
This case study is designed to help those interested  
or engaged in impact measurement. It provides insights 
into the learnings from the development and ongoing 
evolution of Vanguard Laundry’s Outcome and Impact 
Measurement (OIM).

Key take outs 
• Vanguard Laundry have made their Impact 

Reports available to the wider social impact 
investing sector.

• The evidence from Vanguard’s Impact Reports 
has helped promote the potential of other 
social impact organisations. 

• In particular, Vanguard’s Impact Reports 
demonstrate the value of reporting on outcomes 
to support investor funding decisions as they 
serve both as a success story that boosts 
investor confidence and a guide to potential 
social enterprises seeking funding.
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Vanguard Laundry:  
Giving social impact a voice



About  
Vanguard Laundry
Vanguard Laundry is a social enterprise laundry 
service operating in Toowoomba, Queensland, 
and surrounding areas. It was established in 
2016 with the aim to support its broader social 
mission through operating a sustainable, profit-
making commercial laundry business. It provides 
supported employment pathways for people 
with a lived experience of social disadvantage, 
who have a history of long-term unemployment 
(known as target staff). The enterprise offers direct 
employment opportunities within the laundry and 
hosts an in-house Social Impact Centre to support 
staff transition to other employment, education, 
or training. 

Vanguard Laundry’s mission is to build a positive, 
open employment environment that supports 
pathways from unemployment to a sustained 
livelihood. Vanguard provides supported 
employment opportunities for target staff to gain 
experience in employment and acquire new skills. 
These opportunities enable target staff to transition 
to other employment paths outside of Vanguard 
Laundry. They promote economic inclusion and 
generate positive attitudinal shifts in the broader 
community about people with a lived experience 
of social disadvantage.
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Investing in  
measuring impact
In 2017, Vanguard Laundry partnered with the 
Centre of Social Impact (Swinburne) to undertake 
an evaluation of Vanguard’s social impact. The 
partnership has been ongoing, with four annual 
evaluation reports being produced to date.

The evaluation is driven by a Theory of Change 
which identifies the intended impacts of Vanguard’s 
activity across four domains: people, place, profits 
and the social enterprise ecosystem.

People

• Improving the lives of Vanguard 
participants and their relationships/
communities

• Improved long-term economic 
participation of people with an 
experience of social disadvantage

• Improved long-term employability  
of Vanguard staff

• Creating cultural change around  
who can work

Profits

• Surplus to reinvest into sustainability 
and purpose

• A model that can be sustainably 
replicated or expanded

Social Enterprise Ecosystem

• Improved sustainability and reduced 
volatility of the social enterprise 
ecosystem

Place

• More socially cohesive communities 
in which we work

• A stronger local economy

Source: Vanguard Laundry Evaluation Plan 2021

The aims of the Vanguard 
Laundry evaluation are to 
evaluate the individual and 
community social, economic, 
health and wellbeing impacts  
of Vanguard Laundry over time, 
in relation to Vanguard’s social 
mission

Evaluation of Vanguard Laundry Services –  
Report 3 Pg 20

Vanguard Laundry Intended Impacts
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Supporting  
the ecosystem
Vanguard’s Theory of Change was revised in  
2021 to reflect the learnings from the previous 
three evaluation reports and Vanguard’s 
broader focus of supporting people who had 
been locked out of the labour market due to 
various experiences of social disadvantage. This 
represented an expansion beyond the initial focus 
on people with a lived experience of mental illness. 

One of the changes made was refining the 
fourth area of impact, which originally focused 
on policy and sought to support “better policy 
frameworks for social and economic participation 
of people with mental illness”. Following several 
years of operating the social enterprise, Vanguard 
management, in collaboration with the Centre for 
Social Impact (Swinburne), amended this area to 
focus more directly on the impact they could have 
on the social enterprise ecosystem.

model, reinforce and expand a different 
approach to work participation of 
people with experience of social 
disadvantage

• measuring and communicating 
impacts

• documenting operations and 
learning

• increased and more effectively 
targeted funding within the social 
enterprise ecosystem

• the development of sustainability 
social enterprises

improved sustainability and reduced 
volatility of the social enterprise 
ecosystem

If Vanguard Laundry…

By…

It will lead to learnings  
that contribute to…

And ultimately…

Source: Vanguard Laundry Evaluation Plan 2021
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This change makes explicit the expectation 
that Vanguard would share documentation and 
learnings from their OIM activity with the wider 
social enterprise sector to support the ongoing 
sustainability of the sector. 

Learnings have been shared with the sector over 
the past four years with a 2-3 page snapshot 
summary Impact Report being made available 
publicly. More recent findings from OIM activity 
have been shared in an email newsletter ‘The 
Quarterly Wash’, which is sent to clients, 
supporters and the wider sector.

For Vanguard management, sharing their Impact 
Reports is important in ensuring that Vanguard’s 
investment in OIM can be used by other social impact 
organisations. They understand that not all social 
enterprises may be at a stage where they are able 
to invest in similar levels of rigorous, longitudinal 
OIM activity like Vanguard, and therefore want to 
ensure that the evidence that has been produced 
is available and can help develop the sector.  

The main reason for sharing 
our Impact Report was for 
the benefit of the sector more 
holistically. If we can take 
learning from Vanguard as we’ve 
scaled in Toowoomba and other 
markets, then we can share 
them to other work-integrated 
social enterprises, they will 
be able to also scale their 
organisations quicker and be 
more successful in that process.

Mark Gates, Vanguard Laundry CEO

Vanguard Laundry Impact Reporting 2018-2021

Changing lives one wash at a time
Vanguard Laundry is a state-of-the-art commercial laundry 
in Toowoomba, Queensland, opened and operated for one 
purpose: to remove barriers to employment for people 
with a lived experience of mental illness. 

We offer transitional jobs to long-term unemployed 
people who need a hand getting back into the workforce. 
Vanguard works with these staff to develop their 
professional skills and wellbeing, before supporting them 
into a chosen profession. 

We are one of Australia’s largest employment-focused 
social enterprises. Since opening our doors in 
December 2016, we’ve given jobs to 103 people, we  
have helped with 26 transitions to the open jobs market 
or full-time education. We have offered work experience 
and employment pathway places to a further 13 people. 

Many Vanguard staff have reported meaningful 
improvements in their physical and mental health, 
as well as increased social integration and financial 
independence. Results from this year’s study indicate 
that positive changes in health were particularly 

felt during the first year 
of employment, reflecting 
the impact of moving out 
of unemployment and into a 
transitional job with Vanguard.

Most of the information contained in this report 
(except the Transitions section, which draws on data 
collected by Vanguard’s Careers Team) was obtained from 
data analysis provided by Aurora Elmes, a PhD student 
and Senior Research Assistant at the Centre for Social 
Impact (CSI), Swinburne University of Technology. This 
data was collected as part of a series of evaluation reports 
produced by CSI to inform a longer-term longitudinal 
evaluation of Vanguard Laundry’s Theory of Change. 

Our Theory of Change provides us a framework for 
everything we do and everything we want to achieve. It 
maps out our vision of creating a people-centred, effective 
social enterprise that stimulates demand for inclusive 
employment and models an alternative approach to 
employment for people with a lived experience.

MEET A VANGUARD STAFF MEMBER…

Cultural 
identity

Level of 
education

Employment 
history

Health conditions

We can profile the ‘typical’ Vanguard staff member, using data collected for 33 target staff members over the past two years…

67% 
Male

33% 
Female

Age: Median is 41 
Half of Vanguard staff are 

between 33 and 48. 
For the 2018 reporting period, 

our youngest staff member 
was 20, our oldest was 57.
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CULTURAL IDENTITY
85%   Australian or Anglo-Australian 
15%   Aboriginal or Torres Strait 

Islander/African/Tibetan/
Australian-New Zealander

Cultural 

identity

Level of 

education

Employment 

history

Health conditions

HIGHEST
LEVEL OF
EDUCATION
COMPLETED

EMPLOYMENT 
HISTORY

Cultural 
identity

Level of 
education

Employment 
history

Health conditions

39.5% TAFE qualification

39.5% Year 11 or below  

18% Year 12 or equivalent

3% university degree

25% worked within the last year

21% last worked 3-4 years ago

18% last worked more than 10 years ago

14% last worked more than 5 years ago

11% last worked 1-2 years ago

11% never worked before

IMPACT 
REPORT 

2018

To All Our Supporters

Big Thank You

The

Thank You Also To:

LAUNDRY 

What a year!  Lockdowns, infected linen, masks on/masks off and at the same time…

staff transitions to sustainable external employment. Like so many others, we faced it all, and did so 

with determination, a lot of love for each other, and quite often a well-placed gif on WhatsApp! 

That being said, this year would have been a lot harder to endure without the following major support 

partners; COVID causing our volume to drop 80% had an immediate and significant impact on the 

business, and Vanguard would not have emerged so strongly from it, were it not for the amazing 

support from the Paul Ramsay team, (especially the always supportive Matt Knopp), who mobilised 

the ‘Sustaining our Partners Taskforce’ alongside SVA (Malcolm Garrow) to help so many 

Social Enterprises in incredibly challenging times.

Despite those early rough days, we were very conscious to not stop and wallow, 
but to stick to the plan.

Scale Internally
Whether it was much needed legal support
from Ashurst (Ben Landau, Jane Harvey, 
Madeleine de Garis & Tabitha Vockler), 
operational laundry improvements (Andris 
Stepanuks), HR guidance (Annabel Rees 
& Businessary team), money management 
workshops to our staff (Matt Eames), the list 
of people on the extended Vanguard family 
is ever growing, and one we could not be 
more grateful for.

Increase The Impact
So we built a Social Impact Centre to hold 
workshops, training, and a general safe space 
for our staff. This could not have been possible 
without the support from The John Villiers 
Trust, The Douglas Family Foundation, and 
the creative skills of Angela Smith.

The SIC features a mural dedicated to Tania 
Crossingham, a Vanguard staff member who 
passed in 2019 and whose story personifies 
the dedication and courage of all Vanguard 
staff, past, present and future.

Increase The Knowledge Base
Measure the impact – Evolving our THEORY 
OF CHANGE with Aurora Elmes (now Dr 
Elmes!) and build case studies with Christina 
Griffiths (and the team at Urbis) to share our 
collective learnings with the sector.

Not reinvent the wheel – There are amazing, 
smart people out there in Social Enterprise 
land, so we were privileged to learn from, and 
collaborate with, fellow social enterprises from 
our own community and across Australia - 
Look up their great enterprises, and say hello; 
HoMie, YouthWorx, Sisterworks, 2nd Shot 
Café, and The Mulberry Project 

Expand to a 2nd site – The wonderful support 
Vanguard has received from the DSS (Chris 
Ledger, Jenny Joyce and the extended DSS 
team) continues with ongoing support to 
develop expansion plans. Once lockdowns are 
over we look to getting back to Byron Bay, 
Margaret River and other potential expansion 
sites for next steps.

Social Impact Centre (Opening Night)

Quarterly Wash

Newsletter
August 2021
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The year that was.  The big thankyou.

From a social impact point of view, 
20/21 was a year of incredible contrasts; 
Vanguard staff, along with all Australians, 
continued to feel the aftershocks of COVID 
and the impacts it had on them mentally, 
emotionally, and financially. 

Despite this, the last year has been unparalleled 
in terms of the opportunities our staff have 
taken to improve their lives, both for long-term 
existing staff who have grown immensely 
and developed themselves personally and 
professionally, and and for new people to 
come to work at Vanguard and participate 
in our development program. 

In fact, the reason so many new people have 
been able to kickstart their lives with new 
positions at Vanguard have been precisely 
because so many long-term existing staff have 
spread their wings and flown to new opportuni-
ties at a myriad of different employment 
partners in Toowoomba. 

Additionally, we have a long list of people who on a day-to-day basis, help us in so many different ways, 
but with the same principle in mind; to help our staff obtain ongoing and meaningful employment.

So, a very big thank you to; Ronan Fenton, Michael Rose-Miller, Alex Oppes, Chris Black, Momentum, 
Dani Bermingham, Hanna Ebeling, Lisa Waldron (and the Westpac Foundation), 

Zoe Gatsios Noble, and many more.

Thank You

It is incredibly inspiring to see the vigour in which Vanguard staff have approached the enormous 
challenges presented by COVID, and a huge thank you must go to the collaborative partners which 

helped make their success possible; 

Employment Partners like City Golf Club Motel, Quest Apartments, Clifton Hospital, and Range 
Event Hire helped set up our staff for a lifetime of engagement in meaningful work. 

Community Partners like Protea Place, Lives Lived Well, YellowBridge, TAFE AMEP, 
OCTEC, BEST Employment, Link & Launch, and Momentum supported us by referring excellent 

work-ready staff looking for a foot in the door. 

Training Partners like Strategix, NCC Withcott, and Aurora Training helped develop our existing 
staff to be the absolute best they can be. Last year proved, maybe more than ever before, 

that a concerted, collaborative effort across a whole community and sector is vital in solving 
our most complex issues.

Like all laundries, this year was tough; 
Volatility in the accommodation sector from so 
many lockdowns, delays in overseas delivery 
of new stock, and general reluctance to travel 
impacting our customers. 

However, it was not all doom and gloom, we 
extended our relationship with additional sites 
from Spicers Retreats (Andrea Martin), we 
continued to support some local customers 
who were doing it tough (The Crown Hotel 
Maryvale) and continue to provide a high-quality 
service to SVHA (St Vincent’s – Adrienne 
Leonard). 

Aside from these major changes we were able to 
win a number of other customers and continue 
to compete in both commercial terms and 
delivering social value (CSR) to our customers 
indirectly via the Vanguard Transition 
programme.

New equipment, allowing for greater efficiencies 
and overall volume throughput will allow us to 
put our best foot forward, and see this year to 
be one of our best.

Total number of independent 
deliveries made for FY21, 
ranging from Brisbane to 
Chinchilla, and from Stanthorpe to 
Esk – A footprint over 36,000 km2!

Vanguard target staff who transitioned 
from Vanguard to an external employer.

11 Transitions

Work experience placements 
created for vulnerable people 
in the community.

24 Pathways created 

Total volume of linen processed for 
the year (equivalent of doing 720 
loads of washing at home every day 
for a year).

2.1m kgs of linen

49.6kg/hr  
average 
productivity 
for the year

15,015 Deliveries
Total wages paid to 
Vanguard target staff
in FY2020/21.

Despite the huge 
fluctuations in 
volume, the intentional 
turnover & retraining of 
staff, and delays in new 
stock this is a great 
result when compared 
against industry 
benchmarks.

$ 887,000 
wages paid

Created for staff with 
a background of 
social disadvantage.

22 new
jobs

Number of  workshops 
and development 
conversations etc.

395 
Developed 
Activities

275hrs 
developing 
new
skills

EnterpriseSocial 

A   big thank  you from all of our team.

LAUNDRY 

(07) 4646 2600
Vanguard Laundry Services 
166 Stephen Street 
Harristown
PO Box 18194 Clifford 
Gardens 
Queensland 4350

vanguardlaundry.com.au

James McDade 

“Get into Vanguard – prove yourself - all good 
things come to those who wait. It is hard to get 
back into the swing of things, but if you just 
take it, hold on to the model, it’s good, it’s 
really good. Don’t look a gift horse in the 
mouth.”

James McDade recently transitioned after 
4.5 years to the City Golf Club. 

Kay Wilson

On advice to people preparing to begin at 
Vanguard – “Talk to me first. I would recommend 
everything that’s on offer, have a go, hear my 
story, talk to me. I would encourage them to 
move on (transition) because then Vanguard 
could help others. I just believe have a go, give 
it a go. Be prepared to grow further and 
believe in your dreams.”

Kay Wilson recently transitioned after 2.5 
years to Clifton Hospital.

Staff Reflections

Despite the ongoing 
impacts of the COVID 
Pandemic felt by the 
accommodation sector.

$3.0m
revenue 

Impact Report snapshots Evaluation summary video

Email newsletter
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The evidence within Vanguard’s OIM reporting has 
been used by:

• social impact funders

• other social impact organisations 

• industry bodies. 

Social Impact Funders

While Vanguard’s Impact Reports provide funders 
information to support their funding decisions, 
the rigorous evidence produced over the multi-
year evaluation has also played a wider role in 
helping funders see the value of investing in OIM. 
It has showcased how evidence can be used 
to strengthen social impact organisations and 
therefore maximise the funding provided. 

Social Impact Organisations

Other social impact organisations have been able 
to reference Vanguard’s Impact Reports as an 
exemplar of the type of outcomes that can be 
measured, particularly for Work-Integrated Social 
Enterprises (WISEs). Organisations can also 
use the findings of the Impact Reports to learn 
from Vanguard’s experience. This is likely to be 
particularly valuable over the next few years as 
Vanguard reports on the outcomes and impacts 
of their plans for scale, both within their existing 
Toowoomba operations and to other sites.

An example of the way that Vanguard’s Impact 
Reports have been used by an industry body is 
provided below.

Industry body - Social Traders
Social Traders certify and connect social 
enterprises with business and government 
members. By activating the power of social 
enterprise procurement, Social Traders creates 
positive impact through jobs, community 
services and support for the most marginalised. 

Our mission is to work 
collaboratively to deeply 
integrate social enterprises 
into business and government 
supply chains.

Alex Hooke, Head of Advocacy and 
Government Relations, Social Traders 

Vanguard Laundry’s Impact Reports and 
detailed annual evaluation reports have 
supported their social enterprise certification. 
This provides important verification that 
Vanguard exists to provide a community 
benefit, with a substantial portion of their 
income coming through the operation of their 
commercial laundry, and proves that the 
investment in their social purpose outweighs 
any private benefits. 

Vanguard’s Impact Reports have 
also supported Social Traders in 
advocating with the business 
community and government 
to support procurement from 
social enterprises. Vanguard’s 

strong evidence for their social impact helps 
Social Traders communicate the added value 
that social enterprises can deliver.

We work with business and 
governments to find suitable 
social enterprise suppliers. 
For example, we’ve had 
members identify laundry 
service as an opportunity 
and were able to introduce 
Vanguard as a solution to not 
only deliver the service, but 
also to deliver measurable 
positive social value and cost 
savings to society.

Alex Hooke, Head of Advocacy and 
Government Relations, Social Traders

For more information on the work of Social 
Traders visit socialtraders.com.au
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The continual development and growth of the social 
impact investing sector will need to be supported by 
strong OIM. “The measurement of outcomes and impact 
is a crucial aspect of SII [Social Impact Investing] that is 
intrinsically connected to intentionality of impact, and sets 
impact investments apart from other forms of investment. 
Measurement makes results tangible and investments 
accountable.” (Urbis, 2020)1

By investing in OIM and making their reporting  
available to the sector, Vanguard has provided important 
evidence to not only support the growth of their own 
organisation but also help numerous other social impact 
stakeholders. As noted by The Smith Family CEO Doug 
Taylor, the use of OIM has huge potential within the social 
impact sector and organisations like Vanguard sharing 
their evidence will continue to strengthen the sector.

This case study forms part of a series of case studies following Vanguard Laundry’s approach to outcome 
and impact measurement (OIM) and how they use OIM to support growth and scale. 
The case studies are funded by the Department of Social Services (DSS) to provide information to the 
social impact investing sector to better understand, define, measure and communicate their non-financial 
social outcomes and impact. 

1 Urbis (2020) Outcome and Impact Measurement for Social Impact Investing Consultation Paper. 
Accessed via urbis.com.au/app/uploads/2020/04/SII-Scoping-Study-Consultation-Paper.pdf 

2 Pro Bono Australia (2022) Our commitment to using evidence to affect outcomes must be unflinching. 
Accessed via probonoaustralia.com.au/news/2022/05/our-commitment-to-using-evidence-to-affect-
outcomes-must-be-unflinching

It’s great to see so many  
more organisations building  
their own capability in outcomes 
measurement. This is one of the 
sector’s developing superpowers: 
as the evidence base grows, we 
can be more courageous in  
focusing our efforts on, and  
diverting resources to, the work  
that makes the biggest difference. 
I’m also heartened to see a number 
of NFP organisations working  
together on data capability and 
outcomes measurement. This  
should be encouraged – ultimately,  
it will strengthen the sector, and 
make us all more effective at our 
core purpose.
Doug Taylor, CEO The Smith Family as reported  
by Pro Bono Australia2

For more information on Vanguard Laundry 
visit vanguardlaundry.com.au
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