and placing 

successful applicants 
$86.43 $43.22 

TOTAL $993.05 $388.94 

Table A5.1 – Outcome 1 calculations 

 

Table A5.2 – Outcome 2 calculations 

 

 

 

 

Outcome 
2. Save time and money on induction, timesheets, 
payroll and entitlements 

For first 
apprentice 
per intake 

For each 
additional 
apprentice 
per intake 

Proxy 2.1 Time & money saved on the induction process     

  Time spent on boarding (hours) 8 0 

  Value of time saved on induction process (per intake) $324.14 $0 

Proxy 2.2 
Time saved on managing timesheets, payroll and 
entitlements 

    

  
Average annual technical cost of payroll per employee paid 

for business with <50 employees 
$246.14 $246.14 

TOTAL $570.28 $246.14 
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Outcome 
3. Save time and money on WHS & Industrial 
relations 

For first 
apprentice 
per intake 

For each 
additional 
apprentice 
per intake 

Proxy 3.1 Time and money saved on industrial relations     

  Cost of one day course in industrial relations compliance $609 $0 

  Time spent on understanding industrial relations (hours) 8.00 $0 

  Value of time saved managing industrial relations $324 $0 

Proxy 3.2 Time and money saved on WHS 
  

  Cost of one day course is WH&S compliance $564 $0 

  Time spent on understanding WHS (hours) 8.00 $0 

  Value of time saved managing WHS $324 $0 

TOTAL $1,821.27 $0 

Table A5.3 – Outcome 3 calculations 

 

Outcome 
4. Host employer has a better quality 
apprentice 

For first 
apprentice/trainee 
per intake 

For each 
additional 
apprentice/trainee 
per intake 

Proxy 4.1 
Benefit of having a better quality 
apprentice/trainee 

    

  
Productivity benefit of having an 

apprentice/trainee who is more productive 
12% 12% 

  
Value of productivity benefit per 

apprentice/trainee (2009-2014) 
$2,804.41 $2,804.41 

Table A5.4 – Outcome 4 calculations 
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6. Apprentice/trainee numbers 

Note: The following Figures A6.1 and A6.2 are only NSW numbers because this analysis did not have data 
on ACT approvals. This analysis did, however, have access to ACT ‘in training’ numbers (the number of 
apprentice/trainees currently in employment), which was included. Also, the number of approvals does not 
match up to the number of apprentice/trainees in year 1 of their employment (Figures A6.3 and A6.4) 
because we have included attribution in our year 1 calculations. I.e. the number of year 1 
apprentice/trainees is the number that would be completing year 1 of their employment. 

 

Figure A6.1 – Apprentice/trainee numbers per intake 

 

Figure A6.2 – Trainee numbers per intake 
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Figure A6.3 – Apprentice/trainee numbers by stage of employment 

 

 

Figure A6.4 – Trainee numbers by stage of employment 
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