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1. INTRODUCTION

1.1 CONTEXT AND PURPOSE OF REVIEW

This Learning Review (the Review) has been undertaken by the SE Evaluation team in conjunction with Malcolm Watson Consulting.  It was commissioned to formalise and record the learning from the Pilot Global Companies Development Programme (PGCDP), a Network response to the issues and challenges facing Scottish SMEs seeking to compete effectively in the Global market.  The pilot programme was initiated using a small and newly established executive team and had limited resources.  The pilot also required to be delivered over a compressed timescale, to allow feedback to the SE Board and a decision on subsequent implementation of the programme.

It should also be noted that some of the learning from the pilot has already been incorporated in the design and delivery of the current phase of the Global Companies Development Programme (GCDP).  Given this context the core objective of the Review was to:

assimilate, interpret and disseminate the learning experienced by the Network in the design, implementation and monitoring of the PGCDP.

This required the Review process to consider:

· the additional benefits generated by the PGCDP , on the basis of the case study data;

· how Network activity and behaviour has changed as a result of the implementation of the PGCDP; and

· experiential learning relevant to the GCDP and other Network interventions.

The brief and specification for the Review recognised that it was not intended as a technical evaluation of the PGCDP and would limit primary research to discussions with Network Executives and their consultants.  This approach reflected the fact that a technical evaluation would be problematical and not resource efficient given the:

· lack of baseline data from the participating companies from the date of their first involvement on the PGCDP;

· changes in personnel within the companies over the period of intervention; and

· accepted generic difficulties in attribution of quantitative outputs to interventions of this type.

However, we have reviewed case studies prepared by the Pilot programme consultants, who have also provided assessments of individual company performance before and after involvement on the programme. We have also made specific recommendations on the structure of, and core indicators to be used in, a Monitoring Framework for current and future iterations of the GCDP.

It is important to interpret the findings of this review with an understanding of the nature of the PGCDP – and specifically that it:

· was a pilot programme based on original research;

· preceded the adoption of global aspirations for Scottish Companies within SE’s Strategic Environment (now a key component of Smart Successful Scotland);

· sought  to develop an inclusive Network approach to further assisting companies which were already key clients of their LEC business development teams;

· was delivered by a small, and newly established team of four within SEN;

· employed consultants to deliver some of the key activities;

· relied on the LECs to do much of the subsequent implementation; and

· was implemented over a tight timescale to allow feedback to the SE Board.

The outputs from this Review have been focused on adding value to the economic development process by assessing how the GCDP and other Network interventions can be made more effective, efficient and customer focused.  We have been concerned with identifying process and learning issues which, when resolved, will generate customer relationships that are more productive for the client companies and deliver maximum benefits for the Scottish economy.  In doing so we have explored issues that go to the heart of the interaction between the SE Network and High Growth SMEs.

1.2 METHOD

The objectives and outputs required from the Review established the method, which involved:

· A review of the available case studies on each of the PGCDP companies as prepared by the implementing consultants;

· Desk research on the evolution of the PGCDP;

· Primary research using structured discussions with the GCDP team and all available Account Managers for the PGCDP companies; and

· Discussions with, and review of data provided by, the PGCDP implementing consultants.

Al interviews with Network executives were undertaken on a non-attributable basis to allow for a full and frank expression of opinions and issues.

The draft report on the Review was presented to the Global Companies Director and Team and the conclusions discussed prior to issuing of this final report. 

1.3 APPLICATION OF FINDINGS

It is our intention that the findings of this Learning Review should be used to:

· refine the ongoing implementation of the GCDP;

· establish a framework for the future monitoring and, in due course, evaluation of the GCDP;

· provide for a process of continuous improvement of the GCDP;

· refine the design and implementation of other Network approaches to delivering customer-focused assistance; and

· contribute to the Business Transformation process through informing the debate on delivering Network assistance to high growth companies with global ambition.

For this to occur it is essential that the Key Learning Points from the Review and Critical Success Factors of the PGCDP are disseminated across the Network.  This will be achieved in part through the targeted presentation of the report findings but also by the placing of a summary document on the SE Intranet. 

1.4 STRUCTURE

The remainder of this Review Report is structured as follows:

· Section 2 presents the strategic context and charts the evolution of the GCDP from research through strategy development to pilot and current implementation.  The Section also describes the PGCDP process and key activities;
· Section 3 provides an insight to the PGCDP companies and presents summary data on their performance and key issues;
· Section 4 presents the feedback from the implementation of the PGCDP and considers the issues raised during the interview programme, their implications and learning; and
· Section 5 summarises the findings of the Review and concludes on the  effectiveness of the PGCDP.  It also summarises programme-specific and Network learning points and any appropriate actions.
2 STRATEGIC CONTEXT AND EVOLUTION

2.1 INTRODUCTION

This chapter provides an overview of the GCDP and its evolution from a research proposal through strategy development, implementation of the pilot programme to the current iteration of the GCDP.  This component of the Review is important because it establishes the rationale for intervention and the original objectives of the programme.  The effectiveness of the programme can then be considered in the light of what was intended at the outset.

Figure 2.1 (Appendix 1) presents the evolution of the intervention as a timeline and Sections 2.2 – 2.3 describe the evolutionary process up to the inception of the PGCDP.

2.2 INCEPTION AND RESEARCH

The implications of the emergence of global markets for Scotland’s SME base was first raised in 1998 by the then Chief Executive of Scottish Enterprise, Crawford Beveridge.  His query led to the approval by SE Board of a research programme, the Global Companies Enquiry.  This was one of three strategic research pieces commissioned by the Network at this time, the other two being focused on the Commercialisation of Research and the Business Birth Rate.

Seven core research questions were posed by the Global Companies Enquiry.


Answers to each of these questions were provided in the summary research findings published in September 1998. 

The research programme adopted a definition of a global company, which was refined over the research period to: 

“A company, directed from Scotland and above a minimum size for its sector, which carries out a large part of its business across international boundaries. It must also have a relatively large or growing market share and keep a strong competitive position over a long period.”

The enquiry identified some key characteristics of successful global companies derived from analysis of Scottish and international global companies.


It should be stressed that these characteristics related to a group of already successful Scottish and international companies which were mainly non-SMEs.  They did however represent the scale of ambition and ultimate achievement anticipated from Scottish SMEs with global market potential.  

Global Companies were considered to be important to the Scottish economy not least because 16 of those identified provided 0.8% of GDP and 1.2% of employment.  There was, however, also a series of qualitative issues which emphasised the importance of Global companies to the development of the Scottish economy. 


Conclusions on Scotland’s relative performance against comparator regions and countries were less prescriptive given difficulties in reconciling the available data sets.  However, the available data did suggest that Scotland had a reasonable performance when reviewing its stock of global companies but had not added to this stock in recent years, unlike a number of comparator areas.

The research was also less conclusive on the potential of Scotland to generate Global companies.  Encouragement was however drawn from the identification of more than 50 emerging or aspiring global companies during the course of the enquiry.

The enquiry also identified a series of enablers of global company development from analysis of the other regions studied.  It also noted that these enablers were less well developed in Scotland than elsewhere.


Whilst these findings are well documented elsewhere we consider it important that they are presented again here because they define the essence of the perceived market failure upon which the strategy and the PGCDP were predicated.  

The enquiry concluded that the research findings should inform the development of a strategy to encourage an environment in Scotland within which global companies could flourish.

2.3 STRATEGY DEVELOPMENT

Global Companies – A Strategy for Scotland was published by SE in April 1999.  The strategy had been previously approved by the SE Board.

The working definition of a Global Company used during the enquiry was extrapolated in the Global Companies Strategy Document into the series of criteria and measures presented in Table 2.1.  

	Table 2.1: GLOBAL COMPANY – DEFINING CRITERIA

	Essential Criteria
	Measurement

	Mission
	A Clear mission statement that the company has significant international ambitions

	Aims
	Aims which can be measured, showing ambition to work or market on two or more continents

	Size
	Over £5million turnover

	International Markets
	Sales on at least two continents. A minimum 30% turnover from overseas

	Overseas operations
	The following must apply on at least two continents:

· employment

· assembly

· manufacture; and

· distribution channels

	Scottish headquarters
	Chief Executive based and board meetings held in Scotland. Overall operational control here.

	Strategic independence
	Strategic decision making in Scotland 

	Growth
	Five year turnover growth

	Influence on markets
	Global market share

Global brands

	Integration of operations
	Operational control or brand management on at least two continents.

	Non-essential criteria
	Measurement

	International recruitment 
	Significant numbers of non-home nationals at senior managerial level

	International sourcing
	Company looking for suppliers worldwide

	Taken from: Global Companies. A Strategy for Scotland.  Scottish Enterprise: April 1999


On the basis of these criteria companies were found to fall into three categories.  These were:

· mature, or fully global companies which met all of the necessary criteria detailed in Table 2.1;

· emerging global companies which met some of the criteria, showed evidence of meeting the other criteria and may have been at a transitional stage; and

· potential global companies which met a limited number of the criteria (and at a minimum Scottish strategic control and global mission) and were still some way to meeting the other criteria.

The strategy was trailed as providing actions for companies in each of these categories and its aims and strategic directions were developed accordingly.



Whilst it is not appropriate here to look in depth at the policy issues and actions proposed under each of these directions they can be found in the original strategy document.  The PGCDP was introduced in the Strategy as the primary early action to begin the implementation of the strategy. It was not tied specifically to a single 

Strategic Direction but was to be focused on “emerging global companies” and was to provide “case study material for future programmes”.  It was also stated that “linking companies with each other and exchanging information will be important to its success”
The SE Board approval paper for the PGCDP was more specific on the objectives, process and anticipated outputs from the Pilot. The objectives of the PGCDP were stated as addressing a series of market failures which had caused under-performance in the development of Global Companies in Scotland.  The paper asserted that the relatively low numbers of global companies in Scotland was evidence of Market Failure and the PGCDP would help address this by:

· Providing Access to information. 

· working to develop the group of pilot companies to work together through the process; 

· facilitating access to the right financial resources (private sector); 

· making connections to the EU and SOEID to access current public sector funding and alliance development. 

· promoting learning and its exchange within pilot companies; between companies; between companies and SE; and amongst SE participants will also reflect this.

· Increasing the scale of activity. 

· helping companies elucidate the real scale of operation that is needed for successful overseas operation and helping them to achieve it

· enabling the company to overcome problems of risk-aversion in ‘toe-dipping’ rather than sufficient scale.

· Accelerating activity. 

· helping companies accelerate their globalisation activities by accessing new markets and new facilities overseas.  

· accessing management education, at home but especially overseas.

· Improving access to public goods 

· assisting spending on R&D which might be sub-optimal without public support as the results of the research can rarely be completely exclusive to the innovator. 

· Externalities.  

· helping companies, as a group, address similar problems generating positive externalities not only for the companies in question but also other Scottish companies they engage with, including the next generation of Scottish global companies.  Being able to exploit these activities and their learning will bring more benefits to the economy than working with companies on a one-by-one basis.

The PGCDP was forecast to generate a series of short term and longer term benefits for the participating companies. These were identified as:

· Short Term

· Increasing international trade activity: trade missions, investigating overseas opportunities and increasing numbers of alliances and joint ventures;

· Increasing application of management education to the business at home and overseas

· Heightened e-business activity

· Increased involvement in Scottish and international Networks

· Increases in Company value

· Ongoing increases in knowledge capture and application within the Company

The PGCDP was also forecast to provide organisational development benefits to SE by improving the Network’s capacity to deal confidently and directly with companies on globalisation in a bespoke manner.

Longer term benefits identified related to numbers, size, value and extent of international operations and networking of global companies based in Scotland. This in turn would generate significant increases in employment.  

In retrospect we would consider that the objectives of the PGCDP lacked specificity in relation to the actual activities undertaken during the programme.  They related to more fundamental market failures but did not clearly specify how the PGCDP activities and outcomes would  address those failures and facilitate market adjustment. The short term benefits of the PGCDP were couched in largely qualitative terms and we would suggest that attribution of these to the PGCDP process and activities might be problematical.

2.4 STRATEGIC CONTEXT

The importance of global companies is re-stated in the strategy document and linked to the core Innovative Far Sighted Organisations Aim of the SE strategy at that time. At the time of evolving the Global Companies Strategy, SE was also devising and beginning implementation of a series of Cluster operating plans.  The clusters approach is referred to in passing within the Strategy but is not clearly linked to either the clusters research or approach.

In relation to the Network’s current strategy Global Companies are a cornerstone of the Scottish Executive’s Smart Successful Scotland. One of the three strategic priorities for a Smart, Successful Scotland is the fostering of Global Connections with Scotland as a Globally Connected European nation.  Within that priority one of the  key challenges is stated:


2.5 SYNTHESIS

It is clear from the foregoing that Scottish Executive and SE policy remains clearly focused on generating more global companies headquartered in Scotland.  The PGCDP and the existing GCDP are a key intervention aimed at implementing this policy objective.  

We would have anticipated a clearer and direct linkage between the objectives of the Global Companies Strategy and the Clusters approach adopted by SE and endorsed by the Scottish Executive in Smart Successful Scotland.  We would consider the pre-existence of established and emerging global companies to be a defining characteristic of a functioning cluster and would anticipate a high proportion of companies selected for the PGCDP to have been identified by the Cluster Teams.

We further believe that the rationale for intervention to generate more global Scottish companies is well founded and complements interventions to encourage cluster development and secure foreign direct investment to Scotland.  Our review does however suggest that the specific interventions are not clearly aligned with the strategic aims or directions, although it is accepted that the PGCDP was a pilot intervention designed to extract learning about the client base and the assistance it required.

2.6 PILOT GCDP PROCESS

The PGCDP process is illustrated in Figure 2.2 (Appendix 1), and described in the following paragraphs. 

The identification of companies was in part informed by the Global Companies Enquiry research and the evolution of the strategy document.  The research had identified a number of emerging global companies and these were obvious candidates for inclusion in the Pilot.  However the GC team also requested suggestions from the LEC Business Development Directors (some of whom had been involved in the Strategy development) and the Clusters teams.  The response from this call for potential participant companies was sporadic and the GCT selected a short list from their own knowledge and the information provided to them.  Consultations with the team suggested that there had been some degree of “pre-selection” of companies driven both by superior knowledge of these companies from the research phase and an imperative to commence the pilot programme. Consultations further suggested that the definitional criteria identified in Table 2.1 were not rigidly or methodically applied during the selection process, although selection was consciously geared towards identifying emergent global companies.  It was also the case that the members of the GC team had acquired, through the research programme, a level of informed intuition as to how a potential global company might present itself.

Following the selection of the companies an approach was made to the company at Chief Executive level.  Generally this approach was made by the Consultants appointed to implement the programme, ideally with the knowledge and assistance of the LEC Account Manager (AM) for the Company.  We were made aware, during the course of our consultations, of a number of situations where the AM was unaware that an approach had been made to the company.  In all instances this was down to a communications failure either between the Consultants and the AM or the AM and the GCE.  In mitigation the GCEs and the Consultants were under time pressure to deliver the Pilot programme.

Following a successful approach an inception meeting was arranged to which the Senior Management Team from the prospect company, the Consultants, the AM and the GCE were invited.  This meeting was primarily designed to explain the GCDP to the prospect and secure their buy-in to the programme.  However, it also served to provide the SE team with more information on the company and the management’s commitment to global market development.  Again there were several instances where the LEC AM was unable to make this meeting.  This tended to be due to the logistics of arranging diaries within the required timescales and the Consultants were understandably reluctant to postpone meetings where the Company Management Team was available but the AM was not.

Following a successful inception meeting the company embarked on a Strategic Review process undertaken by the Consultants and observed by the AM and GCE. This process considered the Company’s:

· Existing strategy and business plan

· Management vision, capabilities and dynamic

· Products and innovation capacity

· Markets, distribution channels and alliances

· Systems and ICT 

· Finance 

· Staff development and recruitment

Following this strategic review the Consultants agreed an Action Plan with the company. This plan also required the approval and endorsement of the GCE and in particular the AM who would be responsible either directly, or through the appointment of advisors, for its implementation.  A number of AMs advised that the production of the Action Plan was often the trigger for their direct involvement in the GCDP process.  Several had felt it necessary to “take charge” of the process at this point in order to ensure delivery and continuity of the AM relationship with the company.  Before this point they had considered themselves “once removed” from the process.  This was not however a universal experience and a number of AMs remained close to their companies throughout the process.

At the point of delivery and agreement of the implementation route for the Action Plan the GCEs were required to conduct a closure meeting with the company.  Several of the GCEs considered this to be difficult and unnecessary procedure and it is apparent from the actions of some of the companies on the PCGDP that they wish continuation of dialogue and input from the GCE, sometimes in preference to the AM.

Our consultations over the PGCDP process highlighted a series of learning points arising from issues in relation to:

· roles and responsibilities

· communications between all of the involved parties

· customer perceptions and relationship management and

· network approaches.

These issues, their implications and the associated learning are addressed in Section 4.

3 CLIENT COMPANIES

3.1 INTRODUCTION

This chapter provides an overview of the available case study and baseline information on the 10 client companies selected for the PGCDP.  The data is analysed to assess the profile of the pilot group and provide feedback, where the case study evidence allowed, on the extent to which the companies:

· met the criteria for selection;

· reflected the market failure issues identified in the strategy and supporting research; 

· could contribute to the outcomes anticipated for the PGCDP

3.2 PILOT COMPANIES PROFILE

Ten companies were selected for the pilot programme.  Their location across the Network is shown in Figure 3.1 (Appendix 1).

One of these companies chose at an early stage not to proceed with the programme. Pro-formas providing key information extracted from the case studies for each of these nine companies have been collated in a separate volume.  Of these remaining nine 4 did not complete the programme.  Consequently data analysis is limited to 5 of the original 10 companies.

An immediate and fundamental issue for the Review is the extent to which the 50% completion rate from the initial 10 pilot companies reflects:

· insufficient screening of companies prior to selection;

· the market and operational dynamics of high growth companies seeking to operate globally;

· the utility of the PGCDP processes to the non-completing companies.

We consider the reasons for non-completion of the programme further in Section 3.4.  The following paragraphs and associated tables and graphics present the key facts for the completing companies.

The average and total turnover and employment for each of the pilot companies on commencing the PGCDP is presented in Table 3.1. This information has been taken from monitoring reports prepared by the implementing consultants. 

	Table 3.1: Turnover & Employment at start of PGCDP (Mid 2000)

	Turnover (£m)
	Employment 

	Total 
	80,300,000
	Total
	776

	Average
	16,060,000
	Average 
	155


Source: Strategem Monitoring Reports. Based on 5 companies completing the PGCDP.

These figures mask some variations in the sizes of the companies.  One of the participating companies was responsible for 73% of the total turnover and 45% of total employment.  The smallest company completing the programme had a turnover at the start of the programme of £3.8m.  Turnover per employee also varied significantly from £170,000 to £20,000.

3.3 PERFORMANCE MONITORING AND ATTRIBUTION

The corresponding figures for these 5 companies at first Review (end 2001) are set out in Table 3.2, and are very encouraging.

	Table 3.2: Turnover & Employment at First Review (End 2001)

	Turnover 
	Employment 

	All Companies (£)
	98,400,000
	All Companies
	882

	Average (£)
	19,680,000
	Average 
	176

	Growth (all companies) 
	22.5%
	Growth (all companies)
	13.7%

	Growth (average per Co.)
	47.4%
	Growth (average per Co.)
	20.0%


These figures demonstrate high rates of growth.  Comparison with trend data for other UK/World companies in their sector would assist in identifying whether this growth was exceptional.  Also, greater detail on the source of turnover growth (in terms of both overseas sales and sales from business units based overseas) would highlight the contribution of a globalisation approach to the enhanced performance.  

It is also encouraging to note that the highest rates of growth are amongst the smaller companies with one increasing both employment and turnover by 50% in this period.  

Clearly there will be issues of attribution of performance enhancement to the PGCDP process and subsequent actions. These can be partly addressed through the testimonials provided by the companies, although we accept that there are real difficulties in attributing quantitative improvements to organisational developmental activity.  Strictly speaking it should also be noted that only two of the pilot company chief executives are featured on the testimonials CD. 

However, demonstration of a consistent trend of engaging and working with companies which outperformed their competitors and progressively attained more of the defining characteristics of a global company would be sufficient to infer positive impact. 

We consider that the monitoring data sheets now being produced by the consultants are a useful tool to indicate of the quantitative and qualitative progression of the companies, for use on an ongoing basis.  We would however suggest that companies on the programme need to be reviewed regularly against the defining criteria established by the team (Table 2.1) to assess the longer-term impacts of the programme and other GCT activities in generating global Scottish companies. This 

will also assist in tracking progress towards achievement of the original strategic objectives.

3.4 NON-COMPLETING COMPANIES

As noted above, 50% of the PGCDP company intake did not complete the programme. We have reviewed the case study materials prepared by the programme consultants in relation to 4 of these 5 companies.  From this we have distilled a number of reasons for non-completion.  These were:

· Other more pressing management issues shaded the globalisation process;

· Greater integration of subsidiaries and corporate expansion required before globalisation could be progressed;

· Consolidation of company and securing of additional funding required to allow growth to a point where a globalisation process can be actioned;

· Nature of business model and processes not consistent with GCDP process and limited potential for employment growth.

· Senior management unwilling or unable to commit time to the process within the PGCDP timetable.

Whilst we would not expect every company embarking on the pilot programme to complete satisfactorily we consider that the non-completion rate of 50% is disappointing.  We recognise that the rate of non-completion has fallen in the subsequent phases of the PGCDP.  We put the high rate in the pilot down to two principal causes:

· insufficient prior Network knowledge of the companies – leading to learning through the strategic review process and application of the programme; and

· the requirement for the team of four to drive the PGCDP on the basis of throughput/output within a given time period.

We would expect the process to be more refined in future phases and for AMs and GCEs to be better placed to judge the suitability of the company for the GCDP, based on their knowledge of its management team, underlying business model and corporate performance.

We further consider that greater emphasis should be placed on developing new or existing relationships with the Company in advance of embarking on the formal GCDP process or committing external resources to the strategic review.  The GCDP process should also be less time-bound and more organic – encouraging companies to progress on to the programme when they are ready to do so.

3.5  ISSUES AND LEARNING FROM COMPLETING COMPANIES

We have reviewed the case studies for those companies completing the PGCDP with a view to identifying any common issues which arose amongst companies moving through the process.

Our discussions with the implementing consultants suggested that the companies they worked with faced a range of issues, many related to their specific products and markets. Issues also varied depending on the maturity of the companies and their stage of development.

The one issue which united the chief executives of all of the pilot companies (whether completing the programme or not) was a recognition that they needed to take positive action away from the day to day running of their businesses to maintain and grow their organisations.  The PGCDP offered them this opportunity, albeit with an emphasis on globalising their business.  

The core issues which the companies identified as their reason for involvement in the programme were:

· A need to adopt a strategic approach to growth and enhanced profitability. 

· A requirement to move from technology application and product development to market entry and development.

· A desire to implement a pre-agreed strategy.

· A need for consolidation and integration of a number of businesses following acquisition.

It is clear that the companies embarking on the programme had a pro-active stance towards developing their business and markets.  It might be useful to reflect, however, on whether the pilot programme attracted companies operating in global markets facing strategic issues, or companies aspiring to globalise their business through the application of a strategic process. 

The above issues, whilst important to the companies at the time, also appear more tactical than strategic when viewed against the backdrop of the market failures the Globalisation Strategy seeks to address (as identified in Section 2.2).  We do not question the value of the GCDP process to the companies that completed it.  However we feel that the potential of the participant companies to deliver and the intensity of the assistance provided to them needs to be constantly reviewed in the context of the original market failure arguments. 

Whilst the programme could have an important part to play in educating companies as to the importance of globalisation per se we consider that the GCDP will be most effective where it helps companies realise pre-existing global ambitions and competencies.  It is arguable that some of the companies on the pilot programme 

would have derived similar benefit from a strategic review sponsored by their LEC AM.  The resources and experience of the GCT might be more effectively targeted on a group of companies with global ambitions facing issues relating directly to operating in several overseas markets and linking to the market failures identified in the strategy document.

This comes back to both enhanced knowledge of the company before selection for the programme and a more intensive application of the selection criteria to the prospective participants.

There are also issues over whether the intensity of assistance provided over a relatively short fixed timescale can achieve the step changes required to generate the increases in both:

· company turnover, profitability and global market activity; and

· relative performance of the Scottish company base against comparator regions.

This may require a reassessment of whether a programme based approach in concert with local delivery or a more specialist ongoing account management of global companies is most appropriate.

4 IMPLEMENTATION FEEDBACK

4.1 INTRODUCTION

This section presents feedback on the implementation of the PGCDP.  Some of the issues identified have already been addressed in the two subsequent rounds of the GCDP. The issues explored in this section have been raised by consultees on a non-attributable basis. Many refer to the methods and approaches use in the delivery of the pilot programme.  However some remain pertinent to the current programme and methods of working.  Some of the issues aired are sensitive and have been reported here in good faith with the intention that they will be considered in any future amendments to the GCDP or its implementation. To assist with this we have reported comments on a pro-forma basis identifying:

· the issue raised

· the party (but not individual) raising the issue (the owner)

· any counterpoints (where raised in consultations)

· the potential consequences for the customer  of the issue not being addressed

· the extent to which the issue has been addressed in subsequent phases

· the learning point as interpreted by the Consultants

· recommendations for continuous improvement; and

· any Network learning from the issue and/or its resolution

4.2 PURPOSE OF PILOT PROGRAMME

The pilot programme was designed to address two requirements.  These were to:

· market test the research programme findings and assess the potential for global company development within the Scottish company base; and

· optimise the intervention approach and model in the real life Network environment.

At the time of introducing the PGCDP both the approach to intervention across the Network and the concept of facilitating SME globalisation were considered innovative.  It was therefore anticipated that there would be significant learning from the implementation of the pilot programme. 

The feedback and learning from the implementation of the PGCDP is particularly important because it is being reported at a time when the Network is proposing to deliver a range of Network Business Development products.  It can also inform the Consistent Customer Management process being applied as part of the Network’s Business Transformation.

4.3 FEEDBACK

Feedback from the review consultations is presented under the identified issue in the following pages.  The eleven principal issues identified were:

· Roles and Responsibilities

· Communications

· Account Manager Inclusion 

· Participant Company Selection

· Implementation/Closure/Aftercare

· Added Value of the PGCDP

· Account Manager Contribution

· Global Company Executive Contribution

· Relevant Experience of Consultants

· Activity Driven Programme

· Market Intelligence 

These issues have not been presented in any order of priority or importance but are included here because they were consistently raised and countered in consultations.

The key learning points and recommendations identified in relation to these issues are presented in the context of the other learning from the Review in the final Section of this report.

ISSUE 

Individual Roles and Responsibilities of the partners involved in delivery of the PGCDP were not clearly defined or specified.

OWNER

All

COUNTERPOINT

None. All consultees conceded that there was a lack of clarity on roles and responsibilities at the outset of the Pilot.

CONSEQUENCES

Potential for confusion, duplication of effort or non-completion of key tasks.  Particularly damaging where the client company is exposed to multiple or varying contacts, messages and responses.   Potential for implementation to default to the GCT and the Consultants who had strongest ownership and greatest incentive for completion of the Pilot within timescale.

LEARNING POINT

All parties to the delivery of a Network intervention need to have their roles, responsibilities and expected responses defined, specified and agreed at the outset – before any contact is made with the client company.  This needs to stretch beyond the initial Strategic Review through to anticipated responsibilities for implementation.  It is also important that the client company is aware that it is an active and not passive participant in the GCDP and has responsibilities, as a recipient of public monies, 

APPLICATION IN SUBSEQUENT GCDPS

The GCT has worked to advance understanding of the programme and the respective roles of the AM, GCEs and Consultants.  The companies are now advised at the outset of the programme that the AM will be the principal contact for the company throughout the programme and in subsequent implementation of the Action Plan.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

Any potential for confusion of roles would be reduced through the reduction in the numbers of ongoing contacts the Network has with a particular company.  It would be preferable if global companies had a single point of contact with the Network who had specific skills and experience of the issues and processes attaching to globalisation.

APPLICABILITY TO OTHER NETWORK APPROACHES

Wherever possible the number of contacts for key account managed companies should be rationalised to one trusted and respected executive.

ISSUE 

Initial communication with Companies.

OWNER

All.

COUNTERPOINT

None.  All accepted this had been an issue in the Pilot.

CONSEQUENCES

Company left dealing direct with Consultant.   Some AMs not included in the first round of meetings. 

LEARNING POINT

Process is complicated by necessity of the Network approach and the involvement/role of consultants.  Companies require a single and consistent point of contact and certainty over dates and attendees at meetings etc.  A single point of communication is required with the Company.

APPLICATION IN SUBSEQUENT GCDPS

All agree that this aspect of the programme has been greatly improved.  The AM is now defined as the sole source of communications from the Network to the company.  This is formalised in the agreement now put in place with the company on their inception on to the programme.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

Continue to monitor communications with the Company and seek feedback form them on the appropriateness of communications and their current contact.

APPLICABILITY TO OTHER NETWORK APPROACHES

Communications are key in establishing and maintaining credibility with the Company.  Initial approaches to Companies are key, particularly when seeking to access the CEO or others on the senior management team.  Communications with and approaches to companies need to be planned and responsibilities established before any initial approach. 

ISSUE 

AMs not fully included in the PGCDP strategic review process from the outset.  Needed to pro-actively lobby for involvement.

OWNER

AMs

COUNTERPOINT

AMs were not always available to attend meetings, the dates of which were dictated by the availability of Company senior management.  Also an imperative to deliver the programme within a timeframe. Also issues over AM contacts at appropriate levels and confidentiality requirements during one-to-one reviews with Company management.

CONSEQUENCES

Some AMs felt distanced from the PGCDP process and failed to buy in at an early stage.  May have resulted in lack of interest/ GCT credibility from the AM.  Potential for confusion of messages relayed to company as they are dealt with separately, and with varying degrees of enthusiasm for the programme by AMs, GCEs and Consultants.

LEARNING POINT

If this is to be delivered by the Network as an integrated programme needs to fully involve LEC AM’s from inception. This includes suggestion of potential participants by AMs and their involvement in selection of appropriate companies. Also require to be involved in the selection process.

APPLICATION IN SUBSEQUENT GCDPS

AMs agree that subsequent phases of the programme have been more inclusive.  AMs are invited to suggest companies and become involved from the outset.  Also additional information and training sessions for AMs on the GCDP.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

May be potential to second AMs to GCT for periods or for AMs to shadow GCEs on companies in other LEC areas to assess the potential of the programme.

APPLICABILITY TO OTHER NETWORK APPROACHES

With BT and the emphasis on Network products it is essential that inclusion and buy in of LEC AMs to the product and the approach to specific companies.  This should be at the earliest possible stage and BT has sought to achieve this through LEC AM involvement in product design and refinement. There is also scope to shape network reporting systems to ensure LEC senior management and CEO commitment to the targets.

ISSUE 

Rationale for selection of companies on to the pilot was not clear.

OWNER

Account Managers

COUNTERPOINT

Was a degree of lobbying for certain companies.  Not a strong response to call for candidates.  Accepted that there was a degree of “intuitive selection” due to involvement of GCEs in research phase although this was based on knowledge of companies and the characteristics of a Global Company.

CONSEQUENCES

Potential for AMs to feel that companies had been pre-selected by third parties.  May also have felt left out of the loop if their LEC Business Development Director/Manager did not inform on the selection procedure.  May affect credibility of programme with partners or other non-participating companies if the selection procedure is not rational and transparent.

LEARNING POINT

The selection process and its underlying rationale have to become more transparent and should capable of interpretation and application by all those involved in delivering the GCDP and subsequent actions to the companies.

APPLICATION IN SUBSEQUENT GCDPS

A pro-forma has been prepared to assess the candidate companies against the characteristics of a global company.  This has been designed for completion by the AM/GCE in consultation with candidate companies.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

It may be beneficial to introduce a series of quantifiable “threshold criteria” for potential global companies.  These could reflect the defining criteria of a company being proposed for the GCDP and refer back to the definition contained in the original strategy document.  These might relate to a pre-existing strategic approach, high levels of growth and significant proportions of sales in non-domestic markets.

APPLICABILITY TO OTHER NETWORK APPROACHES

Optimal impact and efficiency requires the prioritised application of Network skills and resources to the best prospects.  Selection of client companies for specific, bespoke and resource-intensive interventions requires a rational, pre-defined and well-informed process.

ISSUE

Implementation, Closure and Aftercare.  Whilst the Programme is managed and initiated by the GCT the majority of the implementation activity is the responsibility of the LEC.  There is a perceived requirement for the GCT to close their relationship with the company after agreement of the Action Plan.  

OWNER

All

COUNTERPOINT

Responsibility for implementation lies primarily with the LEC AM.  There is a requirement to move companies of the programme to allow others to come on.  However all remain as part of the Peer Group of Global Companies.  The intensity of assistance provided to the companies in implementing the Action Plan is greater than they would ordinarily receive as an Account Managed Company.

CONSEQUENCES

There is potential for discontinuity of service.  There is also the possibility that companies may be disillusioned having been selected for specialist advice and assistance and subsequently returned to mainstream LEC Account Management.

LEARNING POINT

Definition of roles and responsibilities at the outset needs to reflect the fact that company relationship will remain in the long term with the LEC and the AM.  GCDP needs to be presented as a “time out” for the company after which they will continue (and possibly strengthen) their relationship with the LEC. The company must be suitably informed to allow it to differentiate between ongoing relationship with LEC and membership of GC Peer Group.

APPLICATION IN SUBSEQUENT GCDPS

As mentioned elsewhere the roles and responsibilities of the parties are now more formally established and the AM is established as the primary Network contact for the Company.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

The requirement for a “closure” meeting is questionable, particularly of the AM is presented and established in the eyes of the Company as the primary contact.

APPLICABILITY TO OTHER NETWORK APPROACHES

There is a continual requirement to monitor and manage company expectations of Network advice and assistance.  Efforts to recruit eligible companies on to programmes should clearly state the nature or intensity of assistance and provide direction on the Network contacts and continuing relationship.

ISSUE 

Added Value of the PGCDP not always apparent.  The PGCDP undertook a Strategic Review of the Companies and produced an Action Plan.  This was similar to the process a LEC might adopt (using the same or similar consultants) with an Account Managed Company as part of its mainstream activities.

OWNER

AMs

COUNTERPOINT

The PGCDP was different and added value because it was focused on companies with Global ambition and brought experience from international companies through the involvement of the GCEs and the Consultants used. It also questioned the client companies and tested their ambition and core competencies in relation to going global.

CONSEQUENCES

There is potential for scepticism and undervaluing of the intervention, particularly where LECs have pre-existing programmes for high growth or export oriented companies.  This may result in reluctance to propose companies for the programme or to buy-in to the Network approach and model for assisting companies with global ambition.

LEARNING POINT

The Network needs to be convinced of the value added by the GCDP before it is introduced to the client group.  All potential Network partners in the delivery of the intervention should be informed and convinced of the particular purpose and merits of the programme.  Moreover the research and design phases of the programme require to be inclusive and to build on existing interventions.

APPLICATION IN SUBSEQUENT GCDPS

Sessions have been held to inform and train AMS on the GCDP.  Furthermore GCEs have actively sought to strengthen relationships with AMs and Cluster teams.  AMs have also been established as the primary contacts for the programme. 

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

It is essential to highlight, and demonstrate through implementation, the unique focus provided by the GCDP and the experience provided through the GC team and the consultants.  Every opportunity should be taken to enhance this experience and to demonstrate the value it adds by example. Internal learning and awareness raising events should be held regularly.

APPLICABILITY TO OTHER NETWORK APPROACHES

It is essential to differentiate the GCDP from other interventions in the Network.  This differentiation needs to occur first of all within the organisation.  Thorough research and careful design of interventions is required to ensure that they add value to or improve upon existing assistance to companies provided by the Network.

ISSUE 

Account Manager Contribution.  The strength of relationship between the AM and some of the PGCDP prospects was questioned.  There were instances where AMs were not working with the CEO or Senior Management. This required the GCT and the consultants to establish contact and credibility at Senior management level.  Where AMs had established high level contacts and credibility with the Companies the GCEs considered there was greater acceptance of the Programme and its potential benefits by the AM and the Company.

OWNER

GCEs

COUNTERPOINT

GCT approached and contacted Account Managed companies and excluded AMs. 

Some AMs were only recently assigned to the company at the time of the PGCDP. 

At least one AM with a direct relationship to a CEO considered that the PGCDP had not added significant value to the intervention process or the company. 

CONSEQUENCES

Any diminution of mutual respect between Network executives is potentially damaging to the client relationship and the effectiveness of the Network intervention.  Rational and optimal client management is likely to be undermined.  

LEARNING POINT

The only objective of Network executives engaged on the GCDP should be to deliver the best service to the client company with the objective of enhancing its international competitiveness.  Internal issues over respective contributions to achieving this objective need to be managed through established Network reporting lines and procedures.  Clients should be unaware of any such issues and receive a seamless delivery of service form their preferred source. 

APPLICATION IN SUBSEQUENT GCDPS

There should be no GCDP-specific enhancements to address this issue, which should be addressed through consistent and continual improvement of Network executive skills, communications and HR management. 

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

None (see above)

APPLICABILITY TO OTHER NETWORK APPROACHES

This issue, and its implications for delivery of services to client companies is being addressed more generally through the activities of the Consistent Customer Management Team as part of the Network’s Business Transformation. 

ISSUE 

Global Company Executive Contribution.  The contribution of the GCEs was questioned in delivering experience and advice to companies.  There was confusion as to whether the GCEs were programme managers, consultant managers, observers or “super account managers”.  A minority saw GCEs as “competition” for their best client relationships.

OWNER

AMs

COUNTERPOINT

· GCEs stressed role as providing linkages and cross referral of ideas and experience between Global Companies across the Network

· GCEs had a role in continual research, improvement and refinement of the GCDP

· GCEs considered some AMs not referring companies which were strong prospects

· GCEs aware of strong prospects for the programme which did not have existing AM (and hence Network) relationship

CONSEQUENCES

Any diminution of mutual respect between Network executives is potentially damaging to the client relationship and the effectiveness of the Network intervention.  In this scenario there was a danger that strong prospects would be withheld from the GCDP because of pre-conceptions over the role, intentions or competence of GCEs.  

LEARNING POINT

The only objective of Network executives engaged on the GCDP should be to deliver the best service to the client company with the objective of enhancing its international competitiveness.  Internal issues over respective contributions to achieving this objective need to be managed through established Network reporting lines and procedures.  Where companies with real potential are withheld from or remain untouched by the GCEP as a result of these issues the additionality, efficiency and effectiveness of the programme are fundamentally restricted.

APPLICATION IN SUBSEQUENT GCDPS

There should be no GCDP-specific enhancements to address this issue, which should be addressed through consistent and continual improvement of Network executive skills, communications and HR management. 

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

None (see above)

APPLICABILITY TO OTHER NETWORK APPROACHES

This issue, and its implications for delivery of services to client companies is being addressed more generally through the activities of the Consistent Customer Management Team as part of the Network’s Business Transformation. 

ISSUE 

Relevant Experience of Consultants.  The Consultants undertaking the Strategic Review Process were well known and respected in the Network.  However some consultees questioned the validity of their experience in delivering solutions to globalising issues and felt a standard approach to strategy development had been adopted.

OWNER

AMs

COUNTERPOINT

Consultants had experience and contacts internationally with multi-national companies in strategic analysis and organisational development.  Where a client company (and/or an AM) wished they were provided with alternative personnel from the consultancy.

CONSEQUENCES

The Strategic Review process is key to assessing the direction of the company and the priority activities which need to be undertaken.  A standard approach or limited experience form other globalising companies would provide a sub-optimal solution. Also issues where the consultancy needs to add value to an existing strategy.  May lead to the balance of the learning transfer being from the PGCDP to the consultants rather than from the consultants to Network executives.

LEARNING POINT

It would be beneficial to have a panel of consultants available to assist with the processes required in the GCDP.  These ideally would have experience in assisting organisations enter and grow global markets.

APPLICATION IN SUBSEQUENT GCDPS

The most recent re-tendering exercise for consultancy support to the GCDP has followed an extensive advertising, information and selection procedure. This as led to the inclusion of a range of consultants available to conduct the strategic reviews. 

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

Consultants might be identified and retained to advise on specific aspects of globalising a business.  Network executives might take over some of the tasks of the consultants as they learn more of the issues, approaches and processes applied in globalising a business.

APPLICABILITY TO OTHER NETWORK APPROACHES

The decision to involve consultants in the implementation of an intervention is complex and  key to maintaining Network credibility and performance standards.  Managers should be aware of the benefits of knowledge transfer and maximise opportunities for Network executives to benefit from and apply this knowledge.

ISSUE 

PGCDP An Activity Driven Programme.  The priority with the PGCDP was to secure completion by the initial selection of companies.  This led to the companies being required to adopt a certain pace in order to generate an Action Plan by a required date. It also gave an impression of inflexibility.

OWNER

AMs

COUNTERPOINT

This was the Pilot and there was a requirement to complete the exercise within a given timescale in order to review and incorporate the learning. 

Whist there were time pressures on completing the strategic review the Action Plans were inherently flexible in providing and resourcing priority activities.

CONSEQUENCES

The companies on the PGCDP faced a range of issues and were at different stages in their growth and involvement in global markets.  It is unlikely that all could or would be able to progress to effective intervention activities within a given timescale.  Half of the companies participating in the pilot did not complete the process.  Whilst some of this will have been down to ineffective selection some withdrawal may have been a result of over-emphasis on conformity with timescales.

LEARNING POINT

The GCDP process and timescales need to be more flexible and reflect the development stage of both participating companies, their products and market.

APPLICATION IN SUBSEQUENT GCDPS

GCEs and AMs are now more sensitive to the ability of the company to commit resources to the programme at any given time and are alive to requirements to pause or accelerate the process.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

Where companies are keen to implement key activities immediately on completion of the Straetgic Review it may be appropriate to fast-track approvals for implementation funding where this might otherwise require a delay.

APPLICABILITY TO OTHER NETWORK APPROACHES

The Network needs at all times to be flexible and responsive in responding to the needs of client companies and accept that these can change rapidly as a result of changes in products, competitor activity or changes in the wider operating environment.

ISSUE 

Market Intelligence on global companies in Scotland.  Concern was expressed by the Global Companies Team over the lack of knowledge on the ambitions and current operations of existing Account Managed companies.  There was also evidence and several live examples of GCDP prospects which were not known to, or under account management of, their LEC.

OWNER

GCEs

COUNTERPOINT

AMs were best placed and had the intimate knowledge of company operations essential to assess whether companies were suitable candidates for the GCDP.

CONSEQUENCES

There is a small stock of companies in Scotland with both the product and market potential and management ambition and competencies to become truly global.  Failure to identify even a few of these companies at the critical point where the GCDP can make a difference will undermine the ability to achieve the objectives of the original global companies strategy.

LEARNING POINT

The Network needs to pool all knowledge of company activity from its extensive contacts to identify the companies it can work with which are most likely to be successful globally.  This is likely to require research and marketing activity beyond a review and analysis of existing contacts.

APPLICATION IN SUBSEQUENT GCDPS

AMs and GCEs are now engaged in joint approaches to assess the appropriateness of companies for the programme. AM training has been provided on the underlying principles and application of the GCDP. GCEs are being paired with Clusters.

RECOMMENDATIONS FOR CONTINUOUS IMPROVEMENT

There is likely to be an ongoing requirement for research into the readiness of Scottish Headquartered companies for global market development.  Enhanced networking between GCEs and other IO executives, Cluster teams and LEC AMs should be pursued.

APPLICABILITY TO OTHER NETWORK APPROACHES

Robust, accurate and current market information is key to any successful organisation and SE should apply these principles to the information it collates on the Scottish company base.

5 SUMMARY AND RECOMMENDATIONS

5.1 INTRODUCTION

In this final section of the report we synthesise the key learning points from the Review based on our strategic review, analysis of participating company performance and consultations.  We also:

· summarise our recommendations on continuous improvement of the GCDP;

· identify learning pertinent to other Network interventions; and

· provide observations on alternative ways of delivering assistance to Global Companies and Network Account Management.

5.2 KEY LEARNING POINTS

· The rationale for intervention to generate more global Scottish companies is well founded and complements interventions to encourage cluster development and secure foreign direct investment to Scotland.

· The delivery of more, bigger and better global companies headquartered in Scotland is central to the delivery of one of the key Priorities of Smart Successful Scotland 

· The objectives and activities of the PGCDP needed to be more clearly aligned with the original strategy and market failure arguments presented in the strategy document. 

· The Companies completing the PGCDP have demonstrated enhanced levels of performance, although there are issues over assessing relative performance against competitors and attributing enhanced performance to PGCDP activity.

· Advances in the levels of mutual understanding, planning and commitment required to achieve integrated Network responses to clients have been made.  However delivery to a small group of companies dispersed over several LEC areas requires significant investment of Network resources in co-ordinating responses to the client group.

· There was scope for mis-interpretation of the PGCDP by the companies with the initial introduction of new Network personnel and assistance, followed by a period of intensive activity and subsequent return to LEC Account Management.  Companies might have interpreted the PGCDP as a permanent rather than transient intensification of Network interest and assistance.

· The monitoring and evaluation of the GCDP needs to be enhanced to regularly test the outputs from the programme against the original market failures identified in the research enquiry and the objectives of the Strategy.

· There were a series of issues relating to communications, multiple roles and responsibilities, adding value to the development process and the core competencies of Network executives.  These had the potential to undermine the relationship with the client companies.  We comment further on these issues in our summary of learning relevant to other Network interventions.

· The PGCDP selection process was not sufficiently inclusive or transparent in its rationale.  There was a degree of pre-selection of companies and insufficient involvement of Account Managers in the pilot programme. The high proportion of non-completing companies in the pilot underlines the importance of rigorous selection of participants.

· More generally the PGCDP demonstrated a shortfall in the extent and depth of the Network’s knowledge of the company base and this hindered the selection of those companies most likely to generate significant additional benefits.

· Whilst the rationale for employing consultants in the pilot was strong the selection of one firm to carry out the strategic review process limited the approaches and experience which could be applied.  There were also limited opportunities for transfer of learning to the companies and the Network Executives.

· Aspects of the PGCCP process management were too rigid requiring companies to complete the programme within a given period.

5.3 CONTINUOUS IMPROVEMENT

Many of the lessons learned in the implementation of the PGCDP, whilst up to now not formally recorded, have been incorporated in the design and implementation of the subsequent versions of the GCDP.  Amongst the improvements have been:

· a more formal and structured selection process based on a pr-forma and initial discussions with potential candidate companies;

· greater emphasis on communicating the objectives and purpose of the GCDP across the Network;

· strengthening of the relationships between the Global Company Executives and the LEC Account Managers with organised training and information sessions for Account Managers;

· the design and application of a pro-forma for the collection of data for providing a baseline and continuous monitoring of the performance of all companies which have passed through the programme;

· the recruitment of more firms of consultants on to the panel of advisers available to conduct the Strategic Reviews; and

· clarification of communication and reporting lines with the LEC AM established as the primary contact with the company.

In addition to the above we would recommend that the following be implemented as part of a process of continuous improvement of the Programme:

· the conduct of research and ongoing communication across the Network to enhance the information base on Scottish companies operating, or with ambitions to operate on a global basis;

· further refinement of the selection process to ensure that companies are assessed at an early stage with a view to establishing whether they have the ambition, core competencies, product and market potential to be globally successful;

· where appropriate, providing more tactical and specific advice to participant companies on the practicalities and realities of operating in overseas markets.  This might be provided by other divisions within IDO or specialist consultants and could substitute strategic advice where a company has shown it has gone beyond planning to be global;

· involving the Global Company Executives more directly in the delivery of advice and assistance allowing transfer of learning gained in previous versions of the GCDP both from other Global Companies and the Consultants;

· considering alternative means of assistance provision to the client companies, through:

· more intensive account management, 

· assistance over a longer period or,

· assignment of potential global companies to specialist global company account managers across the Network.

We consider one alternative delivery mechanism in Section 5.5 (below).  

More generally we would suggest that the GCDP team should engage in a process of development and review with the objective of considering the above recommendations and devising an implementation plan to effect continuous improvement of the GCDP.

5.4 NETWORK LEARNING POINTS

We consider that there are a series of Learning Points from this review, which have more general applicability across the SE Network.   These relate mostly to Network communications and working relationship management and are particularly important given the move towards local delivery of Network Business Development products.  Their application would also assist in delivering Consistent Customer Management.

· Communication is central to maintaining customer confidence and Network credibility, particularly where there are multiple potential providers of information to the company

· Where assistance is being delivered by the Network it is essential that the roles and responsibilities of all Network staff involved in delivery is clearly defined internally in advance of any contact with the Company.

· Regardless of any SE executive(s) opinions on the respective competence or suitability of Network staff the Company should be in a position to decide which executive(s) it wishes to work with and communicate with during the period of assistance.

· Companies may have ambitions, competencies, or issues which are not capable of resolution by their designated Account Managers within the LEC.  The Network should recognise that companies in this situation may benefit from more specialist advice from, and ongoing contact with, other Network executives or teams.  These may be based in another LEC or a National team and the Network should put in place a mechanism for assigning companies to those parts of the Network which can best serve its customers needs.

· There may be opportunities to involve companies which are not Network Account Managed.  These fall into two categories: those which are non-SMEs but have particular experience in global markets; and those which do not currently have a relationship with the Network (either through choice or accident) but have global ambition and competencies.  In both cases there are opportunities for transfer of learning to further improve the knowledge of Scottish SMEs planning to operate on a global basis.

· A programme approach may not always be appropriate when dealing with a small number of companies with consistent ambitions but diverse issues which are constraining those ambitions.  In some instances Network resource might be better applied to working with strong prospects to deliver bespoke solutions rather than application of a pre-determined approach.

5.5 ALTERNATIVE DELIVERY

Our Review has caused us to suggest an alternative model for delivery of assistance to Global Companies.  

As presently implemented the GCDP is reliant on a pre-existing and strong relationship between the prospect company and a LEC Account Manager.  The process for assignation of that AM to the company may or may not have reflected the issues the company is facing and the skills and experience of the AM.

However there is also the potential that experience of an AM or GCE elsewhere in the Network may be more appropriate to the ambitions and issues of the particular company.  

The approach we suggest would see the establishment of a Network group of executives experienced in delivering assistance to high growth companies with global ambition and competencies. This group would be responsible for the Account Management of all such companies in the Network assessing their requirement s and arranging for the delivery of assistance, where appropriate. Essentially companies and Account Managers would be matched not because they were co-located in the same LEC area but because the skills and experience of a particular account manager were most appropriate.

We see several advantages in such an approach.  It would:

· provide access to Network skills and resources for all suitable companies regardless of their location or quality of existing account management;

· create and continually reinforce a core team with appropriate skills and experience both in account management and global market development;

· give companies a greater choice over the single Network executive they wish to work with;

· enhance communications with companies and resolve issues over closure and aftercare – the company is account managed and advised on global issues by the same executive;

· provide ongoing intensive and extensive assistance to the best global prospects; and

· enhance the opportunities for Networking at a national level with executives aware of issues and solution transfer between companies and between LEC areas. 

APPENDIX 1

FIGURE 2.1 – GCDP Timeline

FIGURE 2.2 – Pilot GCDP Process
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Global Companies Enquiry Research Questions





What is a global company?


What are the characteristics of globally competitive companies?


Why is developing global companies important to the Scottish economy?


What is Scotland’s comparative position?


What is Scotland’s potential for creating future global businesses?


What barriers need to be addressed to unleash that potential?


How can things be done differently in Scotland to support improvement?











Key Characteristics of Global Companies





Knowledge of markets and competitors globally


Excellence at matching company competencies with these markets


Ongoing strategic management, benchmarking and integration of resources


Entrepreneurship and opportunism in seeking new markets and acquisitions but with a clear and methodical approach to evaluating and assessing risk


Aggressive disposal of non-core/non performing activities world-wide


Building outward from a base of expertise in the home country


A strong commitment to R&D and technology adoption


Vast majority are publicly listed on a number of international stock markets (although in a number of cases shares are still held by a small group of individuals)


A strong financial position 


A recognisably global outlook amongst senior managers including the networks they use and the management education they seek.





Importance to Development of Scottish Economy





Higher than average contribution to R&D and Innovation levels


Increased sophistication of alliances and technology transfer collaborations


Links to Higher Educational Institutes (HEIs)


Raising the profile of Scotland internationally


Acting as a magnet for inward investors


Sponsorship of Scottish and community-based activities





Barriers and Enablers to Generating More Global Companies in Scotland





Decision makers with international experience and an outward-looking mind set


Limited evidence of a strong innovation culture and investment in R&D


Under-developed finance sector with limited understanding of globalisation and specific sector requirements


Difficulties in attracting and retaining appropriately experienced marketing professionals


Ineffective Networks between companies perceived as too forced and formal 


Real and perceived issues over ICT and transportation infrastructure required to conduct business internationally


Evidence that the performance of industry clusters and indigenous global companies were co-dependent





Strategic Aims





Close the gap between Scotland and comparator regions in relation to the number of global companies in relation to population





Double the range of existing global companies in Scotland from 16 to 32 by 2005





Double the number of Scottish companies listed on the Business Week Global 1000 list from 5 to 10 by 2009





Identify the next generation of Scottish global companies and work with them to help them grow





Work towards changing the business environment to make it easier for global companies to grow from a Scottish base.





Strategic Directions





Develop a more outward looking focus amongst Scottish companies





Improve the levels of research and development, technology and innovation in Scottish companies





Improve access to appropriate levels of finance for these companies





Improve access to and increase the number of people with the skills needed by global companies





Improve networks for Scottish global companies





Look at the infrastructure issues raised by Scottish global companies





Create an approach to the policy issues which affect how global companies develop and grow





Global Connections - Increased Involvement in Global Markets





Challenge





Many Scottish businesses urgently need to become more global in their outlook and operations. We need Scotland to show ambition and confidence, developing trading links, global alliances and strategic partnerships. We want to see the development of more global companies headquartered in Scotland, which make a substantial contribution to the economic and social development of the country. We currently have around half the number of global HQs in Scotland than some comparable countries, states and regions.





Levers





The Networks should work closely with potential multinational players to help them develop and implement globalisation strategies. They should also work with exporters to help them better penetrate existing markets, access new ones and develop their capacity to become more competitive suppliers to overseas markets.





Source: Smart Successful Scotland. Scottish Executive 2001.

















Figure 3.1 Location of Pilot GCDP Companies 
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Global Companies Development Programme - Timeline
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Pilot Global Companies Development Programme Process
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