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Executive Summary

Introduction
DTZ Pieda Consulting was commissioned by Scottish Enterprise (SE) in November 2004 to produce a final project report on the e-Businessadvisers Programme following the decision to close down the programme at the end of the current financial year.  Board Approval for the programme expires at the end of March 2005 and the evaluation and research work carried out in 2004, including by DTZ Pieda Consulting’s evaluation of E-Business Interventions, indicated no strong business case for the continuation of the programme in its current form.  

The objective of the study is to produce a final project report that will put the programme into context and tell its story from beginning to end incorporating both an impact and a process review.  The aims of the study are to:

· Appraise the success or otherwise of the programme overall;

· Assess its impact and value for money;

· Produce key positives and negatives regarding its operation; and

· Suggest key learning points for the E-Business Directorate and for SE as a whole.

Background

The programme began in 2000 with a pilot project, Ecomm2000, which was designed to offer a higher level of selective support to complement other e-business support.  The pilot project was reviewed in June 2000 and it was concluded that the model should be rolled out across the Network to allow more companies to benefit from the support.  The programme began formally when Ecomm2001 was launched in November 2000.  The name of the programme was later changed to the e-Businessadvisers Programme. The programme was designed to address two principal market failures:

· Companies’ lack of strategic preparation for e-business.

· Weaknesses in the provider community’s ability to engage with clients.

The original aims of Ecomm2001 were to:

· Assist the growth and increase the competitiveness of SMEs across Scotland by improving companies planning for and implementation of e-business.

· Increase the size and quality of the e-business adviser community by developing advisers on the programme and “releasing” them to work independently of the programme.

· Improve the quality of the e-business supplier community encouraging them to be more focused on client business drivers by educating them in sound business processes through exposure to the programme.

The programme was due to end in March 2005 and SE wishes to proceed with this planned exit from the programme.  It is recognised that there is still a need in the market place for advice of this type but there is not the need for the programme in its current form.

Critique of Programme

Network Audit Key Findings

SE Network Audit undertook a review of E-Business towards the end of 2004, Phase 2 of which comprised a review of the e-Businessadvisers Programme.  The overall conclusion of the audit is very positive as evidenced in the following statement:

“Systems and procedures for the management and delivery of the “e-Businessadvisers” programme are generally robust and there are several examples of good practice, in particular the on-line programme management system.” 

Variation in Network Adoption of Programme

The take up of the programme varied across the Network and the reasons for this variation were explored during the consultation process.  The main factors influencing take up of the programme included:    

· Full-time advisers: The programme was launched prior to the introduction of the DTI Boost funded full time LEC advisers.  

· Charging mechanism: The smaller LECs reported that their clients were unwilling to pay for the support.   

· Stage in the Process:  As identified above, some LECs felt that their clients were unwilling to pay for advice, as they were looking for a solution and they knew that they had to pay for this solution.  Other companies had already identified solutions and wanted support to implement them.  

Perceptions of Programme

The different stakeholders in the programme has a range of perceptions some of which appear to be valid concerns while other stem from a lack of clarity over the operation and application of the programme.

· LEC perceptions: The LECs had mixed feelings with the three or four heavier users believing the programme to be very good and effective. 

· Flexibility of programme: There was a suspicion amongst one or two of the advisers consulted that there was a lack of clarity regarding the flexibility of the programme within the majority of the LECs.   

· LEC recommendation of advisers: Only around three or four LECs were active in referring new advisers to the pool and monitoring the advisers on an ongoing basis. 

Quality of Advisers and Projects

While it was recognised that the pool contained a number of high quality advisers, across the Network there was a general view that the standard of advisers in the pool was variable.  

· Quality and skills of advisers mixed: There were some concerns over the quality of the advisers in the pool.  This was expressed to a greater or lesser extent by all of the LECs consulted.  Some smaller LECs questioned the need for the programme with the full time LEC advisers in place as they felt they had advisers within the LEC with the relevant skills to take forward projects with their clients.     

· Virtual team concept: The original concept for the programme was that a lead adviser would be assigned to a company who would then bring in other advisers with specialist skills as required to act as a virtual team delivering the project but this often did not happen in practice. 

· Cross-fertilisation of skills: The planned cross-fertilisation of skills did not happen as widely as had been hoped and many LECs worked with geographically proximate advisers as they were known to them.

· Complexity and length of projects: It had been expected that the advisers would be working on larger, more complex projects with companies but in reality many of the projects were on a smaller scale.     

Critique of Processes and Systems

The processes and systems put in place to deliver the programme have generally been fit for purpose although there is a feeling that the system became too complex overall.  

· Timesheets: The timesheet tool has been very successful and has been replicated for use in other areas including IIP and Careers Scotland.  

· Invoicing: The invoicing processes were generally regarded as robust but several LECs felt that it was confusing for the clients to get an invoice from EBD rather than SE and there was a feeling that the teething problems with the process may have clouded peoples opinions of the invoicing system.

· Complexity of systems: The online project management systems do not appear to have been used by the majority of the LECs consulted and there is a perception that the online system is too complex.  
· Creation of a network community: It was found to be critical to offer an induction process to the advisers due to the nature of the adviser community, with many sole traders, means that the advisers do not always have someone on hand to answer questions.   

Performance of Programme

The Evaluation of E-Business Interventions estimated that the total spend on the programme in 2003/04 was £916,276 comprising the following:

· SEN spend on development and management = £136,949

· LEC spend on delivery = £353,443

· Company contributions = £69,951

· SEN spend on projects = £355,933

Financial impacts

Table 1 shows the net impact of the e-business support for the entire population of companies supported following the assumptions stated clearly above.  The potential total impact of the support given is £23.8m.  Taking into account the sample size, it can be assumed that the true impact will fall between £20.9m and £26.6m.  

	Table 1

Assessment of Total Impact of Support on Actual Sales 

	Impact range
	Average net impact
	Total net impact

	
	
	Quantified in Survey
	Full Population

	Over £1m
	1350000
	1350000
	22050000

	£50k to £1m
	60000
	60000
	980000

	£10k to £49k
	30000
	30000
	490000

	Less than £10k
	4717
	14150
	231117

	Total 
	£242,358
	£1,454,150
	£23,751,117

	Sample size
	
	22
	364

	Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


Following the same methodology for the potential future sales, Table 2 shows that there are an additional £2.4m of potential net sales over the next 3 years that are directly attributable to the e-business support.  Taking into account the sample size, it can be assumed that the true impact will fall between £2.1m and £2.7m.  

	Table 2

Assessment of Total Impact of Support on Potential Sales 

	
	Average net impact
	Total net impact*

	
	
	Quantified in Survey
	Full Population

	Impact
	£20,473
	£143,313
	£2,371,170

	Sample size
	
	22
	364

	* Additionality and probability of sales taken into account.

Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


Employment impacts

Using the same methodology as the sales impacts to gross up the results to the entire population of supported companies, this would yield 204 FTE positions created to date as a result of e-business support with a further potential 208 FTEs in the future. 

	Table 3

Assessment of Total Impact of Support on Actual and Potential Employment

	
	Average net impact
	Total net impact*

	
	
	Quantified in Survey
	Full Population

	Actual 
	2.1 FTEs
	12.3 FTEs
	204 FTEs

	Potential
	1.8 FTEs
	12.6 FTEs
	208 FTEs

	Sample size
	
	22
	364

	* Additionality and probability of employment taken into account.

Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


Taking into account the sample size, it can be assumed that the true impact to date will fall between 179 and 228 FTEs and the potential impact over the next 3 years will fall between 183 and 233 FTEs.  
Value for Money

The Evaluation of SE E-Business Interventions estimated the LEC spend on the programme in 2003/04 to be £423,394 with a company contribution of £69,951 giving a net LEC contribution of £353,443.  An estimated 223 companies were engaged with the project over this time giving an overall cost per intervention of £1,585.  
If the central spend in SEN is taken into account along with the company contribution the total spend figure rises to £599,090 an overall cost per intervention of £2,513.  According to the Network Audit Report, a total of 194 projects were completed in 2003/04.  This represents an overall cost per completed project of £2,888.  

The programme is therefore a relatively high-cost intervention.  This is to be expected given the intensive nature of the support.  When the inputs are considered in light of the impacts achieved the programme can be considered as good value for money. 

Key Lessons and Close Out Procedures

The original aims of the programme are set out in Section 2.  The extent to which these aims have been met during the course of the programme is discussed below.

· Assist the growth and increase the competitiveness of SME companies across Scotland by improving companies planning for and implementation of e-business.

Assessment of progress: While the projects have not necessarily been of the complexity initially envisaged, there is strong evidence that the programme was successful in generating considerable impacts amongst the assisted companies in terms of sales and employment suggesting that SME companies have been successful in implementing e-business to improve competitiveness and we would conclude that this aim has been met.    

· Increase the size and quality of the e-business adviser community by developing advisers on the programme and “releasing” them to work independently of the programme.


Assessment of progress: The advisers seem to have developed valuable relationships with clients that has allowed them to work with clients independently of the programme which support this aim.  We would question however the extent to which the size and quality of the adviser community has been increased.   The programme has had a predominantly demand side focus so this aim has not been met.    

· Improve the quality of the e-business supplier community encouraging them to be more focused on client business drivers by educating them in sound business processes through exposure to the programme.

· Assessment of progress: The programme sought to develop the supply side to improve their skills in terms of engaging with the business community but there is a question over whether or not this has been achieved.  The aim was to educate the supply side to understand company needs and improve their customer orientation.  There is a lack of evidence from the research undertaken to allow an objective assessment of this aim.

Key Lessons from Programme

The e-Businessadvisers Programme has successfully helped a number of companies develop their e-business capabilities and realise quantifiable impacts on both sales and employment.  Whilst there are a number of positive factors to attribute to the programme, there are also a number of lessons that can be taken forward by the Network drawing upon the experiences of this programme.  These lessons can be summarised as follows: 

· Processes and Systems Recommendation: In future, processes and systems of this type should be kept as simple as possible and there should be clear communication across the Network as to the application of these processes and systems on the ground.

· Promotion and Sharing of Good Practice Recommendation: Greater emphasis should be placed on the use of case studies and good practice examples to increase understanding and aid effective targeting of support. 

· Project Management Recommendation: There should be an appropriate balance struck in the role of project management between administration and more developmental areas such as HR and marketing.  This is particularly important when the programme involves a pool of external contractors. 

· Integration of Advisers Recommendation: In programmes involving the use of a pool of external contractors greater effort should be put into ensuring the integration of these contractors into the Network through facilitating closer links with the Growing Businesses teams thus increasing the advisers’ understanding of the Network and the other support available to clients. 

· Accessibility of Skills Mix Recommendation: There should be a facility put in place to allow the LECs and SEN access to a pool of specialist advisers when required but this facility should ensure that there is clear access to the skills base and emphasis should be put on skills taking priority over geography to ensure cross-fertilisation of experience.

· Duplication and Overlap Recommendation: SE should avoid the temptation of using all available funding without consideration of the possible overlaps or duplication in support. 

In summary, while the e-Businessadviser Programme may have come to the end of its life in terms of its appropriateness for the Network the recognition is widely held that there is still a need for access to specialist e-business advice of this type.  There is evidence that there is still a market failure on the demand and supply sides and the Network itself has identified a need to have access to this type of support for projects on an ad hoc basis.  There are specific elements of the online project management system that should be considered for future use particularly the timesheet and invoicing processes.  This has been recognised and SE is moving towards a system of National Contracts with advisers rather than a Network Product managed by SE.  The final sub-section of the report sets out the actions required to close out the current programme and move towards the new method of providing advice. 

Close Out Procedures and Action Plan 

The SE E-Business Directorate has developed a series of close out actions to be undertaken in winding down the programme, which identifies the timescale for the actions (where made available from SE).   

1 Introduction

Background

1.1 DTZ Pieda Consulting was commissioned by Scottish Enterprise (SE) in November 2004 to produce a final project report on the e-Businessadvisers Programme following the decision to close down the programme at the end of the current financial year.  Board Approval for the programme expires at the end of March 2005 and the evaluation and research work carried out in 2004, including by DTZ Pieda Consulting’s evaluation of E-Business Interventions, indicated no strong business case for the continuation of the programme in its current form.  

Study Objectives and Outputs

1.2 The objective of the study is to produce a final project report that will put the programme into context and tell its story from beginning to end incorporating both an impact and a process review.  The aims of the study are to:

· Appraise the success or otherwise of the programme overall;

· Assess its impact and value for money;

· Produce key positives and negatives regarding its operation; and

· Suggest key learning points for the E-Business Directorate and for SE as a whole.

1.3 The key outputs of the study are to provide:
· Consideration of the background to the e-Businessadvisers programme and the rationale for the intervention;

· Assessment of the performance of the programme including an analysis of the inputs, outputs, outcomes and impacts;

· Description of the procedures for closing out the programme with an outline action plan; and

· Summary of the lessons learned from the programme and the implications for future interventions.

1.4 The methodology employed to provide these outputs is outlined below.
Methodology

1.5 The methodological approach to the study was split into three main research elements (Stages 2 to 4) and a final overarching analytical and reporting stage.  The study methodology is set out in Figure 1.1.  
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Report Structure

1.6 The remainder of the report is structured as follows:
· Section 2 describes the evolution of the programme from its conception to the present time;

· Section 3 reviews the processes put in place to deliver the programme and summarises the key positive and negatives regarding its operation;

· Section 4 analyses the performance of the programme;

· Section 5 summarises the performance of the programme and the lessons learned and provides a description of the procedures for closing out the programme.
2 Evolution of Programme

Introduction

2.1 This section describes the development of the programme from the original pilot through to the final Network product known as the e-Businessadvisers Programme.  The rationale for the intervention is considered and the processes and systems of operation are described.  Finally, the exit plan is discussed. 

Background

2.2 The programme began in 2000 with a pilot project, Ecomm2000, which was designed to offer a higher level of selective support to complement other e-business support.  The pilot project was reviewed in June 2000 and it was concluded that the model should be rolled out across the Network to allow more companies to benefit from the support.  The programme began formally when Ecomm2001 was launched in November 2000.  The name of the programme was later changed to the e-Businessadvisers Programme. 

Rationale

2.3 The strategic vision for Scotland, as set out in Connecting Scotland
 is to be a main European hub for e-commerce, with an economy “characterised by e-businesses dealing via e-commerce and continually generating enterprise around e-commerce opportunities.”
2.4 The focus of SE with regard to e-business, as set out in Connecting Scotland and subsequently the Operating Plan
, is “to accelerate the competitive capability of organisations and individuals through the development and use of e-business applications.”  During the course of the programme’s operation, the focus moved from encouraging take-up of basic e-business technologies to encouraging businesses to move towards more sophisticated e-business adoption through the better integration of e-business into their operations.  This ensured the continued relevance of the programme, which was intended to help those who had stepped onto the “e-business ladder” but were dissatisfied with the business advantages, that is, in cases where the costs were felt to outweigh the advantages.  

2.5 The programme was designed to address two principal market failures:

· Companies’ lack of strategic preparation for e-business.
· Weaknesses in the provider community’s ability to engage with clients.
2.6 The programme aims reflect these market failures and are described below. 

Programme Aims

2.7 The original aims of Ecomm2001 were to:

· Assist the growth and increase the competitiveness of SMEs across Scotland by improving companies planning for and implementation of e-business.

· Increase the size and quality of the e-business adviser community by developing advisers on the programme and “releasing” them to work independently of the programme.

· Improve the quality of the e-business supplier community encouraging them to be more focused on client business drivers by educating them in sound business processes through exposure to the programme.

2.8 The extent to which these aims have been met is assessed in Section 5. 

Operational Processes and Systems

Overview
2.9 The programme has been co-ordinated by a Project Manager based in SEN, as an efficient means of managing the pool of around 48 advisers.  These advisers are contracted to work up to 100 days per annum on e-business projects at a set day rate (£275 per day increasing to £300 per day following achievement of the Technology Means Business or the Premier Adviser accreditation).  Each company may receive support up to a limit of 10 days of adviser time per project (companies could be involved in more than one project in sequence).  The advisers assist companies to:

· Develop realistic business plans and re-engineer their business in light of e-business developments

· Identify appropriate suppliers to implement these plans

· Project manage these suppliers in some cases   

2.10 The programme does not fund the implementation of e-business solutions but only the stages identified above.

2.11 Enterprise Services Scotland Ltd (ESS), a wholly owned subsidiary of SE was used as the operating company to administer the pool of advisers.  ESS later wound up and the contract was taken over by Edinburgh Business Development (EBD), part of Edinburgh Chamber of Commerce in February 2003 following a competitive tender.

2.12 The programme was designed to facilitate the following:

· Online web-based project management, managed by a project manager at SE;

· 50% client contribution agreed through the LEC;

· Flexibility regarding the amount of adviser time in each company (LEC discretion);

· Virtual team support for advisers;

· Screening and selection of client companies (LEC responsibility);

· Integration with other support mechanisms;

· Reduced paperwork; and

· Comprehensive analysis via the extensive web-based dataset.

2.13 The adviser pool was also used extensively for non-LEC or client projects such as supporting SE national initiatives. 

Process 
2.14 Companies can apply for the programme online but in practice the majority of companies were referred to the programme via the LECs.  The LECs consider the application in the first instance and once the company is accepted onto the programme a development plan is prepared with an adviser.  This plan is developed and agreed by the adviser, the LEC and the company.

2.15 The development plan can be modified throughout the project’s lifetime by agreement of all 3 parties.  The plan sets out clearly the expected scale of the project in terms of timescale and inputs from each party.  The LECs decide upon the charging criteria for the companies. 

2.16 The advisers have to be impartial and cannot contract themselves to undertake the work identified.  Neither can they contract another adviser on the programme without LEC approval.  However, the advisers may be contracted by the client outside of the project subject to the terms of the advisers’ contract with EBD.  

2.17 As the programme is a Network product, with a national agreement, the LECs did not have to contract with individual advisers.  At the end of the month each adviser sends one invoice to EBD rather than to each LEC.  EBD then reclaims the amount back from the LECs and SEN – again by single invoices per LEC.  This simplifies the invoicing procedure so there is only one per adviser.  The LECs are then responsible for informing EBD when a project is completed so EBD can reclaim money from the clients (where the LEC is charging the clients for a proportion of the advisers’ time).  

2.18 Table 2.1 sets out the 7-stage process in place for the advisers to assist clients.  This model was intended to be flexible and all 7 steps may not be appropriate in every case. 

	Table 2.1

e-Businessadvisers Programme 7 Steps

	The Steps
	Activities
	Deliverables

	Step 0 – Getting Started
	Information exchange leading to company inclusion on the EBA programme
	· Business overview

· Project development plan incorporating scope, schedules, participants and TOR

	Step 1 – Analyse the Business
	Evaluate the business strengths and weaknesses and assess the company’s market position in relation to e-business
	· Statement of company’s business

· Summary of market position

· Generation of possible options

	Step 2 – Explore the Opportunities
	Consider the company’s vision for e-business and identify possible projects
	· E-business goals

· Possible e-business applications

	Step 3 – Agree the Strategy
	Financial assessment of the preferred solution
	· Investment appraisal

· Approved development budget

· Quantified critical success factors

· Completion of strategy document

	Step 4 – Develop the Specification
	Determine project content necessary to meet the agreed business objectives
	· Promotional objectives

· Business process change requirements

· Staff training requirements

· Completion of project brief

	Step 5 – Tender and Select 
	Considerations when selecting technical provider(s) to deliver the solution
	· Invitation to tender

· Supplier selection

	Step 6 – Implementation
	The role of the project team in managing the implementation phase
	· Milestone dates with agreed deliverables

	Step 7 Review and Improve
	Review business impact from the e-business solution and consider improvements and future developments
	· Improvement recommendations

· Documented case study

	Source: SE E-Business Information System(E-BIS)


Monitoring and Evaluation
2.19 The Project Manager produces monthly reports to monitor the programme against targets and milestones.  In addition, a “Community of Practice” was set up with the LEC E-Business Managers, contracted advisers and representatives from the SE E-Business Directorate.  

2.20 The SE Knowledge Management Team undertook an evaluation of the programme in August 2001 and concluded that the programme should be continued subject to a number of refinements.  The key findings of the evaluation were:

· The programme was operating at a deeper level than originally anticipated and in many cases required a transformation of the business and its behaviour, which was more time-consuming than the original concept for the programme.

· The programme was found to be a catalyst to revealing further transformations in other business functions.

· There was evidence that the programme was addressing market failure with examples of improvements in business performance.

· The programme was recognised as being flexible and as having wide application.  

Exit Strategy

2.21 The exit strategy for the programme was set out in the 2001 Board Paper.  At that time it was felt that there were two likely exit strategies:

· The market is mature and figures from international and national benchmarking show that the likely impact of intervention is reduced.  Withdrawal will be phased and gradual, in profile with the subsidence of market failure e.g. by sector.

· That there is still a need for intervention, but that e-business becomes an integral part of all business development activity and core to business development work.    

2.22 The programme was due to end in March 2005 and SE wishes to proceed with this planned exit from the programme.  It is recognised that there is still a need in the market place for advice of this type but there is not the need for the programme in its current form.

2.23 In keeping with the strategic direction that SE is moving towards, it is recognised that e-business advice should be embedded in the process that is used for all business support.  The moves towards the use of product frameworks linked into diagnostics will support this move with e-business sitting across several frameworks thus eliminating the need for the 7-step advisor process of the e-Businessadvisers Programme.  Therefore, clearly the second exit strategy has been followed.   

3 Critique of Programme

Introduction

3.1 This Section begins by summarising the key findings from the SE Network Audit of the e-Businessadviser Programme published in November 2004
.  The findings of the consultation programme involving SE E-Business staff, LEC E-Business Managers and e-Businessadvisers are then presented.    

Network Audit Key Findings

3.2 SE Network Audit undertook a review of E-Business towards the end of 2004, Phase 2 of which comprised a review of the e-Businessadvisers Programme.  Whilst it is recognised that the objectives of such an audit are to consider compliance with rules and regulations rather than to assess operational effectiveness and efficiency, nevertheless there are a number of issues raised within the report that have a potential impact on the operational effectiveness and efficiency of the e-Businessadvisers Programme.  The overall conclusion of the audit is very positive as evidenced in the following statement:

“Systems and procedures for the management and delivery of the “e-Businessadvisers” programme are generally robust and there are several examples of good practice, in particular the on-line programme management system.” 

3.3 The shadowing of the Programme Manager by an E-Business Project Executive was flagged as an example of good practice with its aim of sharing knowledge and mitigating the risks associated with business continuity.  The report identifies a number of positive features of the management of the programme including: 

· The formal induction process for advisers, which aims to help the advisers understand the role of SE and the operation of the programme in practice.

· The online customer satisfaction process with feedback from the advisers and clients on the programme. 

· The e-Businessadvisers website setting out the responsibilities of the client, providing the client with information on approved advisers and a development plan detailing the project to be undertaken. 

· The online programme management system with its facilities to access documentation and to record time spent by the advisers with clients, which is identified as a key element of the control processes put in place to make payments and recover contributions.  The system also has reporting options to help with programme management.     

· The invoicing processes which are clearly documented and relate back to the online timesheet system. 

3.4 The key findings from the internal audit of the programme can be summarised under two headings: Processes and Management and Monitoring.  Table 3.1 outlines the findings and recommendations of the SE Audit relating to the operation of the programme and the subsequent actions taken to address these recommendations and to ensure the efficient and effective running of the programme in line with the relevant requirements of SE and the EU. 

	Table 3.1



	Findings
	Recommendations
	Actions

	Processes

	There had been two significant changes to the programme since the 2001 Board Approval Paper:

· Target number of companies reduced from 500 to 240 per annum.

· LECs were informed they could exercise discretion in charging clients
	· An updated approval paper should be prepared and presented to the SE Chief Executive for approval.

· SE Legal should be consulted to determine state aid implications.


	· Paper prepared.

· Final Project Report being prepared by DTZ Pieda Consulting.

· Confirmation sought that no state aid implications.



	· The tendering documentation was found to be incomplete.

· The supplier changed to Edinburgh Business Development (EBD) during the course of the programme.


	· SE Legal should be consulted to determine whether tendering arrangements comply with EC rules.

· SE Legal should be consulted to determine whether the change in supplier has any impact on the contractual relationship.
	· Confirmation sought to determine further action required.

· Confirmation sought and action taken to resolve contractual issues.



	Management and Monitoring

	· Prospective advisers apply online via the e-Businessadvisers website. 

· It was felt to be unclear how the day rates were determined.

· Targets are set at SEN level and LECs have discretion over budget and targets set in their area.
	· Level of applications via the website should be monitored.

· Reasons for rates set should be documented and approval obtained where higher rates paid.

· Consideration should be give to agreeing programme targets with each LEC.
	· Full documentation available.

· File Note prepared on rates.

· Consultation with Productisation and Planning teams on targets.



	· The programme manger monitors compliance with the SLA.


	· Consideration should be given to formalising the SLA with LECs.
	· SLA included within user guidelines.

· Consultation with Productisation Team on signed acceptance of SLA by LECs. 

	· The contract with EBD does not specifically mention the role and responsibilities of the programme manager.
	· The responsibility for managing the EBD contract and monitoring its performance should be agreed within SE E-Business.
	· File Note prepared on management and monitoring.

	Source: Review of E-Business (Phase 2) Se Network Audit Services 


3.5 The remaining findings are derived from the consultation process and the various stakeholders in the programme, including SEN E-Business staff, LEC E-Business Managers and e-Businessadvisers, commented upon a number of the programme management features identified above.  The findings are discussed below under the following headings and in each sub-section the findings are listed in order of importance and weight:

· Variation in Network adoption of programme;

· Perceptions of programme;

· Quality of advisers and projects;

· Critique of processes and systems; and

· Appropriateness of the programme.

Variation in Network Adoption of Programme

3.6 The take up of the programme varied across the Network and the reasons for this variation were explored during the consultation process.  The main factors influencing take up of the programme included (in order of importance):    

· Full-time advisers: The programme was launched prior to the introduction of the DTI Boost funded full time LEC advisers.  The introduction of this resource into the LECs has had an impact on the implementation of the programme with several LECs opting to use their own full time advisers to work with companies, rather than the programme’s adviser pool in many cases.  The full time advisers could offer support without having to charge companies.  As a result, the ratio of the use of full time advisers to e-Businessadvisers varied considerably. 

· Charging mechanism: There are variations in charging across the LECs ranging from adherence to the 50% charge to the provision of support at no charge.  The overall recovery from clients is around 17.5% rather than the target of 50%.  The smaller LECs reported that their clients were unwilling to pay for the support and as a result the LECs were later advised that they could use discretion in charging for the programme.   

· Stage in the Process:  The clients’ willingness to pay for the programme is related to the stage in the process in which they found themselves.  As identified above, some LECs – in particular the smaller LECs - felt that their clients were unwilling to pay for advice, as they were looking for a solution and they knew that they had to pay for this solution.  Other companies had already identified solutions and wanted support to implement them rather than advice to confirm that they had identified the most appropriate solution so were unwilling to pay.  

· Marketing: The programme was not marketed nationally so the onus was on the individual advisers to make themselves known to the LECs in which they wanted to work.  In some cases this worked well and local advisers marketed themselves successfully to their LEC.  Other advisers did not actively market themselves and as a result were not heavily used.  The programme was not marketed nationally because it was a high investment product that was to be targeted at select companies that were a priority to the LEC and who were equipped to make best use of the programme.  Clearly this did not happen in practice and the vast majority of companies assisted through the programme were non-segmented.  

· Population and type of companies: Clearly some LECs have a greater population of companies to work with and from which to identify potential projects.  Some of the smaller LECs did not feel that there was demand for the programme in their area.  One LEC specifically felt that the moves towards segmentation and the increased focus on Client Managed companies would result in a better fit between the skills of the advisers and the needs of companies as universal companies were often unable or unwilling to pay for the support and Account Managed companies in some cases had more complex needs that sat out with the skill set of the e-Businessadvisers.  This was disputed by the evidence from several other LECs who reported that the advisers were well suited to more complex projects.  It is likely that the views of the LECs are heavily influenced by their experiences with particular advisers in the pool.  It should also be noted that the level of complexity of projects is not always related to the segmented status of the companies.   
· Lack of sanctions: Although the programme was established as the first Network Product, there were no sanctions put in place for non-usage or to prevent the development of other similar products.  The LECs were therefore able to substitute the programme with alternative sources of support such as the full-time advisers or the E-BATT programme. 

Perceptions of Programme
3.7 The different stakeholders in the programme has a range of perceptions some of which appear to be valid concerns while other stem from a lack of clarity over the operation and application of the programme.  These main categories of perceptions are ranked in order of importance below:

· LEC perceptions: Overall, there appears to be mixed feelings amongst the LECs with the three or four heavier users believing the programme to be very good and effective and other lighter users of the programme believing that the need was not there in their LEC and they could support their companies through the full-time advisers.

· Flexibility of programme: There was a suspicion amongst one or two of the advisers consulted that there was a lack of clarity regarding the flexibility of the programme within the majority of the LECs.  The advisers felt that the LECs believed that they always had to go through the 7 steps.  These advisers believed that the programme was used rigidly or not at all by the many of the LECs resulting in the flexibility of the programme not being maximised.  However, some of the heavier users of the programme clearly demonstrated an understanding of the flexibility of its application. 

· LEC recommendation of advisers: The LECs did not always introduce suppliers to the adviser pool on an ongoing basis as had been planned resulting in a lack of churn in the adviser pool.  Around three or four LECs were fairly active in referring new advisers to the pool and monitoring the advisers on an ongoing basis whereas other LECs were not active in this regard, perhaps stemming from a lack of clarity over the process whereby LECs could recommend consultants to the programme. 

· Marketing: The programme was not marketed well and could have been sold into the Network better, for example the specialist and cluster teams. 

· Adviser expectations: It was reported from various sources that some advisers were recruited onto the programme with the expectation of work but then they did not get many referrals so were left feeling frustrated.  In some cases the programme was seen as a guaranteed source of income and the advisers did not always work to promote themselves to the LECs.  This assumption is incorrect and is contrary to the adviser contract, which clearly states that the consultant is not guaranteed work; nevertheless the perception seems to have been held by a minority of the advisers.  

· Devaluing of advisers: One adviser pointed out that the programme might have devalued the advisers, presenting them as a cheap resource rather than an opportunity to access a very well qualified adviser at a cheap rate.  This was exacerbated by some of the LECs not charging for the programme.  However, it could be argued that this is not specific to e-business advice and this could apply to any subsidised specialist support given to clients by the SE Network.  There is no evidence from the client feedback that this is the case. 

Quality of Advisers and Projects
3.8 While it was recognised that the pool contained a number of high quality advisers, across the Network there was a general view that the standard of advisers in the pool was variable.  The original concept for both the nature of the projects to be undertaken and the use of teams of advisers often did not happen in practice.  Points raised regarding the quality of the advisers and the projects undertaken included (points are ranked in order of priority):   

· Quality and skills of advisers mixed: There were some concerns over the quality of the advisers in the pool.  This was expressed to a greater or lesser extent by all of the LECs consulted.  This perception was not backed up with specific examples of poor quality adviser performance indicating that the perception is not necessarily one borne out by experience.  Nevertheless, the perception is still widely shared across the Network and whilst theoretically the advisers had to have references from more than one LEC there was a perception that some of the advisers in the pool were not of the same quality as others.  The processes were in place to facilitate the ongoing screening of advisers but there is little evidence available to support or reject the Network’s perception regarding the adviser quality.  The advisers in the pool are a mix of technical experts and advisers with more business-based skills.  This mix is ideal unless the technical experts are required to identify business development issues.  Some smaller LECs questioned the need for the programme with the full time LEC advisers in place as they felt they had advisers within the LEC with the relevant skills to take forward projects with their clients.  However, these LECs had used the adviser pool to provide additional capacity when the full-time LEC advisers were engaged.    

· Virtual team concept: The original concept for the programme was that a lead adviser would be assigned to a company who would then bring in other advisers with specialist skills as required to act as a virtual team delivering the project.  This did not happen and in most cases only one adviser worked with a company on each project which meant that in some cases full potential was not being achieved as projects could stray outside of the skill areas of the adviser assigned to the project.  While there are anecdotal reports of some degree of networking amongst the advisers this does not appear to have been formalised in the creation of wider teams.  There is no evidence from the adviser consultations of why the virtual team concept was not as successful as planned. 

· Cross-fertilisation of skills: The idea was that advisers would be deployed by capability and not constrained by geography but in practice the LECs tended to use local advisers and familiar faces so the planned cross-fertilisation did not happen as widely as had been hoped.  Some advisers were not used to a great extent and the 100-day contract was no guarantee of work.  The cross-fertilisation of skills was also hampered by the lack of success of the virtual team concept.  The average number of days worked by the advisers in the pool is around 40 days per year.

· Complexity and length of projects: It had been expected that the advisers would be working on larger, more complex projects with companies but in reality many of the projects were on a smaller scale.  Many projects were concerned with the development of websites.  This could be down to the understanding of e-business amongst the staff within the LECs referring companies to the programme where the perception is that e-business is all about websites.  The level of the projects is to some degree dependent on the skills of the LEC E-Business Manager to identify the projects.  Many of the projects took a long time to complete which in some cases was a source of frustration for the LECs.  It was suggested that perhaps an internal adviser would have pushed the project through to completion faster.  The complexity of the projects undertaken is also a reflection of the types of companies engaged on the programme.  Support was often given to universal companies and the resulting projects were often concerned with websites rather than in-depth projects with high growth companies, as was the original concept.   

· Liability and risk to reputation: There was widespread recognition from the LECs of the issue of liability and reputation risk in having external advisers engaging with the LECs’ client base.  Whilst this is a risk with interventions of this type across the Network it was particularly stated with regard to this programme given the general concerns over the quality of some of the advisers.  All of the LECs tended to work with a smaller group of the advisers in the pool with whom they were comfortable in order to minimise this risk. 

· Supply side development: One of the aims of the programme was to develop the supply side to improve their skills in terms of engaging with the business community but a minority of LECs would question whether this has been achieved as SE was undertaking much of the front ended work in securing the projects and the advisers came in once the LEC had scoped out the potential for a project to some extent.  However, it is possible that the programme led to the advisers being better equipped to undertake work outside of the programme.

Critique of Processes and Systems
3.9 The processes and systems put in place to deliver the programme have generally been fit for purpose although there is a feeling that the system became too complex overall.  Issues raised regarding the operation of the processes and systems included:

· Timesheets: There is a timesheet system in place to monitor the time inputs of the advisers.  This tool has been very successful and has been replicated for use in other areas including IIP and Careers Scotland.  The advisers consulted felt it was a comprehensive and easy to use system with the main benefit of allowing the advisers to aggregate invoices thus reducing the administrative burden in this regard.  This supports the SE Network Audit’s recognition of the good practice model of programme management.

· Invoicing: There were systems put in place to ensure consistency and efficiency in invoicing.  The advisers bill Edinburgh Business Development (EBD) based on their timesheet entries and 12 invoices aggregating adviser time are sent out to the 12 LECs as appropriate.  The majority of LECs had favoured the option of the companies paying the advisers and then claiming the money back from the LEC but with the system used in the programme the onus is on the LEC to alert EBD to reclaim the money from the client.  Furthermore, several LECs felt that it was confusing for the clients to get an invoice from EBD rather than SE, as the clients were not familiar with the EBD name.  There are reports of a number of teething problems with this process with problems at the EBD end of the invoicing process resulting in errors in the monthly billing to LECs.  However, detailed consultancy work on the optimal invoicing model concluded that the current model is best.  

· Complexity of systems: The online project management systems do not appear to have been used by the majority of the LECs consulted and there is a perception that the online system is too complex.  A minority of the LECs developed manual recording systems.  The advisers consulted recognised that the Development Plan was excellent as a record of progress but did not regard the process for creating and updating the Development Plan as user-friendly.  Comments from a minority of LECs and advisers strongly stated that the programme placed an administrative burden on the LECs and there is a need for someone to drive it forward in each LEC.    

· Creation of a network community: It was found to be critical to offer an induction process to the advisers.  This involved a full day’s briefing on SE and additional shadowing from a more experienced adviser.  The nature of the adviser community, with many sole traders, means that the advisers do not always have someone on hand to answer questions.  It is not clear the extent to which the advisers regarded the programme as having created a “network community”.  In general advisers appear to have been operating in relative isolation from each other.  In many cases the advisers were seen as external to the Network as the programme was set up in this way, which was a failure as most of the LECs failed to internalise the advisers in terms of integrating them more fully into the Growing Businesses team through developing close working relationships with Account and Client Managers and facilitating ongoing product awareness. 

· Skill matching: The process of finding an adviser by matching skills to company need was not used to the extent that was envisaged.  Three or four LECs tried to search for an adviser in this way but found the process unhelpful as often nearly all of the advisers in the pool had selected particular specialist areas so the tool was not helpful in providing a shortlist of potential advisers. 

· Training and development: At the outset, the advisers were paid to attend training and development events and it was felt by several SE staff that those advisers attending the events were not always the advisers who were undertaking the work on a regular basis as the training days were regarded by a minority of advisers as a source of easy money.  SE later stopped paying for the advisers to attend these events thus solving this issue and ensuring that the advisers attending the training events were committed to ongoing development.

· Central management: The central management of the programme was administrative in nature and the role of the Project Manager could perhaps have had more emphasis on developing the advisers and less on administrative tasks.    

Appropriateness of Programme
3.10 Generally the view of consultees was that there are still market failures to justify the need for a programme of this type in the form of the provision of impartial advice to companies. 

· Impartial advice: There is a definite need for companies to have access to impartial advice on e-business.  Until the private sector can offer independent and impartial advice a programme of this type offers validation as the private sector can have a vested interest in selling companies solutions that may not be appropriate for every company.  Until the market failures on both the demand and the supply side are overcome there is still a place for impartial advice facilitated by SE or another source. 

· Mix of skills: The pool of advisers allows the Network to have access to a wider mix of skills than would be the case from only relying on full-time advisers employed within the LECs.  Looking to the future, the LECs want support in terms of both time and skills.  There is a need for people able to go into companies with the skills to undertake an audit to match the companies IT need to their business need. 

· Segmentation: The programme has increased relevance with the move towards segmentation.  A programme of this type is felt by several LECs to be particularly appropriate for Client Managed companies as the £150 per day charge for the adviser is not as prohibitive to these companies as with the universal market. 

· Network projects: The advisers were used on project work within the LECs and SE to a much greater extent than anticipated and there is still felt to be a need for this resource which allowed specialist advisers to be brought in to assist on projects.  The programme allowed SE to contract with advisers familiar with the Network without having to go out to tender each time and with the systems and processes in place to monitor their input.

4 Performance of Programme

Introduction

4.1 This section assesses the inputs into the programme and the performance to date.  The impact of the programme is analysed, drawing on material from the DTZ Pieda Consulting Evaluation of SE E-Business Interventions undertaken towards the end of 2004. 

Inputs

4.2 Table 4.1 sets out the approved funding for the programme from its inception to date.  A total of £6.6m was approved by the SE Board including funding for the pilot project and private sector anticipated financial and in-kind contributions. 

	Table 4.1

Funding Summary 1999-2005

	
	£

	SEN Funding Nov 99 – Sep 01
	800,000

	SEN Funding Oct 01 – Mar 05
	1,300,000

	LEC Network Oct 01 - Mar 05 (assumes 50% recovery from client)
	1,500,000

	Private Sector Oct 01 – Mar 05 (clients’ 50% contribution)
	1,500,000

	Private Sector (value of clients’ own matching time input)
	1,500,000

	Total 
	£6,600,000

	Source: SE PAG Paper 2001


4.3 The Evaluation of E-Business Interventions estimated that the total spend on the programme in 2003/04 was £916,276 comprising the following:

· SEN spend on development and management = £136,949

· LEC spend on delivery = £353,443

· Company contributions = £69,951

· SEN spend on projects = £355,933

Performance Against Targets

4.4 The programme started well and at the end of September 2001, with the exception of the number of development plans completed, it was almost on target as shown in Table 4.2. 

	Table 4.2

Ecomm2001 Performance Against Targets as end September 2001

	
	Forecast
	Actual

	No. of companies registered
	360
	416

	Development plans completed
	320
	155

	Projects completed
	96
	73

	No. of LECs participating
	12
	12

	Adviser client time (days)
	720
	800

	Source: SE PAG Paper 2001


4.5 The targets for the programme up until March 2005 are shown in Table 4.3.  with hindsight these targets appear rather ambitious and these numbers have not been achieved with only around 270 projects achieved. 

	Table 4.3

Ecomm2001 Performance Targets 2002-2005

	
	Year ending March

	
	2002
	2003
	2004
	2005
	Total

	No. of companies registered
	500
	500
	500
	500
	2,000

	Development plans completed
	300
	400
	450
	450
	1,600

	Projects completed
	200
	250
	300
	300
	1,050

	No. of LECs participating
	12
	12
	12
	12
	12

	Adviser client time (days)
	1,600
	2,000
	2,250
	2,250
	8,100

	Source: SE PAG Paper 2001


4.6 The target for the number of companies registered on the programme was reduced from 500 to 240 per annum following the introduction of the full-time LEC advisers as it was estimated that there would be a subsequent 50% reduction in the utilisation of the advisers on the programme.  Furthermore, not all 12 LECs had participated in the project as anticipated.  In 2003/04, 194 projects were completed representing 81% of the target.
  It should be noted that the overall Network targets for e-business outputs were exceeded which suggests that the outputs were being achieved through other means of support. 

4.7 There was a high drop off rate from registration to completion.  This could be due to the clients’ circumstances changing or delayed completion due to the additional costs of retraining on the proposed new solutions.  The high drop-off rate may also have been due to the LECs proposing projects or companies that were not suitable for the programme. 

Outcomes and Impacts of the Programme

4.8 This sub-section draws upon DTZ Pieda Consulting’s 2004 evaluation of SE E-Business Interventions
 to present evidence of the performance of the programme in terms of outcomes and impacts.  Of the 66 companies interviewed for the evaluation, 22 had received support from an adviser on the E-Business Adviser Programme.  It should be noted that the impact data relate to all e-business support received by the company but in the majority of cases the advice received along with any grant funding was seen to be the most influential intervention. 

4.9 The reasons for companies’ engagement with the programme were predominantly related to website development as shown in Figure 4.1.  This was also the case with the companies engaging with full-time LEC advisers and the E-BATT programme.
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4.10 Generally, more than 80% of the companies interviewed rated the overall calibre of the advisers as good or very good as shown in Table 4.4.  Lower ratings were awarded to the continuity of support and the appropriateness of support offered.   

	Table 4.4

Quality Assessment

	
	% rating 4 or 5

	Ease of contacting adviser when required
	77%

	Promptness in Dealing with enquiries
	82%

	Appropriateness of support offered
	68%

	Technical Knowledge
	82%

	General Business Knowledge
	77%

	Quality of support offered
	82%

	Continuity of support
	59%

	Overall Calibre of adviser 
	82%

	Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


Financial impacts

4.11 This section firstly considers actual impacts on sales to date, before going on to discuss potential future impacts. This is an important distinction given that some companies have only recently received grants, and so are unlikely to have realised the resultant benefits of on-going projects e.g. new website launches.   

4.12 The 22 companies interviewed were asked to quantify their sales increases for the years 2002/03 and 2003/04.  11 of the 22 companies suggested that e-business support had had a positive impact on sales to date, though only 6 of these companies were able to quantify the change. 

4.13 Across these 6 companies, the total increase in sales directly attributable to the e-business support interventions was £1,454,150.  This net figure takes account of both additionality
 and displacement
, and was broken down as follows:

· Company A = £1,350,000. After attending workshops an E-Comm advisor was approached to assist with the development of an e-trading strategy.  A grant was allocated for website development and on-line sales have improved greatly since.  The support acted as a catalyst for levering in additional company spending which would not otherwise have been incurred, given that they were apprehensive about approaching e-business suppliers on their own.  

· 1 company recorded attributable sales increases in excess of £50,000 to date  

· 1 company had already realised sales increases of £10k to £50k.

· The remaining 3 companies have seen increased sales of less than £10k. 

4.14 Whilst the majority of impact was in one company, it is quite a common finding in evaluations of this type as discussed below.

4.15 In total, 14 of the companies interviewed said that the full benefits of the support had not yet been realised, and that sales increases were predicted over the next 3 years as a direct result. 7 of the companies were unable to quantify these positive future benefits given that they were either new businesses or entering new markets, which were too unpredictable.  The other 7 companies estimated total gross sales increases of  £1,780,250 over the next 3 years.

4.16 To obtain a net figure, the gross estimated sales figure was reduced according to the probability that these sales could be realised, together with a net additionality figure based on the proportion of sales that could be generated by the support.  This led to a figure of £143,313 extra sales over a 3-year period that would not have been realised without intervention (around £48k per annum).  

4.17 These results can be interpreted to allow assumptions to be made regarding firstly the full survey sample, and secondly the population of assisted companies as a whole.  The following assumptions can be made drawing on the survey research to guide this process:

· The sample of 22 companies randomly selected according to the support they have received can be assumed to be representative of the full population of assisted companies on E-BIS. 

· 11 of the 22 companies reported that the e-business support they had received had had a positive impact on sales to date but only 6 could quantify this impact, therefore it can be assumed that 27% of the total population will also have realised a quantifiable positive impact on sales.  The total population of companies selected for the evaluation from E-BIS having participated in the e-Businessadvisers Programme is 364 so it can be assumed that of these, 98 would have realised increased sales. 

· All sales impacts are net and take account of additionality and displacement.     

· The error margin has been taken to be that used in the full evaluation (+/- 12%).   

4.18 Table 4.5 shows the net impact of the e-business support for the entire population of companies supported following the assumptions stated clearly above.  The potential total impact of the support given is £23.8m.  Taking into account the sample size, it can be assumed that the true impact will fall between £20.9m and £26.6m.  

	Table 4.5

Assessment of Total Impact of Support on Actual Sales 

	Impact range
	Average net impact
	Total net impact

	
	
	Quantified in Survey
	Full Population

	Over £1m
	1350000
	1350000
	22050000

	£50k to £1m
	60000
	60000
	980000

	£10k to £49k
	30000
	30000
	490000

	Less than £10k
	4717
	14150
	231117

	Total 
	£242,358
	£1,454,150
	£23,751,117

	Sample size
	
	22
	364

	Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


4.19 Following the same methodology for the potential future sales, Table 4.6 shows that there are an additional £2.4m of potential net sales over the next 3 years that are directly attributable to the e-business support.  Taking into account the sample size, it can be assumed that the true impact will fall between £2.1m and £2.7m.  

	Table 4.6

Assessment of Total Impact of Support on Potential Sales 

	
	Average net impact
	Total net impact*

	
	
	Quantified in Survey
	Full Population

	Impact
	£20,473
	£143,313
	£2,371,170

	Sample size
	
	22
	364

	* Additionality and probability of sales taken into account.

Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


Employment impacts

4.20 In 6 of the 22 companies interviewed, employment had already increased as a direct result of their involvement with the various e-business schemes (by a total of 39 FTEs).  After allowing for net additionality, this amounted to a total of 12.3 FTEs that would not have been created without the support.

4.21 As employment increases are likely to be directly linked to sales increases, the predicted net sales increase over the next 3 years is likely to generate new employment. More than half (12) of the 22 companies expected to have to hire new employees over the period, but only 7 of these were able to quantify their likely intake.  After making allowances for the probability that these jobs would be realised, and additionality, it is estimated that some 12.6 FTEs will potentially result from the various e-business schemes.

4.22 The support had helped to safeguard jobs in 10 of the interviewed companies, with 4 of these companies able to quantify a total of 13 FTEs maintained that might otherwise have been lost.     

4.23 Using the same methodology as the sales impacts to gross up the results to the entire population of supported companies, this would yield 204 FTE positions created to date as a result of e-business support with a further potential 208 FTEs in the future. 

	Table 4.7

Assessment of Total Impact of Support on Actual and Potential Employment

	
	Average net impact
	Total net impact*

	
	
	Quantified in Survey
	Full Population

	Actual 
	2.1 FTEs
	12.3 FTEs
	204 FTEs

	Potential
	1.8 FTEs
	12.6 FTEs
	208 FTEs

	Sample size
	
	22
	364

	* Additionality and probability of employment taken into account.

Source: DTZ Pieda Consulting Evaluation of SE E-Business Interventions


4.24 Taking into account the sample size, it can be assumed that the true impact to date will fall between 179 and 228 FTEs and the potential impact over the next 3 years will fall between 183 and 233 FTEs.  
Value for Money

4.25 The Evaluation of SE E-Business Interventions estimated the LEC spend on the programme in 2003/04 to be £423,394 with a company contribution of £69,951 giving a net LEC contribution of £353,443.  An estimated 223 companies were engaged with the project over this time giving an overall cost per intervention of £1,585.  
4.26 If the central spend in SEN is taken into account along with the company contribution the total spend figure rises to £599,090 an overall cost per intervention of £2,513.  According to the Network Audit Report, a total of 194 projects were completed in 2003/04.  This represents an overall cost per completed project of £2,888.  

4.27 The programme is therefore a relatively high-cost intervention.  This is to be expected given the intensive nature of the support.  When the inputs are considered in light of the impacts achieved the programme can be considered as good value for money. 

4.28 50% of the companies in the survey undertaken for the Evaluation of SE E-Business Interventions reported that the support received had resulted in a positive impact on sales.  The potential impact on the population of companies having participated in the programme was estimated to be £23.8m with a further potential £1.7m of sales over the next 3 years.  This equated to an average sales increase per company of £242k to date and £20.5k over the next 3 years.      
4.29 The programme also had an impact on employment with 27% of companies reporting an increase in employment levels.  The employment impact for the population of assisted companies was estimated to be 204 FTEs with a further 208 FTEs expected over the next 3 years.  This equated to an average employment impact per company of 2.1 FTEs to date and 1.8 FTEs over the next 3 years.  

4.30 While there is evidence of significant impacts from the programme, had the support been focussed on a greater number of high and medium growth companies the resulting impacts could have been even greater. 

5 Key Lessons and Close out Procedures

Introduction

5.1 This Section concludes the report and assesses the extent to which the aims of the programme have been met before drawing out the key lessons from the programme.  The Section concludes by setting out the close out actions required by the various stakeholders in order to wind down the programme as of 31st March 2005.

Conclusions

5.2 The original aims of the programme were set out in Section 2.  The extent to which these aims have been met during the course of the programme is discussed below.

· Assist the growth and increase the competitiveness of SME companies across Scotland by improving companies planning for and implementation of e-business.

Assessment of progress: While the projects have not necessarily been of the complexity initially envisaged, there is strong evidence that the programme was successful in generating considerable impacts amongst the assisted companies in terms of sales and employment suggesting that SME companies have been successful in implementing e-business to improve competitiveness and we would conclude that this aim has been met.    

· Increase the size and quality of the e-business adviser community by developing advisers on the programme and “releasing” them to work independently of the programme.

Assessment of progress: The advisers seem to have developed valuable relationships with clients that has allowed them to work with clients independently of the programme which support this aim.  We would question however the extent to which the size and quality of the adviser community has been increased.   The programme has had a predominantly demand side focus so this aim has not been met.    

· Improve the quality of the e-business supplier community encouraging them to be more focused on client business drivers by educating them in sound business processes through exposure to the programme.

· Assessment of progress: The programme sought to develop the supply side to improve their skills in terms of engaging with the business community but there is a question over whether or not this has been achieved.  The aim was to educate the supply side to understand company needs and improve their customer orientation.  There is a lack of evidence from the research undertaken to allow an objective assessment of this aim.

Key Lessons from Programme

5.3 The e-Businessadvisers Programme has successfully helped a number of companies develop their e-business capabilities and realise quantifiable impacts on both sales and employment.  Whilst there are a number of positive factors to attribute to the programme, there are also a number of lessons that can be taken forward by the Network drawing upon the experiences of this programme.  These lessons can be summarised as follows: 

· Processes and Systems: There are a number of good processes and systems in place now but the teething problems with these processes and systems may have affected the take up of the programme across the LECs.  In addition, over-engineering of the process side of the programme may have restricted the flexibility of the programme’s application in practice with LECs put off by the perceived administrative burden and complexity of the programme.  

Recommendation: In future, processes and systems of this type should be kept as simple as possible and there should be clear communication across the Network as to the application of these processes and systems on the ground.

· Promotion and Sharing of Good Practice: There was very little promotion of the programme and no external marketing.  If the decision is taken not to market such a programme externally there is still an important role for internal marketing to staff involved in business support and priority sectors and clusters.  In addition, there could have been more sharing of good practice amongst LECs on a formal basis as LECs tended to discuss the advisers used and projects undertaken informally.   There could also have been greater promotion of success stories through case studies.  This would have furthered the Network’s understanding of the potential applications of the programme to clients.

Recommendation: Greater emphasis should be placed on the use of case studies and good practice examples to increase understanding and aid effective targeting of support. 

· Project Management: There are two issues relating to the project management of the programme.  Firstly, there was an over-specification of the project manager role and the programme did not necessarily need someone at that level of seniority due to the administrative nature of the post.  The difficulties in recruiting an appropriate person to the role have however been noted.  The role was very heavily focussed on administration and there should have been more focus on HR/people development, marketing and working more closely with the LECs.  All of these areas should be covered to ensure the effective running of a programme of this type. 

Recommendation: There should be an appropriate balance struck in the role of project management between administration and more developmental areas such as HR and marketing.  This is particularly important when the programme involves a pool of external contractors. 

· Integration of Advisers: More effort should have been made to bring the pool of advisers together and integrate them more fully into the LEC and SE.  This should involve closer links with Account and Client Managers and training on product awareness.  The advisers were too remote from the LECs in many cases.

Recommendation: In programmes involving the use of a pool of external contractors greater effort should be put into ensuring the integration of these contractors into the Network through facilitating closer links with the Growing Businesses teams thus increasing the advisers’ understanding of the Network and the other support available to clients. 

· Accessibility of Skills Mix: It is possible to have a broader skills mix from having a pool of advisers but there is a need for these skills to be easily accessible and not just discovered via word of mouth.  There is still a strong desire across the Network to have this facility available to draw upon when required.   

Recommendation: There should be a facility put in place to allow the LECs and SEN access to a pool of specialist advisers when required but this facility should ensure that there is clear access to the skills base and emphasis should be put on skills taking priority over geography to ensure cross-fertilisation of experience.

· Duplication and Overlap: The availability of EU and other funding sources led to a proliferation of different projects and programmes with a fairly high level of overlap.  Whilst all of these are increasing SE’s capacity to address market failure there is a sense in which they are all trying to do the same thing.  Some of these other initiatives, namely the full-time LEC e-business advisers and to some extent the E-BATT programme overtook the E-Business Adviser Programme.  Although the programme was a Network Product, there were a lack of sanctions in place to ensure the LECs’ consistent usage of product and too many alternative routes to achieving the same aims with their clients.

Recommendation: SE should avoid the temptation of using all available funding without consideration of the possible overlaps or duplication in support. 

5.4 In summary, while the e-Businessadviser Programme may have come to the end of its life in terms of its appropriateness for the Network the recognition is widely held that there is still a need for access to specialist e-business advice of this type.  There is evidence that there is still a market failure on the demand and supply sides and the Network itself has identified a need to have access to this type of support for projects on an ad hoc basis.  There are specific elements of the online project management system that should be considered for future use particularly the timesheet and invoicing processes.  This has been recognised and SE is moving towards a system of National Contracts with advisers rather than a Network Product managed by SE.  The final sub-section of the report sets out the actions required to close out the current programme and move towards the new method of providing advice. 

Close Out Procedures and Action Plan 

5.5 The SE E-Business Directorate has developed a series of close out actions to be undertaken in winding down the programme.  Table 5.1 outlines the action plan and identifies the timescale for the actions (where made available from SE).  A number of issues are raised by the decision to close down the programme that are worth flagging up including:

· Contract with EBD: The current contract with EBD runs until May/June 2005 and covers the provision of service that are additional to the E-Business Adviser Programme. 

· Project over-runs: There are likely to be projects spilling over into next financial year and procedures will have to be put in place to allow these projects to be invoiced under future national contracts. 

· ESF funding: ESF funding has been approved for the funding of advisers next year but this covers both the e-Businessadvisers and the full-time LEC e-business advisers.  SE has to go back to ESF with the changes to the request that may change the ESF approval.  This could have a huge impact on the provision of full-time advisers as the LECs very dependent on the ESF funding. 

	Table 5.1

E-Business Adviser Programme Close Out Action Plan

	Category
	Description of Tasks 
	Risks
	Timing

	Contractual considerations
	· Adviser contracts expire on 31st March 2005.

· Communication with advisers.

· Decisions over contracting and management of staff.
	· Adviser availability to complete project. PI insurance.

· Rumours circulate 

· TUPE. Legal issues over contracts.
	By 31st March 05

DONE

Live

	ESF considerations
	· Establish new forecasts for Year 3.

· Submit new figures to Objective 3.

· Issue ITT for management of ESF funds.
	· None identified.

· Objective 3 will not approve.

· None identified.
	December 04

January 05

January 05

	Communications
	· Communication with LECs.

· Communication of close out plan to advisers.

· Sharing of good practice with colleagues.

· Inform EBD of contractual items.

· Inform ESF of change in approach.
	· None identified.

· None identified.

· None identified.

· None identified.

· See above under ESF considerations.
	Live

Live

Live

Live

Live

	Network product status
	· Communicate close out to Network Product Managers.

· Communicate close out to LEC Product Managers.

· Remove references to programme from product collateral.
	· None identified.

· None identified.

· None identified.
	DONE

DONE

April 05

	Online
	· List of references to programme online.

· Redirect traffic to www.ecommadvisers.com. 

· Remove or edit online content pointing to programme.

· List of references to programme offline. 

· Report on SE’s ownership status of online system.

· Report on suggested Supplier Database development.
	· Minimal – ensure product not sold online.

· Minimal.

· Users are misled.

· Reputation risk if materials remain in public domain.

· Constraints on those using cloned software versions.

· None identified. 
	Jan-March 05

December 04

Jan-March 05

December 04

DONE

December 04

	Active projects
	· LECs to contract directly with advisers to complete projects carrying into next financial year.

· LECs to notify clients if no access to programme website.

· LECs to agree and clear balances with EBD as at 31st March 05.

· Procedures for invoicing clients after 31st March 05.

· Open new POs to cover remaining pieces of work.

· PO owners to re-contract with advisers to complete projects.

· PO owners to agree and clear balances with EBD as at 31st March 05.

· Ensure advisers complete timesheet entries up to 31st March 05.

· Ensure advisers bring project administration up to date as at 31st March 05.

· Ensure advisers confirm any outstanding time requirements fro projects running beyond 1st April 05.

· Ensure advisers submit final invoices.

· Reconcile all EBD accounts with PO owners.

· Issue final EBD invoices to PO owners.

· Issue confirmation on non-renewal of contract to advisers.

· Provide support to Network colleagues as required.

· Provide advice and instruction to advisers as required.
	· Advisers decline. PI cover. 

· Client dissatisfaction.

· EBD reconciliation raises issues. LECs fail to budget for carry over costs incurred in new financial year.

· Clients decline invoices harming relationship.

· Advisers work outside of contract.

· Advisers decline. No relevant contracts and PI cover in place for adviser.

· EBD reconciliation raises issues. Owners fail to budget for carry over costs incurred in new financial year.

· Under-accounting between EBD/SE/Advisers.

· Incomplete audit trails.

· Failure to budget by PO owners.

· Incomplete audit trails.

· PO owners fail to allow for costs after 1st April 05.

· None identified.

· Financial risk.

· Key issues and deadlines missed.

· Relationships. 
	By 31st March 05

By 31st March 05

April 05

Live

By 31st March 05

By 31st March 05

April 05

By 5th April 05

By 5th April 05

By 31st March 05

By 8th April 05

By 20th April 05

By 30th April 05

By 18th Dec 04

Live

Live

	Board approval
	· DTZ post project evaluation.

· Corporate Office liaison.

· Secure guidance on content and format of Board paper.

· Drafting of Information Paper for Board.

· Guidance to be sought on Gateway requirements for Information Paper.
	· LEC perception that close out occurred prior to full evaluation.

· Failure to have Information Paper tabled for Board in March 05. 

· None identified.

· None identified.

· None identified. 
	By 10th Jan 05

DONE

DONE

By 17th Feb 05

By 25th Nov 04

	Source: SE E-Business Directorate






































� Connecting Scotland – A Strategic Framework for E-commerce Scottish Enterprise, June 2000


� Operating Plan 2003-04 Scottish Enterprise, May 2003


� Review of E-Business (Phase 2) Scottish Enterprise Network Audit Services, November 2004


� Review of E-Business (Phase 2) Scottish Enterprise Network Audit Services, November 2004


� Evaluation of Scottish Enterprise E-Business Interventions DTZ Pieda Consulting Report for Scottish Enterprise, November 2004


� The extent to which the increase would have occurred regardless of support


� The extent to which the increase has been at the expense of sales losses in other areas of the business, or market share stolen from Scottish competitors
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