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EXECUTIVE SUMMARY
A key element of Scottish Enterprise Ayrshire’s Growing Business goal is to encourage more, and better, research, development and innovation as part of the Smart Successful Scotland initiative.  Its Expert Help and New Product Development Programme encourages these activities by tackling the most significant barriers to R&D of new products and processes.
Over the last two years, around 20 Ayrshire companies have participated in the Expert Help Programme, each receiving financial assistance from Scottish Enterprise Ayrshire covering 50% of the project costs.  Management of the Programme has, however, not been free from issues.  The assistance provided under the Expert Help banner has, for example, been sufficiently diverse as to invite questions as to the degree of focus that is appropriate to the Programme.  With this background, and mindful of the need to question whether and how the Programme should be further developed and enhanced, SE Ayrshire decided in late 2003 to evaluate the outcomes and impacts of the assistance given to the companies who had accessed this funding support over the previous two years.

This document contains Systems Insight’s Final Project Report on our evaluation of SE Ayrshire’s New Product Development / Expert Help Programme.  The evaluation, which was carried out in the course of January 2004, was based mainly on a programme of seven telephone and four face-to-face interviews with organisations and individuals who had participated in the programme.  The report provides a retrospective view of the activities undertaken in the course of the project, together with our findings, conclusions and recommendations.

Our main findings and conclusions from the Evaluation were as follows:
· The majority of interviewees were companies who have product development as an inherent element of their operations.  Most had participated in the Programme relatively recently (2003).
· The majority of participants believed (at the start of the process) that they knew what sort of assistance they required, but simply lacked the finance to fund this assistance.

· These NPD / Expert Help projects do appear to have been reasonably substantial (i.e., involving input of the order of man weeks and thousands of pounds), and there has typically been a substantial depth of engagement between the client companies and service providers.
· The NPD / Expert Help Programme appears to address genuine market failure, relevantly and effectively, and to very high standards of quality of service and overall effectiveness

· The Programme has not, however, been proactively promoted over the period covered by this evaluation.  Participation is therefore likely to have been limited to a relative minority of local companies. This inherently limits the extent to which the relevant market failure is being addressed.
· If the strategic purpose of Expert Help is strictly to assist with product development, then it seems that there has been a slight lack of focus over the last couple of years.
· The objectives of participants’ projects have typically been: to develop a better product; to develop and/or test a prototype; to assess/confirm IT requirements; to patent a product; or to prove the efficacy of a product.
· The contribution made by this programme over the last two years has made a tangible difference to clients’ businesses.
· Significant changes or improvements have been gained by all but one of the companies.  Examples include: tighter commercial management; keeping the product development project on track; strengthening the company’s ability to exploit the market; and enabling the product development to go ahead.

· This was a feeling amongst some of the participants that the success of the assistance could be attributed, to a large extent, to the fact that they had chosen their own service providers. 
· All but one of the interviewees said that, if asked, they would recommend a similar company to proceed with the Programme.
1.1
Background to Project
Scottish Enterprise Ayrshire (SE Ayrshire), as part of the Scottish Enterprise Network, is committed to growing dynamic, competitive and creative businesses as a means of maximising the prosperity of Ayrshire and its people.  Support for this commitment is provided through a variety of programmes and funding sources.


A key element of SE Ayrshire’s Growing Business goal is to encourage more, and better, research, development and innovation as part of the Smart Successful Scotland initiative.  New products, new processes and new ways of working are the results of successful innovation.  They require a steady flow of good ideas, knowledge and resources.


The Expert Help and New Product Development Programme encourages these activities by tackling the most significant barriers to R&D of new products and processes - i.e.:

· the financial risk associated with investment in R&D;

· shortfalls in knowledge and/or skills.


Over the last two years, around 20 Ayrshire companies have participated in the Expert Help Programme, each receiving financial assistance from Scottish Enterprise Ayrshire covering 50% of the project costs.  In terms of scale, we understand that the interventions covered by the Programme have ranged from less than £1,000 to around £10,000.

In the same period, the Programme has also contributed to SE Ayrshire’s efforts to achieve its  “Network Target” of increasing the number of new products and processes implemented by local companies as a direct result of Scottish Enterprise intervention.  Management of the Programme has, however, not been free from issues.  The assistance provided under the Expert Help banner has, for example, been sufficiently diverse as to invite questions as to the degree of focus that is appropriate to the Programme.

With the above background, and mindful of the need to question whether and how the Programme should be further developed and enhanced, SE Ayrshire decided in late 2003 to evaluate the outcomes and impacts of the assistance given to the companies who had accessed this funding support over the previous two years.

This document contains Systems Insight’s Final Project Report on our evaluation of SE Ayrshire’s New Product Development / Expert Help Programme.  The evaluation, which was carried out in the course of January 2004, was based on a programme of seven telephone and four face-to-face interviews with organisations and individuals who had participated in the programme, plus “luminary” discussions with SE Ayrshire’s former Innovation & Technology Counsellor, plus two technology related service providers.  The report provides a retrospective view of the activities undertaken in the course of the project, together with our findings, conclusions and recommendations.

1.2
Guide to Report

Section 2 restates the objectives of the project, while Section 3 describes the approach taken and the activities carried out in order to achieve the objectives.  Sections 4 and 5 present our key findings, conclusions and recommendations from the exercise.


In order to keep the main body of the report as clear and concise as possible, collated (and, where appropriate, categorised) lists of interview responses - in other words, the detailed findings from the Evaluation Interview Programme - are presented separately in Volume II of the Report as Appendix D.

1.2
Guide to Report (contd)

Likewise, copies of notes on the individual interviews have been provided as Appendix F (also within Volume II), instead of being part of the main report.  In addition, sets of notes on the meetings held with SE Ayrshire’s former Innovation & Technology Counsellor and two technology related service providers (MTM Associates and Targeting Innovation) have been incorporated as Appendix E.


Appendices A and B (also in Volume II) contain a blank copy of the interview questionnaire, plus a copy of the standard letter used to "warm up" interview targets.  A complete list of target organisations, highlighting those who were interviewed, forms the basis for Appendix C1, while Appendix C2 provides further comments on interview targets who ultimately did not participate.
2.1
Overall Project Objective


The overall objectives of the Evaluation of SE Ayrshire’s New Product Development / Expert Help Programme were:

· to determine the true additionality of the 2002 to 2003 and 2003 to 2004 Programmes;

· to identify what benefits the participating companies had gained as a result of their involvement;

· to make recommendations on the criteria for, and key features of, future assistance through this programme, taking into consideration both the Smart Successful Scotland strategy and Scottish Enterprise’s “Network Targets”, as well as the evaluation findings;

· to comment particularly on the optimal degree of focus (and, conversely, diversity) for future assistance.  (Should, for example, the Programme be utilised purely for product development related projects?  Or should it be extended to cover innovation in its broadest sense?  Alternatively, perhaps, it should embrace areas such as product marketing and quality).

By evaluating the outcomes and impacts of its New Product Development / Expert Help Programme, Scottish Enterprise Ayrshire hopes to make available a more focused programme of assistance to companies in the next financial year.  
2.2
Subsidiary Project Objectives

In support of the overall objectives, the survey questionnaire (see Appendix A) was designed to provide feedback within areas including the following:

· to establish, from client companies’ perspective, exactly what assistance had been provided under the Programme;

· to confirm the duration and depth of engagement between the service provider and the client company in each case;

· to determine to what extent the participating companies had followed up on the advice and assistance received under the Programme;

· to obtain an outline of any follow-on assistance that had been received as a direct consequence of participating in this Programme;

· to explore what difference the interviewees felt the assistance had made to their businesses - both overall, and in respect of aspects such as:

· turnover and profitability;

· sales performance;

· product quality;

2.2
Subsidiary Project Objectives (contd)

· to gauge participants’ overall opinions of the Programme, and to obtain ratings of specific aspects such as:

· relevance of assistance;

· quality of service;

· project management and communications;

· to ascertain companies’ plans for building upon the assistance they had received via this Programme (e.g. development and implementation of a new marketing strategy; further development of new products);

· to seek participants’ suggestions for improvements that might be made to the Programme (or to future similar programmes).

2.3
Purpose of This Report

The purpose of this Final Project Report is to provide a retrospective view of the activities undertaken in the course of the Evaluation of SE Ayrshire’s New Product Development / Expert Help Programme, and to deliver detailed findings, together with Systems Insight’s conclusions and recommendations.

3.1
Overview



The agreed methodology for achieving the objectives outlined in Section 2 was based on a programme of face-to-face and telephone interviews with businesses who had participated in SE Ayrshire’s New Product Development / Expert Help Programme.  These interviews were supplemented by “luminary” discussions with SE Ayrshire’s former Innovation & Technology Counsellor, plus two technology related service providers.

The three activities making up the project process were as outlined below:


ACTIVITY 1:
Project Scoping (see Section 3.3)

· Initial Project Meeting

· Meetings with Service Providers

· Review of Supporting Documentation


Purpose: to finalise project plan, and agree targeting and information requirements for Evaluation Interview Programme.

ACTIVITY 2: 
Evaluation Interview Programme (see Section 3.4)

· Questionnaire Design

· Prequalification of Target Organisations

· Warm-up Mailshot (23 targets)

· Booking of Interviews

· Evaluation Interviews (7 telephone and 4 face-to-face)

· Development of Interview Notes

· Collation and Categorisation of Interview Notes

Purpose: to obtain direct feedback from participants in SE Ayrshire’s New Product Development / Expert Help Programme.

ACTIVITY 3: 
Project Review & Reporting (see Section 3.5)

· Development of Final Project Report

· Final Project Meeting

Purpose: to achieve overall project objectives; to report back to Scottish Enterprise Ayrshire on our findings, conclusions and recommendations from the Evaluation process; to review the project as a whole.

3.2
Scope

To a large extent, the scope of the Evaluation was defined by the project objectives outlined in Section 2, and was inherent in the core methodology described in Sections 3.3 to 3.5.  In summary, the scope of the Evaluation was as follows:

(a)
Information requirements


The interview questionnaire (see Appendix A) was designed explicitly to address the information requirements agreed at the Initial Project Meeting.   These information requirements were, in turn, based on the detailed objectives listed in Section 2.

3.2
Scope (contd)

(b)
Evaluation Interview Targets


Targets for the Evaluation Interview Programme comprised all companies who had accessed the New Product Development / Expert Help Programme over the previous two years (23 companies in total).  Contact information for these companies was supplied by Scottish Enterprise Ayrshire (Ann Stewart) for the purpose of the Evaluation, highlighting six particular companies who were felt to be the best targets for a face-to-face (rather than a telephone) interview.  (Nomination of face-to-face targets was mainly based on the amount of assistance these companies had received, and/or the depth of their involvement in the Programme).

3.3
ACTIVITY 1: Project Scoping

The project commenced by holding an Initial Project Meeting with Scottish Enterprise Ayrshire (Ann Stewart), with the overall objective of finalising and agreeing on the project plan and objectives.  The key topics addressed at this meeting were:

· background information on New Product Development / Expert Help Programme;

· outline of assistance provided to each of the participating companies under the Programme;

· detailed methodology and schedule;

· information requirements for interview programme;

· selection of companies to be targeted, and prioritisation of face-to-face interviews;

· arrangements for providing contact information on target companies;

· arrangements for compiling, signing and sending warm-up letters.

The Initial Project Meeting was followed by a series of three “luminary” discussions, held with:

· David Thorpe (SE Ayrshire’s former Innovation & Technology Counsellor);

· Professor Jim Murray and Ian Muir (MTM Associates);

· Bill Faerestrand (Targeting Innovation).


The purpose of these meetings was to obtain expert “inside” views on: 
· how the New Product Development assistance that SE Ayrshire provides/funds for local businesses has evolved in recent years;

· what form(s) of assistance should be provided to assist local companies with new product development in the future.

Sets of notes on each of these three meetings can be found in Appendix E.

3.4
ACTIVITY 2: Evaluation Interview Programme

Following on from the Initial Project Meeting, the Interview Programme proceeded as follows:


(a)
Questionnaire Design

The interviews were based on a formal questionnaire format, with questions pre-designed to address the detailed information requirements agreed at the Initial Project Meeting (which in turn were based on the project objectives that are listed in Section 2).  The interview questionnaire (a copy of which can be found in Appendix A) was approved by Scottish Enterprise Ayrshire before any interviews were undertaken.

(b)
Target Identification and Prequalification


Contact information for the appropriate target organisations and individuals (see Section 3.2) was then obtained by:

· importing the information base supplied by SE Ayrshire into a Project Database, using Microsoft Access;

· telephoning all selected target organisations in order to confirm the name, job title and other contact information for the nominated individuals.



The outcome of the above steps was a complete set of contact information, ready for the warm-up and booking process. 


(c)
Interview Warm-ups and Bookings


In parallel with questionnaire design, a Project Database was developed to track progress with interview bookings, etc.  Additional text fields were also appended to the database in readiness for development of interview notes.  


Meanwhile, a “warm-up” letter (see Appendix B) was developed in order to explain the background to the exercise, indicate that Systems Insight would shortly be in touch to arrange an interview, and ensure maximum co-operation from the individuals concerned.   A warm-up mailshot was then compiled and mailed on Scottish Enterprise Ayrshire letterhead.  

Several days after the warm-up letters were sent, Systems Insight contacted each of the targets with a view to arranging interview dates and times at their convenience.  The thinking behind booking interviews in advance was to encourage the co-operation of interview targets by showing consideration for their own work activities and time constraints.  In cases where the target wished to undertake the interview “on the spot”, however, this was respected and the interview was carried out straight away.


By the end of the interview programme, a total of 7 telephone interviews and 4 face-to-face interviews had been successfully carried out.  A full list of these interviewees can be found in the contents pages, and also in Appendix C1.  (Appendix C1 also indicates which of the participants were interviewed face-to-face and which by telephone, as well as those targets who were not ultimately interviewed at all.  Appendix C2 provides further comments on the latter category - i.e., those who either declined to participate, were dropped from the interview programme, or did not participate for some other reason).

3.4
ACTIVITY 2: Evaluation Interview Programme (contd)


The telephone interviews were typically of between 25 and 35 minutes in duration, although one of the interviewees (Mr John Scott of JST Services) was very pushed for time and was only able to spare five minutes.
(d)
Interview Results Analysis and Reporting

In parallel with the interview programme, notes on each interview were dictated, entered into the Project Database, and then proof-read to assure accuracy.  Having developed a complete set of interview notes, findings from the interview programme as a whole were then developed and analysed via the following process:

· For those questions whose results were readily categorisable, standard categorisation headings were developed.

· For each of these questions in turn, each text response was allocated one or more categories.  Appendix D (in Volume II), which is structured to reflect the interview questionnaire, lists all text responses for those questions, with each response listed under each category to which it was assigned.  Appendix D also lists all text responses for those questions which were not categorised, but in straightforward alphabetical order rather than categorised lists.  

Note that, in view of the differing situations of the various interviewees, not all questions were responded to by all interviewees. 

Notes on all of the interviews can be found in Appendix F (also within Volume II). 

3.5
ACTIVITY 3: Project Review & Reporting


Building upon the collated and categorised text responses, Systems Insight proceeded to complete the analysis and reporting process, culminating in the development and issue of a Final Project Report (this document!).  Shortly after submission of the report, a Final Project Meeting will be held with Scottish Enterprise Ayrshire.

4.1
Introduction


Findings from all 7 telephone and 4 face-to-face interviews with programme participants, listed in alphabetical order within each question and categorised where appropriate, are presented in detail in Appendix D (in Volume II), whose structure essentially reflects the interview questionnaire (see Appendix A).  Note that:

· responses to some of the questions are listed under more than one category heading - in these cases, more than one piece of key information was provided;

· some questions did not apply to all interviewees. 


A complete set of notes on all 11 interviews has been provided in Appendix F (in Volume II), while a complete list of all organisations targeted for interview, highlighting those who participated, those who were interviewed face-to-face rather than by telephone, and those who either declined to participate or were dropped at booking time, can be found in Appendix C1.  (Further comments on interview targets who ultimately did not participate are provided in Appendix C2). 


The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 4 is therefore restricted to a synopsis of our overall findings and conclusions.  (Note that the three “luminary” discussions - in which comments and suggestions regarding the NPD / Expert Help Programme were sought from SE Ayrshire’s former Innovation & Technology Counsellor and two technology related service providers - are documented in Appendix E).
4.2
Background and Underlying Motivation

As might have been expected, given the nature of the Programme, the majority of interviewees were companies who have product development as an inherent element of their operations.  Not all are, however, such obvious candidates for New Product Development / Expert Help assistance - notably the home furnishings distributor and the graphics design company which received assistance with its internal IT systems.  The majority had participated in the Programme relatively recently (2003), while only one had started their project prior to 2002.
As also expected, most of the interviewees - i.e. SE Ayrshire’s key contacts in these client companies - are directors of their respective companies, while the remainder occupy management functions.  The fact that most had come to hear about the NPD / Expert Help Programme either as a result of their existing contact with SE Ayrshire, or because they had made a proactive approach, however confirms that the Programme has not been proactively promoted to the Ayrshire business base over the period covered by this evaluation.  This is illustrated by the following quotes:
“Cashflow has always been tight, as we have no cash coming in and are still funding development. 

We asked SE Ayrshire for help in February last year, 

and received 50% funding for part of the PCT application.”
“My manager suggested that I should approach Scottish Enterprise Ayrshire.”

4.2
Background and Underlying Motivation (contd)

As far as participants’ motivation for seeking NPD / Expert Help assistance is concerned, there was a very clear consensus.  As illustrated by the following quotes, the majority believed that they knew what sort of assistance they required, but simply lacked the finance to fund this assistance:

“The original reason for seeking this assistance was the cost of research. 

It can take between five and ten years to develop a product, 

and to make it ready for the market.” 

“This project was one of several improvements that had to run simultaneously. 

Unfortunately, we did not have the funding to enable this to happen. 

The company described to Scottish Enterprise Ayrshire 

all aspects of the improvement that we were undertaking,

 and SEA chose which they could support.”

The fact that the companies themselves generally knew what sort of assistance they required, coupled with the fact that the majority participated in the Programme as a result of proactive approaches to SE Ayrshire, confirms two of the key points made by our “luminary” interviewees (particularly David Thorpe) - namely that:

· If a programme like this is not promoted, participation is limited to a relative minority of local companies, who tend to be the “usual suspects”.  This inherently limits the extent to which the relevant market failure is being addressed.

· A very important constituency which was previously addressed when the Innovation Technology Counsellors were in place now appears to be neglected by this Programme. The constituency in question comprises those companies who do have a problem or technical requirement which could be addressed by the NPD / Expert Help Programme, but are either unaware that the problem could feasibly be solved (perhaps because they lack the expertise to “ask the right questions”), or, for one reason or another, would not normally approach an organisation such as SE Ayrshire for assistance.
4.3
Nature of Assistance; Current Status


As illustrated by the quotes below, the assistance received by the majority of interviewees fell squarely within the scope of product development related assistance - principally within the following areas:
· assistance relating to a patent application;

· assistance with product specification development;

· assistance with testing/evaluation of a new product.

Three of the interviewees had, however, received Expert Help funding for assistance with internal procedures and IT systems.  If the Expert Help scheme is intended to assist with the entire spectrum of technical issues that a business might face, then the inclusion of IT projects does not represent a problem.  If, however, the strategic purpose of Expert Help is strictly to assist with product development related projects, then it seems that there has been a slight lack of focus in the approval of these projects over the last couple of years.

“I was provided with support to develop a specification for a new product.”
4.3
Nature of Assistance; Current Status (contd)

“We used a team of doctors and nurses at Ayr Hospital to review the prototypes.

The total project was £16,648, and Scottish Enterprise Ayrshire's contribution was £5,000.”
“The company received assistance towards the development of an MIS system. 

We knew the information we wanted to gather, 

however we required an external provider to develop the software to manage it.”
As a scan of Appendix D1.1 will confirm, the eleven interviewees used a wide range of service providers for their NPD / Expert Help projects (only MTM Associates and Kennedy’s Patent Agents were used by more than one company).  The reason for this diversity stems from the simple fact that the client companies chose their own service providers.

As far as the companies’ own input to these projects is concerned (in terms of both manpower and financial resource), the interviewees’ feedback suggests that:

· On the product development related projects, the work was mainly undertaken by the client companies, with the service providers contributing assistance as required.

· On the IT related projects, the majority of the work was carried out by the service providers.

· The majority expended more than £5,000 on the project, while the costs incurred by more than one in three were greater than £10,000.
From interviewees’ feedback, we can therefore conclude that these NPD / Expert Help projects were reasonably substantial (i.e., involving input of the order of man weeks and thousands of pounds), and that there was typically a substantial depth of engagement between the client companies and service providers.

Having outlined the assistance they had received under the Programme, and indicated the extent of their own involvement, interviewees were then asked to confirm the current status of the relevant activities.  In summary:

· Five of the eleven interviewees indicated that the project was either now completed or at implementation stage.
· Four said that they were now moving on to the next stage of the process, having completed the original project.

· Two indicated that they now had a need for further research, having reviewed the results from the project.

The following quotes provide a flavour of these responses, (which are listed in full in Appendix D2.7):

“I have implemented the IT strategy, 

and am currently having small tweaks made to the software.”
4.3
Nature of Assistance; Current Status (contd)

“The original kennel has been developed,

 and we have moved on to develop a new version of the kennel 

which can be carried in the boot of estate cars. 

This design is now in production, and we are moving on to the third phase,

 which is to develop a trailer with the kennel integral to it.”
“The original tests proved inconclusive, due to the viability of the mussels used. 

I understand that Plymouth Marine have a better source of mussels. 

The fault might also have lain in the speed at which the company wanted to have the tests carried out.

 Seasonal issues can affect the viability of the mussels used.”

With the exception of the company that plans to use Plymouth Marine Applications, plus another company which is continuing to use MTM Associates, all of the interviewees indicated that they have not received any other follow-on assistance beyond the NPD / Expert Help project.
4.4
Outcomes of Assistance


When asked what had been the original objectives of the NPD / Expert Help assistance, all of the interviewees were able to respond in the form of tangible goals - chiefly in one of the following forms:

· to develop a better product;

· to develop and/or test a prototype;

· to assess/confirm IT requirements;

· to patent a product;

· to prove the efficacy of a product.

“The main objective of the assistance was to find an alternative product line 

which would enable the company to maintain its workshop capacity.”
“The purpose of the tests was to prove the efficacy of the product against marine organisms. 

Once proven, the patent holders would be looking for further backing 

from W & J Knox to move to the next phase of development. 

That phase would involve development of the product to ensure that it adhered to the substrate. 

Currently the substance does not stay on the net for a sufficiently long time.”

From interviewees’ feedback on what difference their participation in the NPD / Expert Help Programme had actually made, it is clear that significant advances had been made in all but one case.  Examples included:

· tighter commercial management;

· keeping the product development project on track;

· strengthening the company’s ability to exploit the market;

· enabling the product development to go ahead.

“Having had the software developed, it has enabled me to carry out various actions quicker. 

It also enables me to keep my finger on the pulse of the projects that I am undertaking.”

4.4
Outcomes of Assistance (contd)

“The assistance made a huge difference to whether the product was developed or not. 

This kind of development can take between eighteen months and three years, 

and in the meantime the company has to be kept afloat. 

Without the assistance provided by Scottish Enterprise Ayrshire, 

we would have put off the development of the new product due to cashflow issues.”

Interviewees’ responses on what difference they expected the NPD / Expert Help Programme ultimately to make to their companies followed similar lines to the above, with particular emphasis on strengthening of the company’s ability to exploit the market - e.g:

“The assistance has provided me with the opportunity to market to a worldwide audience,

 rather than simply within the UK.”

“Ultimately, by undertaking this additional research, 

we will have more confidence in the formulation of the product, 

and will therefore be able to provide stronger marketing for it. 

In addition to this, the programme has opened up two new markets for the company.”
The questions on what difference the interviewees’ participation in the NPD / Expert Help Programme had made to the business overall was followed up by three related questions regarding:

· improvements in sales performance, turnover or profitability;
· changes that had taken place to products and/or services;
· changes to sales and marketing activities;
As might have been expected, each of these three questions drew several responses indicating either that no changes in the relevant area were expected, or that any changes had not yet taken place.  In each case, however, at least half of the interviewees were able to cite changes or improvements.  Although there was no particular pattern to these responses in view of the small number of interviewees, the detailed responses (in Appendices D3.3 to D3.5) are nonetheless worth a scan.  The following are some illustrations:

“The new product provided the company with £98,000 of sales last year. 

This represented the sale of 140 units. 

In addition, we are about to sell 40 of the new ‘in-car’ kennels, 
which will be used by our client as samples.”
“Although there will be no direct impact on sales performance, 
turnover or profitability, it will restrict other people from stealing the idea. 
The company will be given protection, and will be less vulnerable as a result.”
“Apart from helping us design the first product, 
we have been able to make use of the procedures used in the first development project for the subsequent products. An additional bonus is that we have designed the product to fit the machines we have available, 
therefore the manufacturing process is more profitable.”
“As part of developing a product, 
it is important to design in functionality to ensure that it is fit for purpose, 
therefore our marketing activities run throughout the development process.”
4.4
Outcomes of Assistance (contd)

Asked how the differences made by participation in the NPD / Expert Help Programme compared with their expectations when they had first applied for assistance, all but one of the interviewees responded positively, while four out of the eleven indicated that their expectations had been exceeded.  Overall, therefore, we conclude that, despite persistently negative comments from one out of the eleven interviewees, the contribution made by this programme over the last two years has made a tangible difference to clients’ businesses.  
There is no doubt that this is strongly positive feedback.  Imagine, then, how much more of a difference the NPD / Expert Help Programme could make to the Ayrshire economy if it were to reach a wider cross-section of local companies (as, indeed, it appears to have done in previous years, before the disbanding of the Innovation & Technology Counsellors).
“During previous attempts, I had hit a brick wall. 

This project was a breath of fresh air.”
“My experience of Scottish Enterprise Ayrshire has been different from their reputation. 

People have warned us that Scottish Enterprise Ayrshire can be a waste of time, 

however this has been different from our own experience. 

This project, and others, have certainly exceeded our expectations.”
4.5
Ratings of Key Aspects of Project/Programme

If interviewees’ feedback on the outcomes of their NPD / Expert Help assistance can be described as very positive, then it has to be said that ratings of both the effectiveness of the Programme and the quality of service that companies have received have been nothing short of superlative.  Three out of the eleven interviewees rated quality of service as “excellent”, for example, whilst ratings of the effectiveness of the Programme included “as high as you get”, “100%” and “very effective”.

Ratings of the Programme in terms of project management and communications were similarly very positive indeed, while interviewees’ assessments of the Programme as a solution to their companies’ needs were once again superlative. 

“Between Scottish Enterprise Ayrshire and the company, 

the project management and communications were very good. 

This was also the case between the company and the supplier.”
“It was exactly what we were looking for.”
“Top marks. What was needed was quickly arranged.”

Asked to what extent the improvements/differences achieved under the NPD / Expert Help Programme would have happened without this assistance, only one interviewee stated categorically that it would have happened, while:

· four stated that the project would not (or might not) have happened;

· two said that it would not have progressed so quickly;

· three felt that, although the project would have happened, the assistance had resulted in noticable improvements to the project. 

4.5
Ratings of Key Aspects of Project/Programme
 (contd)
Overall, therefore, we conclude that, not only is this Programme delivered to very high standards of quality of service, project management and overall effectiveness, but it is highly successful in delivering appropriate solutions to product development related requirements which might not otherwise have been fulfilled.  In other words, the NPD / Expert Help Programme addresses genuine market failure, relevantly and effectively.
At this point, it is also worth highlighting a theme which did not necessarily emerge from any particular question, but represented a significant strand running through the interview programme.  This was a feeling amongst some of the participants that the success of the assistance and the quality of service they had received could be attributed, to a large extent, to the fact that they had been able to choose their own service providers (rather than have consultants “imposed” on them by Scottish Enterprise Ayrshire).

4.6
Advice for SE Ayrshire and Other Companies


At the end of the interview, interviewees were asked what they would recommend another 
company, similar to their own, to do if they were thinking of seeking assistance under this Programme.  In response to this, all but one said that they would recommend the other company to proceed with the Programme, and seven out these ten recommendations were unqualified.  The qualifications given by the other three interviewees were that:
· Jim Murray and Ian Muir’s impending retiral might restrict the future availability of this type of assistance in Ayrshire.

· The other company would have to ensure that it had a clear understanding of what they wanted out of the Programme before they embarked upon it (and they should also make their own decision on what supplier to use).

· The company would have to be warned that it has to go through a long “apprenticeship” (i.e., approval process) before the assistance is made available.
“I would recommend this programme as long as the other company 

has a clear understanding of what they want out of it. 

In the past, my company have taken the advice from a supplier recommended by SE Ayrshire. 

This has not worked, as neither company has the right experience to take the project forward. 

In this case, my company had decided on the supplier we wanted to use 

in advance of Scottish Enterprise Ayrshire agreeing to the project.”

Interviewees were also asked if there were any aspects of the NPD / Expert Help Programme that they would recommend changing for the future.  In response to this, the majority (six interviewees) suggested no changes, while two interviewees expressed the view that additional funding could be useful.  The other three suggestions can be summarised as:

· improving local companies’ awareness of the different types of funding that are available;

· having a nominated individual (like a client/account manager) who could act on a company’s behalf to help them “jump the hurdles”;

· simplifying the paperwork associated with programmes like this;

· improve the accessibility of the assistance for companies who, although not involved with high technology, nonetheless have technical problems.

4.6
Advice for SE Ayrshire and Other Companies
 (contd)
Finally, interviewees were asked (in Q5.3) what sort of assistance, of a similar nature, they would make available if they held the relevant responsibility within Scottish Enterprise Ayrshire.  Responses to this question, some of which reflect issues raised in earlier questions, can be summarised as follows:

· Make available investment capital to help Ayrshire companies finance product development.

· Hand out cash directly to companies, rather than via consultants and other experts.

· Ensure that consultants’ behaviour is not influenced by their desire to win follow-on work.

· Provide more holistic training and advice on product development.

· Schedule the payment of Scottish Enterprise Ayrshire’s contribution towards costs in such a way as to assist clients’ cashflow.

· Help companies in traditional industries, as well as in high technology areas.
· Invest in gap funding.

“I feel sorry for the smaller companies without capital. 

When a company has a serious idea it can be very frustrating, 

as it is very expensive to develop a product without any income. 

When I was based at the Incubator Units, initially, I was given a mentor. 

Unfortunately, I ended up feeling like I was being sent to the Headmaster. 

What I required was actual handholding, not just pointers. 

For Ayrshire to develop companies with their own products will take a long time, 

but it is a worthwhile investment. 

The problem most companies have when they start up is a lack of investment capital 

to fund them through the product development stages.”
“It would be useful for companies if the right tools were provided to undertake development projects.

 It is important to convey all the important aspects of realising a product, including the timescales. 

More hands-on advice, or even placements, would be a useful way of ensuring safer product development.”
“One change that might assist companies in my situation 
would be if a small slice of the funds were available at the beginning of the programme. 
As a small company, there are cashflow implications from having to pay the supplier first 
and then await the repayment from Finance Department.”
4.6
Advice for SE Ayrshire and Other Companies
 (contd)
Other interviewees’ detailed responses to this question can be found in Appendix D5.3.  
In view of the very high ratings of various aspects of the NPD / Expert Help Programme, and the positive impacts which were highlighted consistently throughout the interview programme, it seems appropriate to give the last word to Hook Marine Ltd who, in response to the last question (“Is there anything else you’d like to add to what we’ve discussed?”), responded:

“We are satisfied customers. 

Through the years I have had a lot of difficulties and complaints about the Scottish Enterprise Network. 

Most of the complaints have centred around the availability of soft loans. 

I have always been told not to expect too much, but this type of funding can be vital

 - especially when the banks are reluctant to fund small companies. 

Expert Help was of great value, 

as there was very little difficulty in applying for it and it was well managed.”
For obvious reasons, some of the suggestions made in this section are taken directly from, or strongly influenced by, feedback from the client companies.  Their inclusion should be taken as an endorsement by Systems Insight, and not to imply that these are our own original ideas.

5.1
It is clear from feedback from both the participating companies and the “luminaries” that, regardless of any issues associated with the focus of the programme, and the need for more technical expertise integrated with project management, etc, there is a need for both of the following:

· A solid, holistically driven New Product Development initiative which is designed to lead companies through the process from initial product idea, through the specification, design and prototyping stages, to production and marketing launch.
· A flexible, easily approved and deployed, consultancy scheme along the lines of Expert Help, accessible on a more ad hoc basis than the more structured New Product Development initiative, for specific technology / product development related requirements such as patenting and design evaluation.

5.2
Interviewees’ high ratings of the quality of service and overall effectiveness of the Programme would suggest that little or nothing should be changed in the “nuts and bolts” of how the Programme is delivered

5.3
For future operation of these programmes, we would, however, endorse many of the suggestions made by the various “luminary” interviewees (see notes in Appendix E).  In summary, these were as follows:

· To deliver a high quality and reliable service requires project managers who are also experienced in engineering and product development.  In addition, if a client company has a technical problem, then solving it requires someone who can understand the problem.  In other words, a technical capability is required.

The people who run the support mechanism should ideally have an understanding of all of the disciplines required within the New Product Development process, as well as experience of a wide range of industry sectors.  

· A simple, but effective, process should be put in place that incorporates proactive identification and analyses of the clients’ technical problem.
· Such a process can only be effective if appropriate infrastructure is put in place to support it.

· Continuity of assistance should reintroduced.  As well as helping to build the credibility of Scottish Enterprise Ayrshire and the service provider, this will also ensure that the product development process runs smoothly for the client company.

· Although it might be possible to communicate the basics of product development on a Web site, there is no real substitute for the judgement and advice of a suitably experienced individual - involving face-to-face meetings, whatever the other forms of communication - when it comes to issues such as the fundamental technical feasibility of a product concept or solving a technical problem.

· What should not be done is to base the programme on seminars, etc, in the false belief that injecting short term knowledge into companies is an adequate solution.

· Companies should be made aware of the budgetary system whereby, if a budgeted sum is allocated to a company and is subsequently not used, another company has effectively been deprived of that funding. 

5.4
Picking up on David Thorpe’s observation that the flow of Ayrshire companies receiving product development assistance has diminished significantly over the last two or three years, we strongly recommend investigating this further and acting accordingly.  With regard to the assertion that the NPD / Expert Help Programme has lost its focus, for example, our own view (having undertaken this Evaluation, but lacking broader information) is that, while the Expert Help assistance received by interviewees has largely been suitably focused within the original spirit of the Programme, there have quite simply been very few companies assisted through the NPD process.


What we therefore recommend is an objective review, covering each of the last five financial years (i.e. from 1999 - 2000 up to 2003 - 2004), aimed at determining:

· how many companies, in each year, received assistance covering all (or most) of the New Product Development process;
· how many companies, in each year, received assistance with a specific aspect of product development;
· a breakdown of how the projects in each of the above two categories were initiated (e.g. proactive mailshot and follow-up by SE Ayrshire; suggestion by account/client manager).

5.5
From analysis of the above information, it should then be possible to draw conclusions regarding whether, in reality, the key issue is programme focus, sheer numbers of participants, or something else.  This, in turn, should enable decisions to be taken regarding future funding and resourcing of New Product Development assistance and (equally as importantly!) future promotion of the relevant programmes.

5.6
Assuming that David Thorpe’s assertion of severely diminished numbers of participants is correct, this raises an important question regarding what is the underlying problem - particularly in light of the Smart Successful Scotland strategy and Scottish Enterprise’s product development related network targets for the coming financial year.


The underlying reason for the shortfall almost certainly relates to one or more of the following:

· Marketing and awareness of the availability of New Product Development related funding.

· Difficulties in accessing the relevant funding.

· A shortage of relevant companies who could (and have the capability to) benefit from this type of assistance.

Feedback from both the participating companies and the “luminaries” supports the view that there is a lack of marketing of this type of assistance.  Worryingly, however, Jim Murray, Ian Muir and Bill Faerestrand (although not David Thorpe) all expressed the view that there is a lack of suitable “raw material” amongst Ayrshire’s business base (see Appendix E).

Our own view is that, in the absence of more proactive contact with the business base, Jim, Ian and Bill’s view, however plausible (e.g. pointing towards the lack of universities in Ayrshire), must be regarded as largely anecdotal.  We would, however, suggest that steps are taken to verify these perceptions - at the very least by holding some form of workshop involving relevant client/account managers within SE Ayrshire, and possibly involving an objective market feedback exercise along the lines of the Ayrshire Technology Drivers Company Survey commissioned by David Thorpe and Elaine Calderwood in 2000.

We firmly believe that such an assessment of the new product development potential amongst Ayrshire’s businesses will justify the continuation of this form of assistance, and at the same time generate pointers towards companies who should be in a position to benefit.  In short, it will improve both the focus and the uptake of the relevant programmes.

5.7
Finally, consideration should be given as to how best to address the following observations that were made by interviewees:

· Improve local companies’ awareness of the different types of funding that are available.
· Have a nominated individual (like a client/account manager) who could act on a company’s behalf to help them “jump the hurdles”.
· Simplify the paperwork associated with programmes like this.
· Improve the accessibility of the assistance for companies who, although not involved with high technology, nonetheless have technical problems.

· Make available investment capital to help Ayrshire companies finance product development.

· Hand out cash directly to companies, rather than via consultants and other experts.

· Ensure that consultants’ behaviour is not influenced by their desire to win follow-on work.

· Provide more holistic training and advice on product development.

· Schedule the payment of Scottish Enterprise Ayrshire’s contribution towards costs in such a way as to assist clients’ cashflow.

· Help companies in traditional industries, as well as in high technology areas.

· Invest in gap funding.
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