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Chapter 1
Introduction

Introduction

1.3 This report presents the findings of an evaluation of two innovation support pilots that were supported by Scottish Enterprise Edinburgh & Lothian between 2001 and 2002.  The programmes were:

 Innovate for Profit, delivered by New Product Innovations based in Glasgow 

 3C, delivered by a partnership of Strategem (Glasgow) and the Centre for Creative Development (COCD) based in Antwerp.

1.4 Both Innovate for Profit and 3C were run twice – the former in the Autumn 2002 and the latter in Spring and Autumn 2001.

1.5 From SEEL’s perspective, there were a number of objectives it was looking to address through undertaking the evaluation:

 To identify the influence of the Programmes on the participants’ new product development activity

 To identify the skills gained by the participants

 To quantify the number of new products, processes and protected Intellectual Property (filed patents) attributable to the Programmes

 To consider the fit of the Programmes.

3C – Strategem & COCD

1.6 The 3C Programme followed the delivery of SWORD by Barnsley Business Innovation Centre (BBIC) which had run in Edinburgh for several years.  The Programme was targeted at SE Edinburgh & Lothian’s Account Managed companies that were deemed to be in a position to exploit effectively the techniques they acquired.

1.7 The Programme evolved from an earlier delivery of the Hitchhiker's Guide to Innovation in Dumbartonshire in 1999. COCD is based in Antwerp and was established around 25 years ago. The core idea generation techniques build on work by Pros van Osmael and Roger de Bruyn of the University of Antwerp who are world leaders in the field of creativity and creative thinking and who effectively ‘spun out’ COCD as a separate company. 

1.8 The Hitchhiker's Guide to Innovation was one of five pilot projects supported through the West of Scotland Regional Innovation Strategy. Its evaluation highlighted the benefits derived by participants both at an individual level but notably as a result of the participants’ application of the techniques within their respective organisations. In this Programme, there was a broad cross section of firms in terms of sectoral coverage, size and technology focus. The Programme was led throughout by Jim van den Beuken, a principal consultant with COCD. 

1.9 The 3C Programme was a joint venture between COCD and Strategem. In terms of competencies, Strategem was considered to bring exemplar experience of innovation, and also experience of working in Scotland through Scottish Enterprise business support programmes such as the Global Companies Project, World Class Performance Programme and other business growth initiatives. COCD was seen to bring core expertise in creativity consultancy. 

1.10 COCD had also provided training on their creativity model to Strategem consultants previously. 

Format 

1.11 The Programme format comprised five 1.5 day interactive modules in addition to a Learning Journey to innovative Dutch organisations. Each module would start at 2pm and would be residential, finishing at 4pm the following day. It was anticipated that firms would complete specific assignments between modules and that around eight companies would attend. 

1.12 Based on experience elsewhere, COCD proposed the use of a "Buddy System" whereby two people represented each firm. This meant that if one person was unable to attend, the other would be able to explain the material covered when they returned to their firm. It also increased the number of people within a given firm who were skilled in creativity techniques. 

1.13 There would be two lead facilitators, Jim van den Beuken (COCD) and John Meiklejohn (Strategem). They were to be supported by Steven Smith (Strategem).

Timing 

1.14 The first Programme was initiated in December 2000 with recruitment taking place in January 2001. The modules were to run approximately once per month with the Learning Journey being positioned to take place towards the middle of the overall Programme. 

1.15 The second Programme was launched towards the autumn 2001 and ran for a similar duration. 

Content 

1.16 Prior to participation, each firm was to participate in an Innovation Audit led by Strategem.  This would identify their suitability for the Programme and their status in terms of innovation and creativity. 

1.17 The first module focused on objective setting, generating a shared vision and agreed ‘destinations’. This covered the principles of how people learn, goal setting, goal line and the definition of personal, group and business objectives. We will see later (Chapter 2) that few of the participants had specific objectives for participating on the Programme. Rather they had a general interest in the area that they wished to develop. 

1.18 The second module introduced the basics of creativity and opportunity scouting. It included human thinking systems, creativity styles, the creative process and opportunity scouting techniques. 

1.19 The third module looked to move beyond the basics. It revisited problem definition, brainstorming, the COCD box and implementing ideas. It was after the third module that the Learning Journey was scheduled. 

1.20 The Learning Journey comprised four days in the Netherlands. It was organised by Jim van den Beuken and commenced with a set of creativity exercises on the first evening. The remainder of the Journey comprised visits to various firms (including those that have come up with an innovative idea and those that might be classified as being innovative companies). 

1.21 The fourth module took creativity beyond the level of the individual and investigated how to work with groups. It introduced new levels of facilitation, improvisation and looked at team composition and the concept of "force to fit". The assignment from this module was an innovation plan for their company. 

1.22 The final module looked specifically at using creativity and innovation for commercial gain for the company. In many ways, this was to be the ultimate benefit to the participants through their engagement in the process. The assignment from this module comprised identifying key actions from the innovation plan prepared earlier and discussing how these would be implemented. 

1.23 In addition to their attendance on the five modules and the Learning Journey, participating organisations could also benefit from "on site" input from the facilitators. This was to comprise 0.5 days per company with the input being agreed on an as need basis. This would be delivered in the months following their participation.

1.24 The cost of the Programme was estimated to be £50,000 comprising:

 £27,000 programme delivery

 £12,000 Learning Journey

 £11,000 Marketing/catering/hotels.

1.25 The sources of funding were:

 £15,000 from participating companies

 £15,000 from ERDF

 £20,000 from SE Edinburgh & Lothian.

1.26 Strategem offered to pay back to firms ten times their contribution if the firms were not satisfied that the Programme was good value for money.

Innovate for profit 

1.27 The Innovate for Profit Programme was delivered in Edinburgh during October and November 2002 by a New Product Innovations. There was one consultant delivering the course, Joe McArdle. 

1.28 The Programme was designed to provide an introduction to Product Development and the participants were assumed to have no previous experience of the topic.  Firms were selected by SEEL based on their previous participation on Investors for People.

1.29 Two separate groups of participants were engaged, involving a total of 28 delegates from 18 organisations (excluding the Enterprise Network participants).  Each delegate attended at least one of the workshops. We present a breakdown in the attendance profile in Chapter 3.

Format 

1.30 Each Programme comprised three 0.5 day group based workshops.  The events were held at SE Edinburgh & Lothian offices.  There were several nominees per company and attendance varied across the workshops – different people attended each week from some firms.

Timing

1.31 Three workshops were held in October 2002.  There was a week elapsed time between each workshop.   

Content 

1.32 There were three main themes covered by the workshops:

 Generating new product/service ideas

 Innovation audit (questionnaire based)

 Product/market positioning

 Product Lifecycle

 Ansoff Matrix

 Channel Management

 Product Portfolios

 Capturing the requirements

 Target the customer – what do they want/need and how can you deliver

 Competitive Analysis

 Unique Selling Propositions

 Specification Writing

 Marketing Plans

 Project planning and product launch.

 Early Team Involvement

 Project Plan

 Bills of Materials

 Cost Assumptions

 Scope creepage

 Early Prototypes

 Testing & feedback

 What (not) to launch

 Sales Packs

Cost

1.33 The total cost of each Programme was £8,500 excluding VAT. and was based on the assumption of 10 delegates attending each session.

Evaluation methodology

1.34 The evaluation methodology involved gathering three key sets of inputs, namely:

 Interviews with participating firms 

 Conducted face to face for 3C firms – a total of 10 interviews were undertaken

 Conducted by telephone for the Innovate for Profit Programme – a total of six interviews were undertaken (focusing on those organisations where a single interviewee attended all three workshops)

 Interviews with the SEEL Project Manager for 3C (face to face) – the Project Manager responsible for Innovate for Profit was on maternity leave for the period of the evaluation

 Interviews with the consultants (face to face).

1.35 The interviews with the participating firms were designed to provide information on:

 Background details on the firm

 Their motivation for engaging on the project

 The mentor’s approach and effectiveness

 The mentor’s input – concentrating on novel approaches or issues which the mentor introduced to the firm and the areas where these had greatest effect

 Changes to the firm’s approach to the business (positive and negative) concentrating on attitudinal and cultural shifts

 Actions the firm intends to take and the anticipated benefits which will accrue as a result

 More general issues relating to the Programmes and how its performance might be improved.

1.36 In terms of process, we would note that a relatively long time elapsed between the time when firms participated on the Programmes and the evaluation interviews.  Consequently, virtually all of the interviewees had difficulty recalling details of their participation on individual workshops (especially when asked to comment on the detailed material covered by the Consultant when leading the sessions).  However, they could provide clear feedback on their action as a result of participating and the effect this had on the subsequent performance of their business. 

Report Structure

1.37 The following Chapter presents details of the 3C Programme and the firm’s views on its influence and effectiveness.  It is followed by a Chapter presenting the similar details on Innovate for Profit.  The final Chapter of the report presents our assessment of impacts, conclusions and recommendations.  

Chapter 2
Findings 3C

1.38 There were two 3C Programmes, the first of which ran in the spring 2001 and the second in the Autumn of 2001. There were six firms on the first Programme and seven on the second. Participating firms are listed below. 

Selection 

1.39 Firms were selected on the basis of being "Account Managed" by SE Edinburgh & Lothian. However, three of the firms chosen for the first Programme and two of those chosen for the second have subsequently ceased trading. Of the remainder, three indicated that they had encountered "significant turbulence" in their trading conditions over the past two years. 

1.40 We feel that the fall-out of participating firms, especially those selected for the first Programme, is a significant issue. Those that seem to have experienced most difficulties were technology-based businesses and their failure may reflect more widely the performance of technology stocks over the past three years. However, it is clear from speaking to one of the firms' representatives that their business was in difficulty when they joined and this points to more careful and selective appraisal procedures being required. 

1.41 We return to this issue in our conclusions and recommendations. 

Objectives and motivation 

1.42 The objectives of participants were broad-ranging and were driven by personal rather than corporate goals. Most of the participants were looking to acquire new techniques that they could apply to solve business problems.  They were also looking to generate new ideas that they could exploit. In addition, the ability to identify new technique to manage creativity with others in the business was seen as a potential beneficial outcome. 

1.43 In one case, the person attended because their manager instructed them to do so. 

Participant profile 

1.44 Three broadly defined groups of participants were chosen: 

 Managing director/director level of commercial organisations 

 Senior manager in quango/corporate businesses 

 Those nominated to attend by their managers. 

1.45 Feedback from the latter two groupings suggests that the first of those above is the best group to recruit. Directors of commercial organisations tend to be in tune with the issues facing their business and also have sufficient control and autonomy to take action where a potential solution is identified. This ability to act was seen to differentiate the first of the group's above from the other two. 

1.46 Where someone is nominated by their manager or director, they must have the managers support if their action is to be effective when they "return" to the business and apply the techniques. Where individuals were nominated, they did not understand clearly what was expected of them or why they were selected. 

1.47 We make a recommendation later that "ability to act" should be a key future selection criterion. 

Briefing of participants 

1.48 Most of the participating firms were unclear how the original contact derived. However, all recalled contact either by Strategem or jointly by Strategem and Scottish Enterprise Edinburgh & Lothian prior to participation on the Programme. In all but two cases, firms suggested that the appraisal discussion involved explaining the Programme, what it contained and how it was structured. The cost was also discussed at this stage too. 

1.49 In two cases, the participants recalled a degree of "innovation audit" being undertaken whereby the firms’ current processes were reviewed within the context of their business operation. 

1.50 It was apparent from the feedback that firms could recall little if any detailed discussion around the issues that their business was facing and the contribution that creativity and innovation might make to solving their current and future problems. Based on the firms' comments, the initial interview focused entirely on discussing the Programme and seems to have covered little of the pressures on firms and how these might be resolved. 

1.51 We make a recommendation later that more time might be taken to identify the issues facing firms and to link these to their participation on the Programme (where case examples and sample ‘problems’ are addressed).

The workshops 

1.52 The interviewees had difficulty recalling detailed aspects of the workshops. However they could recall specific techniques that were covered and which they applied subsequently. Principal among these were:

 "problem definition" and the importance of giving time to this stage

 the need to "defer judgment" when looking at new ideas (on an individual basis and with others)

 the fact that initial brainstorming only generates around 20 per cent of the useful ideas with the remaining 80 per cent being attributed to the other techniques learnt on the Programme 

 the need to "converge" after diverging and the use of the COCD box in helping to group ideas. 

1.53 Participants understood well the individual techniques that they learned but their understanding was noticeably weaker of how to apply these techniques more widely within the business (and for commercial gain) and how to encourage creativity among others. 

1.54 It was noticeable that participation appeared to fall-off towards the end of the process.  Three of the firms specifically recalled missing the last session – this session aimed to engage the participants in identifying the actions they would take from their innovation plan.  

1.55 For comparative purposes, the earlier evaluation of the Hitchhiker's Guide to Innovation identified clearly that firms applying these techniques within the context of their own businesses derived considerable commercial gain. The interviews with participants on the 3C Programme highlighted the lack of diffusion of these techniques among their colleagues and peers. This is a key finding in terms of impact and one which we consider in more depth in our conclusions and recommendations.

Materials 

1.56 The materials for the Programme were considered to be of ‘moderate use’ and ‘moderate quality’. These ratings require some explanation. The value of the 3C Programme was seen to be its ability to provide participants with techniques that could be applied. Notes and guidance materials were seen to be of supporting benefit  - the real value derived through seeing the techniques being applied and having the opportunity to practise them with other participants on the Programme. Therefore, the relatively modest scoring of both the quality and usefulness of materials should be seen within the wider context of their overall value and contribution to learning. That said, participants identified the difficulty they would have encountered if they missed a session. They would have to go through the materials in depth with their "Buddy" if they were to understand them fully. On balance we feel that there is scope to improve the quality of the materials.

Other firms 

1.57 Engagement with other firms on the Programme was seen to be of value. The sectoral cross section was considered to be a strength as was the fact that there were no apparent competitors. 

1.58 One of the participants noted that it was good to have a relatively young representative of another company present and suggested that achieving age diversity would be a good criterion for future groups – it reduced the likelihood of ‘group think’. We return to this issue in our recommendations later in the report. 

Duration/pace 

1.59 The overall duration of the Programme was considered by most of the participants to be appropriate. Two of the participants suggested that the duration could be condensed, but they did not have strong feelings in this regard. 

1.60 Based on this feedback, we would suggest that the current overall duration is appropriate. 

The consultants 

1.61 When analysing the responses it is important to appreciate that there is a key difference between the first and second Programmes. Firms noted that in the first Programme, Jim van den Beuken led the sessions and was supported by Steven Smith of Strategem. In the second Programme, Steven led the sessions and was supported by Jim during the Learning Journey and for the final review session. Feedback from the participants reflected this difference in course leader over the two Programmes and we discuss this in more detail below. 

1.62 Those who appeared to derive most value from the Programme recognised that they had to approach learning and applying the techniques with an open mind. Those who were most open to new ideas appeared to gain the most benefit. 

1.63 In terms of style and effectiveness, Jim van den Beuken was viewed as being more adventurous in his use of techniques (and thereby more challenging). However, given his extensive experience, he was also viewed unanimously by the group as being the more effective in terms of explaining how the techniques might be used with others in the business and in selecting ideas to take forward for more detailed evaluation and implementation. 

1.64 Steven was recognised as being extremely enthusiastic and encouraging in his leadership of the sessions. However all but two of the respondents noted his lack of experience (relative to Jim van den Beuken).  This was especially true when considering the application of creativity and innovation techniques for commercial gain. In summary, Steven was effective at explaining how the different techniques might be used by the participants to generate ideas but was less effective at explaining how they could be applied for business gain. 

1.65 These observations were mirrored in the approach of firms to follow-up activity. Three of the firms identified that they did not take up the offer of on-site support which was being delivered by Steven but that they would have done so had Jim been involved. Where Jim was involved with firms, it was noticeable that they also identified ideas and took action as a result. 

1.66 In summary, we would note that Steven Smith conveyed the techniques enthusiastically with the participants but firms appeared to struggle in understanding how the techniques can be applied for business gain. Jim van den Beuken was seen to be more "risky" but gave firms significant insight into how they could improve their performance and generate a financial return. We feel that this difference is critical when considering future support of the Programme. 

Benefits 

1.67 Seven of the participants identified significant personal benefit through their participation. These benefits were often described in terms of changing participants thought processes as is evident from the following quotes: 

 It changes the way I think 

 Now when faced with an opportunity, I never dismiss it immediately, I always consider how it can be developed or improved  - learning to "defer judgment" has been the most valuable outcome of my participation 

 Before I used to think that all your ideas came from brainstorming  - now I understand that only 20 per cent come from brainstorming and that you must use other techniques to identify the other 80 per cent, this has been very valuable 

 It's relatively easy to generate ideas, it's much harder to choose the good ones  - the COCD box was a very useful tool in this regard 

1.68 In the earlier evaluation of the Hitchhiker's Guide To Innovation, participants also noted that the techniques enabled them to understand better how other people were creative. Specifically they learned that creativity could be taught, and all of those who participated on the earlier Programme engaged their colleagues in applying the processes. 

1.69 It is notable on the 3C Programme that one of the most common constraints identified by the participants was how to engage their peers. Participants did not feel confident using these techniques. 

1.70 That said, all but two of the participants ran some form of creativity session with their colleagues. Typically one or two sessions were completed. While recognising that there were a number of innovative ideas put forward, little action appears to have been taken as a result of the sessions. Again, this is in contrast with the findings of the earlier evaluation of the Hitchhiker's Guide to Innovation where the participants of that Programme used the processes to engage their colleagues in identifying new approaches and potential product areas that might be pursued.  Five of the seven participants took specific action as a result and this involved others within the firm and in some cases their corporate headquarters in the USA.

1.71 There was an apparent contradiction in the responses of participants. On the one hand they suggested that they did not feel sufficiently confident to run sessions with their colleagues. On the other, as a result of running a small number of sessions, communication had improved, especially with regard to suggestions for new working practices. This would indicate that more might be done to persuade participants to apply the techniques in between workshops and to report back on their relative success. Skill in delivering these processes comes through practice and making "early mistakes"  - without doing this and without identifying those tools with which an individual feels most comfortable, little progress is made in terms of personal learning and effectiveness. The majority of those interviewed indicated that they were relatively pressed for time and only completed their "on site practice" immediately before the following workshop. This is an area for action in future should the Programme be repeated. 

Impact 

1.72 Five firms have taken some form of tangible action as a result of participating on the Programme.  These are described in detail below.

1.73 One firm looked at the effectiveness of their distributor in the USA and identified the power of focusing on a small number of key clients. When appointing a new distributor in Europe, they instructed them to adopt this focused approach. They were not able to attribute financial gain to this approach (and it appeared that the European based distributor was not following their instruction). 

1.74 One firm analysed their business processes in a fundamental way and identified, through benchmarking against competition, the scope to differentiate themselves based on quality of service. They estimated that this added around £50,000 to their bottom-line performance 

1.75 Following a discussion with Jim van den Beuken, one firm identified scope to add significant intelligence to two of their product lines  - one of these product lines proved to be inappropriate and the second has been put on hold given the poor performance of the company's core activity.  However, they hope to pursue it in the future.

1.76 Following a discussion with Jim van den Beuken another firm developed a dedicated website for their high-value products and as a result have increased the prominence of these products to their key customers  - this firm could not make a financial attribution to the bottom-line benefit resulting from this activity as it was part of a number of other initiatives the firm was following at the time.

1.77 Finally, one firm prepared the first television advert promoting its service. However, it found through delivering the advert that television was not an effective medium for its business and it redirected its marketing and advertising expenditure to radio promotion which has been more effective. The firm feels that the expenditure on the television advert was money well spent and they understand better the promotional routes they should use when engaging with a client base. 

1.78 While these are sound examples of impact, the relative improvement in bottom-line is disappointing. It is also disappointing from the discussion above that firms have not integrated creativity techniques into their day to day business activity. Effectively, the Programme led to a one-off “test” by most firms that was not followed up. The positive benefit to the participants was mainly at a personal level. 

1.79 The following Chapter presents details of the Innovate for Profit Programme.

Chapter 3

Innovate for Profit

1.80 There were two Innovate for Profit Programmes delivered.  The evaluation interviews would completed by telephone. Given that the firms’ participation occurred over 18 months previously and that the input by individuals was of relatively low intensity, the level of detailed feedback was limited. Consequently the interviewees tended to provide general comments regarding the benefits that they derived rather than being able to recall specific techniques or approaches they have applied subsequently. 

Participating firms 

1.81 A total of 18 firms were represented on the Programme. These covered a broad range of sectors comprising: 

 A legal firm 

 A recruitment firm 

 A market research he agency 

 A public relations consultant 

 Two tourism attractions and one major hotel chain 

 A whisky manufacturer 

 A voluntary organisation 

 An ink manufacture and a document capture business. 

1.82 The ink manufacturer and document capture business were also participants on the 3C Programme but in only one case did the same person but attended both Programmes. 

1.83 Six firms were interviewed, and interviews concentrated on those who had attended all three workshops.

1.84 The firms were selected due to their previous involvement on Investors in People. Based on feedback obtained through our interviews, this group appears to have been more stable than those selected for 3C. 

Attendance

1.85 The Programme design allowed for more than one representative to attend each workshop.  Table 3.1 presents the distribution of attendance.

	Table 3.1 Workshop Participation
	

	Engagement
	No Delegates

	One Workshop only
	9

	Two Workshops
	10

	All Three Workshops
	9

	Follow-up On site
	10


1.86 The data in Table 3.1 highlight the relatively dynamic nature of the group’s attendance.  Just one third of the group attended all three workshops.  This appears to be a relatively  high ‘churn’ rate given that the commitment required the delegates to commit to just one half day per week for three weeks.  It also posed difficulties when undertaking the evaluation interviews – two thirds of the sample were not in a position to comment on the Programme as a whole and one third had attended just one event.

1.87 We return in our final chapter to consider the appropriateness of allowing multiple attendees for a Programme of this kind.

Topics 

1.88 Although a product development programme, Innovate for Profit focused heavily on identifying the nature of the firms’ customers needs and identifying how their products could best satisfy these needs. It also introduced the scope for businesses to be more entrepreneurial and to identify more accurately successful market openings that could be exploited. The broad structure of the workshop programme was as follows: 

 How to generate new product/service ideas 

 How to capture the customer requirements 

 How to manage project planning and product launch. 

Feedback 

1.89 Participants were selected by Scottish Enterprise based on previous contact on other initiatives (Investors in People and others). There was no contact between the consultant and the firms prior to their attendance on the first day. We discuss below the opportunity to assess individuals’ competence in the area of product development prior to their participation and where appropriate to discourage those who are likely to derive relatively little benefit. 

1.90 Feedback from participants indicated that the topics covered were relatively general and consequently superficial. This was not meant as a criticism, rather they understood the need to pitch the Programme at an introductory level and in doing so it was not possible to go into specific approaches or techniques in depth. 

1.91 Three of those interviewed indicated that they were already familiar with the principles of product development and consequently the materials were not as relevant or useful to them as they might have been to other people on the course. This raises a particular issue around the recruitment and selection of delegates. We feel that it could be beneficial for the consultant to interview all the participants in advance (by telephone) to ascertain their knowledge and understanding of product development and if possible to identify specific issues that they wished to have addressed as a result of attending the course. This would help to "ground" the workshop discussions and would allow the course leader to relate specific topics or approaches to the issues that he knows are of interest and relevance to individual firms. 

Materials 

1.92 Overall, interviewees rated the materials very highly. They were considered to be well-structured and provided an appropriate context for the topics covered in the workshops. That said, two of the interviewees suggested that both the approach and the materials tended to be geared towards the development of physical products, although they understood that in principle the techniques can be applied more widely. 

The facilitator 

1.93 The quality of the facilitator and his leadership of the group was rated very highly by the participants who gave him an average score of around 8.5 (out of 10). He was felt to be competent when:

 Engaging all members of the group 

 Explaining relatively complex techniques and principles 

 Introducing new ways of looking at your product range  - one that was cited by several of the interviewees suggested that using a "menu analogy" the product range could be considered to comprise "starters, main courses and desserts". 

Benefits

1.94 It is apparent from the interviews that the participants exhibited few "takeaway" tools. There was little evidence of firms having taken specific actions as a result of their participation. Most found it useful as a means to understand better the concept of product development and how it related to their business. It provided a contributory benefit but did not itself lead to significant impact. 

1.95 Where action was taken, this tended to be at the level of the individual rather than with their colleagues. Given the relatively vague feedback, it may be that most of these individuals were not heavily engaged  - the Programme was informative rather than engaging. 

1.96 One of the firms identified a specific course of action that they had taken. This was the legal firm who introduced a "post settlement pack", and a newsletter. The post settlement pack contributed significantly towards a 15% increase in sales  - the exact sales figure was not divulged as was felt be confidential to the firm's partners. 

1.97 Given that it comprised three half-day sessions and a half day on site follow-up, it might have been expected to generate more impact than was a measured in practice. That said, it did achieve its aim of introducing the participants to product development and enabling them to understand better where their products and services fit against those of their competitors and in terms of meeting their customers' needs.

1.98 The following Chapter presents details of the Programmes’ impacts and the evaluation’s conclusions and recommendations.

Chapter 4

Impacts, Conclusions & Recommendations

Benefits & Impacts

3C

1.99 It was anticipated that there would be broad ranging and significant impacts for the 3C cases.  However, we did not find this to be the case.  SE Edinburgh & Lothian sought (through the brief) to identify the number of:

 New products created

 New processes developed

 Patents filed

 Other forms of Intellectual Property developed and preferably protected.

1.100 Our interviews highlighted the lack of such tangible outcomes although the individual participants of 3C in particular stressed the very significant influence the Programme had on their ability to think differently and identify new opportunities.

1.101 In terms of the development of new products, one firm made progress in this area.  Its developments were effectively new services.  However, due to the difficult trading conditions encountered by the firm over the past two years and the fact that it was still not profit-making, it has shelved these plans.  It did however reposition the company’s brand to differentiate it from its competitors and this was attributed directly to the input of Jim van den Beuken during the follow-up session.

1.102 The actions of the other firms were presented in Chapter 2:

 A new section on the website for high value products

 A television commercial

 Tightening the specification for the firm’s distributor.

1.103 Process improvements were more widely cited.  All of the participants had run some form of creativity session within their firms and all noted the value of the issues that came forward.  However, only one took significant action to address these issues and it was this firm that achieved an annual increase in sales in the order of £50,000, in addition to raising its profile in the market most notably in terms of quality.

1.104 While the organisational benefits might have been weak, participants indicated clearly that they found the Programme valuable on a personal basis and that it was good value for money.

Innovate for Profit

1.105 The benefits and associated impacts were less for Innovate for Profit than for the 3C Programme.  This is to be expected given its scale and intensity.

1.106 One firm attributed specific actions to their participation on the Programme and indicated that this led to a 15% increase in turnover.  Another firm indicated that it contributed to a wider review of product development activity while a third cited its influence on the organisation’s business planning round.

1.107 However, there was little in the way of tangible economic impact.

Conclusions & Recommendations – 3C

Client and Participant Selection

1.108 Three of the six firms represented on the first Programme have ceased trading as have two of the seven firms on the second Programme. This is a significant fall out and in sharp contrast to the performance of firms on the Innovate for Profit Programme.

1.109 Separately, there was a mix of approaches adopted for selecting delegates within firms – in some cases the owner managers or senior directors attended, while in others more junior staff were nominated to attend.  We received clear feedback from participants that those who gained most benefit were in positions within their respective firms that allowed them to take action and to encourage or influence others to do the same. Participants who were nominated by their managers or who represented organisations where greater levels of management approval were required before action could be taken, suggested that "ability to act" should be a selection criterion for future participants. 

1.110 One of the participants suggested that it would be beneficial to have good representation across the age range. Given that creativity is enhanced by having different perspectives on the solutions to a given problem, we feel that this is a good suggestion. 

Recommendation: we recommend that "ability to act" is one of the selection criteria used when identifying potential participants. 

Recommendation: where possible, the background and age of a given participant should be taken into account when they are being selected. If their perspective is likely to broaden that of the group as a whole, selection should be weighted in their favour. 
Briefing of participants 

1.111 The original proposal indicated that an Innovation Audit of participating organisations would be undertaken. Our interviews with firms suggests that for most, the initial interview focused more on explaining the content of the Programme and the input expected of the participant.  It appears not to have considered in depth issues relating to their adoption or application of creativity processes within their business. 

1.112 Given the relatively limited penetration of the processes within the participants’ firms, we consider that, at the outset, there is scope to probe the pressures the businesses are facing and actions that the firms may have taken to address these. 

Recommendation: we recommend that the initial interview probes for the pressures the business is facing and identifies specific issues the firm needs to address and the areas where creativity techniques could make a contribution. 

Application of the techniques 

1.113 When compared to the evaluation of the Hitchhiker's Guide to Innovation, it was striking that there were just two examples where the firm had instigated specific creativity processes and had maintained a commitment to support these. In the two examples where this commitment was made, specific business ideas came forward that the firm either has acted upon or intends to act upon these in the future. 

1.114 Three of the firms indicated that attendance and commitment tailed off towards the end of the Programme. The final sessions concentrate on identifying how to apply the techniques more widely within the business and the weaker attendance at this stage may explain the relatively poor impact. Separately, reviewing participants’ objectives for attending indicates clearly that, prior to attending, no one had a specific aim to apply creativity and innovation within their business. Rather they tended to have a more general interest in creativity and this motivated them to take part. 

Recommendation: at the initial briefing meeting, the consultants should encourage participants to develop specific objectives for their attendance on the Programme and explain to them how each of the workshop sessions will contribute to achieving these objectives. 
Materials 

1.115 Generally the materials were considered to be of moderate use and moderate quality. We feel there is scope to improve the quality of materials so that those who are unable to attend a given session can catch up. 

Recommendation: the quality and content of materials could be improved. 

Consulting inputs 

1.116 There were two lead consultants, Jim van den Beuken and Steven Smith. Jim led facilitation of the first Programme while Steven led facilitation of the second. Both of these consultants were considered to be enthusiastic and very committed to imparting knowledge on the techniques but there was strong feedback that Jim van den Beuken provided a level of insight on their application that Stephen lacked. 

1.117 On discussion which the interviewees, there was a consistent view that they might have taken more action had Jim van den Beuken had a greater input to the second Programme - he was considered to provide a level of insight that was needed to encourage individuals to take action. That said, it was recognised that Jim took a relatively "high risk" approach and that unless you were prepared to be open-minded, you might find this personally challenging. 

Recommendation: for future Programmes, Jim van den Beuken should play a prominent role in delivery. 
Innovate for profit 

1.118 The conclusions and recommendations for Innovate for Profit are more general than those for 3C. This is due in part to the Programme being less intensive.

Participant selection 

1.119 Those chosen to participate on Innovate for Profit tended to be in a less senior positions to those selected for 3C. Given that the focus was to introduce the concept of product development to those who had no previous experience of this topic, the personnel selected would appear to be a good fit for the Programme. That said, two of those consulted were relatively experienced and considered the Programme to be of less value to them as it might be to other people. Separately, two of the participants commented that the Programme appeared be better suited to firms wishing to develop and market a physical product rather than those with a service. However, this latter group could see a benefit of applying the techniques learned. 

1.120 Our review of participation highlighted the relatively high churn rate among delegates. Just a third attended all three events (including two above who considered themselves relatively knowledgeable of the topic area) while one third attended just one of the workshops. This raises an issue of commitment. Given that participants are only required to commit to attend three half-day sessions over a three-week period, we feel that they should be discouraged from nominating others within the business who might attend in their absence. Those interviewed noted that there was relatively little continuity within the group from one week to next given the level of churn in the delegates. 

Recommendation: delegates should be encouraged to attend all three events and overall delegate numbers should be reduced accordingly.

Content 

1.121 The content was considered to be well-structured and well-presented by the facilitator. New concepts were introduced that helped the participants understand better the structure of their existing product portfolio and how this might be developed in the future. In addition, the processes also helped participants to focus on those areas of the product range where product development effort would have greatest return. 

1.122 Their participation also highlighted the importance of identifying accurately the value of their products to their customers. One of the core themes covered by the Programme was that all product development and especially new product development should be driven by market need. Gaining intelligence from customers was seen to be fundamental and of utmost importance. 

1.123 Where there was criticism, it generally related to a lack of depth. In certain cases, participants would have liked more in-depth discussion on specific topics. However they recognised that this was not always possible given the cross section of the group and the relatively limited time available. 

1.124 We noted in Chapter 3 that there was no prior contact between the consultant and the firm. We consider that there would be benefit in the consultant discussing with the firm their current product development activity and identifying areas where the firms have a specific need.  These could act as "hooks" to the course material when it is being delivered at the workshop. Specifically, it could allow the facilitator to link certain aspects of the process to issues that he knows individuals are interested to address. 

Recommendation: the consultant could make contact with all the participants in advance of the first workshop and identify areas of "need" that firms are looking to address. Where possible these should be used as a hook during the workshop sessions. 

Materials and session leadership 

1.125 The materials provided by the consultant and his leadership of the sessions was considered to be excellent. 

Benefits 

1.126 While delegates found participation useful, relatively few appear to have acquired specific techniques that they could apply repeatedly within their business. There were relatively few takeaway tools. This is in contrast with the 3C Programme where delegates gained a significant number of takeaway tools but tended not to engage their colleagues when applying them. 

1.127 Having specific tools that people can apply enhances their application within the firm. 

Recommendation: we recommend that the consultant identifies specific tools that people can apply in their firms and encourages participants to act. Providing there is good continuity from one workshop to the next, the start of each subsequent session could be a review of the participants’ experiences in attempting to use these techniques.



























































































































