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1. Summary of Key Findings

· Trade Missions are an important and useful mechanism to encourage companies to develop international business. They act as a catalyst in bringing forward market entry activity, produce high levels of qualitative benefits and reasonable quantitative returns for companies prepared to carry out follow-up work.

· Whilst Ayrshire companies should undoubtedly continue to be supported and encouraged to participate in Trade Missions, the current method of delivery is not cost-effective in terms of its use of resources.

· BGIA should seek to deliver future Trade Mission activity to Ayrshire companies primarily through supported referral of companies to suitable missions organised by other bodies.

· BGIA should also seek to identify niche areas where there could be clear, unique advantages in running an Ayrshire-led mission e.g. missions targeting inbound tourism from areas served by direct flights into Prestwick, or missions targeting activity in connection with the Robert Burns 250th Anniversary Homecoming Year running up to 2009. Occasional Ayrshire-led missions might then be appropriate, provided key improvements were made to ensure improved cost-effectiveness of delivery.

· The experience of joint delivery of trade missions with SE Renfrewshire suggests that this route is also not cost-effective, as money and manpower savings from sharing of costs and admin do not seem to have accrued, and it is hard to identify benefits over simple referral of Ayrshire companies. If there are strong political drivers for joint mission participation, BGIA should only participate if there are significant improvements to key aspects of the administration of joint missions.
2. Introduction and Background

Within Scottish Enterprise Ayrshire (SEA), the Business Gateway International Ayrshire (BGIA) team is committed to supporting SMEs to develop their international trade. BGIA are a partnership comprising SEA, the three Ayrshire local authorities and the ACCI. For several years, BGIA (and its predecessor the Ayrshire Export Partnership) and SEA have chosen to deliver part of their international trade development support through the organisation of trade missions, primarily catering for Ayrshire based companies. Targeted countries for these Ayrshire trade missions were selected in response to identified demand from Ayrshire companies. SEA, on behalf of BGIA, now wish to undertake a full evaluation of 5 overseas Trade Missions (as listed in the Project Brief document) in order to be in a position to inform future strategic planning of international trade development support services.

3. Objectives:

The stated objectives of the evaluation were to:

· Ascertain the impact of the Trade Mission programme, both quantitative and qualitative

· Assess the value for money and cost effectiveness of the programme

· Carry out an option analysis and appraisal of alternative delivery mechanisms for future trade mission activity

The content of this report will give SEA and BGIA:

· A clearer understanding of the quantitative costs of the Trade Mission programme from 2002 to the present, and of its economic impact in terms of increased sales turnover and jobs created or retained

· An objective evaluation of the qualitative costs and benefits of the Trade Mission programme, including evaluation of ‘soft impacts’

· An assessment of the value for money of the overall programme including comment on its comparative cost-effectiveness

· An Option Appraisal identifying and comparing possible alternative scenarios for the future delivery of trade mission activity to Ayrshire companies, with recommendations as to the preferred option

4. Scope and Methodology:

The Laurel Group Ltd used Director and Senior Consultant Maureen Liddell to deliver this evaluation project in full to ensure consistency and quality. 

In terms of outputs and impacts, the evaluation was restricted to Ayrshire-based companies only. In respect of costs, where a mission was run jointly with another LEC, only costs which were incurred by BGIA/partners were included, and only Ayrshire impacts and outputs were included unless otherwise stated.

The exercise was restricted to evaluating trade mission activity only, and considering options for the future delivery of trade missions. No in depth option appraisal was carried out to evaluate the comparative impacts of other forms of support.

The evaluation was carried out as follows:

4.1: Desk-based Preparation, Research and Analysis

Information was supplied by the International Trade Adviser (ITA), Margaret Dalrymple. This stage consisted of:

1. Full analysis of existing feedback forms from the Ayrshire companies who participated in the five identified Trade Missions between March 2002 and March 2005, to Italy, France, Poland (2) and Canada.  Post mission feedback data was available for each of these Missions, with 6 month evaluation data available for Italy, France and Canada. 

2. Desk benchmarking exercise with other Trade Mission organisers: SCDI, UKT&I and Yorkshire Business Link all provided input with regards to Trade Mission activity, as did the former organiser of SDI Market Explorers. Results of this are incorporated into sections 5 and 6.

3. Review of SEA/BGIA data with regards to direct and personnel costs associated with the Trade Mission programme

4. Identification of a representative sample of 20 companies from amongst the trade mission participants for telephone survey.

5. The sample was chosen from the total ‘population’ of 36 and was made up as follows: For France, Italy and Poland: All companies who went on the trade missions (19) less ‘duplicates’ (3 i.e. companies who went on more than one mission) were only included once), less companies no longer trading or where the nature of company fundamentally altered (3). This left a total of 13, and as that left only 2-5 companies per mission, it was felt that all remaining companies had to be included. For Canada, of the 17 companies, the main participant had moved on in 4 cases and nobody else in the company felt able to answer. 7 companies were selected from the remaining 13, balanced to reflect the mission composition in terms of sector, size and company type.

6. Compilation of appropriate questionnaires for use in telephone survey of sample of 20 companies, as well as ITAs (See Appendices 1 and 2)

7. Option appraisal exercise using Treasury Green Book Guidelines where appropriate and within the context of the requirements of this evaluation exercise.

4.2. Primary Research

A full list of those consulted is attached in Appendix 3.

This included:

1. Telephone survey of a sample of 20 Ayrshire-based Trade Mission participants using compiled questionnaire. (This information was used to complement post-mission evaluations, and tried to avoid duplicating questions where the respondent had already supplied this information elsewhere.)

2. Telephone contact with all Ayrshire-based Trade Mission participants for whom further or updated information was required with regards to impacts and outputs (where this was not covered by the above or through post mission evaluations).

3. Consultation with Margaret Dalrymple and Lilian Smith, plus representatives of SE Ayrshire, the three BGIA council partners and ACCI (using face to face meetings in all but one case).

4. Telephone or face to face conversations with four ITAs or International Development Managers in other Scottish BGI areas, comprising of two from areas which also run their own trade missions (SEE&L and SE Lanarkshire) and two from areas which do not (SE Forth Valley and SE Dunbartonshire).

5. Telephone, email and phone consultation with other providers of Trade Mission services: SCDI, UK T&I, Yorkshire Forward and the former SDI Market Explorer Mission organiser.

6. E-mail consultation with appropriate contact(s) in overseas embassies visited by the missios being evaluated. Due to personnel changes this was restricted to Poland and Canada, and most feedback was obtained for Poland (2003 and 2005) as the Canadian post felt unable to remember the detail.

5. Overall Analysis of the Trade Mission Programme: 

Companies in the survey clearly valued Ayrshire trade missions. The findings underline results from research conducted elsewhere which concludes that trade missions are particularly valuable in acting as a catalyst for proactive international visits, and that companies feel they benefit from the additional support, networking opportunities and credibility which trade missions are seen to offer.

75% felt they were value for money, with the 25% who didn’t think so specifying that this did not reflect on BGIA input or organisation, but related to overseas post reports or input

75% felt Ayrshire should definitely continue to run missions

80% of companies either preferred missions to individual market visits, or felt that they had a place alongside individual market visits.

90% would definitely or probably not have visited the market at this time without the mission being organised.

100% felt that the missions were well organised as far as BGIA input was concerned, with 45% spontaneously commending the ‘excellent’ organisation by BGIA personnel, particularly Margaret Dalrymple.

80% would either definitely or probably still have participated if there had been a management fee payable

Despite the above findings, it was clear that companies were more concerned about having access to, and choice of, trade missions in general, rather than having missions run by a particular body or restricted to Ayrshire companies.

100% of those intending to go on another mission would be prepared to participate in trade missions run by other organisations

100% of those who had been on a joint Ayrshire mission or one with a significant number of participants from other areas felt that this either ‘did not matter either way’ or was a positive advantage.

Only 40% felt that the fact they had been on a locally run mission was important (with the most common reason given being ‘ease of networking’)

65% had already taken part in Missions run by other organisations.

Of these, 38% rated their Ayrshire mission experience as ‘better’ than missions organised by other bodies, with two mentioning ‘organisation’ as a distinguishing factor, whilst 31% felt that both missions were equally good. The remaining 31% preferred the non-Ayrshire missions, but for business reasons rather than organisation.

Several of those interviewed thought they had been on other Ayrshire missions when it was clear that these had in fact been SDI Market Explorers. This shows that if there is a link to BGIA (e.g. heard of mission through them, financially supported, or helped with OMIS) the mission activity is also associated with BGIA.
All of the partners commended the organisational ability of BGIA personnel concerned in the Trade Missions. All of the councils and ACCI felt that Ayrshire-run missions should continue, although some acknowledged that they were aware they used a considerable amount of personnel resource, largely funded by SEA. Whilst wishing to retain Ayrshire missions, none of these partners wanted to run missions themselves, either due to lack of resource or experience, or due to incompatibility with their key aims as a membership organisation (ACCI). Support from SEA was more conditional: whilst they felt trade missions played an important role and ideally should continue, they were aware that they were heavy on personnel resources and felt that the extent of this should be evaluated along with the impacts (hence the reason for the evaluation exercise).

With regards to the type of mission, all interviewees were asked to give their preference for horizontal (multiple sector) or vertical missions (single sector), in the light of SDI decision to increasingly support vertical missions only. All of the partners stated a preference for horizontal missions, as did other organisers such as SCDI and other LECs. The Polish overseas posts and BPCC felt that horizontal missions were preferable due to the stage and composition of the market, and the pressure on their own resources that would be caused by a sectoral mission. SCDI said it would continue to support horizontal missions. All SE-related organisers of missions stated that although they would run missions with a sectoral ‘focus’, in practice companies from other sectors would continue to be included if space permitted. Other organisers also stressed that they tended to take an inclusive approach to missions, and did not feel that they should be restricted to high or medium impact companies. Their criteria would be that participation would add value to companies. This was a view shared by most of the BGIA partners. This seems to suggest that non high and medium impact companies, and companies wishing to take part in horizontal missions, would still be catered for without Ayrshire organising these themselves.

However, amongst the surveyed companies themselves there was a less unanimous picture, with 35% preferring horizontal, 40% preferring vertical and 25% feeling that there was a place for both types. The split between horizontal and vertical was firmly dictated by the sector the respondent was involved in: 100% of life science companies and all but one of the tourism companies in the sample preferred the vertical option, indicating that for these sectors companies see specific advantages of sector specific missions. This is probably due to the specialist nature of the product/service requiring specialist support in -market, and the diversification within the sectors minimising the risk of direct competition with other mission members, with tourism companies often having distinct advantages in collaborating. Nearly all of the ‘horizontal’ respondents commented that their ‘sector’ was unlikely to be catered for by vertical missions.

Although several of the partners tended to be keen on the ‘Ayrshire’ aspect of Ayrshire-led missions, this view was not shared by 60% of companies. Several commented that the overseas customers had no understanding of small administrative regions of Scotland, and that the overall Scottish identity was more important.

5.1. Quantitative Costs and Outputs: evaluation and analysis

For the purposes of this part of the exercise, efforts were made to capture sales achieved and jobs created for all Ayrshire companies participating, not simply those occurring in the sample. Use was made of feedback forms as well as primary research data. For missions in 2002 and 2003, annual sales were totalled over the intervening years. 

It is recognised that for Poland 05 it is still too early for quantitative impacts to be gathered; for Canada, due to the relatively long lead-in time for tourism companies, it is also believed to be too early to judge full quantitative impacts. Results are shown as follows:

Table 1: Quantitative Outputs

	Mission
	Total BGIA Costs

(£)
	No of jobs created to date
	Estd Sales turnover generated to date (£k)
	No. (%) of Ayrsh. participants with quant. outputs

to date

	France 02
	£8760
	2
	£331k
	3 (60%)

	Italy 02
	£7650
	Nil
	£46K
	2 (40%)

	Poland 03
	£10,520
	Nil
	£50K
	2 (33%)

	Canada 04
	£24,454
	*N/a
	*N/a
	*7 (41%)

	Poland 05
	£14,904
	Nil
	Nil
	Nil

	
	
	
	
	

	*Totals
	£66,288
	2
	£427K
	


*Note: For Canada, exact sales figures were difficult to come by for tourism companies at this stage, although feedback forms and survey suggest that 5 tourism companies anticipated generating annual turnover of around £375K+ from the market by next year. There were some sales (£10,500) and no jobs reported by 2 non-tourism participants.

An analysis of sales turnover achieved on the 2002 and 2003 missions (for which full impact can be assumed to have occurred) suggests that companies with other international experience were more likely to achieve significant quantitative outputs on the trade missions. Account or client managed companies were also more likely to have achieved sales than companies who did not have this relationship. Although totals look encouraging for France and Italy, it is more worrying that just two companies accounted for 99% of the sales recorded in these markets, with two companies accounting for the sales to Poland in 03. It is possible that other sales may have accrued immediately after the French and Italian missions to companies no longer trading in the same manner, but assumed that any economic benefit derived from these would have been balanced by their closure or relocation. 

It is always going to be particularly difficult to measure exact quantitative impacts from trade missions over time. The survey revealed that even companies who anticipated large sales can close down within two years. The position can be further complicated by the fact that companies may choose not to report outputs in full, may have trouble attributing outputs directly to trade mission participation, or may have reorganised to the extent that divisions have been hived off which may still be accruing sales from these markets. Two companies surveyed mentioned that they were now selling to the market visited, but were adamant that these sales were not connected to their mission participation, so these have not been included.  In some cases it is also possible that companies would have achieved the same results without mission participation, yet the mission acted as a trigger to bring forward their attempts to seek entry to a particular market.

For earlier missions, a comparison of post-mission and six-month evaluation reports with survey answers would tend to suggest that companies were more optimistic about sales prospects immediately following their return from the market, and that this optimism was not always justified. However in the case of Canada, there are early signs that sales success may be more widely spread amongst companies. It is encouraging that the majority of the Ayrshire companies expected to make a follow-up visit to the Canadian market, and had improved their forecast position with regards to sales in the six months following the mission, rather than reducing it. With regards to jobs, companies were slightly more cautious after six months that sales would lead to major job increases, but given the nature of the hospitality industry this is likely if high volumes of sales do result.

Given the fairly important projected sales by tourism companies on the Canadian mission, it is worth noting that gathering sales figures alone in this sector does not fully reflect the potential total economic impact of them on the Ayrshire economy. In addition to spending on accommodation and inclusive tour elements, inbound overseas visitors add to the economy in other ways e.g. through spending on retail, food and beverage, surface travel, entertainment, sports participation etc. When calculating the economic impact of tourism-related ‘sales’ it is also necessary to take account of indirect and induced effects. Economists measuring economic impact also take into account country of origin, purpose of visit and location visited. When dealing with tourism companies, in future BGIA might also include a question with regards to growth in actual numbers of inbound passengers in addition to value of business, in order to obtain a more accurate estimate of economic benefit.

5.1.1. Comparative analysis:

All other mission organisers contacted (SCDI, Yorkshire Forward, SDI Explorer, other LECs/BGIs) appear to record anticipated outputs post-mission but do not revisit this at later intervals in any systematic fashion e.g. 12 months or 3 years to see if anticipated quantitative results have been achieved. None appeared to compare costs with outputs in quantitative terms. This made direct comparison of BGIA mission quantitative output all but impossible.

A recent post mission survey of SCDI’s mission to Hong Kong showed that 67% of the 12 participants expected to achieve sales totalling £1.35m after 12 months, although it is worth noting that £1m of that was from just one company. SCDI commented that quantitative outputs tended to be higher from missions to long-haul destinations, perhaps also due to the fact that they also tended to attract more experienced exporters. 

UK Trade and Industry (UKT&I) has recently been undertaking research to try to capture full impacts from a variety of international business development activities, including trade missions. This research measured growth in net additional profits rather than gross turnover, making direct comparison difficult. What was clear however, was that this research endorsed the view expressed elsewhere that experienced exporters are more likely to benefit financially from trade missions than inexperienced companies, with 52% of experienced exporters achieving over £50K additional net profits from exporting over 2 years compared to 28% of inexperienced exporters. (Source: UKT&I Trade Development study conducted by OMB, April 2005). 

5.2 Qualitative Impacts: evaluation and analysis

From examining feedback reports, as well as survey results, it was clear that all companies had experienced some qualitative impact as a result of mission participation. This included one or more of the following: improved understanding of the market, improved skills, change in behaviour or attitude towards exporting (more positive), bringing forward of decision to approach market, improved networking, appointment of distributor or agent, understanding of the role of market research, change in strategy e.g. move from seeking sales through distributors to internet sales to end users. Even in cases where companies established that there were problems selling their product into that particular market, they tended to appreciate that participation in the mission had enabled them to realise that first hand, and saved wasting time in the long run. 

All of the mission organisers approached felt that companies tended to benefit from effects of the above type, and that some of these (learning from others, networking, change in attitude) were particularly enhanced by the trade mission format, as opposed to other forms of support.

The BGIA partners also felt that there were qualitative benefits from missions in terms of deepening relationships with companies and encouraging networking.

6. Value for money / Cost Effectiveness

Amongst the sample companies surveyed, 75% felt that the missions represented Value for Money, as did all of the council partners and ACCI. As stated above, the 25% who felt they were not had issues with market research reports or other aspects of the service provided by overseas posts or SDI offices. In terms of the mission package, most companies would have paid in the region of £300-£350, with local authority partners matching this (and reclaiming from ERDF), so it is understandable that they should feel this represented value for money.

The information contained in Table 2 shows the resource allocated to trade mission activity by BGIA, funded through SEA, as supplied by BGIA/SEA.

Table 2: Use of resources

	Mission
	Total Costs

(£)
	BGIA manpower costs


	BGIA days

spent (admin

+mission)
	No of 

Ayrshire

Cos.

(Total cos in brackets)
	Cost  to BGIA

per Ayrshire co.
	Days

spent per 

Ayrshire co.

	France 02
	£8760
	£5316
	29
	5 (6)
	£1752
	5.8

	Italy 02
	£7650
	£4950
	38.5
	5 
	£1530
	7.7

	Poland 03
	£10,520
	£5856
	42
	7 (25)
	£1503
	6

	Canada 04
	£24,454
	£16,907
	70
	17 (25)
	£1438
	4.1

	Poland 05
	£14,904
	£10,607
	35
	2 (11)
	£7452
	17.5

	
	
	
	
	
	
	

	*Totals
	£66,288
	£43,636
	214.5
	36
	£1841
	6


*Notes:

1)Total number of individual companies supported is actually 33, as one company participated in 

3 missions, and another company in 2. 

2) Costs include flights and hotels for BGIA staff, support services e.g. appointment making, coach transport etc, outsourcing costs, post and 6 month feedback, manpower costs, and mission receptions etc in case of Canada and Poland. Costs only reflect items paid by SEA/BGIA. Manpower costs include an estimate for staff salary costs, and exact costs of outsourced support for the last two missions. Cost of grants paid to companies (mainly paid by LA partners) are excluded as they are understood to attract ERDF funding so are cost-neutral.

3) All missions except Italy had companies from other areas. Total mission size is shown in brackets. The Polish missions were run jointly with Renfrewshire, and Canada had SDI involvement. 

4) It should be noted that Polish and Canadian missions included additional ‘on the ground’ activity (seminars, meet the buyer, receptions etc). Although these were in large part organised by the overseas teams (Embassy/BPCC/Reed Exhibitions) , there were charges involved.

The initial briefing had assumed that there would be around 50 Ayrshire companies involved in the five trade missions. In fact there were only 33 separate companies, with four of the missions supporting less than seven Ayrshire companies, and only Canada attracting 17. In some cases, several companies had dropped out close to departure date. On the basis that had they paid a management fee they might have been less inclined to drop out, companies surveyed were asked what effect this would have had. Although 80% felt it definitely or probably would not have put them off joining the mission (assuming a fee in the region of £150-£200) the partners felt that the total amounts which would accrue did not merit the administration time to collect such a fee. More importantly it was felt that companies tended to drop out due to lack of interest from the market. In order for this to be known at an early enough stage for a decision to be taken as to a mission’s viability, it is recommended that market research reports should be available well before trade missions, and not left until the last 2-4 weeks before departure as tends to happen at present.

Some other mission organisers commented that around 12 companies is the optimum size for an effective mission, with 8 the absolute minimum, and much more than 15 beginning to add to cost (requiring additional manager etc) and affecting group dynamics. Of the missions studied, for Ayrshire companies alone, four fell below these recommendations and one above. Including all companies on the missions, only one mission fell within the ‘optimal’ size, with two below the minimum and two above. The Polish overseas posts commented that they felt that the 2003 mission was too large for their resources (especially as it seems to have coincided with a group from Edinburgh). However they did also say that it had a major impact in Poland and felt it was a success.

6.1. Comparative use of resources:

Whereas it was hard to obtain data on comparative total costs of organising missions, it was easier to obtain information on the amount of manpower required to deliver trade missions.

Table 3: Comparative use of resources

	Organiser
	Avge no of days spent

per mission
	Avge no. of *cos 
	No of days per company
	Avge Manpower Cost per* co 

	BGIA
	43
	7 (14)
	6 (3)
	£992

	SCDI
	17
	12
	1.4
	N/a

	SDI (Explorer)
	13
	10
	1.3
	N/a

	SEE&L (BGIL)
	14
	10
	1.4
	£260


* For BGIA, the number of Ayrshire companies is shown, with total number of companies on mission shown in brackets. In the case of Polish missions, where the total numbers very largely exceeded the number of Ayrshire companies, there was also considerable manpower input by SE Renfrewshire. As this had not been accounted for in terms of numbers of days spent per mission, it was felt that taking the Ayrshire figure for participant numbers was reasonable when working out the number of days and cost per company for Poland. The cost figure per company was adjusted to include the total number of participants on the Canadian mission, as it is understood that SDI did not significantly contribute to the organisation of that mission.

It does have to be borne in mind that figures for BGIA include time spent by the ITA preparing and administering OMIS reports for a number of companies. This task is normally carried out by the company or ITA in the LEC concerned rather than the mission organiser in the case of SCDI, SDI and SEE&L missions, so was not included in the estimate of time spent by other organisers. However, even allowing for 1 day for this task per Ayrshire participant, and subtracting the time spent on this task from the BGIA totals, this would still only reduce the BGIA average number of days spent per mission to 35, which is more than double the time spent by any of the others.

In terms of use of resources in other LEC areas, SEL confirmed that they currently deliver around 16-20 international development events per year, including at least 8 missions, compared to the two in the SEA area. This activity, as well as the other events, is delivered primarily using two expert advisers (Isobel Long and Jim Martin) based in North and South Lanarkshire councils, with support from two coordinator/administrators, and one ITA as well as an International Trade Manager. However, it was stressed that the ITA spends over 75% of his time on one-to-one company support rather than on mission or exhibition activity, and that Isobel, Jim and the coordinators also worked on other work with companies. SE Lanarkshire felt that they would be highly unlikely to run missions, or at best would have to severely restrict missions, if they did not have this resource offered through the council members of the partnership.

For SE Edinburgh and Lothian, cost-effective delivery of missions was achieved by using an external specialist whose costs were unusually low due to a combination of personal factors and considerable experience and specialist skills which reduced the time required. This was backed up with minimal input from an admin grade coordinator (with responsibilities in other departments) in the weeks immediately before and after the missions. ITAs are not involved in mission delivery in the SEE&L area. They refer and inform companies and account/client managers of missions available, and will assist companies pre and post mission as required as part of their one-to-one support. SEE&L acknowledged that their current delivery of missions was likely to cease once they felt they had covered the niche market opportunities that this specialist had opened up for them. They would then revert to referring companies to other missions being run by other organisations as they felt that this was the best use of resource. This latter strategy is also adopted by SE Dunbartonshire and SE Forth Valley, both of whom felt that they did not have the customer base to support their own missions, particularly given the new emphasis on sectoral missions for priority cluster industries. They also felt that ITA time was more cost-effectively spent on one-to-one support of companies. It was felt by both that there was adequate provision of Trade Missions by other organisations, although it was not yet clear whether the withdrawal of horizontal Market Explorer missions would leave a gap which could not be filled by these.

For other LEC areas not included in the interview sample, it is understood that where there is frequent trade mission activity, this is generally being delivered in areas where council partners are active (e.g. SE Grampian, SE Glasgow) and/or where there are particular reasons for this activity (historical, specialist sectors e.g. Oil and Gas, access to particular skills e.g. from Strathclyde partnership). Ayrshire appears to be the only area where none of these conditions prevails, yet which is running its own missions.

In terms of customer satisfaction, clearly BGIA’s high standard of organisation is particularly commended by participants, and this may in part be due to the amount of time spent. However, the other organisers (including SCDI) are now using SDI’s feedback forms, and all reported that companies were generally all ‘satisfied’ or ‘very satisfied’ with the mission organisation, despite lower levels of time spent. This would also seem to be borne out by the fact that surveyed companies did not see participation in other organisations’ missions as a problem. The use of outsourcing of mission administration does not seem to have had any negative effect on companies’ high satisfaction levels, although several BGIA partners felt that the loss of the in-house coordinator role was regrettable, and had led to too much of the ITAs time being spent on missions.

On the basis of this analysis of the time resource spent on trade missions, it is concluded that BGIA’s current delivery of trade missions is not cost-effective in terms of use of resource. This situation is compounded by the decision to outsource basic administration, as not only is the cost per day considerably higher, but the use of the external resource does not appear to have achieved as much of a reduction in the use of the internal ITA’s time as might have been expected. It has also been affected by participation in joint mission initiatives, particularly where the number of Ayrshire participants is very low (Poland 2005). In both 2003 and 2005 in Poland, joint management does not appear to have had the anticipated effect of reducing costs for BGIA due to economies of scale, although it is appreciated that these missions included additional activities which may have added to costs.

It is difficult to estimate the opportunity cost of using the ITA’s time on mission administration rather than on more in-depth one-to-one activity. However it is assumed that 3-6 full days of an ITA’s time per company (which equates to the level of general adviser support some account and client managed companies receive) could be better spent on a 1-2-1 basis being shared amongst a wider number of companies than the 33 supported here over 3 years.

7. Options Appraisal: Future Delivery of Trade Missions

Whilst the previous sections of this report have mainly dealt with the evaluation of past performance, the brief specified that BGIA wished to identify and appraise alternative scenarios for their future delivery of trade missions. In accordance with best practice guidelines for Option Appraisal contained in the Treasury Green Book 2003, the following process was adopted:

1. Establishment of objectives to be achieved by Trade mission activity:

2. Weighting of objectives/criteria by key stakeholders (BGIA partners) according to their relative importance

3. Scoring of each of the options against criteria

4. Calculation of scores and assessment of results in context

5. Recommendations 

The following four options were identified:

Option 1: 
Status quo: two Ayrshire-led or joint missions to be organised per year, managed by the ITA using additional outsourced administration and evaluation support

Option 2:
Companies to be proactively referred to suitable trade missions run by other organisations, supported through 1-2-1 work by ITA .

Option 3:
Joint trade missions with other areas

Option 4:
Occasional niche missions where there is a clear, unique advantage in running an Ayrshire-led mission (with improved cost-effectiveness of delivery).

Criteria used came from a combination of BGIA’s stated operating plan objectives, as well as from feedback collected from interviews with partners, specifically relating to  views on what missions should achieve. Partners were asked to indicate their view of the relative importance of each of those criteria, by indicating a score from 1 to 5, where 1 = normal, i.e. not of particular importance or unimportance, and 5 = Fundamental i.e. vital that this criteria is achieved. Each of the four options was then scored against the criteria, with the result weighted by the average weight given to that criteria by the partners,

In six cases, there was relative unanimity amongst the partners:

Criteria weighted heavily as Fundamental (mainly weighted as 4 or 5):

· Increase in number of companies proactively visiting an overseas market

· Generation of quantifiable outputs (sales turnover and jobs)

· Generation of soft impacts

· Cost effective use of public sector resources

Criteria weighted heavily as ‘normal’, at the lower end of the scale:

· Collaboration with SDI sectoral teams, and

Criteria weighted in the middle of the scale (Mainly 3):

· Pipeline effect

However, in five cases there were wide variations, with partners scoring at both ends of the scale despite the fact that most of these criteria were included in the agreed Operating Plan These were:

· Focus on assisting high and medium impact companies

· Use made of IBD Toolkit

· Creation of networking opportunities

· Raising of profile of BGIA and partners

· Broadening range of routes to internationalisation

It may be useful for BGIA to use this system of weighting and scoring when appraising wider options for delivery of international business development activity in the future e.g. trade missions vs one-to-one support vs seminars vs Exhibitions vs Market research. Further discussion to enable might also be required to enable objectives to be fully agreed by all parties.

The results of the weighting and scoring exercise are shown in Table 4, page 17.

7.1 Assessment of results of Options Appraisal:

The various options were examined and scored, and are discussed below.

Option 1: Weighted Score 113

Starting with the status quo, it became clear as discussed in detail above (under cost-effectiveness and value for money) that the current situation does add value for companies, but does not appear to represent the best use of resources. Given that most companies and the majority of BGIA partners stated they would like to see Ayrshire’s trade mission programme continuing, it is only after careful consideration that this option has been rejected. It is hoped that given their high ranking of ‘cost effective use of public sector resources’, partners will understand the rationale for this when the impact of this option on resources is understood, alongside the survey findings that companies would be prepared to participate in missions organised by other bodies.

Option 2: Score 140

The option of referral of companies to trade missions run by other organisations has many advantages if handled carefully. It was clear from survey data that where companies had been referred to trade missions by BGIA personnel, and had received financial support from their local authority or the LEC, they often thought that they had taken part in an Ayrshire mission. For this option to work optimally, it must be presented positively by the ITA as the option which offers companies the maximum choice of trade mission destination and timing. If it is an integral part of 1-2-1 ITA support of companies of all types (high, medium or universal), it is most likely to meet the needs of companies. The ITA would need to work particularly closely with account and client managers and BG personnel to ensure full awareness of forthcoming missions, and a communications strategy should be devised to ensure that companies have as much chance of awareness of missions being offered through this route as they did of Ayrshire-led missions. Given the complexity of options offered, simple referral to the SDI or UKT&I websites will not be sufficient. The ITA time freed up by the cessation of Ayrshire-led missions would enable companies to obtain help preparing with missions through increased 1-2-1 pre-mission support. Additional individual post-mission support should also mean that more companies of all types have the best chance of successfully following up leads identified during trade missions, and ensuring that more of them are able to convert leads to business as a result. It is assumed that companies participating in other bodies’ trade missions would continue to be eligible for 50% travel and accommodation support through BGIA partners as at present.

The fact that all SE/BGIA supported trade missions are now branded under SDI in any case also removes much of the argument that it would be a serious loss of awareness of the ‘Ayrshire brand’ if BGIA no longer ran its own missions. Other organisations have also confirmed their willingness to be flexible about the emphasis on vertical missions.

Option 3: Score 114

Two of the five missions which were evaluated were run as joint missions alongside SE Renfrewshire, and this option would effectively lead to all Ayrshire missions being run jointly, whether with one other partner as before or as part of a wider network, e.g. for the proposed West Metropolitan area. In theory, by having participation in the running of the missions, BGIA would have some influence over their destination, timing, design and delivery. In practice, the missions to Poland demonstrated some of the pitfalls which could be encountered: in 2005 only two Ayrshire companies ended up on the mission, but its joint nature presumably made it impossible for BGIA to cancel or extricate themselves; the amount of administration/ costs required was greater rather than less than that of other missions despite some sharing of costs; the Polish posts involved in the 2003 mission felt that there was some confusion caused due to lack of coordination and common systems between the different LECs, without one single ‘owner’. 

Given that several of the areas which might be involved in joint missions  (SEL, SEG, SED) contain personnel with considerable experience of managing missions, apparently more cost-effectively in terms of time spent, it is hard to see how BGIA would gain significantly from being a joint ‘owner’ of missions running across several areas compared to following Option 2. However it is acknowledged that there could at some point in the future be political pressure on SEA to become more involved, if significant numbers of Ayrshire companies regularly use others’ missions. If this happens there are several improvements which could be made to ensure more effective and cost effective coordination before BGIA should agree to be involved in delivery e,g,  one single ‘leader’ to coordinate with overseas contacts, one single delegated manager to accompany, clear division of all roles and responsibilities, one single (SE employed) admin coordinator, costs contributed to by all LECs involved either equally or in proportion to usage where desirable, clearly understood cut off points for enrolment (time and numbers), use of cancellation in case of lack of interest, much earlier completion of any market research.

Option 4: Score 127

The only justification for Ayrshire to run its ‘own’ missions on an occasional basis would appear to be if it can identify niche areas where, for reasons of geography, culture, infrastructure or company base, it has particular reason to do so. Research should be carried out to identify possible niche areas. Two possible examples of this can be found in the tourism sector:

1. Sectoral tourism missions to encourage inbound (including specialist) tourism from areas served by direct low cost flights from Prestwick e.g. golf or shooting holidays from the areas around Hahn, Weeze, Lubeck, Brussels, Gothenburg, Oslo etc.

2. Sectoral tourism missions to encourage Burns-related and ancestral tourism visitors (e.g. from expat countries) leading up to the Burns Homecoming Festivities in 2009.

In each of these cases, as with other possible niche missions, a number of measures would be required to ensure that the niche missions could be cost-effectively delivered. For the examples here these would include: in-house administration support on a part-time basis by shared admin grade staff; outsourcing of specialist skill requirement only, not admin (and only if deemed necessary and time and cost efficient overall); travel booked directly by companies, clear cut-off points for enrolment with maximum number of places, and understanding that lack of interest will result in cancellation; good preparation on 1-2-1 basis with carefully targeted companies and relevant SE national cluster teams to ensure good collaborative product development prior to mission; much earlier completion of market research; practical input sought from SDI sectoral teams, VisitScotland and VisitBritain; collaboration with these bodies if appropriate and providing roles and responsibilities can be clearly defined.

Table  4 : Options Appraisal- weighting and scoring 

	Criteria weighted by importance
	Weight
	Option 1:

Status Quo
	Option 2:

Referrals
	Option 3:

Joint Missions
	Option  4: Niche Missions

	
	
	score
	weighted 
	score
	weighted
	score
	weighted
	score
	weighted

	Objective 1:More companies visiting markets
	4
	3
	12
	4
	16
	3
	12
	3
	12

	Objective 2:Quantifiable outputs
	5
	3
	15
	4
	20
	3
	15
	4
	20

	Objective 3: Qualitative impacts
	4
	5
	20
	5
	20
	5
	20
	5
	20

	Objective 4:High/Med impact companies
	3
	3
	9
	4
	12
	3
	9
	2
	6

	Objective 5:  Other routes e.g. JV
	3
	2
	6
	3
	9
	2
	6
	2
	4

	Objective 6: Effective use of public resources
	5
	1
	5
	5
	25
	3
	15
	3
	15

	Objective 7:Use of Toolkit
	3
	2
	6
	2
	6
	2
	6
	2
	6

	Objective 8: Profile raising
	3
	4
	12
	2
	6
	2
	6
	4
	12

	Objective 9: Networking
	3
	5
	15
	3
	9
	4
	12
	5
	15

	Objective 10: Pipeline creation
	3
	3
	9
	3
	9
	3
	9
	3
	9

	Objective 11:Collaboration with SDI teams
	2
	2
	4
	4
	8
	2
	4
	4
	8

	TOTALS
	
	33
	113
	38
	140
	32
	114
	37
	127

	
	
	
	
	
	


8. Recommendations for future Trade Mission delivery by BGIA:

· That BGIA should choose Option 2: Referral to other trade mission providers, and concentrate on in-house 1-2-1 ITA support pre and post mission. Note should be taken of suggestions to optimise successful outcomes.

· That BGIA should consider combining Option 2 with Option 4 if suitable occasional niche missions can be identified through research, and improvements are made to certain aspects of administration.

9. Conclusions

BGIA (and its predecessors) have run trade missions for many years. Over the past three years examined, these have considerable support from the 33 Ayrshire companies who have participated, as well as from BGIA partners.

All participating companies have benefited to some extent from qualitative effects: these range from changing behaviour to learning skills to networking. Crucially, missions have acted as a catalyst to encouraging companies to visit markets at a particular time. For a few companies, missions have also been directly responsible for adding considerable amounts of turnover. Job retention and improved profitability through greater volume of sales has probably been more important than job creation.

It is unquestionable that Trade Mission activity still has a valuable role to play in any programme of international development support. However, from data supplied by BGIA, it does not appear to be cost-effective for BGIA to continue to run its own mission programme when there are many other options available for companies to participate in trade missions, both to Europe and more complex destinations requiring specialist knowledge further afield e.g. China. Numbers of Ayrshire companies participating in Ayrshire missions within Europe seem to have been lower since 2002. It is possible that in earlier years, locally run horizontal trade missions were a more attractive option for companies, at a time before low cost direct flights made Europe a relatively cheap and accessible destination. At this time emphasis for SEA was also on encouraging new exporters, with less emphasis on quality and quantity of other outcomes. 

The general view from other areas is that ITA’s can add most value to companies through specialist one-to-one support, both before and after trade mission participation, rather than by spending considerable amounts of time on administration tasks and organisation of logistics around trade missions. Although the rationale for outsourcing trade mission administration is understood, this has also not been a cost-effective use of resource.

For all of the above reasons, it is recommended that BGIA should follow the recommendations given in paragraph 8.

Appendix One: Questionnaire for sample of 20 companies 

Note: Where information was already available from recent post mission evaluation, companies were not asked to repeat this.

Company:




Contact:

Mission (s) attended:

Overall satisfaction:

Outputs and impacts (already) captured:

Further Outputs and Impacts:

1. Would you have gone to that market at that time without this mission?

Yes, definitely
No, def not 

Probably

Prob not

2. Has mission attendance changed your overall company attitude to developing international trade?

Yes def

No change

Possibly

Possibly not

2 a) How has it changed?

3. Have you been on any other organised trade missions?

3a. If yes, who was/were the organiser(s)?

3b. How did that experience compare to the Ayrshire Mission?

3c. If No, are you aware of other bodies who organise trade missions?

4. Do you feel there is/was any particular benefit to participating in an Ayrshire organised mission, with mainly Ayrshire companies?

Yes


No 


Don’t know

If yes, what? 

5. Would you be prepared to participate in missions organised by other LECs (i.e. not SEA/BGIA) or other Local Authorities or other organisations if they were targeting markets of interest to you?

Yes 


No 


Don’t know

6.Do you have a preference re type of mission – sectoral based (Vertical) or one where there is a mixture of companies from various sectors (Horizontal)?

Why?

7. In general, would you prefer to travel with a trade mission, or get individual support to visit market(s) of your choice?

 TM                          Ind                                Either                        Both           n/a

8. Do you think Ayrshire (BGIA) should continue to organise Trade Missions?

9. The mission you participated in did not charge a management / administration fee. Would your decision to participate have been affected if there had been a fee? ( if amount queried, e.g. of around £150? )             )

10. Q for Polands and Canada participants only – mission had mixture of Ayrshire / Renfrewshire/other areas etc – was that an advantage, disadvantage or didn’t matter?

11. Q for Canada only:

The mission coincided with an exhibition (PGA). Was this an advantage or disadvantage?                     Would you be keen to see future missions seek to be based around key events of this type?

12. For your company, taking account of the management time spent as well as (supported) travel and accomm costs, did the mission represent value for money?

13. Is your company account or client managed by SEA?

14. Any other comments?

Appendix 2: Areas of discussion with ITAs in other areas 

Most of the ITAs were interviewed on a more informal, less structured basis. All interviews covered the following core areas:

a) For ITAs in areas not currently organising missions:

· Why does …… area not currently organise trade missions?

· How do companies react to being referred to missions run by other bodies?

· What feedback is received from companies on trade missions organised by others?

· How important is one-to-one ITA support to companies?

· Do you work mainly with account and client managed companies or all segments?

· How are companies referred / how do they access support?

· Does…… area offer financial support to companies on trade missions?  On individual market visits?

· Is ………… likely to start organizing own trade missions?

· What is your view of the pros and cons of horizontal versus sectoral missions?

· Do you think trade missions add value? How?

· Should companies meet certain criteria before being allowed on trade missions?

b) For ITAs in areas currently organising missions:

· Who carries out the organisation of trade missions in ………. Area

· What resources does this use?

· What feedback do you obtain from companies on trade missions?

· What are your main objectives in running trade missions

· How do you feel about having companies from other areas on your trade missions?

· Do you refer companies to missions run by other bodies?

· How do they compare?

· How important is one-to-one ITA support to companies?

· For missions, do you work mainly with account and client managed companies or all segments?

· How are companies referred / how do they access support?

· Does…… area offer financial support to companies on trade missions?  On individual market visits?

· Is ………… likely to start organizing own trade missions?

· What is your view of the pros and cons of horizontal versus sectoral missions?

· Do you think trade missions add value? How?

· Should companies meet certain criteria before being allowed on trade missions?

Appendix 3: List of contacts interviewed for this evaluation

Companies in sample:

Wills Hygiene – 
Mr Chong

Lamar UK – 

Peter Weidig

Datec Technology - 
Doug Norris

J&A Ferrie – 

Alan Murdoch

TR Bonnyman – 
Ruary McGregor

Visimetrics – 

Barry Rooney

10BaseCom – 
Stephen Brannigan

Charis – 

Shirley Connor

Haddow, Aird &Crerar Andrew Aird

James Watt College – Hugh McMahon

Hannah Interactions – Colin Wilde

Scotia Storage – 
Sam Smillie

Achievers Internl – 
Grant Young

Smith and Archibald – Brian Hill 

Kays of Scotland – 
Donald MacRae

Scottish Golf SW – 
John Hamilton

Celtic Welcomes – 
Diana Thomson

Plan B – 

Ian McCaig

IBT Travel – 

Iain Black

Gailes Hotel – 
Malcolm Simpson

BGIA Partners:

BGIA – Lilian Smith and Margaret Dalrymple

SEA – Liz Napier

NAC – Steve Cuthbert

SAC – Jane Toye

EAC – Carol Andrew

ACCI – Bob Leitch

ITAs in other LEC areas:

SE Edinburgh & Lothian - Veronica Lynch (former International Trade Manager, chosen as 2 ITAs new in post)

SE Forth Valley – Carol Beattie

SE Lanarkshire – Allan Fruish

SE Dunbartonshire – Robin Walden

Benchmarking Exercise – other organisations:

SCDI – Jane Gotts

SDI Market Explorer – Robin Walden

Yorkshire Forward – Alastair Lang

UKT&I – Chris Krishnan and Heather Booth-DiGiovanni

Overseas contacts:

Katarzyna Bogusz – British Embassy, Warsaw

Michael Dembinski, BPCC Poland

Valerie Strand, British Consulate General, Toronto
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