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Please put in the chat: 

• Does your ESE operate in more than one region or market? 
If yes, where? 
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90% 12-month retention rate

ESE: Hopeworks

Headquarters: Camden, NJ

Founded: 1999

REDF Programs: Growth Portfolio

101 youth placed in permanent jobs in last 12 mos.

$44K average permanent job wage

Open to site visits? Of Course!

How to partner: Email info@hopeworks.org

How to contact us : Email dan@hopeworks.org

Dan Rhoton,
Executive Director

Leaudra “Lily”McCullough,
Sr. GIS Team Lead
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Why does 
expansion make 
sense?

Where should we 
expand to?  

Which business 
lines should we 
scale in the new 
geography? 

What revenue goal 
can we set for the 
new geography? 

What pieces should we 
have in place to launch in 
the new geography? 

Which services 
within the business 
lines should we 
focus on?  

A C E G

B D F Do we want our 
expansion footprint 
to be centralized or 
decentralized?  

Note: the content of this presentation reflects analysis Hopeworks conducted over 2021 – 2023. The data and insights were current at the time the work was 
complete, but do not represent the current state at Hopeworks. Please visit hopeworks.org for the latest information. 

https://hopeworks.org/
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Which of these 7 expansion journey question are you most 
excited to hear about today? 
1. Why does expansion make sense?
2. Where should we expand to?  
3. Which business lines should we scale in the new geography? 
4. Which services within the business lines should we focus on?  
5. What revenue goal can we set for the new geography? 
6. Do we want our expansion footprint to be centralized or 

decentralized?  
7. What pieces should we have in place to launch in the new 

geography? 
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Hopeworks goal is to place 500 full time 
employees annually by 2025. 

Through a pipeline analysis we discovered that our Camden 
location would only get us to ~275 full time employees…

…and we found that other ESEs had encountered similar 
limitations to the size of each site

We concluded that to achieve our goal, we would need to open a new 
site beyond our current market. 

A
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Which business 
lines should we 
scale in the new 
geography? 

What revenue goal 
can we set for the 
new geography? 

What pieces should we 
have in place to launch in 
the new geography? 

Which services 
within the business 
lines should we 
focus on?  

C E G

D F Do we want our 
expansion footprint 
to be centralized or 
decentralized?  

Why does 
expansion make 
sense?

A

Where should we 
expand to?  

B
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Through this analysis, Newark, NJ bubbled to the top as the best option. 

B

We developed a set of detailed job & labor market, 
financial, and operational criteria that we 
determined would enable us to be successful in a 
new geography … 

…and then applied those criteria to score 15 cities 
that aligned with our mission to be in high poverty 
areas and proximate to Fortune 500 companies 
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What revenue goal 
can we set for the 
new geography? 

What pieces should we 
have in place to launch in 
the new geography? 

E G

F Do we want our 
expansion footprint 
to be centralized or 
decentralized?  

Why does 
expansion make 
sense?

Where should we 
expand to?  

A

B

Which business 
lines should we 
scale in the new 
geography? 

C

D Which services 
within the business 
lines should we 
focus on?  
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In Camden, we have three business 
lines…

C
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Our analysis showed that GIS and Web Development had the most potential to scale.

C

We found that the model of each business line was robust and we 
had decent growth opportunities within all three. 

We then scored each business line on impact to beneficiaries, 
feasibility and effort, and financial health outlook. 
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D

We rated each of our services on proven potential (in Camden), market fit (in the new 
location), and training requirements / intensity, and were able to prioritize the services we 
wanted to offer when we opened in the new geography.  



15

If you could expand your ESE to any geography in the United 
States, where would you go and why? 
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Why does 
expansion make 
sense?

Where should we 
expand to?  

Which business 
lines should we 
scale in the new 
geography? 

Which services 
within the business 
lines should we 
focus on?  

A C

B D

What revenue goal 
can we set for the 
new geography? 

What pieces should we 
have in place to launch in 
the new geography? 

E G

F Do we want our 
expansion footprint 
to be centralized or 
decentralized?  
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E

At our current location, for each business line, we calculated:  
average revenue per customer x number of customers

Using some assumptions, we extrapolated out revenue we thought we could earn in the 
new geography 



18

F

We knew we wanted a hub and spoke model for our expansion. 
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G
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Kensington 
(Philadelphia)

Newark

Spoke

Spoke

Spoke Spoke

Camden





Current state          

A
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Analyzing the participant funnel to project future numbers
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75%
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250
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Leads

Target population

Trainees

Intern applicants

Intern class

Full time employees

Example (placeholder numbers) 



List of criteria and prioritization for city assessment (I/II)

Definition Standard for "Yes" (Green) Priority

I. Job and Labor Market

1
Demographics: annual 

unemployment rates (city)

Unemployment percentage in city, calculated 

by taking the monthly UE averages for time 

period: 2021 YTD

The average of monthly unemployment rates for the time 

period identified in MSA is over 6.1%, the national rate of 

unemployment over the past 6 months.

2

2
Number of jobs in computer / 

advertising job family

Number of jobs in NAICS codes 5415 and

5418. (Data: 2019)

The number of employees in NAICS codes 5415 and 5418 

is larger than that of Camden (2,017 in year 2019).
3

3
Socio-economic: below poverty 

line (city)

Percent of total population in poverty within 

city. (Data: 2019)

Percentage of population in poverty in city is greater than 

that of the state.
3

4
Number of open jobs in medical 

billing and coding

Number of open jobs in medical billing and 

coding field

Number of medical billing and coding jobs is greater than 

that of Camden (602 at time of search in August 2021)
3

II. Financial Feasibility

5
GIS: Presence of American Water 

location

Existence of American Water division that 

may be likely to purchase our GIS business

American Water location within the state ("No" if no 

American Water within the state)
1

6
Web: Presence of local nonprofit 

customers

Existence of high number of local nonprofits 

that may be likely to purchase our web 

services

Over 378 establishments defined as nonprofit (Camden 

total is 378)
1

B

Set your own 

priority rankings

Customize for your 

business lines and location
©REDF 2024

Set your standard for “yes”

https://www.naics.com/naics-code-description/?code=5415
https://www.naics.com/naics-code-description/?code=5418


List of criteria and prioritization for city assessment (II/II)

Definition Standard for "Yes" (Green) Priority

III. Operational Feasibility

7
Social enterprise / tech training 
ecosystem

Existence of other social enterprise programs 
in the area

No other major local SEs or tech training programs that may receive 
significant local funding instead of Hopeworks

Some other SEs, but not too saturated = Yes; Few other SEs, meaning 
funders might not understand our model = Maybe; Many other local SEs 
receiving significant funding = No (e.g., Homeboy Industries)

1

8 Local social services
Existence of local social services that 
supplement the ESE program

Google searching social service organizations in city yield greater than 
366,000 hits (number in Camden)

1

9
Funding opportunities and philanthropy 
ecosystem

There is a presence of local foundations, public 
grantmakers, and philanthropy in the region 
that may be interested in the ESE’s impact and 
assist with financial resources.

The state has greater than or equal to $2,469,569,058 in annual funding 
(2015 number based on Pennsylvania state total).

3

10 Transportation system
There is a local subway / transit system within 
the city for youth to reach jobs in the larger city 
nearby

"Overall rank" of public transit system 1-33 = Yes; 34-66 = Maybe; 67-100 = 
No

3

11 Driving distance from Camden
Number of hours driving distance from Camden 
(rounded to nearest .5)

Less than 2 hours = Yes, 2-5 hours = Maybe, 6+ hours = No 1

12 Existing relationships in area
ESE has existing connections / relationships in 
the region that they can leverage

Many relationships = Yes, Some relationships = Maybe, No relationships = 
No

1

B

©REDF 2024



GIS and Web Development have the most potential to scale

GIS Youth Healing 

Team

Web 

Development

A. Impact to 

beneficiaries

Potential to generate intern 

positions

Potential companies for full-time 

job placement

Attractiveness for potential 

beneficiaries

B. Feasibility 

and effort

Position to take on larger 

contractual work

Synergies with current operations

Potential to be repeatable

C. Financial 

health

Revenue generation potential

Cost sharing with current 

operations

Additional investment needs

Least positioned to scale Best positioned to scale 

Priority 1 Priority 2

C

©REDF 2024



GIS and Web Development potential to scale (I/III)

GIS Youth Healing Team Web Development

Potential to 
generate intern 
positions

High: GIS currently generates 20 
internship positions (highest 
between businesses). Ratio of 
intern’s salaries to income is ~1

Low: YHT currently generates 7 
internship positions. Ratio of intern’s 
salaries to income is larger than 1. 
Client current low demand limits 
scaling

Medium. Web at current capacity can 
generate up to 18 internship 
positions. Ratio of intern’s salaries to 
income is ~1. Project management is 
needed to scale 

Potential 
opportunities 
full-time job 
placement

High: GIS interns have more 
exposure to potential full-time 
employers in the area they are 
specializing through clients. 
Historically, interns have landed to 
slightly higher paying jobs.

Medium: YHT prepares interns to be 
trauma informed and in 
presentations skills, opportunity in 
certain type of jobs (e.g. human 
services). Most people go to entry-
level jobs in other areas.

Medium: Most interns are placed in 
entry-level full-time jobs (not related 
with web design or development). 
Requires coaching to determine what 
is the next step for interns.

Attractiveness 
for potential 
beneficiaries

Medium: attractive for young adults. 
Offer a space to continue to explore 
technological skills 

High: This is the only business line 
that provides a different path than a 
technological-oriented job, giving a 
place for young people who have 
other professional interests

Medium: attractive for young adults. 
Offer a space to continue to explore 
technological skills 

A. Impact to 

beneficiaries

C

©REDF 2024



GIS and Web Development potential to scale (II/III)

GIS Youth Healing Team Web Development

Position to take 

on larger 

contractual work

High: Current team is on capacity but will 

be in position to take on larger contractual 

work with the need for interns. Concerns 

about quality can be mitigated with training. 

Focus on projects that requires low-

intensity training for interns

High: Current team have the capacity to 

carry more contractual work (8 trainings per 

week in full capacity) than the current. In 

2021, earned income was twice the one 

obtained in 2022.

Medium: Current team is on capacity. 

There is a need to established project 

management and to fill in the Web director 

role to ensure quality and time 

management

Synergies with 

current 

operations

Medium: Director can manage both teams. 

Team leads and interns should be located 

physically in one of the sites. Work by 

project allows teams to be on the same site. 

Use of virtual meetings could be useful in 

case there are needs for specific expertise.

Medium: Director can manage both teams. 

After the pandemic, the team has worked 

on adapting their content to be delivered 

virtually. However, depending on demand, 

client could require in person trainings. 

Medium: Director can manage both teams. 

Team is ready to work virtually if needed. 

However, working on one of the locations 

and having at least one person with 

authority in each side will guarantee an 

efficient project management

Potential to be 

repeatable

High: The model is repeatable for any other 

expansion. New director needed if a new 

hub is opened

High: The model is repeatable for any other 

expansion. New director needed if a new 

hub is opened

High: The model is repeatable for any other 

expansion. New director needed if a new 

hub is opened

B. Feasibility 

and effort

C

©REDF 2024



GIS and Web Development potential to scale (III/III)

GIS Youth Healing Team Web Development

Revenue 

generation 

potential

High: GIS generates more than half of the 

earned revenue. Have proven to be an 

important source of revenue. Low 

competition, outsourcing option for 

companies with internal GIS teams. New 

location is expected to generate more client 

leads.

Low: YHT have historically bring 10-15% of 

earned revenue. During the last year it has 

experience reduced demand from clients. 

Expansion to Philadelphia is not expected 

to generate more leads (as many has been 

exhausted from Camden), expansion to 

other cities could generate more leads.

Medium: Web earned income has become 

almost as the one of GIS. Due to its nature, 

projects are smaller in terms of time and 

price. The market is competitive (i.e. 

freelance and smaller agencies), but larger 

agencies could become partners as they 

served a different type of client on a 

different price point.

Cost sharing with 

current 

operations

Medium: Director can serve both sites. 

However, team leaders and interns should 

be in each site. Working virtually would be 

possible for most projects.

Medium: Director can serve both sites. 

Team leaders and interns can be in each 

site. Working virtually could be possible if 

clients do not move into in person training

Medium: Director can serve both sites. 

However, team leaders and interns should 

be in each site. Working virtually would be 

possible for most projects. A person of 

authority in each site is needed.

Reduced 

additional 

investment needs

Medium: investments in terms of 

computers and software

High: Low investment needed Medium: investments in terms of 

computers and software

C. Financial 

health

C

©REDF 2024
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Partnership possibilities across the value chain

• Partnership to support 

operations

• Outsource back-end 

operations

Recruitment Program Customer serviceOperations

• Organization to support 

recruitment of program 

participants

• Partner to develop or 

deliver program

• Partner with orgs offering 

supplementary services

• Support in delivering 

services to customers

• Support with customer 

referrals

Types of 

partnership

How partnership 

could benefit 

Hopeworks

Considerations

Suitability

• Facilitate launch of new 

location 

• Reduce or share 

overhead costs

• Reduce lift required to 

recruit into program

• Scale impact among 

target group

• Support with 

strengthening program

• Facilitate customer 

acquisition

• Provide higher level of 

service to customers

• Terms of partnership 

must be clear

• Avoid dependency on 

partner for delivery

• May become dependent

on partner for certain 

operations

• Ensure partnership does 

not cause mission drift or 

distract from program

• Partner must be working 

with same target 

population

H

©REDF 2024



Preliminary location analysis suggest Downtown Newark would be the 
best location in this example

Factor Description Downtown Newark data
Suitability of 

Downtown

Accessibility

• How accessible

is the location 

for youth?

• Newark public transport is limited

• Downtown is most accessible location 

to cover all of Newark

Cost

• What is the 

price per 

square foot in 

the 

neighborhood?

• Class B offices lease for ~$24 per SF in 

Downton Newark

• Other areas may be cheaper but other 

factors likely to be impacted

Availability

• How many 7K+ 

SF offices are 

available?

• Almost all office spaces in Newark with 

7K+ SF are in Downtown

Safety
• How safe is the 

area?

• Downtown Newark is located in the

Central Ward area

• Newark’s South and West wards are 

recognized as areas of higher crime 

activity
Source: Commercial Café; Property Shark; LoopNet; Neighborhood Scout; NJ Transit

Available 7K+ SF offices in Newark, NJ

Downtown 

Newark

H

©REDF 2024
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