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EXECUTIVE SUMMARY
Prior to 1999, Scottish Enterprise Ayrshire (SE Ayrshire) had provided innovation support in the area of New Product Development and New Technology adoption.  Very little resource had however been devoted to the softer innovation and creativity skills required to develop an innovation culture.  Following an internal review and some involvement in Regional Innovation Strategy pilot projects, SE Ayrshire consequently developed a range of projects under the Innovation Culture programme.

The overall aim of these activities was to encourage and promote a culture of innovation amongst Ayrshire organisations through a number of different projects, including Innovation Mentoring, Serial Innovation, Knowledge in Business, and The Big Picture.  In early 2002, a formal evaluation of these programmes was undertaken; and in the financial years 2002/2003 and 2003/2004, a total of eight innovation related programmes was run in their place.  These were: Company Academic Programme; Assistance from Targeting Innovation; Innovation Workshops / Innovation Mentoring programmes; Grow Your Business Through Knowledge; Grow Your Business Through Forward Thinking; Business Excellence Ayrshire Workshops; CAD Workshops; and STEP Programme.  In late 2003, SE Ayrshire decided to evaluate the outcomes and impacts of the assistance that had been provided to those companies who had accessed one of more of these programmes over the previous two years.

This document contains Systems Insight’s Final Project Report on our evaluation of SE Ayrshire’s various programmes of innovation related assistance.  The evaluation, which was carried out in the course of January and February 2004, was based mainly on a programme of 40 telephone and nine face-to-face interviews with organisations and individuals who had participated in the programmes.  The report provides a retrospective view of the activities undertaken in the course of the project, together with our findings, conclusions and recommendations.
It is clear from interviewees’ feedback that the various innovation related programmes are generally well run, represent a high level of quality of service, and more often than not provide tangible benefits to the participating companies.  Overall, workshop based activities are highly rated in terms of organisation, facilitation, location and themes, and are useful for providing a grounding in a given topic and for stimulating thought.  In terms of making a lasting difference to companies, however - particularly on a strategic level - those programmes that are based on concentrated assistance for individual companies (such as the Innovation Mentoring Programme) undoubtedly have a more profound effect on the participating businesses.  Perhaps most telling is that, when asked whether they would recommend the programme in which they had participated to another company, if asked, the interviewees more or less unanimously answered “Yes” to this question (albeit, inevitably, adding a range of provisos).

There is no doubt, therefore, that SE Ayrshire’s innovation related programmes have achieved a degree of success in helping local companies to develop.  This, then, poses the question of whether a higher degree of success could be achieved by making revisions to this group of programmes.  Some of the programmes, in particular, have now been running for several years, and it makes sense to ask what direction (if any) these should take in the future.  This applies particularly to Grow Your Business Through Knowledge and Grow Your Business Through Forward Thinking.  The Company Academic Programme, in particular, has clearly lost its way, having drifted somewhat from the original “spirit”, while the assistance provided by Targeting Innovation seems to be having difficulty in finding its way - partly due to a sparse manpower allocation.

The various events and visits organised by Business Excellence Ayrshire, together with the CAD workshops operated by UXL and the student placement programme, STEP, all seem have made a positive contribution to participants’ businesses (bearing in mind that it would be unreasonable to expect revolutionary change as a consequence of attending a workshop).  Judging by the interviewees’ feedback, however, the most effective of the innovation related programmes has been the Innovation Workshops/Mentoring programme operated by Matrix.  This not only received high ratings in response to most of the relevant questions, but appears to deliver tangible benefits on both a strategic and an operational level.
1.1
Background to Project

Scottish Enterprise Ayrshire (SE Ayrshire), as part of the Scottish Enterprise Network, is committed to growing dynamic and creative businesses who are agile, fast to learn and can compete in a global market place as a means of ensuring that Ayrshire and its people are well positioned for success within Scotland.  To achieve this, combined with the recognition that to succeed in the future requires creativity and innovation skills to be developed across the whole spectrum, Scottish Enterprise Ayrshire undertakes a range of work aimed at developing a culture of innovation in Ayrshire.  

It has become increasingly clear that, for any organisation to achieve long term, sustainable, growth and success, it must develop an organisational culture which nurtures and encourages innovation and creativity through the attitudes of its people.  Prior to 1999, SE Ayrshire had provided innovation support in the area of New Product Development and New Technology adoption.  Very little resource had however been devoted to the softer (but also important) innovation and creativity skills required to develop an innovation culture.  Following an internal review of activity and some involvement in Regional Innovation Strategy pilot projects, SE Ayrshire consequently developed a range of projects under the Innovation Culture programme.

The overall aim of SE Ayrshire’s Innovation Culture activities (as they were then named) was to encourage and promote a culture of innovation amongst Ayrshire organisations by:

· raising awareness of the importance of innovation and creativity;

· providing opportunities to hear and learn from world class experts in innovation and creativity;

· provide support to help reduce cultural barriers to innovation;

· increase levels of innovation and creativity skills.

In the years prior to financial year 2002/2003, this was achieved through a number of different projects, including:

· Innovation Mentoring;
· Serial Innovation;
· Knowledge in Business;
· The Big Picture.
The above projects were developed during late 1999 and delivered initially during 2000/2001.  Feedback from delegates and participants was gathered on an ongoing basis, and the projects were enhanced for delivery during 2001/2002.  
1.1
Background to Project (contd)

In early 2002, a formal evaluation of the above programmes was undertaken, and the following innovation related programmes were subsequently run in the financial years 2002/2003 and 2003/2004:

· the Company Academic Programme, operated by Murray Technology Management Associates via a combination of direct advice and activities aimed at forging partnerships between companies and academic establishments;

· Assistance from Targeting Innovation - mainly in relation to product development and technology related assistance, largely in conjunction with schemes such as SCIS (Small Companies Innovation Support);

· the Innovation Workshops / Innovation Mentoring programmes, operated by Matrix via workshops and associated in-company support;

· Grow Your Business Through Knowledge, operated by Matrix via workshops and associated follow-on assistance;
· Grow Your Business Through Forward Thinking, operated by Strategem via workshops and other events;

· Business Excellence Ayrshire Workshops, based on a series of workshops, best practice visits and other events; 
· CAD Workshops, operated on Scottish Enterprise Ayrshire’s behalf by UXL;

· The STEP Programme, based on student placements and managed by Alba Smart Thinking.

With the above background, and mindful of the two year period which had elapsed since the previous evaluation, SE Ayrshire decided in late 2003 to evaluate the outcomes and impacts of the assistance that had been provided to those companies who had accessed one of more of these programmes over the previous two years.

This document contains Systems Insight’s Final Project Report on our evaluation of SE Ayrshire’s various programmes of innovation related assistance.  The evaluation, which was carried out in the course of January and February 2004, was based on: 
· a programme of 40 telephone and nine face-to-face interviews with organisations and individuals who had participated in the programmes;

· briefing meetings and other discussions with the various service providers indicated above.

The report provides a retrospective view of the activities undertaken in the course of the project, together with our findings, conclusions and recommendations.

1.2
Guide to Report
Section 2 restates the objectives of the project, while Section 3 describes the approach taken and the activities carried out in order to achieve the objectives.  Sections 12 and 13 present our key conclusions and recommendations from the exercise, while Sections 4 to 11 summarise our key findings and conclusions from each of eight innovation related programmes covered by this evaluation.

In order to keep the main body of the report as clear and concise as possible, collated lists of interview responses - in other words, the detailed findings from the Evaluation Interview Programme - are presented separately in Volume II of the Report as Appendices E to J (covering all of the programmes with the exception the STEP Programme and the CAD Workshops, which formed the basis of only two and three interviews respectively.
Likewise, copies of notes on the individual interviews have been provided as Appendices K to R (within Volumes IV and V) instead of being part of the main report.  In addition, sets of notes on the briefing discussions held with the service providers for each of the eight programmes have been incorporated as Appendix D. 

Appendices A and B (also in Volume II) contain blank copies of the interview questionnaires (one for each of the eight programmes), plus copies of the standard letters used to "warm up" interview targets.  A complete list of interviewees, highlighting which organisations participated in which programmes, forms the basis for Appendix C. 
2.1
Overall Objective


The main objectives of the evaluation of Scottish Enterprise Ayrshire’s Innovation Programmes 
were:

· to evaluate the impact of the various programmes during the financial years 2002/2003 and 2003/2004, including appropriate activity, output and impact measures, together with determination of how the participating businesses and individuals have benefitted;

· to obtain participants’ feedback on the effectiveness and content of the seminars and workshops - and, where relevant, the  one-to-one assistance;
· to draw conclusions and make recommendations for the future operation and management of these programmes.


The ultimate purpose of achieving the above objectives was to enable Scottish Enterprise Ayrshire to:

· refine and develop its approach to future projects;

· apply specific lessons learned to next year’s Programme;

· share generic learning messages with network colleagues.

2.2
Subsidiary Objectives

In support of the overall objective, the programme of work and interview questionnaires were designed to provide feedback within areas including the following:

· actions and changes resulting from participation in relevant programmes, including:
· changes to products and services;

· changes to sales and marketing;

· improvements in business processes and working practices;

· overall difference made by participation so far;

· overall difference ultimately expected from participation;

· rating of relevance of programme;

· overall success of assistance/participation;

· rating of quality of service;

· rating of project management and communications;

· follow-on assistance;
· rating of programme(s) as a solution to needs;

· aspects of programme(s) that interviewee would recommend changing;
· suggestions for future similar schemes.
2.3
Purpose of This Report

The purpose of this Final Project Report is to provide a retrospective view of the activities undertaken in the course of the Evaluation of the SE Ayrshire’s various innovation related programmes, and to deliver detailed findings, together with Systems Insight’s conclusions and recommendations.

3.1
Overview of Overall Project Methodology

The agreed methodology for achieving the objectives outlined in Section 2 was based on a programme of face-to-face and telephone interviews with businesses who had participated in Scottish Enterprise Ayrshire’s various innovation related assistance programmes during the financial years 2002/2003 and 2003/2004.  These programmes were:
· the Company Academic Programme;
· assistance From Targeting Innovation;
· Innovation Workshops / Innovation Mentoring;
· Grow Your Business Through Knowledge;
· Grow Your Business Through Forward Thinking;
· Business Excellence Ayrshire Workshops;
· CAD Workshops;
· the STEP Programme.
In addition to an Intitial Project Meeting with Scottish Enterprise Ayrshire at the start of the project, the Project Scoping activity also included briefing discussions and other discussions with the relevant service providers - i.e.:
· Matrix;
· Strategem;
· Murray Technology Management Associates;
· Targeting Innovation;
· UXL;
· Business Excellence Ayrshire;
· Alba Smart Thinking.

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


ACTIVITY 1:
Project Scoping (see Section 3.3)

· Initial Project Meeting

· Meetings with Service Providers

· Review of Supporting Documentation


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

3.1
Overview of Overall Project Methodology (contd)

ACTIVITY 2: 
Evaluation Interview Programme (see Section 3.4)

· Questionnaire Design

· Prequalification of Target Organisations

· Warm-up Mailshot (100 targets)

· Booking of Interviews

· Evaluation Interviews (40 telephone and nine face-to-face)

· Development of Interview Notes

· Collation of Interview Notes

Purpose: to obtain direct feedback from participants in Scottish Enterprise Ayrshire’s various innovation related assistance programmes.
ACTIVITY 3: 
Project Review & Reporting (see Section 3.5)

· Interim Review Meeting

· Development of Final Project Report

· Final Project Meeting

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

3.2
Scope

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

(a)
Information requirements


The eight interview questionnaires (see Appendix A) were designed explicitly to address the information requirements agreed at the Initial Project Meeting, and were customised to match the format, objectives and nature of the eight programmes in question.   

(b)
Evaluation Interview Targets


Contact information for the companies who had participated on each of the eight relevant programmes was provided by the respective service providers in some cases, and by Scottish Enterprise Ayrshire in others.  As might be expected, a high proportion of the companies had participated on more than one of the programmes, potentially making the task of targeting warm-up letters - not to mention designing questionnaires to cope with multiple programmes - potentially rather complicated.


In discussion with Marion Shaw, it was therefore decided that the best approach would be to focus each interview on just one of the programmes.  Once all of the contact information had been provided and entered into the project database, the required number of target companies was therefore selected for each of the eight programmes, taking account of pointers from the various service providers regarding factors such as which companies had received the greatest amount of assistance.  As the same time, a portion of companies were highlighted as targets for a face-to-face (rather than a telephone) interview.
3.2
Scope (contd)

A total of 100 businesses was sent warm-up letters - double the number required for the interview programme - in anticipation of potential “drop-outs” due to people being too busy or simply not responding to booking calls, etc.  The allocation of companies to programmes also reflected the agreed number of interviews for each programme.
Prior to the warm-up letters being sent out, the target individual for each business was selected on the basis of having been the key contact for the particular programme for which his/her company was being approached for interview.

In the event, the interview booking calls were successful in achieving almost exactly the desired allocation of interviews (49, compared with a target of 50) across the various programmes, and also fell only one short of  the goal of making ten interviews face-to-face.  The ultimate allocation of the 49 interviews is shown in the following table:

	NO. OF INTERVIEWS

	PROGRAMME
	SERVICE PROVIDER
	Overall
	Face-to-face

	Company Academic Programme (CAP)
	MTM Associates
	6
	2

	Assistance from Targeting Innovation
	Targeting Innovation
	6
	2

	Grow Your Business Through Forward Thinking
	Strategem
	4
	2

	Innovation Workshops / Innovation Mentoring
	Matrix
	6
	2

	Grow Your Business Through Knowledge
	Matrix
	8
	1

	Business Excellence Ayrshire Workshops
	Business Excellence Ayrshire
	5
	0

	STEP
	Alba Smart Thinking
	2
	0

	UXL CAD Workshops
	UXL
	3
	0

	OVERALL
	40
	9


Lists of the interviewees for the individual programmes can be found in the contents listings for Appendices K to R, while Appendix C provides a complete list of all of the interviewees, highlighting which businesses participated in which programmes.

3.3
ACTIVITY 1: Project Scoping

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

· background information on Scottish Enterprise’s innovation related programmes;

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

· detailed methodology and schedule;

· information requirements for interview programme;

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

· arrangements for providing contact information on target companies;

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

3.3
ACTIVITY 1: Project Scoping (contd)
The Initial Project Meeting was followed by briefing meetings with the service providers who had operated five of the relevant programmes:
· Company Academic Programme (Jim Murray and Ian Muir of MTM Associates - see Appendix D1);
· Assistance from Targeting Innovation (Bill Faerestrand of Targeting Innovation - see Appendix D2);

· Innovation Workshops / Innovation Mentoring (Graeme Crombie of Matrix  - see Appendix D3);
· Grow Your Business Through Knowledge (David McKeran of Matrix - see Appendix D4);

· Grow Your Business Through Forward Thinking (Iain Grant of Strategem - see Appendix D5).

In addition, brief telephone discussions were held regarding:

· Business Excellence Ayrshire (Jim McGeehan - see Appendix D6);

· CAD Workshops (Peter McAleer of UXL - see Appendix D7);

· STEP Programme (David Gardiner of Alba Smart Thinking - see Appendix D8).
With the exception of Business Excellence Ayrshire and Alba Smart Thinking, all of these meetings and discussions focused primarily on:

· briefing on the relevant programme - content, delivery, etc;
· project management and communications with Scottish Enterprise Ayrshire;
· any issues arising in the course of the programme;
· suggestions for future re-runs of the initiative.

3.4
ACTIVITY 2: Evaluation Interview Programme

Following on from the project scoping process, the Evaluation Interview Programme proceeded as follows:


(a)
Questionnaire Design

The interviews were based on a formal questionnaire format, with questions pre-designed to address the detailed objectives listed in Section 2.2.  The interview questionnaires (copies of which can be found in Appendix A) were approved by Scottish Enterprise Ayrshire before any interviews were undertaken.

3.4
ACTIVITY 2: Evaluation Interview Programme (contd)

 (b)
Target Identification and Prequalification


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

· importing the contact information supplied by SE Ayrshire and the various service providers into a Project Database, using Microsoft Access;

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



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

(c)
Interview Warm-ups and Bookings


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


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

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


By the end of the interview programme, a total of 40 telephone interviews and nine face-to-face interviews had been successfully carried out - only one short of the target quota.  A full list of interviewees can be found in Appendix C, which also indicates which of the businesses participated in which programmes, which were interviewed face-to-face, and which by telephone.

The telephone interviews were typically of between 15 and 20 minutes in duration.
(d)
Interview Results Analysis and Reporting

In parallel with the interview programme, notes on each interview were dictated, entered into the Project Database, and then proof-read to assure accuracy.  Having developed a complete set of interview notes, findings from all of those programmes which had five or more interviews (i.e., all except for the CAD Workshops and the STEP Programme) were then collated question by question for presentation in Appendices E to J (within Volume III), and in order to draw our overall conclusions and recommendations

Notes on all of the interviews can be found in Appendices K to R (within Volumes IV and V).
3.5
ACTIVITY 3: Project Review & Reporting


(a)
Interim Review Meeting

Once most of the interviews had been undertaken, an Interim Review Meeting was held with Scottish Enterprise Ayrshire (Marion Shaw) in order to provide Marion with a briefing on the key findings which had so far emerged from the interview programme.

(b)
Development of Final Project Report

Building upon the collated text responses, Systems Insight then proceeded to complete the analysis and reporting process, culminating in the development and issue of a Final Project Report (this document!).  


(c)
Final Project Meeting

Shortly after submission of this report, a Final Project Meeting will be held with Scottish Enterprise Ayrshire.

4.1
Introduction

Findings from all six telephone and two face-to-face interviews that were carried out in relation to the Company Academic Programme, listed in alphabetical order within each question, are presented in detail in Appendix E (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A1). 
A complete set of notes on all eight Company Academic Programme interviews has been provided in Appendix K (in Volume IV), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 4 is therefore restricted to a synopsis of our overall findings and conclusions.

4.2
Feedback from Service Providers

The key points emerging from the meeting with MTM Associates (see Appendix D1) were as follows:

· 
Jim Murray and Ian Muir highlighted a trend towards company-to-company partnerships, as opposed to company-to-academia partnerships.  Explaining the background to this, Jim and Ian explained that dealing with universities has become much more difficult for people like themselves, as a result of technology transfer and commercialisation activity now all being channelled through universities’ commercialisation departments.  The inevitable knock-on effect of this has been that universities are looking for the best return on their investment in research and technology, and hence are targeting larger companies instead of SMEs.

· 
Another consequence of this change within universities has been that, over the past year or two, Jim and Ian have been providing more of the technical advice to companies themselves.  (Previously, their role had primarily been one of partner matching and project management).

4.3
Background and Underlying Motivation

Although the eight companies interviewed in relation to the Company Academic Programme were diverse in their business activities, a common thread was that each business was, in some way or other, based on technical activities (including design, development and/or manufacturing) or new technology.  Given the spirit of the Company Academic Programme, this was entirely expected.  

All of the CAP clients were either the head of the business (Managing Director, etc), or held some other directorial position, and the majority were introduced to MTM Associates via Scottish Enterprise Ayrshire.  Most had been assisted in either 2002 or 2003, although two had been assisted as long ago as 2001. 

4.3
Background and Underlying Motivation (contd)
Asked why they had originally sought this assistance, several of the interviewees cited reasons such as a requirement for funding, or in order to progress a product development project.  Five of the eight, however, indicated that the engagement with MTM had been driven by either MTM themselves or SE Ayrshire, rather than by the company itself.  On the positive side, this represents a good example of a LEC programme proactively identifying companies who require the relevant assistance.  At the same time, however, it suggests that not all of the CAP projects have directly addressed the genuine market failure that the programme was designed to address.  
4.4
Nature of Assistance; Current Status

The questions regarding the nature of the assistance that the CAP clients had received provided the first hint that, although in many cases MTM’s involvement had been useful, it had not always fitted within the “spirit” of the Company Academic Programme.  As illustrated by the following quotes, the assistance essentially comprised a mixture of SCIS application support, varied technical advice and ad hoc activity:
“MTM helped prepare an application for a SCIS award.  In addition, Jim and Ian

spent extraordinary amounts of time identifying potential suppliers for the company,

and also helped a design company who would eventually become the subcontractor.
MTM have also introduced R&D disciplines, looking at quality functional deployment.

As a result, we feel we are far better off than we would have been

had we not been introduced to MTM.”

“The most important thing we received from Jim and Ian was their encouragement.

Mark, the Co-Director, is very strong on physics,

but it was nice for him to be able to bounce ideas off other academics.

In addition, MTM put us in touch with further academics

to help solve some of our technical problems, such as welding copper to copper.

MTM have been acting between the company and academia,

as well as providing direct assistance.”
To be fair to MTM, it has to be added that communication with academics was not entirely absent from these cases; although, in the majority of situations, the CAP project did not forge a direct link between the client company and an academic establishment.  As far as the company’s own input to these projects is concerned, the interviewees’ feedback suggests that: 

· the total cost of the product development projects which five of the companies were undertaking ranged between £50k and £120k;
· in these cases, there was typically a team of people involved within the client company (as opposed to only the interviewee);

· in cases where there was basically only discussion between MTM and the client company (and no project, as such) this typically only involved the interviewee himself/herself.
4.4
Nature of Assistance; Current Status (contd)
In this context, one of the companies in the last of the above categories raised a significant criticism which we feel ought to be mentioned.  This was as follows:

“We had in excess of ten meetings, from which nothing has come.

We were introduced to local companies, and this is my biggest criticism.

I believe that I was being introduced to ‘lame duck’ companies, in the hope that I would revitalise them.

MTM were using me to review these companies' total assets - not simply as a solution for my own company.

I was only looking for a company who could develop samples.”

Almost all of the interviewees indicated that there was no ongoing involvement by MTM, and that there had been no follow-on assistance from any other organisations.  The exceptions to this were that:

· one of the companies had a mature student from Paisley University working within it;

· another was working with a design company (4C Design).

4.5
Outcomes of Assistance

Interviewees’ responses on what had been the original objectives of the assistance they had received under the Company Academic Programme were split between:

· those who indicated that nothing was formally defined;
· those who cited tangible objectives.  
As indicated by the following quotes, the objectives indicated by the latter category were divided between finalising the development of a product and submitting a SCIS application:

“Nothing was ever formally defined.

Although I believe the scope was wide, it was never communicated to me.

I am still unsure what was available and what would not have been allowed.”

“The objective of the assistance was to help me finalise

the development of the automatic humane killer for fish.

This product would be used to kill the fish whilst they were still underwater.”
Interviewee’s feedback on what difference their participation in this Programme had made so far, and what difference they expected their participation ultimately to make, were similarly split.  Worryingly, some said it had made (or would make) no difference at all - or had even set the company back - while others cited advances which included:

· being able to exhibit the new products, now that they are developed;

· being able to bring the product to market more quickly, and to a higher standard of quality;

· being able to progress additional products.

4.5
Outcomes of Assistance (contd)
In addition to the indications that the assistance would make no difference at all, one further concern emerged from these questions: more than one interviewee had not been aware that the assistance actually related to a Scottish Enterprise Ayrshire programme!  This issue is highlighted by the following quote: 
“This is a difficult question to answer.

As I was not aware that this programme existed, I was not aware that I was part of it.

What Scottish Enterprise Ayrshire provide is a grey area.

If you ask at Reception if there is any help available, they don’t even have any booklets.

What Ian and Jim provide is a credit to the organisation.
Without this project, my company would not have progressed.
I would have to add, however, that what was available seemed to be very ‘cloak and dagger’.
Although I had no idea that I was receiving assistance under a formal programme,
the assistance provided by MTM has been of immense benefit.”
On a positive note, this quote also illustrates that a lack of clarity in the objectives, nature and background to the assistance does not necessarily mean that the assistance was unfruitful.

The questions directly exploring the academic links which had been forged from participation in the CAP Programme confirmed our earlier suspicion that partnerships with academia are no longer a predominant outcome of this programme.  Most interviewees referred to communications between MTM and academics - but, by the same token, most indicated that these communications did not result in relationships between the relevant academics and the companies themselves.  To be fair, this directly reflects Jim Murray and Ian Muir’s account of how the programme has changed (see Section 4.2).  This is nonetheless a very significant change in emphasis (to the extent where the programme no longer “does what it says on the tin”), and requires a fundamental review.

From Jim and Ian’s briefing, the more positive side of the coin was that more links have been cultivated between companies, in place of company-academic links.  Some evidence of this was provided in the responses to Q3.8, in which five interviewees referred to MTM’s “networking lunches”, while three (of which the following is an example) referred to tangible links:
“We have attended a lunch meeting in which we met with one or two other companies.

One of these companies will become part of our manufacturing assembly chain,

and the lunch was therefore very useful.”

The questions regarding what difference the interviewees’ participation in the Company Academic Programme had made to the business overall was followed up by three related questions concerning:

· improvements in sales performance, turnover or profitability;

· changes that had taken place to products and/or services;

· productivity improvements, or changes in working practices or business processes.
4.5
Outcomes of Assistance (contd)
Although, as might have been expected, at least half of the interviewees indicated, in each of these questions, that there had been no such changes or improvements, these questions did draw a number of positive responses:

· Two companies referred to an increase in turnover.

· Two said that a product launch would take place earlier than originally expected.

· To alluded to the company having been enabled to develop additional products.

· One talked about a product being improved in quality and appearance.

· One referred to introducing new R&D disciplines into the organisation.

The question regarding how the differences made by participation in the Company Academic Programme compared with interviewees’ expectations yielded a diversity of responses.  Although most of the interviewees responded positively, two out of the eight provided negative responses. At the same time, two of the issues highlighted earlier - companies’ lack of awareness that they were actually participating in a formal programme, coupled with the absence of clear objectives -  were echoed in response to this question.  The following quotes provide a flavour of both the negative and the positive:

 “The assistance provided was a 180 degree divergence from my expectations.

I was the business mentor who was instrumental in marketing Scotland abroad.

Through this I handled LECs, councils and Locate in Scotland,

and so I am well versed in the possibilities.

I was not asking for a grant, I was looking for assistance to solve a problem.”
“We were unaware that we were on a programme called the Company Academic Programme.

The assistance that we have received has, however, gone beyond the call of duty.

We certainly did not expect the intensity of support that we have received from Jim and Ian.”
4.6
Ratings of Key Aspects of Project

In common with their feedback on the differences that the assistance had made to their companies, interviewees’ ratings of the various aspects of their participation in this programme were varied, but predominantly positive:
· Quality of service was rated highly by all but two interviewees.  “Excellent” and “brilliant” were among the words used in this context.
· On project management and communications, the word “excellent” was used three times and “super” once.  Three interviews, were however, critical of MTM’s communications with them - e.g., “The consultants from MTM would simply appear when they felt like it, with no pre-arrangement”.
· Views on the relevance of the Programme were divergent, ranging from “extremely relevant” and “vital” to “detrimental” and “two out of ten”.
4.6
Ratings of Key Aspects of Project (contd)
As one might expect from the mixture of feedback outlined above, responses to the question on the overall success of the assistance were similarly mixed.  As illustrated by the following quotes, this was again the case with interviewees’ feedback on the extent to which the differences they had experienced would have been gained without assistance from this programme:
“Dealing with MTM has held me back.”
“It is unlikely that the products would have been developed.

We would have made a fox's paw of it.”
4.7
Advice for SE Ayrshire and Other Companies

Asked what they would recommend another company, similar to their own, to do if they were thinking of seeking assistance under this programme, interviewees generally indicated that they would recommend the company to go ahead.  Several also gave provisos - namely that:

· the company should be sure that it is prepared for the expense and hassle of undertaking an R&D project;

· it should ensure that there are clear terms of reference defined for the assistance.

As illustrated by the following quote, similar provisos were given in response to the equivalent question regarding developing a partnership with an academic institution:

“It is important to try and be clear about what you are trying to achieve from such a relationship.

It is also important to agree on exactly how the two sides will work together.

In my experience, industry and academia march to the beat of a different drum.

I would recommend that companies work in areas where there is benefit and interest,

but which are not crucial to the success of the business.

There is often a lack of urgency within academia, when compared with a commercial situation.”
More than one of the interviewees, however, said that they would not recommend another company to work with an academic institution.  The main factors highlighted in this context were:
· the fact that academics take a much longer term view of a project;

· that they have “a different way of talking and thinking”;

· that they lack practical experience, based on industry knowledge.

The predominant response regarding what aspects of the programme interviewees would recommend changing for the future - apart from “nothing” - was that there should be clearer discussion, at the start of the process, of what the programme is all about and what assistance is available.  It was also pointed out that this discussion is necessary for the company to get the most out of the assistance.

4.7
Advice for SE Ayrshire and Other Companies (contd)
Finally, interviewees were asked (in Q5.4) what sort of assistance, of a similar nature they would make available if they held the relevant responsibility within Scottish Enterprise Ayrshire.  Responses to this question, some of which reflect issues raised in earlier questions, can be summarised as follows:

· Make more small factory units available.

· Encourage companies to form links with teaching organisations.

· Provide advice on funding, financial management and marketing (via one-to-one support, rather than a course or seminar).

· Provide concentrated support to help companies turn ideas into products (rather than trying to fund academics to assist the companies).

· Adopt a more holistic approach to helping companies, starting with a comprehensive audit of a company’s needs, and then providing pointers to relevant sources of assistance.

· Push students into industry via placements, rather than pushing industry towards academia.

In addition to the above (and unsurprisingly, given the nature of some of the earlier feedback on the Company Academic Programme), it was suggested that Scottish Enterprise Ayrshire should develop literature and other suitable tools in order to improve companies’ awareness on the range of assistance that is available to them.

5.1
Introduction

Findings from all six telephone and two face-to-face interviews that were carried out in relation to the assistance from Targeting Innovation, listed in alphabetical order within each question, are presented in detail in Appendix F (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A2). 

A complete set of notes on all eight Targeting Innovation interviews has been provided in Appendix L (in Volume IV), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 5 is therefore restricted to a synopsis of our overall findings and conclusions.

5.2
Feedback From Service Providers

The key points emerging from the meeting with Targeting Innovation (see Appendix D2) were as follows:

· In essence, Targeting Innovation has a direct contract with Scottish Enterprise Ayrshire to provide innovation support to Ayrshire companies.  In the case of a company that is eligible for a SCIS grant, for example, Targeting Innovation’s involvement might start with a discussion about what sort of assistance the company wants and whether it is eligible for a grant.  Targeting Innovation then carries out the appropriate vetting of the company in order to approve or decline the grant, and liaises with Scottish Enterprise Ayrshire in this process.

· While SCIS is the only national innovation fund that Scottish Enterprise Ayrshire operates directly, Targeting Innovation can also link companies with the SMART and SPUR schemes.  In this context, Bill Faerestand commented that there is “precious little activity” in Ayrshire.  Expanding on this, he observed that SMART and SPUR applications tend to come from people who have spun out from either large companies or academia.  Quite simply, Ayrshire has neither the same level of academic base nor as many R&D-focused companies as other areas within the Central Belt - hence, in Bill’s  view, “People in Ayrshire don’t necessarily have the foundation that is required”.

The main issues Bill encounters in his assistance for SE Ayrshire companies are as follows:

· Too many companies simply say “Give me money”, instead of acting in the spirit of the scheme and constructing a project.

· Because the scheme is aimed at encouraging innovation, there has to be technical risk involved.  Too many companies have difficulty taking this aspect on board.

· Bill wonders whether SE Ayrshire’s account managers are adequately equipped to track these projects.  (He suspects that, when talking to companies about project progress, they tend to ask 
“comfort questions”, while he, himself, applies a “project management mindset”).

5.2
Feedback From Service Providers (contd)

· Currently, there is no assistance for companies that are larger than an SME.

· Bill is particularly concerned about the last of the above issues, and in this context he believes there is a gap in Ayrshire.  In essence, the risk associated with this issue is that, if a multi-national parent company does not maintain its Scottish R&D team at critical mass, there is a risk that the R&D team will become under threat, and ultimately cease to exist.  

Asked what changes he would suggest for future continuation of this type of support, Bill responded as follows:

· Support should be introduced for larger companies.

· Consideration should be given to introducing longer (e.g. three year) contracts with the service providers.  There is a need to hand-hold companies through the innovation / technology development process, and there is a risk of discontinuity in situations where: 

· a relationship has built up between the service provider and the company;  

· this is abruptly terminated because a new service provider is introduced at the start of a new financial year.

· There should perhaps be more up-front expectation management - e.g. in terms of making companies clear on the technical risk criteria, etc.

· Administration of the funding should be tightened up - particularly in situations where companies are “hogging” their allocation of project finance.  (Companies should realise that this is not free money).  

In conjunction with this point, companies should be made aware of the budgetary system whereby, if a budgeted sum is allocated to a particular company and is subsequently not used, another company has effectively been deprived of that funding. 

5.3
Background and Underlying Motivation

Although not all of the companies interviewed in relation to assistance from Targeting Innovation might be described as “high technology” businesses, all (with one exception) are involved in development and/or manufacturing of products which are “technical” in some way - from drape and gown systems for hospitals to traceability software for the food sector, and from carwash chemicals to optical instrumentation.  All of the relevant meetings and other activities took place at some point during 2003, and all but one interviewee are directors of their respective companies (with one exception, who is a consultant to the company).  Almost all of these people were introduced directly to Targeting Innovation by individuals within Scottish Enterprise Ayrshire.
5.3
Background and Underlying Motivation (contd)

As illustrated by the quotes below, six out of the eight interviewees had made contact with Targeting Innovation because they required assistance with product/technical development work.  By and large, these companies knew what sort of assistance they required, but simply required the finance to resource the project they had in mind.  The nature of the other two interviewees’ dealings with Targeting Innovation were rather different, and essentially amounted to seeking “signposting” of some sort towards relevant assistance.  (One of these companies was involved in technical activities - the other was not).
“Our company is not a large company, but it has developed quite a bit of technology.

It had a prototype idea to develop a system to heat patients before, during and after an operation,

and from our previous experience we knew that developing this into a product would likely cost up to £250k.

Because of this, we thought that grant assistance would be useful.”
“The company wants to diversify,

and has two potential products in the area of optical instrumentation.

Lacking the resources to pursue these product development projects on its own,

it has had to seek external assistance.”

5.4
Nature of Assistance; Current Status

As expected, the majority of the interviewees (six out of the eight) had discussions with Targeting Innovation regarding R&D related funding assistance - mainly concerning SCIS, SMART and/or SPUR.  The nature of these dealings mainly ranged from initial advice on what schemes were applicable, to guidance in applying.  (At our briefing meeting with Bill Faerestrand, he indicated that, in theory, his assistance covers the whole product development process.  As it happens, however, none of the interviewees was  past the stage of applying for funding).  For example:
“Bill Faerestrand has given us advice regarding a SCIS application.

The funding will be used for developing a design for an electronic assembly.

The new product requires the use of a microprocessor,
and it is for this that we will use the grant.”
“In essence, Bill's main assistance was to alert us to various award schemes
which appeared to match our company's funding requirement.

We received a total of around three visits from Bill
in connection with potential applications for SCIS and SMART
(the company has not yet proceeded with these applications),
and Bill still calls in periodically.”

Of the other two interviewees, one was seeking very general advice on what assistance SE Ayrshire might be able to provide, while the other sought very specific assistance.  In the latter case, the company required help in finding a way forward on a product development project which had fallen into a state of limbo due to the company not being able to find a suitable development partner.

Owing to the fact that none of the companies interviewed was beyond the very early stages of the product development process, only one had incurred significant costs.  Likewise, there has been very little involvement by other staff within these companies, besides the interviewees, in dealings so far with Targeting Innovation.  Finally, none of the eight companies that were interviewed had yet received any assistance (in relation to the relevant projects) from any other organisations besides Targeting Innovation.

5.4
Nature of Assistance; Current Status (contd)

The following quotes give a flavour of the current status of the various interviewees’ projects:

“We are still considering the pointers that we were given by Bill Faerestrand.

Organisationally, it is not that simple to move forward with the project,

as various departments are involved as well as myself (the MD).”
“The products have huge potential.  The shipping product, in particular,

has very large potential worldwide in detecting NOx fumes from ships.

The company needs a development partner, however, and this has

so far proved impossible to take forward.

In summary, the product development projects are in a state of hiatus.
As far as Targeting Innovation's involvement is concerned,

I am still waiting to hear from Bill regarding the outcome of the Heriot Watt meeting.”

5.5
Outcomes of Assistance

Asked what were the objectives of the assistance from Targeting Innovation, most interviewees indicated that no objectives had been set.  This was typically because the relevant project was still at a very early stage (e.g. making application for development funding), or because the company’s dealings with Targeting Innovation comprised only one or two meetings. 
Because of this limited depth of engagement between Targeting Innovation and the various companies, feedback on what difference this assistance had made to interviewees’ companies so far typically indicated that there had as yet been no tangible outcome.  Again, this was due to the very early stage at which most of the relevant projects stood.  The related question regarding what difference the assistance would ultimately make to the company drew similar responses, albeit with speculation from three or four of the interviewees regarding improvements in products and/or prosperity that would likely accrue in the long term, if the relevant funding were approved and the product development project went ahead.  

The questions on what difference the assistance from Targeting Innovation had made overall were followed up by three related questions regarding:
· improvements in sales performance, turnover or profitability;

· changes that had taken place to products and/or services;

· changes to productivity improvements, working practices and/or business processes.

Predictably (given the responses to the preceding questions), the majority of responses to all three of these questions indicated that it was too early to highlight changes or improvements.  The question regarding how the differences made by the assistance had matched up to expectations provoked similar comments - chiefly taking one of the following forms:

· too early to say;

· not relevant - no project yet - no expectations in the first place.

5.6
Ratings of Key Aspects of Assistance

One of the most important questions in the Targeting Innovation questionnaire was Q4.4 (“Overall, how successfully has this assistance addressed your company’s needs?”).  Unsurprisingly, responses to this question strongly echoed the outcomes and changes that interviewees had talked about earlier.  In summary, this feedback indicated that, in those cases where the assistance was relevant to their needs, interviewees felt that it would ultimately address their needs successfully, but that it was still too early to know whether this would be the case.  Half of the interviewees, however, felt that the question was not relevant to them - mainly because Targeting Innovation’s assistance had also not been relevant.  As illustrated by the following quotes, similar feedback was gained when interviewees were asked directly to rate the relevance of this assistance:

“The assistance we have received from Bill Faerestrand so far has been of use,

as we will apply for the SCIS award.

Bill has offered to provide more assistance,

and there will be a further meeting in the next month.”
“It wasn’t really a case of the relevance of the assistance, as none was offered.

The problem was that I was told that my business did not fit into the categories of assistance
that Targeting Innovation was able to provide.

I felt rather dissatisfied with this outcome as (presumably) Bill
had a Scottish Enterprise Ayrshire hat on.

More than anything else, the thought that has stuck with me since the meeting is:
‘Surely there must have been something that Scottish Enterprise Ayrshire
could offer to a business like mine!’”
As well as questioning the relevance of this assistance, the latter of the above quotes echoes an issue which was also raised in the context of some of the other programmes covered by this evaluation - namely that people working with local companies very often do not seem to reflect the true range of assistance that SE Ayrshire can provide.  It was added that this could be because these people, themselves, are not fully aware of what the assistance encompasses.
By the same token, most of the interviewees felt that the question regarding whether the differences that have been achieved would have happened without the assistance from Targeting Innovation was also not particularly relevant to their own situations.  This, again, was typically either because it was too early to comment, or because the assistance was unlikely to make any difference.  Where relevant, however, interviewees felt that there had been genuine additionality gained from their discussions with Bill Faerestrand.

5.6
Ratings of Key Aspects of Assistance (contd)

In spite of highlighting issues such as the above, the interviewees generally rated Targeting Innovation’s quality of service, and its communications with client companies, very highly.  This would suggest that the underlying problem is not so much with the service provider, but with the scope of the assistance and the context within which it is delivered.  As illustrated by the following quote, another underlying issue is that the levels of resource that are dedicated to helping Ayrshire’s business base with technology related innovation are over-stretched - and perhaps too thinly spread to have any real impact  (This issue was also highlighted in the recent evaluation  of SE Ayrshire’s New Product Development / Expert Help Programme):
“Eight out of ten - "The problem is probably us, rather than Bill Faerestand.

Bill is always there for us, and I can't fault him.
I have a perception that Targeting Innovation's resources

are biased towards assisting companies in urban areas.

One result of this is that Bill’s time seems incredibly stretched.

Bill wants to help, but as he has only one day a week

to spend on Ayrshire companies, he is undermanned.”
5.7
Advice for SE Ayrshire and Other Companies

In common with interviewees’ feedback on the quality of service they had received from Targeting Innovation, their responses to the question regarding what they would recommend another company, similar to their own, to do if they were thinking of seeking assistance under this programme was almost unanimously positive - e.g.:

“Despite the disappointing outcome of my meeting with Bill,

I wouldn’t do anything different if I found myself in the same situation again

- so my advice would be to talk to Scottish Enterprise Ayrshire.”

“Do it!”

In response to being asked if there were any aspects of the assistance from Targeting Innovation that they would recommend changing for the future, the majority (six interviewees) suggested no changes (or, rather, felt unable to suggest changes).  The suggestions encapsulated in the other two responses can be summarised as follows:

· SE Ayrshire’s executives should be networking amongst each other, in order that the support they provide to companies is more coherent.

· SE Ayrshire should also improve its raising of awareness of what assistance  is available.

Asked subsequently, in the final question, what sort of assistance, of a similar nature, they would make available if they held the relevant responsibility within Scottish Enterprise Ayrshire, all of the interviewees made active suggestions.  These can be summarised as follows:
· Make funding available for appropriate training for growing companies.

· Provide financial assistance with business premises.

· Change the way in which RSA funding is provided (see second bullet point in Appendix F5.3).

5.7
Advice for SE Ayrshire and Other Companies (contd)
· Provide direct grant assistance to companies, rather than indirect funding via consultants/advisors.

· Provide relevant experts to work with software companies to enhance their existing skills, especially in the area of new software protocols.

· Concentrate resources on one-to-one assistance, rather than workshop events.

· Improve political lobbying for the textiles industry.

· Assist with:

· market research; 
· technology demonstrators; 
· helping companies get their projects closer to a finished state.
The earlier suggestions regarding promotion of the full range of assistance available from Scottish Enterprise Ayrshire, and the need to improve communications in order that all SE Ayrshire executives are aware of that range of assistance, were also reiterated in response to this question.
6.1
Introduction

Findings from all six telephone and two face-to-face interviews that were carried out in relation to the  Innovation Workshops and Innovation Mentoring Programme, listed in alphabetical order within each question, are presented in detail in Appendix G (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A3). 

A complete set of notes on all eight Innovation Workshops / Mentoring interviews has been provided in Appendix M (in Volume IV), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 6 is therefore restricted to a synopsis of our overall findings and conclusions.

6.2
Feedback From Service Providers

This programme comprises a mixture of innovation workshops and a mentoring programme.  The themes of the workshops in the year 2003/2004 have been: 

· Dramatically Different Service;
· Six Sigma Improvement in Practice;
· How to Reinvent Your Business;
· Innovation Exchange.
The key points emerging from the meeting with Matrix (see Appendix D3) were as follows:

· The approach to mentoring is very much bespoke, and varies enormously from company to company - so much so that Graeme Crombie has, in the past, discussed with Lynne Pringle whether this diversity is a weakness.  Expanding upon this, he described a spectrum of assistance which ranges from small, internal changes to business processes, to “new to the world” innovations.  Matrix have not turned anyone down so far, although, in Graeme’s view, it would be reasonable to suggest that this should change.

· 
In the first few years of the Programme, companies were allocated six full days of mentoring, and the schedule of assistance was worked out in advance with each company.  Now, however, all that is on offer is two full days of assistance, although this can be extended by up to a further four days at 50% funding at the discretion of the relevant account manager.  (In Graeme’s view, this blurs the picture, because it makes it difficult to plan the assistance in advance if it is not known by Matrix or the client company whether they are planning for two days or six days).

Assuming that the programme is re-run, his main suggestions were as follows:

· Companies that have already had mentoring interventions should be given lower priority - in other words, mentoring opportunities should be moved on to fresh companies.

6.2
Feedback From Service Providers (contd)
· A number of fundamental strategic questions should be asked about the Programme - e.g.:

· “How should we be targeting companies?”

· “Why are we targeting the companies we are targeting?”

· “What sort of innovations should we be focusing on ?”

· “Are we now getting into diminishing returns with regard to this type of innovation initiative?”

6.3
Background and Underlying Motivation

Our briefing from Matrix had led us to anticipate that the Innovation Workshops/Mentoring interviewees would come from a range of sectors.  This indeed turned out to be the case: participants included Kilmarnock Football Club, Ayrshire & Arran Tourist Board, an electrical contractor and a food manufacturer.  The roles of individual interviewees suggested that this programme is mainly aimed at senior management (e.g. Financial Director, Engineering Manager, Owner), while, as expected, interviewees had first heard about the programme via a combination of mailshots and direct recommendation from staff of SE Ayrshire.  Individual interviewees’ participation in the programme spanned most of the two year period covered by this evaluation, and in one case is still continuing.

Feedback from the four interviewees who had received in-company support as well as having participated in the workshop programme indicated a range of reasons for seeking this assistance. This feedback did not, therefore, particularly shed light on any particular form of market failure - 
it could, however, be said that a common theme was “to kick the company into action” - e.g.:
“Like many companies, we were simply jogging along managing the company on a day-to-day basis. 

On reflection, I felt that the company could become more efficient 

if we addressed some of our management skills.”
“We are competing with multi-nationals,

and we have used Matrix and Scottish Enterprise historically.  

As a result, we were proposed for this scheme.”
6.4
Nature of Participation; Current Status

Interviewees’ descriptions of what the Innovation Workshops involved confirmed that the general pattern of these events was based on a formal presentation, followed by informal group activity.  As illustrated by the following quotes, the presentation element was referred to by around half of the interviewees as being “lecture style”, while the group activity obviously varied from workshop to workshop according to the subject matter:

“We received a lecture from the Black Belt at Turnberry,

this was followed by a role play exercise.”
“We were provided with a lecture,
and an active demonstration of the possible improvements
when using the Six Sigma system.”
6.4
Nature of Participation; Current Status (contd)

By the very nature of one-to-one company assistance, the descriptions (as summarised below) of the mentoring assistance that were provided by the four relevant interviewees were all different: 

· Several half-day workshop sessions aimed at generating innovative ideas to improve the business.

· Five two-hour sessions aimed at helping the company to market a new product.

· Helping the interviewee to release his time to better address his company’s business development issues.

· Tutor-led team sessions focusing on identifying markets, generating ideas for products and services, and then drawing up an implementation plan.
Interviewees’ feedback regarding their companies’ own input to these mentoring projects (in term of both manpower and financial resource) suggested that:

· These are mainly team programmes (in one case involving all twenty people within the client organisation).

· The main cost to the participating organisations has essentially been the “opportunity costs” of the individuals’ involvment in the workshop sessions.

· Some companies have been charged a fee for their participation, while others have not.  (Where charged, the fee has been relatively small - around £1000).

Asked about the current status of the activities which form the focus of the mentoring project, only one of the four relevant interviewees indicated that the project was now complete and that there would be no further assistance.  Of the other three, one had only recently commenced their mentoring project; while the status of the other two was as outlined in the following quotes:
“The status of these activities has changed slightly.

We had to change tack at the last meeting,

as the company are having to gear up to re-bid for a particular contract.

Matrix have been helping us with the development of the tender,

in conjunction with the environmental consultant

that Elaine Calderwood put us in touch with.”

“The theme of the mentoring sessions was ‘packaged events which are priceless’
- e.g. a trip including a round of golf with Tiger Woods.
The background to wishing to formulate new ideas was that

the Club had been through turbulent times,

and had also lost a lot of staff internally.

I have now resurrected this initiative,

and have already organised a golf tournament in this context.”
6.5
Outcomes of Participation

Although not all of the four interviewees who had received Innovation Mentoring assistance had had formal objectives defined for this assistance, all four were able to outline the overall purpose of the assistance.  These responses can be summarised as follows:
· to increase revenues;

· to provide a strategy for development of market share;

· to provide a structured set of processes for management;

· to think more creatively.

Response to the questions regarding what difference the participating companies have derived (and are likely to derive in the future) from this programme were also diverse, and were broadly split between those who did not expect any real difference and those with specific expectations. Examples of the latter were as follows:

“The difference so far is that we have been able to accelerate our market share strategy.”
“Ultimately, we hope to have a culture where

the management team are willing to innovate continually.”
The latter of the above responses is particularly worth noting, as it surely represents a “model” outcome for this programme.  Positive responses again predominated when interviewees were subsequently asked to compare the differences achieved by their participation in this programme with their initial expectations - e.g.:

“The pace of change will be faster.”
“I was more pleased with it than I expected.

The reality was better than what was advertised.

This is very important, as it is expensive for me to attend these events

- it requires me to pay for extra staff to cover for my absence.”
6.6
Ratings of Key Aspects of Workshops/Mentoring

Feedback from the four companies who had received Innovation Mentoring assistance indicated that, although it is too early to determine the long term impact of this assistance, the quality of service, project management and communications associated with the mentoring have been to a very high standard - e.g.:

“If anyone has delayed the project management, it has been me.

I have  no complaints about Matrix's project management and communications skills.”
Feedback on the Innovation Workshops suggested that these were managed to an equally high standard.  In particular:
· The events were generally well organised.

· Facilitation of the workshops was generally good.

· Apart from the Big Idea, the venues at which the workshops were held were generally highly rated.

6.6
Ratings of Key Aspects of Workshops/Mentoring (contd)
Against the backdrop of this generally positive feedback, two particular issues were highlighted:

· It was felt by more than one interviewee that the Big Idea failed as a workshop venue - e.g. there was a sense that the auditorium was rather cold and empty, and therefore lacking in atmosphere.
· Associated with the above point, it was felt that the format of these workshops constrained the effectiveness of the event, and was not conducive to group sessions.  In turn, this gave the impression of being an attempt to cover as many companies as possible within a limited budget.

As the Big Idea is no longer in operation, these issues might be seen as academic.  They should, however, be borne in mind by SE Ayrshire when investigating new venues for future workshops.

With only one exception, the selection of themes and topics covered at the Innovation Workshops was also rated very highly by the interviewees, and most of the interviewees found it difficult to suggest new topics for future workshops.  Those suggestions which were made were as follows:

· Organise more events focusing on entrepreneurship.
· Make more use of motivational speakers.

· Organise events focusing on team building.

In addition to the above, one interviewee suggested that the topics covered at the workshops should be developed further within individual participating companies on a more sustained basis.

As illustrated by the following quotes, the general approval of workshop themes was mirrored in interviewees’ ratings of the overall relevance of the Innovation Workshop / Innovation Mentoring programme:

“It was very relevant, and provided a clear management direction.”
“The event was all about "thinking outside the box", which is very relevant.

Something to note, however, is that the Tourist Board is not a business as such.

Rather than being about profitability or business performance in the usual sense,

for us it is therefore more about having a more creative approach towards using our budget.”
Asked to what extent the difference achieved via their participation in this programme would have happened if they had not participated, all of those interviewees who felt able to provide an answer indicated that the outcomes would not have been achieved otherwise (or, at least, would not have been achieved in as short a timescale).
6.7
Advice for SE Ayrshire and Other Companies

At the end of the questionnaire, the interviewees were asked what they would recommend another company, similar to their own, to do if they were thinking of participating in either the Innovation Workshops or the Innovation Mentoring programme.  In response to this, all said that they would recommend the other company to participate.  The only provisos on this were that:
· participation in a programme of this type must have buy-in at senior level;

· it should be made clear that, although useful for gaining background on a particular topic, the workshops alone do not provide enough  of a foundation for a company to implement changes.

Finally, the questions regarding what aspects of the programme interviewees would recommend changing for the future, and what assistance they would make available to local companies if they, themselves, were responsible for planning this type of assistance within Scottish Enterprise Ayrshire, yielded the following suggestions: 

· Use a better venue than the Big Idea.

· Try to run the workshops in such a way that they have more sustained impact upon the participating companies.

· Before approving Mentoring Assistance, ensure that the individual participating companies have more commitment at Board level.

· Ensure that Matrix (or any other service provider) gains a more in-depth understanding of companies participating in the Mentoring Programme before the assistance starts.

· Put more emphasis on ensuring that companies follow through on the support that they receive.  (This might involve putting conditions on the assistance).

· Develop case study material to demonstrate how certain types of business (e.g. smaller businesses in the tourism industry) can benefit from this type of assistance - and, indeed, develop more innovative thinking.
· Introduce more co-ordination across the various event programmes that Scottish Enterprise Ayrshire runs.  (One interviewee pointed out that it is sometimes possible to miss one event by attending another).

· Make NVQ training programmes available to people over 25 years old.

· Make available training in areas such as “negotation skills for management” and “developing customer service relationships”.

7.1
Introduction

Findings from all nine interviews (eight telephone and one face-to-face) that were carried out in relation to the Grow Your Business Through Knowledge programme, listed in alphabetical order within each question, are presented in detail in Appendix H (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A4). 

A complete set of notes on all nine Grow Your Business Through Knowledge interviews has been provided in Appendix N (in Volume V), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 7 is therefore restricted to a synopsis of our overall findings and conclusions.

7.2
Feedback From Service Providers

The Grow Your Business Through Knowledge programme is delivered by Matrix via a combination of workshops and in-company support (historically, the in-company work has been sub contracted to Targeting Innovation).

The key points emerging from the meeting with Matrix (see Appendix D4) were as follows:

· In the current year, the number of workshops has been cut down.  This was a direct consequence of a feeling that, after two years of awareness raising, the approach should be slightly different.  After the launch event in September, there have therefore been only two workshops:

· “Intellectual Assets”;

· “Capturing and Managing Knowledge”.

· 
In addition, there have been two surgeries - one in January and one in February.  Each surgery has involved around seven or eight companies, with each company spending an hour with an expert.  The themes for the two surgeries have been:

· January: Software Patents;

· February: Design and Intellectual Property Relating to Design.

· David McKeran commented that he suspects that the current year will be the last year that Grow Your Business Through Knowledge is run as a Scottish Enterprise Ayrshire programme.  He understands, however, that it is possibly under consideration as a Scottish Enterprise National programme - “If there’s life in it, it will be more on a national level”.

· 
If the programme were to be delivered nationally, Matrix would look at other forms of communication, and not simply workshops - e.g., they would look for exemplars and case studies, and they would also develop appropriate materials.  These might, for example, include “tools” that could be made available to the “mass of companies”, as well as methodologies for mapping out knowledge within a business.

7.2
Feedback From Service Providers (contd)
· 
There should also be more conventional marketing and advertising approaches, to make people aware of everything that was available under the Programme.

· 
A fundamental question that should be asked is “Is this a programme about awareness raising, or is it about real implementation?”.  In the background to this should be an exploration of the link between awareness raising and implementation.

7.3
Background and Underlying Motivation

As expected from  Matrix’s briefing on this programme, the Grow Your Business Through Knowledge interviewees came from various different types of business (e.g. a joinery company, a mental health charity, and a marketing and branding agency).  In common with Matrix’s other programme (Innovation Mentoring / Innovation Workshops), the feedback from these interviewees confirmed that this programme has been primarily promoted by mailshot, and is mainly targeted at senior staff.  Most of the interviewees had participated in the programme within the last 12 months.
Of the two interviewees who had received in-company support on this programme, one had sought this assistance because he had been unable to participate in the Jumpstart programme, while the other company wanted to improve its image and how it differentiates itself from competitors.

7.4
Nature of Participation; Current Status

As illustrated by the following quotes, interviewees’ outlines of the Grow Your Business Through Knowledge events formed a similar pattern to Matrix’s’ Innovation Workshops - i.e., typically comprising a presentation, followed by some form of group exercise:

“Presentations were given by Matrix and their chosen speakers.

These presentations were based on the individual's experience, plus some theory.

This was followed by an activity in which

we each completed a matrix relating to our own company.

There was also a game where some of the theory was put into practice.”
“There were three speakers, each approaching branding from a different point of view.

We had a discussion on how to build and reinforce a brand,

and this was followed by a workshop.

The end of the event was a feedback session,

where there was an opportunity to talk to

one or more of the speakers on a one-to-one basis.
7.4
Nature of Participation; Current Status (contd)
As indicated earlier, only two out of the nine Grow Your Business Through Knowledge interviewees had received in-company support.  The relevant mentors for these two companies were Alison Riddell and Ian Bruce, and the two interviewees’ outlines of this support were as follows:

“Alison visited the company and illustrated in what ways
we were not making enough of their Intellectual Capital.
By working closely with us,
Alison isolated the knowledge that existed within the company.
From this, she was able to develop the company's profile further.”
“The project was to provide new wording for our marketing literature and Web site.”
In both cases, the Matrix mentor worked with a team of people within the client company, and in both companies the mentoring programme has now been completed.  Neither interviewee was able to estimate the cost to his company of participating in the programme, and neither company has had relevant follow-on assistance since completing this programme.
7.5
Outcomes of Participation

Asked what difference their participation in the Grow Your Business Through Knowledge programme has made to their company so far, and what difference they expect the participation ultimately to make, roughly half of the interviewees indicated that it has made (and will make) no difference, while the other half cited a variety of changes and benefits.  These can be summarised as follows:

· drawing up manuals to describe the company’s knowledge and experience in more detail;

· acquiring new contacts and potential clients;

· comparing the company with competitors, and having a fresh look at the market place;

· developing a new image for the company, combined with re-branding.  Also developing the brand through new marketing materials;

· gaining an improved understanding of Intellectual Assets - and, as a result of this, developing a new commercial agreement with a collaborator;

· being able to communicate what the company offers with increased confidence and greater clarity;

· gaining a “foot in the door” on more new projects;

· strengthening the company’s competitiveness;
· becoming tighter on contractual matters.

Asked what they had gained from participation in this programme, compared with their expectations at the start, interviewees were broadly divided into two camps:

· those who had not had any particular expectations at the start;

· those whose expectations were either met or exceeded.

7.5
Outcomes of Participation (contd)
Each of the following quotes illustrates one of the above groupings:

“I had no particular expectations,

but attending the workshops has definitely developed

our understanding of intellectual assets.

We will also be far more tight in the area of contracts in the future.”
“My initial expectation was that this would be very ‘airy fairy’,

but it turned out to be of great benefit.

These differences will result in a tangible cost benefit per hour.”
7.6
Ratings of Key Aspects of Programme
In general, the interviewees indicated that this programme is highly relevant to their companies’ needs.  As illustrated by the following quote, however, there were a few exceptions:
“The Grow Your Business Through Knowledge Programme is partially relevant.
My company benefits from cherry-picking which events they attend.”
For the two companies who had received in-company support within this programme, the quality of service provided by Matrix was regarded as good, although one of the interviewees felt that the consultant could have communicated better with her company’s team - “The consultant missed the point a bit”.  Similarly mixed responses were provided by these two companies when asked about the overall successfulness of the in-company support in terms of meeting their needs:
“It didn’t entirely meet my needs, as I still have to develop the text for the literature myself.

The overall advice will help in the long run, however.”
“Receiving the in-company support has changed our way of thinking.

We are far more assertive and confident when dealing with third parties.”
Although interviewees’ experiences of the in-company support may have been mixed, their views on the Grow Your Business Through Knowledge events were unequivocally positive in respect of event organisation, facilitation and location.  For example:
“Good - there was a nice balance of theory and practical.
It was useful to be able to share experiences with the other attendees.”
“The speakers were organised well, and the workshop sessions
were put together in such a way as to ensure a good mix.”
Interviewees’ feedback on the themes and topics covered at these events was also generally positive, although responses to this question naturally reflected the earlier comments regarding the variability in the degree of relevance of the events.  Topics suggested by interviewees for future events were:

· branding for small companies;

· finance and financial management;

· insurance and licensing.

7.6
Ratings of Key Aspects of Programme (contd)
Finally, interviewees’ feedback on the extent to which the outcomes gained from partcipating in this programme would have taken place if the company had not participated was distinctly mixed.  The message implied by these responses can be summed up as: “Participation in Grow Your Business Through Knowledge can make a difference to the company - typically by focusing attention on certain areas and hence pushing them up the agenda.  But it is not the only means of achieving these outcomes, and should not be expected to yield revolutionary change”.
7.7
Advice for SE Ayrshire and Other Companies

Almost all of the interviewees said that, if another company, similar to their own, were thinking of participating in this programme, they would recommend them to go ahead.  Two of the interviewees, however, added the proviso that it is important to make sure that the themes and topics to be covered by the event are suitably relevant to one’s company before attending. A third interviewee observed that the ability to implement any ideas gathered via participation is as important as the participation itself.
Asked what aspects of the Grow Your Business Through Knowledge programme they would change, and what assistance they would put in place for companies with relevant needs, interviewees made the following suggestions:
· Organise events focusing on financial management.
· Involve international speakers.
· Involve speakers from smaller organisations.
· Provide more business development assistance.
· Carry out an organisational health check on participants, prior to the start of the programme.
· Base the assistance on joint initiatives in which several companies come along with similar problems and can share their solutions.
· Provide events which specialise in the requirements of the voluntary sector.
· Make sure that the partcipants attend all of the events on the programme, and not just one or two.
· Provide one single point of contact between Scottish Enterprise Ayrshire and each company.
· Base case studies more on medium sized companies that have grown from small start-ups, rather than on extremely large companies.
“There is a case for having an international speaker to attend one of the workshops.
It would be very good to have a Canadian, for example,
who could outline the differences between working abroad, compared to working in the UK.
It would also be useful to have a smaller organisation speaking.
A multi-national's experiences go over the head of most of the attendees.
It would be better if a company the size of Laings the Jewellers, for example, were asked to speak.
It would also show that branding is a valid expense for a small to medium sized enterprise.”
“Managing finances for small companies is an area SE Ayrshire should consider looking at.

Another area that is sometimes difficult to find unbiased information on is IT.

This topic should be covered by someone who can speak in a practical manner, whilst avoiding jargon.”
8.1
Introduction

Findings from all four telephone and two face-to-face interviews that were carried out in relation to the Grow Your Business Through Forward Thinking Programme, listed in alphabetical order within each question, are presented in detail in Appendix I (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A5). 

A complete set of notes on all seven Grow Your Business Through Forward Thinking interviews has been provided in Appendix O (in Volume V), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 8 is therefore restricted to a synopsis of our overall findings and conclusions.

8.2
Feedback From Service Providers

The key points emerging from the meeting with Strategem (see Appendix D5) were as follows:

· The Grow Your Business Through Forward Thinking programme is currently in its fourth year with Scottish Enterprise Ayrshire, and is based mainly on a series of events and workshops.

· Iain Grant described the objectives of the programme as follows:

· Stimulating wider thought - trying to take people away from the business, and take a step back to implement what they have gained once back in the organisation.

· Helping business leaders with management development.

· Trying to give the participants tools and techniques which they can apply once back in the business.

· Illustrating the last of the above points, Iain described how one of the workshops involves the participants in developing a one-page strategic plan.

8.3
Background and Underlying Motivation

Interviewees’ responses regarding the nature of their business, their function within the company and how they first came to hear about this programme suggested that:

· The Grow Your Business Through Forward Thinking programme is primarily promoted via mailshots sent out by Strategem on Scottish Enterprise Ayrshire’s behalf.  It is primarily the heads of organisations (Managing Director, etc) who are targeted.

· The programme is promoted right across the Ayrshire business base, without any particular emphasis on a specific sectoral or other form of company grouping.

8.3
Background and Underlying Motivation (contd)
In these respects, the scope and promotion of the programme were precisely as indicated in the briefing meeting with Strategem.

As illustrated by the following quotes, interviewees’ predominant reason for participating in the programme was to improve their ability to manage change within their respective organisations:

“I was keen to grow the business, but was not sure how.”

“My main reason for participating was that my own role has changed.

Until six months ago, I was involved in the day-to-day running of the company,

but now I have moved on to concentrate on strategic business development.
I was also keen to see the specific speakers who were doing presentations at the events,

in addition to which I get a lot out of networking with other companies.”
8.4
Nature and Outcomes of Participation

Interviewees’ descriptions of what the events they had attended involved again tied in with Strategem’s briefing - i.e.:
· Each workshop starts with a presentation on a relevant theme (e.g. “thinking outside the box”).

· The presentation is then followed up by group discussion.

At this point, it is worth highlighting two moderately important issues - namely that -:

· The impression was given that the term “workshop” was a slight misnomer - e.g. one interviewee commented that a group discussion had taken place, although possibly not on a scale that one might describe as a “workshop”.

· From interviewees’ feedback, and also from the information provided by Strategem, it would appear that, although Strategem tried to promote the workshops as a unified programme per se, there has been a tendency for individual participants to attend just one or two events.
These issues are both, to some extent, illustrated by the following quote, which also highlights a third issue - namely that the content of at least one of the sessions was very different from the themes that had been promoted:

“I was disappointed in the sessions that I participated in.

One, which was especially poor, was ‘How to Handle Your Key Accounts’.

Two presentations were given, neither of which were relevant to managing key accounts.

One of the presenters described the growth of his company,

whilst the other one was struggling to present anything relevant.

As a result, I deliberately skipped the next session.

I only attended the final one, as it was already booked.”
8.4
Nature and Outcomes of Participation (contd)
If the six individuals who were interviewed in relation to Grow Your Business Through Forward Thinking are representative of the programme participants in general, their feedback would suggest that, although a minority will have gained insights which have the potential to change the way that they manage or grow their businesses, this programme makes very little difference to the majority of businesses who sign up for it.  Reinforcing this view, only one out of the six interviewees felt that her expectations of the programme had been exceeded, while the other five all expressed a degree of disappointment.  One, in fact, indicated that this applied to a number of the SE Ayrshire activities in which his company had participated:
“Last year was a heavy year for these types of programme,

and my expectations on all of them have really not been met at all.

As well as the Grow Your Business Through Forward Thinking event,

my company has had a Growing Business Review,

IIP assistance, and ‘all manner of things besides’.

All this has been very disappointing,

as none of these things have really made a difference.”
8.5
Ratings of Key Aspects of Programme

Interviewees’ ratings of the relevance of the Grow Your Business Through Forward Thinking programme were strongly coloured by the situation referred to earlier, in which one of the workshop speakers had covered a topic which was significantly different from the advertised theme of the event.  Otherwise, interviewees’ ratings of the workshop events can be summarised as follows:

· The topics are of mixed relevance to the participating businesses.
· The event organisation is generally handled well.
· Likewise, the workshops are generally well facilitated.

· The locations of the workshops are generally suitable for the attendees who are interviewed.

The main criticisms of the workshops, aside from the issue of the speaker covering the wrong topic, was that some interviewees found it difficult to relate the content of the presentation to their own business situations - e.g.:

“The thing I found difficult was to take the areas that we looked at in the workshop

and imagine how they would apply to my own business.”

“What originally attracted me to the programme were the themes and topics.

These were all relevant, and all appeared interesting.

In practice, however, the events I attended seemed
very much geared towards manufacturing companies.
I was also very disappointed that the speaker at the
"How to Handle Your Key Accounts" workshop
didn’t talk about how to handle your key accounts!
(Instead, he talked about ‘How to Handle Your Sales Tunnel’)".
8.5
Ratings of Key Aspects of Programme (contd)
Asked what topics they would like to see at future Grow Your Business Through Forward Thinking events, two of the interviewees unsurprisingly said that they would like an event on “How to Handle Your Key Accounts” at which the speaker actually covered that topic.  Other topics suggested in response to this question were:

· how to cost a new product;
· how to handle new business;
· how to develop key staff;

· how to negotiate for new business;
· how to develop meeting skills.
8.6
Advice for SE Ayrshire and Other Companies

Asked what they would recommend another company, similar to their own, to do if they were thinking of participating in this programme, almost all of the interviewees said that they would recommend the company to attend the workshops.  These recommendations, however, came with the following provisos:
· Before attending, the company should confirm what level the workshop is to be pitched at, and should look carefully at the content.

· Individual workshops should be regarded only as “tasters”, as, in order to gain benefit, the attendees must devote effort to developing the ideas within their own businesses following on from the workshops.

· In order to benefit properly, any company considering participation in this programme should be prepared to commit itself to attending the entire programme, rather than only one or two workshops.
Interviewees also made suggestions on future changes to the Grow Your Business Through Forward Thinking programme, as well as on this general area of assistance.  Among these suggestions were the following:

· Scottish Enterprise Ayrshire should review companies’ requirements, and then develop the programmes accordingly, rather than simply “pushing” the programmes on companies.
· The marketing material should be clearer - particularly regarding the themes to be covered at the workshops.

· Workshops should be made more accessible to people lower down the management structure.

· SE Ayrshire should consider providing similar workshops for in-house teams within individual companies.

8.6
Advice for SE Ayrshire and Other Companies (contd)
· A basic review of the sectoral coverage of these programmes should be carried out (see quote below).
· SE Ayrshire should hold seminars to inform local businesses of what assistance is available.

Two of the above suggestions are illustrated by the following quotes:

“They should make sure that the speaker speaks about what was advertised.
They should also make sure that they cater for the various industries in Ayrshire.  

I am sure that the care sector, plus sectors which include similar types of business 
 - e.g. tourism with bed and breakfast - 
are not at all well covered by the events that are organised 
by Scottish Enterprise Ayrshire, Business Excellence Ayrshire and other organisations.  

It is also good, however, to hear from people from different industries  

- and particularly those industries which have a global reach.”
“Scottish Enterprise Ayrshire should try and develop their communications with businesses,

and then develop programmes which actually address their needs.”
9.1
Introduction

Findings from all five telephone interviews that were carried out in relation to the Business Excellence Ayrshire Programme, listed in alphabetical order within each question, are presented in detail in Appendix J (in Volume III), whose structure essentially reflects the interview questionnaire (see Appendix A6). 

A complete set of notes on all eight Business Excellence Ayrshire Programme interviews has been provided in Appendix P (in Volume V), while a complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 9 is therefore restricted to a synopsis of our overall findings and conclusions.

9.2
Feedback From Service Providers

No briefing meeting was held with Business Excellence Ayrshire in relation to this event programme (see Appendix D6).  Some observations from our attempts to gather a background briefing on this particular programme were, however, as follows:
· Business Excellence Ayrshire appear to have a strong concentration of activities (including workshops) toward the end of the financial year.

· The approach towards promoting Business Excellence Ayrshire’s workshops appears to be based very much on “scatter gun” mailshots.
· The fact that that Business Excellence Ayrshire Web site is approximately 12 months out of date means that this vehicle for creating advance awareness of forthcoming workshops is not being used effectively.
9.3
Background and Underlying Motivation

Interviewees’ responses regarding the nature of their business, their function within the company and how they first came to hear about this programme suggested that:

· The workshops and visits organised by Business Excellence Ayrshire are open to the entire Ayrshire business base, without any particular emphasis on a specific sector or other form of company grouping.  Likewise, these events are attended by people within a diverse range of roles within their respective organisations.

· Attendees have mainly heard about these events through word of mouth, rather than by active promotion by Scottish Enterprise Ayrshire or Businesss Excellence Ayrshire.

Given that the Business Excellence Ayrshire event programme is promoted by mailshot, the latter of the above findings was rather surprising.  Whether it indicates that the mailshots are, for some reason, not reaching their goal, or whether these particular people had attended events which were not promoted by mailshot, warrants further investigation.

9.3
Background and Underlying Motivation (contd)
The diversity of interviewees’ reasons for participating in these events (as illustrated by the following quotes) makes it difficult to determine the nature of the market failure (if any) that the programme addresses: 
“I had never heard of the Six Sigma ethos before,

and was interested in gaining some background on it.”
“I thought it would be interesting to experience

how other types of organisation carry out their business.”
9.4
Nature and Outcomes of Participation

Interviewees’ descriptions of the visits and other events they had attended within this programme varied from case to case.  In broad terms:

· the visits, as one might expect, involve a tour of the site in question, followed by a presentation;

· the workshops comprise a presentation, followed by appropriate participative activity (e.g. a role play exercise, in the case of the Kaizen workshop).
As illustrated by the following quotes, most of the interviewees felt that, while they had found the Business Excellence Ayrshire visits/workshops stimulating and interesting, they did not expect their participation to have much impact on their respective companies, in either the short term or the long term:
“The Business Excellence Ayrshire workshop has made no difference to the company,

but I remember that it was an enjoyable event.

It provided me with some ideas that I might introduce to my own environment at some point.”

“I viewed it more as a day out where I could network with other companies.”
Coupled with the fact that these events generally appear to meet, or exceed, companies’ expectations, this would suggest that, while not exactly revolutionising the Ayrshire economy, they fulfil a useful role amongst SE Ayrshire’s business development programmes (albeit a role which could be fulfilled in various other ways).

9.5
Ratings of Key Aspects of Programme

Feedback from the interviewees would indicate that the visits and other events organised by Business Excellence Ayrshire are:

· very well organised;

· very well facilitated;

· held at venue/locations which are well liked by attendees.

9.5
Ratings of Key Aspects of Programme (contd)
The themes and topics covered by the various visits and workshops were also rated highly by interviewees, although responses to the question regarding the relevance of the Business Excellence Ayrshire programme to companies’ needs would suggest that more focused matching of events with target companies (and individuals) would improve the impact of this programme upon the business base as a whole.  For example:
“I would say that the event was more geared to owners or managers of businesses,

rather than members of staff such as myself.

A lot of the issues discussed were outwith my area of control.”
“It was not quite what I was expecting.

It did, however, provide me with one or two pointers, although nothing concrete.”
A similar issue was raised in response to the question regarding what topics interviewees would like to see at future events.  In this context, two of the interviewees indicated that they would like more visits to companies similar to their own (“a smaller company” in one case, and “a service based company” in the other).  Otherwise:
· one interviewee suggested events on team building;

· another observed that, although events are interesting and useful, the real challenge is to implement the knowledge gained from the events once back in the company.

9.6
Advice for SE Ayrshire and Other Companies

Asked whether they would recommend another company, similar to their own, to participate in the Business Excellence Ayrshire visit/event programme, interviewees responded in various different ways.  The general consensus was that companies should consider attending these and other Scottish Enterprise Ayrshire events - but that, before attending any given event, the company should:

· ensure that the topics to be covered are relevant;

· consider what it hopes to gain from the event, prior to attending.

The question regarding what assistance the interviewees would put in place if they were responsible for planning this sort of assistance within Scottish Enterprise Ayrshire only drew one response (see quote at the end of this section), while the aspects of the programme that interviewees recommended changing for the future included:

· organising more events relating to team building;

· bringing presentations at events to life with practical illustrations from the day-to-day realities of business;

· organising visits to companies to which the attendees would find it easier to relate.  One interviewee, for example, commented that “Sun Microsystems were so advanced that it is difficult to see how we could ever attain what they have achieved”;

· organise visits to more service based companies.

“Some kind of Internet forum could be useful,

 especially in the areas of quality, environment and health & safety.”
10.1
Introduction

A complete set of notes on the three telephone interviews that were carried out in relation to the CAD Workshops programme has been provided in Appendix Q (in Volume V), while Appendix A7 contains a copy of the relevant interview questionnaire.  A complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 10 is therefore restricted to a synopsis of our overall findings and conclusions.

10.2
Feedback From Service Providers

The key points emerging from the discussion with UXL (see Appendix D7) were as follows:

· UXL delivered four workshops based on a high level 3D CAD package (Pro-e Express).  The workshops were all three hours long and were quite intensive, covering areas including:

· 3D images;

· creating drawings;

· animation;

· creating 3D images from 2D images.

· Peter McAleer’s suggestions for potential future re-runs of the programme were as follows:

· Move forward the three companies who attended last year’s workshops as a “cohort”, covering areas such as “route to market” strategies.  (Peter indicated that he had already suggested this to Scottish Enterprise Ayrshire).

· Also think about a new cohort of companies for the CAD training.

· Consider introducing new courses such as Design for Waste Minimisation (e.g. companies can no longer use lead solder). 

10.3
Background and Underlying Motivation

The three participants in this programme hold quite different roles within their respective companies (from Technician to MD), and come from diverse sectors (from manufacturing of switchgear to management consultancy).  One of the three (the management consultant) said that his participation in the programme related to a future business, rather than his current day-to-day activities.  Two out of the three had attended all three workshops, while the third had attended two.

The common motivation of the three interviewees in participating in the CAD Programme was to advance their knowledge and to keep up with technology.  Two had first heard about this programme directly from Scottish Enterprise Ayrshire, while the third had been told about it by colleagues.

10.4
Nature and Outcomes of Participation

All three interviewees’ descriptions of the CAD Programme tied in with our briefing from Peter McAleer of UXL.  In addition to the general description of the programme as involving hands-on experience of CAD, using a particular software package, reference was made to designing one or two trial objects, and then visiting Caledonian University to see these being manufactured using a rapid prototyping system.
As far as outcomes of the programme are concerned, all three of the interviewees indicated that, for one reason or another, they had not yet made use of the knowledge and skills they had acquired.  One of the interviewees however referred to maintaining his current awareness in the long term, while the other two cited:

· making it easier for people on the shop floor to identify a product from a 3D illustration;
· making product development easier, and also enabling the product to be illustrated more easily to potential buyers.

Both of the interviewees who had held expectations prior to the programme said that the workshops compared well with these expectations.  The third interviewee commented that he would not have got round to this sort of training had it not been for this programme.

10.5
Ratings of Key Aspects of Programme

All three of the interviewees indicated that the CAD Programme had been very relevant to their companies’ needs - e.g.:

“Very highly.  

From a personal learning point of view it was very relevant, 

as I work in a high technology organisation.  

The company continually reviews its technology, 

and I have to keep abreast of the state of the art in this area.”
All aspects of the workshops - event organisation, facilitation, location and topics - were rated very highly by all three interviewees.

10.6
Advice for SE Ayrshire and Other Companies

Asked whether they would recommend the CAD Programme to another company who was thinking of participating in it, all three of the interviewees said that they would recommend it, with the added proviso that the other company should be careful to ensure that it nominates the right person - e.g.:

“This would depend on how advanced you are in using CAD software.
If the individual is drawing board trained, then this programme is probably not so suitable.
As long as the individual has computer experience and basic CAD skills,
then this is a useful programme to attend.”
“I believe that you could attend one of these workshops completely blind, and still benefit.
In a company with more than one technician,
it is worthwhile sending as many of them as possible in order to get the most benefit from it.”
To the above, it was added that the course is best suited to people who already have computer experience and basic CAD skills (as opposed to purely drawing board experience).

10.6
Advice for SE Ayrshire and Other Companies (contd)
Asked how they would change this programme for the future, and what programmes of assistance they, themselves, would put in place if they held appropriate responsibility within Scottish Enterprise Ayrshire, interviewees’ suggestions were as follows:

· Organise a workshop based on Solid Works software.
· Organise follow-on actitivies based on the workshops, in order to reinforce the knowledge gained.

· Ensure that all the attendees at any given set of workshops start at roughly the same level of competence and knowledge, so that they can learn at the same pace without holding each other back.

· Investigate the possibility of using the Thomas Institute, which is apparently an organisation which correlates aspects of individuals’ personality/behaviour with the key success attributes that are generally asociated with business start-up.
· Become more aware of the computer skills required in the factory environment, in order to help Ayrshire companies move forward in the area of design and devlopment.

· Make companies more aware of what assistance is available, by sending out a periodic bulletin.

· Provide a database of potential local users of various services.

· Organise a workshop on how to find clients, and how to identify the correct person to speak to within each target organisation.
11.1
Introduction

A complete set of notes on the two telephone interviews that were carried out in relation to the STEP Programme has been provided in Appendix R (in Volume V), while Appendix A8 contains a copy of the relevant interview questionnaire.  A complete list of the businesses interviewed for all eight innovation related programmes - indicating which programmes each business participated in - can be found in Appendix C.

The main purpose of incorporating detailed interview findings as separately bound Appendices, rather than within this main body of the report, was to ensure that the main volume is as user friendly and uncluttered as possible.  The remainder of Section 11 is therefore restricted to a synopsis of our overall findings and conclusions.

11.2
Feedback From Service Providers

The STEP Programme involves the provision of a student placement over the Summer months.  David Gardiner of Alba Smart Thinking (see Appendix D8) did not particularly provide a briefing, but did highlight the following issues:
· The STEP activities in Ayrshire were rather unsatisfactory for Alba Smart Thinking - this was a Summer holiday Student Placement programme, and David Gardiner’s company was called upon to run the programme at very short notice - hence the involvement of only three companies.  

· His company was not satisfactorily remunerated for their involvement.  Basically they did not receive an agency fee; and this was partly because there were only three companies on the Programme, compared with a target of ten.  

11.3
Background and Underlying Motivation

Both of the interviewees who had participated in the STEP Programme were in the food sector (specialising in mail order smoked salmon and sushi for supermarkets, respectively).  Both interviewees were the MD (or equivalent) of their companies, and both had heard about the STEP Programme directly from Scottish Enterprise Ayrshire.

The motivations of the two companies in deciding to participate in this programme were:

· to “test the water” for creating a longer term sales and marketing role within the company;

· to improve the effectiveness of the company’s Web site.

11.4
Nature of Placement; Current Status of Relevant Activities

Both of the student placements covered by these two interviewees took place during the Summer of 2003.  One of the placements focused on improving the visibility (via search engines) of the company’s Web site, while the other involved assistance with sales and marketing (including meetings with a company that had been engaged to develop the company’s sales literature).
In both cases, the student worked closely with the interviewee himself, and in both cases the cost of the placement to the company was £1000.  There was no follow-on activity after the placement period in either case.

11.5
Outcomes of Participation

Both of the interviewees’ companies had achieved improvements as a result of their placements, although one of the companies was finding it hard to sustain this improvement:
“The Web site position improved, but I have not been able to maintain this status since the project ended.   

It has started to slip down the list again.”

“We are about to roll out the sushi to Safeway, nationally.

To date we have simply been supplying into Scottish branches;

but through Lisa’s work, we have potentially won the Safeway contract for nationwide.”

In both cases, the outcomes of the placements have exceeded the company’s original expectations.  In one case the interviewee indicated that the outcomes would not have happened without the placement, while in the other case the interviewee indicated that the outcomes would have happened more slowly. 
11.6
Ratings of Key Aspects of Programme

Both interviewees felt that the STEP Programme had been very effective for their companies, and that it provided a good solution to a particular need.  Asked, subsequently, to rate the quality of service and project management they had received, it was commented that these were not really relevant, as, after the initial contact, the placement was entirely managed by the client company.

11.7
Advice for SE Ayrshire and Other Companies

Both of the interviewees said that they would recommend the STEP Programme to another company if asked.  Both, however, also emphasised that any company thinking of participating should ensure that it was adequately prepared in advance:

“In my case, the whole programme started at the last minute.

It would probably be better for a company to get in as early as possible,

in order to interview a reasonable number of students.

This would increase their ability to select the right student.”

“I would definitely recommend other companies to take on a student.

It is important, however, to define what you want to get out of the project.

Goals should be clearly defined prior to choosing the student.”

Asked for their suggestions for the future operation of this initiative, and for other assistance programmes aimed at addressing similar needs, the interviewees recommended that Scottish Enterprise Ayrshire should:
· ensure that placements are planned carefully in advance - “It is important to get the right student, for the right job, within the right company”;

· assist with provision of Broadband communications.

In this context, it was also commented that, although SE Ayrshire has plenty of schemes offering 

financial assistance (e.g. e-commerce related), many of these schemes are not applicable to all types of business.
12.1
Overall Success and Coherency of Innovation Related Programmes

It is clear from interviewees’ feedback that the various innovation related programmes are generally well run, represent a high level of quality of service, and more often than not provide tangible benefits to the participating companies.  Overall, workshop based activities are highly rated in terms of organisation, facilitation, location and themes, and are useful for providing a grounding in a given topic and for stimulating thought.  In terms of making a lasting difference to companies, however - particularly on a strategic level - those programmes that are based on concentrated assistance for individual companies (such as the Innovation Mentoring Programme) undoubtedly have a more profound effect on the participating businesses.  Perhaps most telling is that, when asked whether they would recommend the programme in which they had participated to another company, if asked, the interviewees more or less unanimously answered “Yes” to this question (albeit, inevitably, adding a range of provisos).

There is no doubt, therefore, that SE Ayrshire’s innovation related programmes have achieved a degree of success in helping local companies to develop.  This, then, poses the question of whether a higher degree of success could be achieved by making revisions to this group of programmes.  Some of the programmes, in particular, have now been running for several years, and it makes sense to ask what direction (if any) these should take in the future.  This applies particularly to Grow Your Business Through Knowledge and Grow Your Business Through Forward Thinking.  The Company Academic Programme, in particular, has clearly lost its way, having drifted somewhat from the original “spirit”, while the assistance provided by Targeting Innovation seems to be having difficulty in finding its way - partly due to a sparse manpower allocation.

The various events and visits organised by Business Excellence Ayrshire, together with the CAD workshops operated by UXL and the student placement programme, STEP, all seem have made a positive contribution to participants’ businesses (bearing in mind that it would be unreasonable to expect revolutionary change as a consequence of attending a workshop).  Judging by the interviewees’ feedback, however, the most effective of the innovation related programmes has been the Innovation Workshops/Mentoring programme operated by Matrix.  This not only received high ratings in response to most of the relevant questions, but appears to deliver tangible benefits on both a strategic and an operational level.

Further expansion on the nature of the various programmes, together with our key findings and conclusions from the interview feedback, can be found in Sections 4 to 11, each of which is devoted to one specific programme.

12.2
Targeting of Companies for Participation

It seems clear that the majority of the programmes covered by this evaluation have been promoted right across the Ayrshire business base, without any emphasis on any specific sectoral or other form of company grouping.  While this may have been appropriate in the initial years of some of these initiatives, there is evidence that this blanket approach is leading to a degree of “initiative fatigue”.  There is also evidence of over-reliance on “the usual suspects”, and in general we feel that there is substantial scope for both “freshening up” the databases that are used for promoting these initiatives.  There should also be more selectivity in which particular companies are targeted for which programmes.

12.2
Targeting of Companies for Participation (contd)
It seems only fair to add that the product development and technology related programmes, in particular (i.e. CAP and assistance from Targeting Innovation), show more evidence of being selective - mainly concentrating on businesses involved in technical activities (including design, development and/or manufacturing of products that are “technical” in some way).  Our comment regarding “the usual suspects” still applies, however.  We would be surprised if recent targeting of Ayrshire companies for these programmes has gone further than scratching the surface, and we would particularly discount the comments made by MTM and Targeting Technology regarding Ayrshire businesses lacking suitable “raw material” for technology/product development.

12.3
Targeting Within Companies; Extent of Team Involvement

Our observations regarding the lack of refinement in the targeting of these programmes apply to individual level as well as to company level.  With the exception of Business Excellence Ayrshire and UXL’s CAD Training, all of the programmes have been promoted largely to heads of businesses (MDs, etc) and other directorial positions.  While this will often be appropriate, we have the impression that this targeting has tended to be automatic, rather than strategic.

Regardless of the original targeting and promotion of the innovation programmes, certain activities lend themselves naturally to involvement by people other than senior management.  The Innovation Mentoring projects, in which we understand that teams of up to 20 people have been involved, appear to have been successful in this respect. These projects therefore represent a useful model for future programmes based on individual company projects aimed at cultivating team behaviour/knowledge.

12.4
Promotion of Programmes and Recruitment of Participants

Arguably, the sheer number of Ayrshire companies who have participated in the eight programmes covered by this evaluation is a measure of success.  It also cannot be stated enough that the effect of these programmes on the Ayrshire business base has, on the whole, been highly positive.  Two important questions must, however, be asked in this context:

· Do these participants represent the cross-section of Ayrshire businesses who could benefit most from these programmes?

· Could more Ayrshire companies have benefited from these programmes without significant additional budget spend?

Both from interviewees’ feedback, and from the details of participants and participation that was provided at the start of the evaluation by the various service providers, the answers to these questions must be “No” and “Yes” respectively.  Why?

· The assistance from MTM and Targeting Innovation - particularly the former - appears to have been promoted to a small, select subset of the Ayrshire business base (the “ususal suspects”, as referred to earlier).  Recruitment of companies to these programmes has exclusively been from direct contact with service providers and Scottish Enterprise Ayrshire executives, apparently without consideration of the broader business base.

12.4
Promotion of Programmes and Recruitment of Participants (contd)
· In contrast, the Innovation Mentoring/Workshops, Grow Your Business Through Knowledge and Grow Your Business Through Forward Thinking programmes have been promoted mainly by repeated mailshot to a broad population of Ayrshire companies.  These mailshots have been effective up to a point, although workshop attendance has been somewhat patchy. On Grow Your Business Through Forward Thinking, for example, very few participants have attended more than half of the workshop programme during the past 12 months.

· Activity on the programmes has been unevenly concentrated on the last two months of the financial year, causing an inevitable drop-off in attendance. This drop-off is due partly to “promotional fatigue”, and partly to this being a busy time of year for many companies in any case.

As an Ayrshire company, Systems Insight has been on the receiving end of this effect in promotional terms.  We have also noticed a tangible impact on interview booking activity, both on this evaluation and the two “sister” evaluations we have carried out for Scottish Enterprise Ayrshire since the start of 2004 (i.e. the New Product Development / Expert Help and Leadership Development Evaluations).  In essence, we have had the impression that, in booking calls for these three evaluations, Scottish Enterprise Ayrshire’s name has often not elicited the positive reaction that we have routinely experienced on previous similar exercises.

· As far as we are aware, telephone follow-up has not been used as an adjunct to the mailshot approach - as it arguably should have been - to address these attendance issues.

· The fact that Business Excellence Ayrshire interviewees generally indicated that they had heard about these events by word of mouth - even although the events were promoted by mailshot - begs questions regarding the effectiveness of this mailshotting activity.

For these and other reasons, we believe there is significant room for improvement in the effectiveness with which promotion and recruitment for these eight innovation programmes is currently handled.

12.5
Integration and Scheduling of Programmes

Some of the issues highlighted by the feedback from evaluation interviewees have boiled down to a lack of integration, or “joined-up” operation.  Among these issues were as follows:

· Although we understand that account and client managers within SE Ayrshire have been suitably briefed on the various innovation programmes, it is evident from the evaluation feedback that not many companies are being fed into these programmes via this source.

· Perhaps related to the above issue, there was evidence from the feedback suggesting that people working with local companies on SE Ayrshire’s behalf often do not reflect the true range of assistance that the organisation can provide.

· More than one Company Academic Programme interviewee had not been aware that the assistance related to a Scottish Enterprise Ayrshire programme.

12.5
Integration and Scheduling of Programmes (contd)
· Promotion and scheduling of the innovation related programmes has been fragmented - e.g. with several of the programmes having their own individual mailshotting programmes.  As well as causing “promotional fatigue” at certain times of year, lack of integration in the scheduling of events can lead to conflicts whereby an individual might have to decide between two “competing” Scottish Enterprise Ayrshire events on a given day.

· The above issue is exacerbated by a tendency towards “backloaded” scheduling of activities on some of the programmes towards the end of the financial year - particularly February and March (as referred to in Section 12.4).  This “backloading” effect has an obvious impact on participation levels at what is a busy time of year for many companies, and applies to workshops, one-to-one assistance and promotional activity alike.

12.6
Market Failure?

Of all the questions posed of interviewees, two in particular were designed to determine whether these innovation programmes address a market failure of some form.  In essence these questions were:

· What was the company’s motivation for seeking assistance within this programme?

· Could the benefits and other outcomes gained from participation have been achieved by other means?


In response to the motivation question, the main themes that emerged were:

· lack of finance for product/technical development work (in relation to assistance from Targeting Innovation and the CAP Programme);

· embracing and managing change (in relation to Innovation Mentoring/Workshops and Grow Your Business Through Knowledge).

A diversity of motivating factors emerged in relation to the Business Excellence Ayrshire workshops - making it difficult to pin down any single source of market failure - while a number of companies on both this programme and CAP had apparently been driven to participate by either SE Ayrshire or MTM, rather than by internal motivation per se.  Again, this made it difficult to determine whether these programmes were truly addressing market failure.

On whether the same outcomes would have been gained without participation in the relevant SE Ayrshire programme, the feedback was very mixed.  This was particularly so in relation to CAP, which is not surprising in view of the various forms that delivery of this programme seems to have taken with different companies.  In fact, the only programme in which the majority of interviewees felt that the outcomes would not have been achieved otherwise (or, at least, in as short a timescale) was Matrix’s Innovation Workshops/Mentoring.

One overall conclusion which however seems clear is that a key factor in identifying and addressing market failure is to appraise the individual needs of the client company, and tailor the assistance to address these needs directly.  Translated into the context of a workshop based programme, this would mean assessing the common needs of a group of companies, and then constructing the workshops accordingly.  By and large, this is something that does not seem to have been done in relation to SE Ayrshire’s current innovation programmes, and we believe that it should be considered for the future.

12.7
Pre- and Post-Programme Support

The ultimate success of programmes like these depends not simply on effective delivery of the programme itself, but also on appropriate support before and after the programme.  From the various evaluation interviews, it is evident that, although programmes such as Innovation Workshops/Mentoring have a degree of built-in continuity between the event programme and 1-to-1 support, there has been a lack of:

· assessment - or, at least, verification - of companies’ situations and needs in relation to programme content, prior to participation;

· follow-on assistance beyond the various programmes - even at the level of, say, a monitoring visit 3 months beyond the end of the programme to assist the company with “the difficult bit” - implementation.

One key factor at the start of any assistance programme is that having objectives - not necessarily formally stated, but at least in the sense of knowing what is required from the assistance - can significantly improve the likelihood of a company gaining tangible benefit.  Of the eight programmes covered by this evaluation, only CAP and Innovation Mentoring appear to have involved objectives being defined at the start of the process.

12.8
Outcomes of Assistance

Arguably the most important questions in the evaluation interviews were those concerning the outcomes of the various assistance programmes - essentially, what difference the assistance had made.  Responses to these questions suggested that:

· The Company Academic Programme no longer generates partnerships between academic establishments and Ayrshire companies.  It does, however, still help companies to speed up or enable progress with the development and marketing of products, and also yields other benefits such as introduction of new R&D disciplines.

· Any tangible outcomes that companies might gain from assistance they have received from Targeting Innovation are unlikely to be evident for some time, but essentially will take the form of enabling product development to proceed.

· Some companies have achieved genuinely strategic advances (chiefly in terms of company culture changes and other forms of innovation) through their participation in Innovation Workshops/Mentoring.

· Around half of the Grow Your Business Through Knowledge participants have experienced improvements, albeit operational (e.g. becoming tighter on contractual matters) rather than strategic.

· Grow Your Business Through Forward Thinking appears to have made little difference to the majority of partcipating businesses

· Companies who have attended the visits and workshops organised by Business Excellence Ayrshire have generally found these stimulating and interesting, but do not expect their participation to have much impact (either short or long term).

12.8
Outcomes of Assistance (contd)
· None of the participants in the CAD Workshops have yet made use of the knowledge and skills they have gained from this programme, although it is clear that these workshops have been successful in upgrading the current awareness of these individuals.

· Both of the companies interviewed in relation to the STEP Programme believe they have achieved improvements beyond what they would have achieved without the student placements.

One general point which, although common sense, has been reinforced by this evaluation, is that programmes consisting purely of seminars/workshops - although useful for provoking thought or providing a basic background awareness of a given topic - tend to be limited in their ability to produce sustained outcomes.  To make a real difference to a company, especially on a strategic level, requires greater depth of engagement, ideally involving concentrated assistance on an individual company level.

12.9
Ratings of Key Aspects of Programmes

While it is quite correct to judge the success of the innovation programmes on what difference they ultimately make to the participating companies, the participants’ own subjective ratings of the key aspects of the programmes should not be dismissed.  Based on these, the programmes cannot be viewed in any other way than as a success:

· The quality of service provided in relation to all four programmes involving 1-to-1 assistance for individual companies was rated very highly.

· Aside from some criticisms of MTM Associates in relation to the Company Academic Programme, these four programmes were also rated very highly in respect of project management and communications.

· The relevance of the Innovation Workshops/Mentoring and Grow Your Business Through Knowledge was rated very highly, while:

· views on the relevance of the CAP Programme and assistance from Targeting Innovation were distinctly mixed (ranging, in the case of CAP, from “vital” to “detrimental”);

· room for improvement was highlighted in relation to both Grow Your Business Through Forward Thinking and the Business Excellence Ayrshire workshops with regard to the matching of events with the situations and needs of target companies

· More generally on workshops, all aspects - organisation, facilitation, venues and themes - were generally rated highly, the only exceptions being that:

· The Big Idea (used for an Innovation Workshop) was found to be rather cold and empty, and therefore lacking in atmosphere;

· it was observed that the format of the same workshop was not conducive to group sessions, giving the impression of attempting to cover as many companies as possible within a limited budget;

· one of the speakers at a Grow Your Business Through Forward Thinking workshop covered a different topic from the one that attendees had been led to expect.

12.9
Ratings of Key Aspects of Programmes (contd)
Asked whether, ultimately, the programmes had met their expectations, only Grow Your Business Through Forward Thinking registered a degree of disappointment.   Apart from CAP and assistance from Targeting Innovation, on which interviewees generally felt they could not comment (either because they had had no expectation as such, or because it was too early to comment), all of the other programmes either met of exceeded interviewees’ expectations.

As a final “double-check” on how useful interviewees had found these programmes, they were all asked whether they would recommend the programme in which they had participated to another company, similar to their own, if asked.  Notwithstanding a range of inevitable provisos (which are weaved into the recommendations outlined in Section 13), the interviewees more or less unanimously answered “Yes” to this question - a response that needs no further expansion.

13.1
Realignment of Innovation Related Programmes

Our main recommendation is to undertake a fundamental replanning and realignment exercise for the programmes that SE Ayrshire operates under the “Innovation” banner (including New Product Development and Expert Help).  Among the key questions that this exercise should address are:

· What sort of companies should these programmes be trying to help (e.g. in sectoral and size terms)?

· What are these companies’ innovation related problems and needs?

· What set of programmes would address a critical mass of these problems and needs, coherently and cost-effectively?

In making this recommendation, we are of course aware that several months could elapse before a new set of programmes for the current financial year was ready for launch.  For maximum benefit to the Ayrshire business base, however, we believe that it would be better to gear up properly for effective delivery from October to March than to rush in to a set of programmes which, of necessity, could be little altered from the 2003 to 2004 programmes.

13.2
Reassessment of Relevant Needs of Ayrshire Businesses

The obvious question in response to the suggestion of a replanning and realignment exercise is “Realignment to what?”.  The answer is that the key reference points for the exercise must be:

· the situations, aspirations and needs of Ayrshire business companies;

· Scottish Enterprise Ayrshire’s economic development objectives and priorities.

Assuming that the latter is a “given”, the key knowledge gap in this context is an up-to-date and balanced understanding of the former.  In order to plug this gap, we recommend two distinct, but complementary, activities: an internal workshop involving relevant SE Ayrshire staff, and a focused survey of a suitable subset of the Ayrshire business base:

· The most accessible “proxy” for the Ayrshire business base, when it comes to determining their situations, aspirations and needs, takes the form of SE Ayrshire’s  account and client managers (and other individuals - such as David Thorpe internally and Bill Faerestrand externally who have dealt directly with companies in an innovation context).

Because of this, we believe it could be highly fruitful to organise an internal feedback workshop involving these people and focusing purely on innovation and technology related programmes.  The overall aim would be to enable informed decisions to be taken about the coming year’s programmes, and the themes for the workshop would include:

· key conclusions and issues highlighted by this evaluation (and by the recent New Product Development / Expert Help Evaluation);

· overlap and commonality amongst the various programmes;

· suitability of current programmes to the needs of account and client managed companies;

13.2
Reassessment of Relevant Needs of Ayrshire Businesses (contd)
· account and client managers’ views on what form innovation and technology assistance programmes should take in the future;

· how best to integrate the promotion of these programmes, as well as the recruitment of participants, in the coming year.

· Naturally, SE Ayrshire staff can only be expected to have knowledge of a limited proportion of local companies.  Even within that population, account and client managers will not necessarily have a full view of companies’ needs from an innovation and/or technology perspective.  In our view, the best way to capture the required view of companies’ situations, aspirations and needs would be to ask them directly, via an appropriate survey exercise (possibly along the lines of the Ayrshire Technology Drivers Company Survey undertaken by Systems Insight on SE Ayrshire’s behalf around three years ago).

As well as improving the effectiveness of the various programmes in terms of making a difference to the local business base, an exercise like this would enable a fresh exploration of the nature and extent of innovation and technology related market failure.  It would also help “freshen up” the targeting of this year’s programmes, by actively seeking feedback from companies who are not “the usual suspects”.
· To complete the picture, we would also strongly recommend Scottish Enterprise Ayrshire to talk to the commercialisation managers/directors at some of Scotland’s universities.  The main aim of this would be to enable an informed decision about the future of the Company Academic Programme, by testing MTM’s perception that commercialisation trends within academia have made partner matching between universities and SMEs impracticable.

We suspect that these discussions would also be likely to yield spin-off benefits by highlighting unexpected opportunities and providing an insight into universities’ perspectives on working with the Scottish Enterprise Network.

Subject to the outcomes of any review and planning activities along the lines of those suggested in Sections 13.1 and 13.2, our views on the future roles of the eight programmes covered by this evaluation are as follows:

· As indicated in earlier sections, the Company Academic Programme has - rightly or wrongly - drifted significantly from its original role, which was to help companies establish and benefit from partnering with academic institutions.  A fundamental review is now urgently required; and above all else this, this should consider the basic requirement for a programme of this type.  Does SE Ayrshire believe, for example, that a programme loosely along the lines of what CAP has now become - concentrating more on partnerships between companies than with academia - should have a permanent place in its portfolio of innovation related assistance?  Or, as suggested in Section 13.2, should there be a return to a programme more in the spirit suggested by the title “Company Academic Programme”?

13.3
Redefining Roles of Existing Programmes
· Although it seems clear that Targeting Innovation are generally fulfilling their role competently and to a satisfactory quality of service, it is clear that the allocation of resources to this activity is inadequate.  Bearing in mind both this and our related conclusions from the New Product Development / Expert Help Evaluation, we believe that there should now be an overall review of resources, roles and objectives, covering all of the programmes that relate to product development and technology innovation.  We suspect that a rationalisation of roles could yield a more satisfactory solution overall for the Ayrshire business base.

As part of this review, consideration should be given to whether there should now be a return to a fully fledged innovation/technology counselling service.

· As indicated in Section 12, the Innovation Workshops/Mentoring programme operated by Matrix appears, in various ways, to be the most successful programme covered by this evaluation.  Apart from a slight concern about an apparent marketing bias in Innovation Mentoring projects, we feel comfortable about this programme continuing to have a role within SE Ayrshire’s portfolio of business assistance.

· The future presence of the two “Grow Forward…” programmes is more open to question.  Grow Your Business Through Knowledge appears to have filled a useful and thought provoking role up until now, but in our view should only be retained if a fresh twist can be formulated on the underlying theme.  More importantly, SE Ayrshire should satisfy itself that any reinvention of this programme addresses high priority business needs (and not simply “the icing on the cake”) before committing further budget to it.

· Grow Your Business Through Forward Thinking is, of course, a workshop-only programme.  For this and other reasons (such as most participants only attending one or two events in the workshop programme), its effect on the businesses in question appears to have been limited.  All things considered, this may be the right time for SE Ayrshire to drop this particular programme from its portfolio.

· The other three programmes - Business Excellence Ayrshire events, CAD Workshops and STEP Programme - were all highly rated and appear to have played a useful role.  For the future, the key issue concerning these programmes is strategic fit.  Their presence in the coming year’s innovation related assistance programmes should be determined primarily by the strategic replanning/realignment exercise recommended in Section 13.1.

13.4
General Issues

· In future innovation programmes, any temptation to shift the emphasis away from assistance for individual companies and towards more workshop events should be resisted.

· More effort should be applied (e.g. by telephone “chasing” calls) to ensuring that companies and individuals who sign up to a given assistance programme make all efforts to participate in all of the relevant events and other activities.

At the same time, there is no inherent reason why a series of thematically unconnected events should be promoted as a unified programme.  (Perhaps Grow Your Business Through Forward Thinking, for example, should have been planned from the start as a series of individual events).

13.5
Workshop Related Recommendations

· When planning this year’s workshop programmes, the themes and topics considered should include the following suggestions from interviewees: 

· branding for small companies;

· developing customer relationships;

· entrepreneurship;

· finance and financial management;

· how to handle key accounts;

· how  to handle new business;

· how to cost a new product;

· how to develop key staff;

· how to find clients (both organisations, and individuals within them);

· insurance and licensing;

· meeting skills;

· negotiation skills;

· team building.

· Consideration should also be given to the suggestion of organising more visits to smaller companies.  Most Ayrshire businesses can relate more closely to SMEs than, for example, multi-nationals such as Sun Microsystems.

· Another means of improving the extent to which participants can relate to visits, workshops and other events is to make more use of case study material focusing on local SMEs.

· Design of this year’s workshop programmes should take account of participants’ expectations that an event billed as a workshop should incorporate genuine interactivity, and not simply a presentation followed by a group discussion.

· Bearing in mind the dissatisfaction caused when a Grow Your Business Through Forward Thinking speaker based his presentation on the wrong topic, care should obviously be taken to ensure that presentations at future events match the themes highlighted in promotional activities.

13.6
Advice and Assistance for Individual Companies

· As well as product development support - both to turn ideas into products and to bring projects closer to a finished state - consideration should be given to providing/increasing support for individual companies in the following areas that were suggested by interviewees:

· business development in general;

· business finance;

· business premises;

· financial management;

· market research;

· marketing;

· training.

13.7
Targeting of Companies for Participation

· As indicated earlier, a blanket approach towards promotion of innovation related programmes (e.g. as employed in the mailshotting activities for the Grow Your Business Through Knowledge, Grow Your Business Through Forward Thinking and Business Excellence Ayrshire events) is unlikely to be either appropriate or effective.  Each programme has its own natural audience, and niche marketing principles apply.  For these reasons, and also because of the “promotional fatigue” which has evidently resulted from recent blanket mailshotting, we strongly recommend a more refined, strategically driven approach to targeting of this year’s programmes. 

· Specific efforts should be taken to avoid continual targeting of “the usual suspects”, particularly in product developmnt  and technology related programmes.

· The suggestion that certain sectors are under-represented in both the targeting and the content of the innovation programmes warrants further investigation.  Specific sectors cited by interviewees were tourism, social care and the voluntary sector.

13.8
Targeting Within Companies; Extent of Team Involvement

· Both on a programme level and an individual level, promotional and recruitment activities for future innovation related programmes should not simply be aimed at director level and equivalent.  Instead, the targeting of each programme should be driven by strategic thinking regarding what levels/roles would benefit most from attending.

It was suggested by interviewees that workshops, in particular, would be more accessible to people lower down the management structure.

· 
One theme emerging from the evaluation interviews was the need to think about how to encourage knowledge sharing and ideas generation within companies.  When designing next year’s innovation programmes, specific thought should therefore be given to the role of team-based activities. 

13.9
Co-ordination and Promotion of Programmes; Recruitment of Participants

· As indicated in Section 12, feedback from the evaluation interviewees highlighted a strong need to improve co-ordination across the various event programmes.  Added to this, we believe that companies’ receptiveness to these programmes - and, hence, the effectiveness of recruitment activities - could be improved significantly by co-ordinating the scheduling and promotion of all of the innovation related programmes (including New Product Development and Expert Help).

· One specific idea that should be given serious consideration is the introduction of a single event diary covering all of these programmes, and this should probably be disseminated both online and via mailshots - perhaps as part of a more comprehensive newsletter or bulletin which also provides more general information on the relevant programmes.

As well as addressing the co-ordination issue, a diary/bulletin would also address the comments made by various interviewees regarding the need to improve local companies’ awareness of what assistance is available.

13.9
Co-ordination and Promotion of Programmes; Recruitment of Participants (contd)

· Promotional mailshots should be followed up by telephone, partly in order to maximise attendance at events and partly to ensure that the “right” people within each company attend.

· For individuals who have committed to a linked series of events, telephone confirmation calls should be employed prior to each event to ensure that the programme does not suffer from dwindling numbers (and therefore has maximum effect on the participating businesses).

· Specific measures should be taken to ensure that promotion and scheduling of workshops, individual companies’ projects and other activities are not unduly “backloaded” to February and March.

· Efforts should be made to find out why account and client managers are apparently not playing a significant part in recruiting companies to these programmes.

· Steps should be taken to ensure that everyone working with local companies on SE Ayrshire’s behalf reflects the full range of assistance that the organisation can provide.

· It is also important that everyone working with local companies makes it clear when assistance is provided with SE Ayrshire support (whether or not within a formal programme per se).

· Interviewees’ suggestions on promotion of the innovation programmes included:

· holding seminars;

· ensuring that the promotion and content of workshops are linked - in particular, ensuring that presentation topics are clearly emphasised in marketing materials, and are then adhered to by speakers);

· developing case study material to demonstrate how particular types of business can benefit from this type of assistance;

· in particular, basing case studies on medium sized companies that have grown from start-ups (rather than on extremely large companies).

13.10
Addressing Market Failure

· In addition to the market failures and business needs identified via the activities suggested in Section 13.2, the two main sources of market failure highlighted by this evaluation - lack of finance for product/technical development work, and embracing and managing change - should be taken into account in the coming year’s innovation programmes.

· Once again using the outcomes of the activities suggested in Section 13.2 as far as appropriate, the process of designing workshops for the coming year’s innovation programmes should, as far as possible, include:

· identification of groups of companies with common needs;

· formulation of workshop themes and agendas to address those needs;

· focused promotion to companies within those groups.

13.11
Pre- and Post-Programme Support

Findings from the evaluation interviews suggested that the overall effectiveness of these programmes could be increased significantly if various additional measures were introduced at the start and end of each company’s participation.

The measures that should be considered for the start of relevant programmes are:

· ensuring that service providers gain an adequate understanding of client companies’ situations and needs;

· stressing to companies that, before embarking on one of these programmes, they should ensure that they are clear on what the programme is about, what assistance is available, and that the content and level of the programme (including workshops) are appropriate to the needs of the company and its proposed participants;

· encouraging companies to define objectives at the start of their participation (or, at least, to work out what they want to gain from their participation);

· for individual company projects:

· 
ensuring that there is adequate buy-in from senior management;

· 
ensuring that the company is likely to be in a position to implement the outcomes of the assistance; 

· for group activities such as workshops, ensuring that all companies/attendees are starting from roughly the same level of competence and knowledge.

The measures that should be considered for the end of (and following on from) relevant programmes are:

· a post-programme check-up for companies who have had 1-to-1 assistance;

· more follow-up of workshop themes with individual participating companies (to reinforce knowledge gained);

· more assistance for individual companies on. how to implement the knowledge gained from the events once back in the company;

· more emphasis on ensuring that companies follow through on the support they receive.

13.12
Securing Participation in Future Feedback Activities

· At the earliest opportunity, SE Ayrshire should write to all of the companies who participated in this evaluation exercise to thank them for their contribution.

In view of the “promotional fatigue” that was uncovered by this and related evaluation exercises, it would also be worth writing to all of the participants in the various innovation programmes, highlighting some of the key outcomes from this evaluation and outlining the main changes that SE Ayrshire plans to introduce in the next run of the programmes.

13.12
Securing Participation in Future Feedback Activities (contd)

· Last, but not least, it should not be forgotten that those companies who have gained tangible business benefit from participating in these programmes provide an excellent basis for case study material.  We therefore recommend:

· reviewing the notes on the evaluation interviews;

· identifying potential success stories;

· recontacting selected companies to gather further relevant information.  (An evaluation interview may have obvious similarities with a journalistic interview, but the goals - and hence the information gathered - are quite different);

· developing promotional and awareness raising materials as appropriate.
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