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Executive Summary


Introduction

1.
This Value for Money Audit of Business Gateway Fife was undertaken by GEN Consulting in December 2003 and January 2004. It involved a series of interviews with Gateway staff and analysis of a variety of statistics and written material.

2.
The objective was to see if Business Gateway Fife was meeting its contractual obligations and represented “Value for Money” to its partners.

Findings

3.
Having examined the Company’s operations our conclusions were that:-

· In terms of   contractual compliance  Business Gateway Fife either meets all of its contractual duties or, as in the case of staff gaining Premier Advisors  qualifications, is well on the way to meeting these;

· Business Gateway Fife exhibits exemplar aspects of partnership working in that it is providing a true “one door” approach to economic development to a far greater extent than  is the case in other areas;

· The synergies that partnership working brings, and the lack of output related funding, enables Business Gateway Fife to respond to client needs as   they arise;

· Management and direction of the Joint Company is focused and pro-active in that it takes action to deal with problems as they are identified, rather than  waiting for them to become major issues; and

· Customer satisfaction surveys, undertaken by CCA (consultants appointed by Scottish Enterprise) show that Business Gateway Fife performs at, or above, average on a range of performance criteria.

4.
Overall our view is that Business Gateway Fife meets its contractual commitments, is managed   effectively and is cost effective. We therefore feel that, within the constraints of the brief, Business Gateway Fife represents value for money.
5.
We have expressed any minor concerns we have as a series of Recommendations.  Some are essentially reinforcing actions that Business Gateway Fife is already planning. Others may, however, be outwith local control in that they relate to wider issues of how Business Gateway is delivered nationally. 

Recommendations - Local

6.
Recommendation 1

 
Scottish Enterprise Fife should continue the process of integrating the procedures and staff who provide an economic development service under the Gateway “banner”.


One of the most distinctive features of the Business Gateway Fife is its one-door approach to economic development. This brings together a variety of staff from different organisations to deliver an integrated service from under one roof. Although progress has been made in integration, there are still some issues to be resolved.

7.
Recommendation 2

 
Business Gateway Fife should consider developing Service Level Agreements that would outline the services on offer and the obligations of the customer who receives these services.


One of the causes of the few complaints to Business Gateway Fife is that some customers have unrealistic expectations of what Business Gateway Fife can offer. Formalising the relationship would be a way of ensuring that both parties were clear about their mutual obligations.

8.
Recommendation 3

 
Business Gateway Fife should ensure that all staff who work directly with customers receive appropriate training.


One of the problems is staff over committing themselves as to the support that they can offer to clients. Providing training to enable them to, in effect, say “no” would be one way of overcoming this problem.  

9.
Recommendation 4

Business Gateway Fife needs to give thought to its marketing strategy in order to ensure that it can reach those target groups that it is currently failing to meet.


Business Gateway Fife seems to have problems reaching some of its targets, in particular start-ups by young people, Level 3 Business Enquiries and targets related to Business Growth. Whilst some of these may not be attained due to lack of resources, it may be that others could be attained if the marketing approach was varied.   

10.
Recommendation 5

Business Gateway Fife should put in place a strategy to ensure that it can meet its Business Growth targets.


The Business Growth service may be the one that has the greatest potential to have an impact upon Fife’s economic development. The failure to meet targets, possibly for 2 consecutive years, has to be a cause for concern. Whilst resources may be part of the problem (a problem that is being addressed) there may be other factors underling this failure which need to be addressed.

11.
Recommendation 6

 
Business Gateway Fife should examine the statistics for Business Growth performance and see if a more targeted approach can result in a greater impact being attained.


The Business Growth statistics, especially for such things as average turnover per job created and leverage, do not seem particularly impressive. This should be explored   to see if a more targeted approach would result in a greater impact.

12.
Recommendation 7

 
Business Gateway Fife needs to make greater efforts to provide aftercare to business start-ups and to record their achievements in terms of job creation and sales.


Perhaps for lack of resources, limited attempts have been made to provide start-ups with aftercare. Although this has now been addressed it is important that, as part of the aftercare service, attempts are made to look systematically at achievements in terms of job creation and sales.  

 Recommendation - National  

13. 
The above Recommendations are ones that we feel can be implemented locally. There are, however, some more strategic concerns that may only be capable of resolution by national action. These are dealt with next.

14.
Recommendation 8
 
Consideration should be given to using the resources allocated to CCA, for customer surveys, for assessing the impact of Gateway on economic development.


A better use of these resources might be to undertake a systematic sampling of business starts and business growth clients to measure the outcomes of Business Gateway activity.  

15.
Recommendation 9
 
Consideration should be given to using Business Gateway’s resources in a more targeted, and possibly a more effective, way.


Business Gateway is a responsive service, providing support to whoever makes an approach. One consequence, especially with regard to start-ups, is that many of those supported seem likely to have limited net economic impact. A more targeted and discriminating approach could increase this impact. In Fife it might be that focusing upon start-ups that are incorporated and on established companies would be beneficial. A similar targeted approach with regard to Business Growth clients may also result in greater impacts.  

Keith Hayton

12/02/04

1.
Introduction

1.1
This Value for Money Audit of Business Gateway Fife is submitted to Pamela Stevenson at Scottish Enterprise Fife (SEF) by Keith Hayton and Michelle Myron of GEN Consulting. 


Objectives

1.2
The main goal of the Audit was to see if the award of the Business Gateway Fife contract on a non-competitive basis represented value for money.

1.3
In order to do this the Audit looked at 3 main aspects of Business Gateway Fife and its activities:-

· The extent to which it seemed as if the various  requirements set out in the contract were complied with;

· The extent to which the contract’s process requirements were being met;  and

· An assessment of the economic impact of Business Gateway Fife in terms of such things as its performance against targets and   the impact upon the local economy.

1.4
However, in looking at these various aspects, it needs to be stressed that the work was an Audit, not an evaluation. The key distinction between the 2 is that the work was largely based on the analysis of secondary information, that is information provided to us by SEF and Business Gateway Fife. We did not, for example, interview Business Gateway clients to assess the extent to which they felt that the services used were resulting in additionality, that is things  happening (for example new businesses being set up or jobs created) that, but for Business Gateway’s intervention, would not have happened. Nor have we interviewed other partners or those involved with Business Gateway as funders or in other capacities. A second distinction is that the Audit is looking in greater detail at issues such as contract compliance than would be the case were it to be purely an evaluation.    

1.5
However, despite the Audit not being an evaluation it is felt that sufficient secondary information was accessed, some based on original research, to enable us to have a degree of confidence in the conclusions reached and recommendations made.

 1.6
In terms of conclusions, often these reflect less on Business Gateway’s operations and activities in Fife than on the degree of centralisation inherent in the new system.  However, Business Gateway Fife is still bedding in. It may, therefore, be that there will be changes as the impact of the new system becomes clearer. The Recommendations in Chapter 7 need to be read with this in mind.


Methodology

1.7
To meet the requirements of the brief a number of approaches were used:-

· Visits were made to the Business Gateway Fife outlets. Prior to each visit a list of information that was required was sent to the manager. This enabled the visits to focus upon gathering   discursive, rather than factual information ;

· Interviews were undertaken with key management staff;

· A variety  of written materials were synthesised; and

· A considerable quantity of statistical   information was analysed.


Report Structure

1.8
The Report is structured as follows:-

· Chapter 2 starts by outlining the details of Business Gateway’s operations in Fife;

· Chapter 3 looks at process and procedural issues, covering such things as complaints  procedures, staff qualifications and training and specific aspects  of the key Gateway services;

· Chapter 4 looks at Business Gateway’s economic impact;

· Chapter 5 considers the views of Business Gateway clients on the services provided;

· Chapter 6 looks at target attainment; and

· Chapter 7 draws conclusions and makes a number of recommendations.

2.
Business Gateway Fife


Introduction

2.1
The purpose of this Chapter is to outline the structure of Business Gateway Fife and to highlight some of the issues that emerged in discussion with staff. We will start by looking at the context for service delivery which conditions, to some extent, the effectiveness of Business Gateway Fife.


The Context

2.2
Local government reorganisation, in the mid-1990s, introduced into Fife a single tier, unitary authority. Its boundaries were, and are, coterminous with those of SEF. This brings benefits in terms of the ease of partnership working and the ability to develop co-ordinated and complementary service delivery.

2.3
The most obvious example of this partnership working came about in March 2001 when, following a decision by SEF and Fife Council to pool their business development resources, Small Business Gateway Fife Limited was set up. This is a Company limited by guarantee in which SEF and Fife Council are joint shareholders. The Company was awarded the contract to deliver Small Business Gateway, by SEF, following its introduction in July 2000. It has continued to be awarded the contract to deliver business support services in Fife on a non-competitive basis, with an annual waiver added to the tender as agreed by Scottish Enterprise National.  

2.4
The objectives of the Company were (and still are) to stimulate business start-ups and growth by providing tailored information, advice and support services. It does this by delivering, on behalf of the partners, initially the Small Business Gateway contract and, from July 2003, the Business Gateway contract. The main change, as a result of the introduction of Business Gateway, was to remove the restriction on the Company working with firms having more than 25 employees. This simple divide has now been replaced by a more sophisticated classification which groups firms according to their economic impact into High, Medium and Universal. The classification determines the type of support that they are eligible to receive, with High and Medium impact companies being able to receive additional support compared to the Universal Market firms. The change is felt to have had little impact upon the Company as its advisers were capable of delivering the services needed by the new clients. This was no doubt facilitated by the fact that, prior to the changes being introduced, staff were kept informed of developments so that, when the changes were implemented, they were not surprising.

 2.5
However, there was a feeling that, as Business Gateway becomes more firmly bedded in, there may develop an inevitable tendency to work more closely to the Business Gateway Manual. In part this was seen as a consequence of the need to meet a variety of targets, some of which were often very detailed. As such there might be less willingness to provide discretionary services and to be flexible in the approach adopted.   Reporting such views  may be seen as being outwith the scope of a Value for Money Audit. However a key distinguishing feature of Business Gateway Fife, that is undoubtedly reflected in its economic impact, is the synergies that come from partnership working. Operating solely to the Manual might begin to erode these. There would therefore be an impact upon Value for Money.     


Delivery Infrastructure   

2.6
The company’s physical infrastructure is based on a “hub and spoke” model. The hub is the Glenrothes office, based in SEF. Here all the operational staff and management are housed. There is also a room where clients can be interviewed, which contains business reference materials. Although it does contain a computer, this is not networked.

2.7
The “spokes” are 5 unmanned offices in: Crosshill, Cupar, Dunfermline, Kirkcaldy and Leven. These are used on an “as needed basis”. For example, if someone uses the 0845 number to contact Gateway then they will be allocated a Business Adviser (if appropriate). The Adviser will then arrange to meet them at the most convenient office. Some of the offices (for example in Dunfermline and Kirkcaldy) are based in the premises of other organisations. 

2.8
Table 2.1 looks at the usage of the various offices in the 8 months to November 2003. It will be seen that 3 offices (Glenrothes, Dunfermline and Kirkcaldy) provide 80% of business. However some of the smaller offices are located in Social Inclusion Partnerships (SIPs). Although they may only do a small amount of business they do enable targets (for example start-ups by SIP residents) to be met.

TABLE 2.1
Business Gateway Fife’s Office Usage April to November 2003
	Office
	Number of enquiries
	Percentage of total

	Glenrothes
	489
	32

	Dunfermline
	399
	27

	Kirkcaldy
	319
	22

	Cupar
	156
	11

	Leven
	95
	6

	Crosshill
	26
	2

	TOTAL
	1,484
	100


 
Staffing

2.9
In terms of staff infrastructure there are 25 staff, structured as follows:-

· 
The 3 person Management Team. The Director has overall management responsibility. There are then 2 Team Leaders, one of whom (the Business Services Team Leader) is responsible for the Business Advisers whilst the other (the Development and Support Team Leader) is responsible for the Information Team, Promotion and the Support staff;
· 
The 3 person Business Information Team;
· 
13 Business Advisers and the regional Prince’s Scottish Youth Business Trust (PSYBT) Manager who, although not formally part of the Company, operates as part of the team, subject to the PSYBT’s strict eligibility criteria;
·  
A Promotions co-ordinator; and
· 
4 support staff, one of whom services the Management Team. 
2.10
The tradition of partnership economic development working in Fife has recently been taken further with the physical grouping of staff from other agencies alongside Business Gateway staff. Thus there are now staff from 4 organisations all based in the same physical space within SEF’s premises and all delivering economic development services. These agencies are:-

· Small Business Gateway Fife (the joint company), which has the Business Gateway Fife operating contract, as specified above;

· Fife Council, which delivers a range of complementary services such as property, exhibition support and a business directory;

· Business Gateway  International Trade Fife (a partnership between the Council, the Chamber of Commerce, Scottish Development International and SEF), which delivers a range of export advice and services; and

· SEF staff who are involved in Growing Businesses activities, support to High Impact businesses and delivering wider Network services.

2.11
This arrangement means that clients can be offered a seamless service, being directed to the most appropriate agency and Adviser to deal with whatever business support and development needs they have. In keeping with this ethos the whole package is branded as “Business Gateway”. Whilst this is perfectly sensible within the context of Fife’s operational arrangements, elsewhere Business Gateway has a far more specific (and limited) meaning. Generally the change from Small Business Gateway to Business Gateway is felt to have been beneficial in that it has reduced customer confusion and enabled a more integrated service to be offered under a single brand label.

2.12
It is also felt that this partnership approach brings economic benefits to Fife in so far as some of the activity that takes place under the Gateway “banner” is not strictly related to the contract. It comes about because of the synergies that have arisen as a result of staff and agencies working closely together (Paragraph 2.5).

2.13
The total “Business Gateway umbrella” has a total staff complement of around 50 of whom 25 are Small Business Gateway staff employed by Small Business Gateway Fife Limited (as outlined in Paragraph 2.9). The total “umbrella” budget is around £5 million, the vast majority of which (around 80%) comes from SEF.

2.14
There are currently plans to recruit an additional 4 Business Advisers. To this end a European Regional Development Fund application has been submitted and approved. The reasons for this are detailed below (Paragraph 3.42).


Management and Direction

2.15
The Company is managed by a 3 person management team (the Director, Business Services Leader and Development and Support Leader).

2.16
There is a 5 person board which meets monthly. Of the Directors, 2 come from Fife Council, 2 from SEF and there is a non-executive chair. It is felt that this small number enables the Company to be focused upon its core business and to be flexible in its operations, something that would be less easy to do were the Board to have a far wider range of organisations represented on it.

2.17
The Board is provided with comprehensive information at its monthly meetings. Amongst other things this reviews progress in meeting targets and suggests action if there seems to be major deviations.


The Services

2.18 
As with other Business Gateways, Fife is providing 3 main types of service:-

· A Business Information Service which aims to provide a consistent business information service, marketed under a national branding. Three types of service are provided:-

· A single door approach to all of Fife’s business support services. In this the close partnership and collaborative arrangements that exist in Fife are of considerable help;

· Start-up information for potential entrepreneurs; and

· A business information service to existing businesses, covering a wide range of subjects specific to the enquirer;

· A Business Start-up service which is to provide help and support to those wanting to set up in business. Specific sub-targets for businesses set up by particular groups (for example women and young people) are set that Business Gateway has to meet; and

· A Business Growth Service, which provides advice and support to existing businesses. This includes such things as undertaking Business Development Reviews (BDRs) using the SIRIUS diagnostic tool, undertaking Health Checks using the abbreviated diagnostic tool within SIRIUS and referring businesses to other sources of advice and support, particularly for finance.  

Each of these services has targets associated with it that are revised every year.
Targets
2.19
The Company works towards one set of annual targets set by the partners.  This clearly makes delivery of the various services easier than if the partners were insisting that different measures be met.

2.20
There also seems to be a developing interest in looking in greater detail at the impacts of interventions. At the moment the various targets relate to outputs, rather than outcomes. The outcome information that is collected (see Chapter 4) is often based on forecasts and is provided by the client. As such the extent to which it relates to what actually happens is problematical, at this stage in joint company operations. To move beyond this and undertake systematic follow-up, to see if the forecast numbers of jobs and sales have materialised, would require a tracking system and its systematic use. Given the value of the present customer survey process in discriminating between Business Gateway outlets (see Chapter 6) it may be that the resources allocated to this could be better spent on monitoring outcomes.

2.21
The targets that have been agreed for the period 1st April 2003 to 31st March 2004 are as follows:-

· To respond to 5,750 information enquiries (see Chapter 6 for the detailed breakdown);

· Each of the 3 Information Advisers to undertake  2 “Road Shows”, 2 “Open Days” and 4 company visits;

· To support the creation of 590 new businesses and provide them with aftercare. Chapter  6 gives the start-up sub-group targets;

· To undertake 200 Business Health Checks and 80 Business Development Reviews;

· To administer the Business Gateway Start-Up E-Award on behalf of SEF for 300 start-up clients. These awards give a maximum of £500 towards the purchase of Internet ready computer equipment;

· To project manage the delivery of a series of “Think-Plan-Do” events with an attendance of 1,000 individuals. These are delivered by a sub-contractor on behalf of SEF;

· To project manage 9 Women into the Network events on behalf of SEF; and

· To undertake marketing and promotional events to supplement the national marketing efforts (see Paragraphs 3.13 to 3.17 for details).

2.22
Although the targets are detailed, the funding from the partners is deliberately not output related. As such there is still a degree of flexibility in the activities that Gateway gets involved in. For example it is able to respond to new priorities as they emerge over the year. This might not be possible were funds only drawn down when specific targets were attained.


Funding


2.23
Funding comes from SEF and Fife Council and in 2003/04 totalled £835,000 to cover operating costs such as staff, office costs and overheads. The breakdown by services is shown in Table 2.2.
TABLE 2.2

 Fife Business Gateway Operating Costs 2003/04

	Item
	Scottish Enterprise Fife1
	Fife Council
	Total

	Business Information
	£120,000
	 
	£120,000

	Start-up support
	£195,000
	£60,000
	£255,000

	Business Growth
	£210,000
	£165,000
	£375,000

	Directors Contribution
	 
	£25,000
	£25,000

	TOTAL
	£525,000
	£250,000
	£775,000


Note:-

1.
In addition both partners may give financial support to clients as an outcome of Business Development Reviews. These costs come out of their mainstream budgets and are not included here.

2.
SEF also contributes an additional £240,000 which Gateway administers on its behalf. This is spent on: Start-up Awareness raising events and seminars (£60,000); promotion (£30,000); and Start-up E Awards (£150,000).
Conclusions

2.24
The management and structures of Business Gateway in Fife would seem to be a model in so far as partnership arrangements have developed to such an extent that there is a seamless public sector economic development service in place   that can met the needs of clients through a true “one door” approach. That some of these services are delivered by staff employed by different agencies shows the effectiveness of the approach. 
2.25
The synergies that close working brings, allied to the lack of output related funding (albeit there are a variety of targets to be met), enables Business Gateway to respond to client needs as and when they arise.

2.26
Management is responsive to the new Business Gateway environment and is pro-active in identifying and then setting about solving problems, as with the recent application to employ more advisory staff. However, the processes and procedures in place may result in more issues being identified. Accordingly we will now turn, in Chapter 3, to examine these.

3.
Processes and Procedures


Introduction

3.1
The aim of this Chapter is to present our assessment of Business Gateway Fife’s processes and procedures, covering such things as Equal Opportunities policy and the approaches to marketing. We start by looking at the complaints procedure.


Complaints Procedure

3.2
We were provided with access to the files detailing customer complaints. Over the last year there had been only 12 complaints. Complaints are dealt with by senior staff and are reported to the Board at its monthly meetings.

3.3
Business Gateway estimated that, of the complaints, around half could be classed as frivolous, often coming from people who had a history of complaining against public bodies.  Of the other 50% it was felt that the majority were caused by clients having unrealistic expectations of what Business Gateway could offer. However, in around 10% of cases it was felt that the customer did have a legitimate grievance. In such instances attempts were made to learn and to take action to ensure that they did not reoccur. 

3.4
We looked in detail at the paperwork relating to 4 complaints. Of these:-

· One, as far as we could judge, seemed to have very little substance, being from a serial complainer who seemed to want considerable help whilst giving very few details of the project for which he wanted support;

· The second involved someone who claimed that details of his business idea had been leaked by Business Gateway to potential competitors. Despite these allegations, the file contained proof that the complainant had himself been very active in giving details of his idea to the press prior to Business Gateway’s involvement; 

· The third was a would-be entrepreneur who had an idea that seemed to be very unrealistic as it would require him to gain copyright agreements from a large number of other companies. As the complainant had no business experience, only an idea, there was clearly a wide gulf between his vision and the belief of the business advisers in his ability to deliver without considerable on-going support; and

· The fourth related to someone who had been made redundant and had then been assisted by the Programme for Continuing Employment (PACE). Unfortunately the advice he had received seemed to have been somewhat inappropriate. The outcome was that he did not receive the financial support towards training that he felt was his due. 

3.5
All of the case files contained the relevant paper work (arranged chronologically) along with an email print out of the relevant correspondence. In 3 of the cases the last correspondence on file was from Business Gateway. There had then been no further correspondence from the complainant. It was thought that, given the nature of some of the complainants, some would reoccur at a later date. For the final case the   resolution was that Business Gateway, although not directly to blame, made an ex gratia payment towards the training costs.

3.6
In discussion it emerged that client complaints had also arisen because advisers had, on occasion, promised more than they could deliver, given the resources available to them.

3.7
To try to counter these problems Business Gateway is considering 2 things:-

· The drawing up of a Service Level Agreement that would clearly state what the client could expect from the Business Gateway Advisers and what, in turn, the Advisers expect from the clients. This would ensure that there was a greater degree of consistency in the services offered by different Advisers; and

· The introduction of customer relations training so that all of those in contact with clients are trained in how to manage expectations and how to say “no” without offending clients. 

3.8
Overall our conclusion is that Business Gateway:-

· Takes customer complaints seriously;

· Has very few complaints that reflect a failure on the part of Business Gateway staff or its systems;

· Has good systems in place for recording and  dealing with them, and

· Is pro-active in that it is thinking of ways that it can, not just deal with complaints, but put in place systems that will result in complaints being minimised.

 
Equal Opportunities Policy

3.9
Business Gateway has an Equal Opportunities Policy which is set out in the Employee Handbook. A hard copy is given to all staff and an electronic version is updated as necessary. The policy covers such things as direct and indirect racial and sexual discrimination or discrimination based on age, class or religion. The Director and Line Managers are responsible for administering the policy and resolving any problems that may arise. Any employee who has cause to feel that they are being discriminated against can refer to the guidance in the Handbook which details the action they can take.

3.10
Although the policy is in place it has apparently never been used as there have, to date, been no Equal Opportunities issues. 


General Human Resources Issues.  

3.11
Management and support staff attend appropriate training courses that deal with changes to employment and other related types of legislation. In order to ensure that relevant changes are not overlooked Business Gateway now subscribes to an online database GEE, which provides “information solutions for the regulatory market”, covering, amongst other things, human resources issues.

3.12
Business Gateway also has in place a policy for dealing with conflicts of interest that requires staff who have any other interests that might possibly compromise their role as a Business Adviser to notify these to the Director. There has only been one instance where such notification has been given. This involved an advisor with an interest in a company based in mainland Europe. No action, beyond recording the interest, was felt to be necessary. 


Marketing

3.13
Like all Gateways, marketing in Fife is primarily the responsibility of Scottish Enterprise through its National Marketing Campaign. In support of this there is a local promotional plan which is the responsibility of the Promotions and Events Co-ordinator.  

3.14
Total forecast expenditure in 2003/04 is the responsibility of Scottish Enterprise National and covers a variety of advertising activities including paid for advertisements and such things as Idea Generation Workshops. All printed literature is developed centrally under the “Business Gateway” brand, whilst a public relations firm appointed by SEN co-ordinates local press releases. 

3.15
Local promotional activity is generally planned so that it supplements whatever is being done nationally. For example if there is a national effort to promote Investors in People (IIP) then such local events as business breakfasts,  focusing upon IIP, will be held.

3.16
The main planned local events in 2003/04 are:-

· 4 Business Growth Breakfast seminars which deal with topical issues. Those invited include local companies and intermediaries, such as banks and accountants;

· A series of pre-start events. These include:-

· 
pre-start evening meetings. These were initially held during the day but it was found that they tended to attract people who had time on their hands but little intention of going into business. Accordingly they are now held in the evening and staff are given time off in lieu to attend them. This is not felt to have any detrimental effect upon other activities as there are a limited number of events during the year;

· 
pre-start open days at Job Centres, of which 2 are held each month;

· 
Pre-start sessions at local colleges and the university which are aimed at giving students information about becoming self employed; and

· 
Pre-start open days held in the 5 “spoke” offices, there being 5 of these each year;

· 4 intermediary events each year held either in the evening or at   breakfast. These bring together key local intermediaries and other partners. The purpose varies. For example when Business Gateway was being rebranded they focused upon the changes and the potential impacts of these for the services provided; and

· 4 tenants’ lunches that are held throughout the year at the Council’s various Business Centres. These aim to inform those in business about the services that gateway can provide for them.

3.17
Whilst many of the events are run by Business Gateway staff others are delivered in partnership with other bodies. For example a legal firm sponsors legal clinics whilst bodies such as the Inland Revenue are involved in delivering workshops on appropriate topics. The number of events held is very impressive. For example in the first 3 months of 2004, a total of 33 Seminars and Workshops were offered.


Networking

3.18
There is a contractual requirement to project manage “Women into the Network” events and “Think-Plan-Do” seminars and workshops on behalf of SEF.

3.19
In addition to these formal events Business Gateway makes conscious efforts to network. This involves such things as:-

· Inviting intermediaries to specific events, such as breakfast meetings (Paragraph 3.16); and

· Participating at various training and other events where Business Gateway’s services and activities can be outlined.

3.20
Other than the “Women into the Network” Business Gateway is not involved in any other formal networking activities. The location of the PSYBT Regional Manager in the Business Gateway office does however mean that there is a link into this type of specialist sub-market, albeit that this is probably more accidental than planned.


Monitoring Promotional Activities

3.21
All Business Gateway events are monitored by distributing evaluation forms. This enables their effectiveness to be assessed and the next year’s programme to be modified as appropriate.

3. 22
Table 3.1 looks at the sources of start-up enquiries. It will be seen that:-

· The greatest single source is referrals through intermediaries. Of these leads, 41% come through Job Centres and some 14% each through SEF, Fife Council and banks;

· Advertising then accounts for just over a quarter of leads. Of these, 54% came as a result of newspaper and journal advertising, with the balance coming through the Gateway Website (22%), Yellow Pages (12%) and radio/television (collectively 12%);

· The quality of service provided can be clearly seen from the fact that a fifth of leads come from personal recommendations. The quality is clearly something that is identified in the Customer satisfaction surveys that are undertaken by CCA (see Chapter 6); and

· Finally casual callers account for 10% of leads, with the vast majority of these coming through the “spoke” outlets.

TABLE 3.1


The Source of Start-up Leads – 2002 to 2003  
	Source
	Number
	Percentage of total

	Intermediaries
	144
	35

	Advertising
	108
	27

	Recommendation
	84
	21

	Casual caller
	40
	10

	Other1
	28
	7

	TOTAL
	404
	100


Note:-

1.
The “Other” category includes referrals from other Business Gateway outlets and local knowledge.

3.23
The effectiveness of intermediaries as a source of leads justifies the marketing efforts put into keeping in contact with this group. However, that almost half of referrals under this category come from Job Centres can cause one to question the quality of the business starts. This is an issue that is dealt with in greater detail in Chapter 4.

3.24
The fact that all of the marketing literature is generic does cause a degree of concern. It is felt that there is, at times, a need for something that is more closely targeted at local circumstances. However, the alternative view is that there is now a degree of consistency across the Network that was previously lacking. It is also the case the individual Business Gateway outlets can overprint literature with local information. One example of this is the recent launch, by Business Gateway Fife, of a Business Gateway Newsheet in partnership with Fife Council. Accordingly this concern may be, in part, reflect a misunderstanding of the degree of local flexibility that is possible.  


Staff Qualifications

3.25
Table 3.2 looks at the generic qualifications of the professional staff. It will be seen that:-

· Over a third have a first degree several of which are in a relevant discipline such as Business Economics, Business Studies or Entrepreneurship;

· Over a quarter have some form of Diploma, some at postgraduate level. These are in a diversity of subjects, some of which are relevant to Business Gateway, for example Marketing or Management Studies; and

· 5 have MBAs.

TABLE 3.2


Staff Generic Qualifications

	Qualification
	Number of staff
	Percentage of Staff

	Higher National Certificate
	1
	4

	Undergraduate Degree
	11
	42

	MBA
	5
	19

	Diploma
	7
	27

	Masters
	1
	4

	Professional Qualification
	1
	4

	TOTAL
	26
	100


Note:-

1.
Some staff have more than one qualification.

3.26
In terms of the qualifications that are part of the Business Gateway contract:-

· Of the 13 Business Advisers:-

· 9 have the Premier Advisers qualification;

· 1 has completed 90% of the course; and

· 4 (including the PSYBT Manager) are awaiting   the next intake;

· 4 staff (including the 3 Information Advisers) have gained Level 3 Scottish Vocational Qualifications in Business Information; and

· Of the 3 support staff 1 has completed the European Computer Driving Licence (ECDL), whilst the other 2 have partly completed this.

3.27
It is also worth mentioning that all 3 of the Management Team have gained the Premier Adviser qualification.

3.28
Views of Business Gateway Fife staff on the value of the Premier Adviser course tend to vary. Those with experience found parts of it covered areas that they were already familiar with and there was initially some resentment that it did not accredit prior experience or training. However, new staff see it as being valuable, particularly for the introduction it gives to such concepts as displacement and multipliers.

3.29
The Joint Company tries to facilitate completion of the Adviser’s qualification by being flexible about allowing staff to work on the course during the working day, when this is possible. The fact that several staff are all working towards the same qualification is also seen as being useful in that they can learn and support one another.


Staff Training

3.30
Business Gateway has a Staff Training Plan.   That for 2002/03 was structured as follows:-

· Qualifications, covering such things as Premier Adviser and ECDL;

· Skills, covering Understanding Financial Statements, Productisation and training on  Tendering   Processes;

· Information Technology ranging from general Internet awareness training to training for specific systems and packages; 

· Responding to the need to train staff to be able to use  any new products (such as SIRIUS) that the Network introduces; and

· General Staff Development. At one extreme this covered all staff attending a Team Building event, through Leadership Development for management staff to regular updates on client services, something that was clearly needed given the changes that Business Gateway was going through at this period.

3.31
Each event has an identified “Planned Impact”, albeit that some of these were rather general, for example “To improve service and operational delivery”. What is commendable was that the Plan covered all grades of staff, from support staff to Directors and Senior Management.

3.32
Much of the training was provided at no cost to Small Gateway Fife Ltd (as with Premier Adviser). However where costs were incurred these were identified. These totalled £6,230, which seems a modest amount given total income.

3.33
The 2003/04 Training Plan covered similar ground, from Management through product training to general aspects such as motivational training.


Investors in People

3.34
One of the contractual requirements is that IIP status be obtained. This was secured in November 2002 and lasts for 3 years.  The joint company’s operations were also included in SEF’s Chartermark Assessment in 2002.

Charging Policy

3.35
In terms of charging policy for business information this conforms to the national policy, as set out in the Business Gateway Manual. This is agreed across the Network and a National Sub-Group reviews charging levels on a regular basis. These have to be agreed with the database providers. Were Business Gateway to make a profit from the provision of information then the providers would be likely to increase their charges to a commercial rate. 

3.36
Clients are made aware of   the costs of any information before it is provided to them. Start-up information is provided free of charge. However any start-up clients who require information that would incur a charge, according to the Manual’s criteria, are charged accordingly.

3.37
Examples of charging policies for various databases are as follows:-

· There is unlimited free access to CCH Business Profiles, COBRA database (which covers such things as Business Opportunities Profiles, Market Synopses and Sources of Business Information),   the Business Factsheet series and Grantfinder, which is a database of European and United Kingdom fund providers;

· A variety of other services have a usage threshold that triggers a charge. These include Key Scottish Companies, Kompass UK Gold, Kompass Worldwide Online and D. & B. Market Europe. All of these are  free for the first 100 companies thereafter a charge of  20p per business is made; and

· Access to databases that is provided at cost. Generally a 10% administration fee is charged by Gateway on top of the providers’ costs. Examples include Companies House, Dialog and Corporate Profound. In some instances a cost of less than £20 is waived by Gateway.


Service Delivery Issues - Business Information

3.38
Business Information requests are categorised into 3 Levels:-

· Level 1 is a request that can be dealt with immediately, for example giving a client an information sheet. Such enquiries tend to be repetitive and mainly involve the provision of generic information;

· Level 2 is a more complex enquiry that may require an Information Assistant to access one or more data bases. Generally such requests will be dealt with in 20 to 40 minutes; and

· Level 3 is more complex and may require a search of international databases. Such enquiries will generally take at least 1 hour and often up to 5.

3.39
Level 2 and 3 enquiries   require more staff input and are generally tailored to the needs of the client. Such enquiries tend to be more satisfying for staff to deal with. The advent of Gateway, and the 0845 telephone number, has increased the number of Level 1 enquiries (Paragraph 6.8) thereby diverting staff time.  Gateway management would like to respond to this in 2 ways, by:-

· Directing some Level 1 enquirers to the Internet where they can source the information for themselves; and

· Employing administrative staff, rather than specialist advisers, to respond to Level 1 enquiries thereby freeing up the time of the specialist staff to deal with the more advanced enquiries.


Both of these approaches seem to be worth looking at in greater detail. However, as the Information Service is currently being evaluated (Paragraph 6.9) making Recommendations at this stage would be premature.

3.40
The Business Information service has had to respond to client demand when this has become excessive. For example, at one time the service helped clients to access information about European tenders. Whilst this is still done, this is now only for a 3 month period. After this time clients are either:-

· Referred to the Glasgow based Euro Info Centre;

· Referred to another supplier who will charge for the service; or

· Shown how they can access the service for themselves.

One of the reasons for making this change was because the service was very time consuming to provide and it was felt that many of those requesting information had little intention, or the ability, to make use of it. This therefore seems to be a way of managing demand in a way that avoids alienating the client.


Service Delivery Issues - Business Start-ups

3.41
There are concerns about the quality of some of the start-ups. This was highlighted as an issue earlier when the number of start-ups coming through the Job Centres was commented upon (Paragraph 3.22). Not only is it felt that many of the start-ups may not be sustainable, and are likely to be in markets where there is high displacement (see Chapter 6), but often start-ups making the least impact (in terms of jobs and sales) are the ones that require the most time and effort from the advisers. In contrast some of the start-ups with greatest potential are developed by people with considerable motivation and therefore require only minimal interventions.

3.42
The number of start-ups also means that Business Gateway finds it difficult to provide the level of aftercare and follow-up that is needed if sustainable businesses are to be created. One response to this has been to submit a European funding application to employ a further 4 advisers (Paragraph 2.14). This is an example of pro-active management.


Service Delivery Issues – General

3.43
Related to the issue of the numbers of start-ups is the level of expectations that publicity may generate in clients (see Paragraph 3.3). One consequence is the sheer number of start-up enquiries (which have exceeded Business Gateway’s resources). The other is the demands that individual clients may make, which then gives rise to complaints when their expectations are not met (see Para 3.2 to 3.8).

3.44
One possible outcome of these concerns is that Business Gateway might usefully target its marketing upon those segments of the market where there is felt to be a greater chance of making a major economic impact. Medium sized companies were cited as one area where there might be greater economic potential.


Conclusions

3.45
This Chapter has explored some of the process and procedure issues that impact upon Business Gateway. Our main conclusion is that the Joint Company has appropriate procedures and processes in place and, when needed, they are implemented in such a way as to resolve issues.

3.46
The Marketing strategy that the Company has both complements the National strategy and plays to local strengths, especially the emphasis that is placed upon networking with intermediaries, from whom a large proportion of start-up contacts are obtained.

3.47
In terms of the contractual requirements related to Human Resource issues, the Company has IIP status and staff either have, or are in the process of obtaining, the Premier Advisers qualification. There is a rolling training programme, aimed at all levels of staff, which is commendable.

3.48
The issues that emerged in terms of service provision fall into 2 categories:-

· Ones that are solvable at the local level and where Management has been pro-active in identifying and then solving the problem. Examples include the appointment of additional advisory staff and the approach taken to dealing with tendering enquiries; and

· Ones over which there is limited local control, given the standardisation that is inherent in the Business Gateway “model”. A particular issue here is the sustainability of some of the start-ups, which in turn is a reflection of the need to meet targets so that there is limited discrimination in the support offered. This is, however, a National issue and seems not to be open to influence at the local level.

3.49
Overall we feel that the Company is well managed, responsive to local needs (within the constraints of running a nationally prescribed service) and meets the contractual requirements as outlined in the operating contract. The extent to which its activities result in additional economic activity in Fife will now be considered in Chapter 4.

4.
Economic Performance 


Introduction

4.1
The point was made in Chapter 1 that this   study is not an economic evaluation of Business Gateway Fife. It is a Value for Money Audit. Whilst this difference may be academic, for some aspects of the work, it is very significant when considering economic performance. Were we to undertake an evaluation then we would have interviewed businesses that had been provided with support in order to explore such things as:-

· The extent to which they were receiving support from other agencies (such as banks and accountants in order to explore deadweight);

· Their markets (to explore such aspects as displacement); and

· The extent to which impacts were ascribed to Business Gateway interventions.  

4.2
This type of survey work has not been undertaken. Accordingly the economic performance of Business Gateway is based solely upon information provided by the Joint Company. It would, however, be unwise to place too much emphasis upon it. One reason for saying this is that the information is based upon estimates given by clients. As such it is difficult to know, without undertaking longitudinal monitoring, whether the estimated figures actually materialised. However, SEF is aware of these difficulties and has, and is, commissioning research to assess the impact of its activities. For example a High Growth evaluation was undertaken in 2003 and a Volume Start-up one is planned for 2004.
4.3
With these caveats this Chapter looks at economic impacts, starting with an analysis of the statistics relating to business start-ups. .


Start-ups

4.4
Table 4.1 looks at a variety of statistics relating to the economic impact of Business Gateway’s business start-up activities for 2001/02, 2002/03 and the 8 months of 2003/04. Looking at the Table what emerges is that:-

· Most start ups are micro businesses, projected to employ less than 2 people with  average turnovers over the 3 years ranging from £38,000 to £49,000    per job created;

· On a crude calculation of the public sector costs of projected gross job creation (making no allowance for such factors as displacement and deadweight) the figures seem to represent, at between £111 and £244 per job, good value for money; and

· Leverage also seems to be good, with every £1 spend by the public sector levering in between £18 and £44 from private sources.


Although the figures do vary over the 3 years there is a degree of consistency, especially in terms of such things as the average number of jobs per start-up. There has also been a degree of improvement over time. For example the cost per job to the public purse has fallen and average turnover has increased.

 TABLE 4.1

Business Start-up Impacts 2001/02, 2002/03 and April to 





November 2003
	Type of Impact
	2001/02
	2002/03
	2003/041

	Total start ups
	508
	568
	502

	Projected Year 1 turnover
	£30,632,969
	£31,675,832
	£34,500,000

	Projected full time jobs


	758
	773
	631

	Projected part-time jobs
	76
	116
	142

	Projected total full-time equivalent jobs2
	796
	831
	702

	Average turnover per start-up
	£60,000
	£56,000
	£69,000

	Average turnover per full-time equivalent job
	£38,500
	£38,000
	£49,000

	Average full-time equivalent jobs created per start-up
	1.6
	1.5
	1.4

	Total public funding
	£195,000
	£93,000
	£78,000

	Total private project funding
	£3,600,000
	£4,000,000
	£2,600,000

	Cost per job created from public funds
	£244
	£113
	£111

	Private funding per £1 of public
	£18
	£44
	£33


Note:-

1.
The 2003/04 figures related to the first 8 months of the year, to November 2003.

2.
The assumption used by Gateway in its cost per job calculations seems to be that 1 part-time job is 50% of a full-time one. Accordingly this has been used here when calculating total projected job creation.

4.5
However, these “average” figures hide considerable differences when the types of company being created are considered. For example, using figures for 2003/04:-

· The average turnover of the 378 sole traders (accounting for 75% of start-ups) was £38,000;

· The average turnover of the 47 partnerships (9% of start-ups) was £61,000; and

· The average turnover of the 18% of start-ups that were limited companies was £150,000.

Although a breakdown of projected job creation by type of company was not available it seems likely that these differences will be replicated;

4.6
In interpreting these statistics it needs to be remembered that the figures are projections and therefore may not materialise. However accepting them at face value it may be the case that:-

· The small size of many of the start-ups may mean that many are “life-style” businesses that  have a limited long term impact upon the regional economy; and

· Given that many of these businesses are likely to be involved in service sector activities, it may be that displacement is quite high as they enter markets that are essentially local so that their success is at the expense of other companies. This is something that was flagged up as an issue in Chapter 3 (Paragraph 3.41).

4.7
Although it may be outwith Business Gateway Fife’s local discretion it would seem that there would be far greater economic impact if there was more focus upon providing support to the larger start-ups (for example limited companies) and those that are serving other than local markets.


Business Growth

4.8
Table 4.2 looks at the impact of the Business Growth Service for 2001/02 to the first 8 months of 2003/04. When comparing these statistics to those for start-ups the following emerge:-

· Average turnover per intervention is higher, which is to be expected given that these are established companies;

· The average turnover per full-time job equivalent created is below that for start-ups (for example £38,000 in 2003/04 compared to the start-up figure of £49,000). This is likely to reflect, amongst other things, a degree of optimism from start-ups that is not borne out by their eventual experiences;

· The average number of jobs created  is above the start-up average, which, again, may not be surprising;

· The cost to the public purse is  higher per intervention, which again may not be surprising given that the interventions are likely to be more complex than the support offered to start-ups; and

· Leverage is around a tenth of that coming from start-ups.

4.9
Whilst there may be reasons for these differences one would expect that this type of intervention would result in greater increases in turnover and greater leverage than seems to be the case. This would seem to repay further analysis. This is a particular concern given the expensive nature of these interventions when compared to start-ups (Table 4.1)

TABLE 4.2
Business Growth Impacts 2001/02. 2002/03 and April to November 





2003
	Type of Impact
	2001/021
	2002/03
	2003/042

	Number of interventions
	62
	170
	98

	Projected Year 1 turnover
	£7,638,000
	£19,000,000
	£15,000,000

	Projected full time jobs (3 year forecast)


	257
	565
	397

	Average turnover per intervention
	£123,000 
	£113,000 
	£153,000

	Average turnover per full-time equivalent job
	£31,000 
	£34,000
	£38,000

	Average full-time equivalent jobs created per intervention
	4.1
	3.3
	4.1 

	Total public funding3
	£261,000
	£739,000
	£501,000

	Total private project funding
	£666,000
	£1,805,000
	£1,427,000

	Cost per job created from public funds
	£1,016
	£1,308
	£1,262

	Private funding per £1 of public
	£2.55
	£2.44
	£2.85


Note:-

1.
The 2001/02 figures cover the 5 months from November 2001.

2.
The 2003/04 figures related to the first 8 months of the year, to November 2003.

3.
Other funds attracted to assisted projects, such as Regional Selective Assistance, is not included in these figures.


Client Follow-up


4.10
The above information is based on forecasts provided by the clients (Paragraph 4.2). In terms of start-ups there is, theoretically, an after-care programme whereby clients are contacted 3 and 12 months after the support has been given. However pressure to deal with the volume of business has meant that this has not been undertaken systematically. This will, however, be rectified, once the additional Advisers are in post (Paragraph 2.14).

4.11
Tracking for Business Growth clients is done a year after the support has been given and the client has implemented the agreed Action Plan.  Follow-up for the 2002/03 clients will be done by the end of the current financial year. 
Conclusions
4.12
This assessment of economic impact is based largely on output, rather than outcome information. The information is also limited in many respects. Accepting this is seems that, in terms of start-ups:-

· On some measures, such as leverage and the public sector costs of setting up a business, Business Gateway Fife represents good value for money;

· When considered against more rigorous economic criteria it seems that:-

· Most start-ups are micro-businesses, which is especially the case for sole traders, who account for three quarters of start-ups;

· Although there is limited evidence, their   creation seems likely to result in high levels of displacement as they are serving the local market. As a result, net, as opposed to gross, job creation seems likely to be low;

· A major gap in data seems to be the lack of any systematic follow-up of companies set up with Business Gateway support. That this has not been done reflects insufficient staff, although the appointment of more advisors should overcome this. Collecting such information seems vital if Business Gateway’s true economic impact upon Fife is to be measured; and

· Economic impact could be increased if there was closer targeting of support and greater selectivity. One approach might be to concentrate more upon established businesses and start-ups that seem to have growth potential. A surrogate for the latter might be those start-ups that were incorporated as limited companies.

4.13
In terms of Business Growth activities:-

· The average turnover per full-time job equivalent resulting from an intervention is lower than for start-ups. This may, however, simply reflect greater realism on the part of established companies and over-optimism by start-ups; and

· Leverage is far lower than for start-ups, which again is a matter of concern.


The reasons for these differences are not apparent. However, we would recommend that Business Gateway explore these in some detail and then take whatever action is felt to be needed to increase the impact of Business Growth interventions.  

5.
Customer Satisfaction


Introduction

5.1
The Centre for Customer Awareness (CCA) is contracted to Scottish Enterprise to undertake regular monitoring of the levels of satisfaction amongst Business Gateway customers. Information is collected in 2 ways, through:-

· Customer telephone callbacks of  Gateway clients; and

· Customer feedback surveys which are completed by clients and returned to CCA.


This information is collated and   presented in a quarterly report. This looks at the overall performance of each Business Gateway and compares it to performance for the Network as a whole. 

5.2
To assess the performance of the Business Gateway Fife its performance on the key service areas of: Business Information; Business Start-Ups; Business Growth; Seminars/Workshops; and Overall Performance were compared to the Network’s average. For most activity areas this was undertaken for 8 quarters (from the second quarter of 2001/02 to the first quarter of 2003/04).     

5.3
Although the information collected by CCA is extensive, and is collected on a quarterly basis,  a number of factors need to be borne in mind when using  it:-

· There may be relatively few respondents to some of the questions. For example the July 2003 Quarterly Report Customer Feedback section was based upon 729 Comment cards, which was apparently 128 more than the previous quarter.  This was said to have been “the greatest level of response ever recorded”. However, 729 responses only equates to an average of 56 for each of the Business Gateways
. When one considers that not all of these respondents will have been replying to every question then the dangers of placing overdue emphasis upon changes between quarters becomes clear; 

· The numbers of responses to the Customer Feedback section is heavily biased towards 2 Business Gateways, Glasgow and Grampian In the first quarter of 2003/04 they accounted for, respectively, 22% and 31% of total responses. In contrast Business Gateway Fife accounted for only 27 (4%). For Fife the low point was reached in the third quarter of 2002/03 when it accounted for only 9 responses, (2.5%); 

· The results are expressed as percentages and, perhaps as a consequence of the small absolute numbers from which some of them are derived, these are often not very discriminating in so far as there may be little variation between Gateway outlets. For example, the percentage variation in the first quarter of 2003/04 for Overall Performance ranged from 83.0% to 89.6%;

· Related to this is the statistical validity of the results. Whilst it may seem as if a variation of, for example, 59% and 70.2% in the Overall Performance score for Customer Feedback between Grampian and Fife is significant, in statistical terms it may be negligible, given that the Grampian response is based on 226 returns, that for Fife 27. The confidence limits on the Fife results are therefore likely to be far greater than for Grampian. No indication of these statistical variations is given on the Quarterly Reports so that it may be very easy to make assumptions about performance that are totally erroneous;  and
· The overall scores given for each of the key service areas are derived from responses to a number of questions (for example 16 in the case of Business Information). Aggregation is therefore likely to mean that much of the fine grain detail is lost.

Having outlined some of the potential problems with the data we will now go on to look at how Business Gateway Fife’s performance compares to that of the Network as a whole on the key service areas.


Business Information

5.4
In the First Quarter of 2003/04 Fife was ranked 9th out of 13th Gateway outlets on its overall Business Information performance. However its “score” (of 88.9%) was only 4.5% lower than that of the top performer (Borders at 93.1%). As such the rankings give a misleading impression of Business Gateway Fife’s performance.

5.5
Business Gateway Fife’s performance relative to the Network’s average is shown in Table 5.1.  It can be seen that, over the 8 quarters, Business Gateway Fife’s deviation from the average has decreased. For example in the second quarter of 2001/02 it was 8% above the average. By the first quarter of 2003/04 it was 1% below. However these changes reflect the fact that over time the Network’s performance has become far more consistent with fewer extreme deviations.  To put this another way, all Business Gateway outlets seem to be increasing their performance so that there is a far greater degree of consistency across the Network, something that the introduction of Business Gateway was to bring about.

TABLE 5.1
     Business Information Overall Performance - Fife and the Network
	
	Quarter 2 2001/2
	Quarter 3 2001/2
	Quarter 4 2001/2
	Quarter 1 2002/3
	Quarter 2 2002/3
	Quarter 3 2002/3
	Quarter 4 2002/3
	Quarter 1 2003/4

	Fife
	79.6
	86.4
	89.8
	87.9
	83.6
	88.1
	89.1
	88.9

	Overall Network Average
	74.0
	78.8
	83.4
	86.2
	86.3
	87.4
	89.3
	89.4

	Deviations1
	1.08
	1.10
	1.08
	1.02
	0.97
	1.01
	1.00
	0.99


Note:-

1. The deviations are calculated by dividing the Fife score by the Overall Network average. The greater the positive deviation from 1 then the more Fife is performing above average and vice versa. 

Business Start-Ups
5.6
In the First Quarter of 2003/04 Business Gateway Fife was ranked second on the Business Start Up service, achieving a score of 90.6%. Table 5.2 looks at Fife’s deviations from the Network average over the surveyed period. It will be seen that these are less extreme than for Business Information. Generally Business Gateway Fife has performed above or close to the average, albeit that the average is increasingly derived from small deviations in performance between individual Business Gateways.  

TABLE 5.2
     Business Start-Ups Overall Performance - Fife and the Network
	
	Quarter 2 2001/2
	Quarter 3 2001/2
	Quarter 4 2001/2
	Quarter 1 2002/3
	Quarter 2 2002/3
	Quarter 3 2002/3
	Quarter 4 2002/3
	Quarter 1 2003/4

	Fife
	90.2
	86.6
	90.1
	90.2
	87.5
	88.1
	83.1
	90.6

	Overall Network Average
	82.0
	84.7
	86.8
	89.7
	88.0
	89.2
	87.0
	88.9

	Deviations1
	1.1
	1.02
	1.04
	1.01
	0.99
	0.99
	0.96
	1.02


Note:-

1.
The deviations are calculated by dividing the Fife score by the Overall Network average. The greater the positive deviation from 1 then the more Fife is performing above average and vice versa. 


Business Growth

5.7
In the First Quarter of 2003/04 Fife was ranked 6th out of 12 on its Business Growth service performance. Table 5.3 shows that performance was, in the first 4 quarters, below average. For the last 4 quarters it was above average. This performance is commendable as, of all the services considered, performance across the Network on Business Growth tended to be the most variable. For example there was a variation of 18% in the First Quarter of 2003/04 between Business Gateways on this service. 

TABLE 5.3
Business Growth Overall Performance - Fife and the Network
	
	Quarter 2 2001/2
	Quarter 3 2001/2
	Quarter 4 2001/2
	Quarter 1 2002/3
	Quarter 2 2002/3
	Quarter 3 2002/3
	Quarter 4 2002/3
	Quarter 1 2003/4

	Fife
	81.7
	77.6
	74.8
	89.3
	98.2
	100
	88.6
	92.9

	Overall Network Average
	85.1
	85.0
	83.9
	90.5
	90.7
	92.6
	85.1
	90.8

	Deviations1
	0.96
	0.91
	0.89
	0.99
	1.08
	1.08
	1.04
	1.02


Note:-

1.
The deviations are calculated by dividing the Fife score by the Overall Network average. The greater the positive deviation from 1 then the more Fife is performing above average and vice versa. 


Seminars/Workshops

5.8
Information on Seminar/Workshop performance is only available for the final 3 quarters. As Table 5.4 shows Fife’s performance over this short time has been above, or close to, the average.

TABLE 5.4 
Seminars/Workshops Overall Performance - Fife and the Network
	
	 Quarter 3 2002/3
	Quarter 4 2002/3
	Quarter 1 2003/4

	Fife
	100
	92.2
	98.8

	Overall Network Average
	97.1
	97.2
	94.2

	Deviations1
	1.03
	0.95
	 1.05


Note:-

1.
The deviations are calculated by dividing the Fife score by the Overall Network average. The greater the positive deviation from 1 then the more Fife is performing above average and vice versa. 


Overall Performance

5.9 Table 5.5 looks at the Overall Performance, which is calculated by averaging the   percentage scores for each Business Gateway service. Business Gateway Fife was the second highest performing Business Gateway in the First Quarter of 2003/04. As the Table shows Fife’s performance has generally been above average. However, over the surveyed period the variation across the Network has been less than 10%: that is the “best” performing Gateway has only gained a score that was 10% above that of the “worst” performer. The quality of services, as perceived by the clients, has therefore become more consistent across the Network.

TABLE 5.5
  Overall Performance on all Gateway services - Fife and the Network
	
	Quarter 2 2001/2
	Quarter 3 2001/2
	Quarter 4 2001/2
	Quarter 1 2002/3
	Quarter 2 2002/3
	Quarter 3 2002/3
	Quarter 4 2002/3
	Quarter 1 2003/4

	Fife
	78.2
	78.4
	81.6
	84.1
	84.0
	86.8
	85.3
	88.3

	Overall Network Average
	76.4
	79.2
	79.3
	83.6
	82.9
	86.6
	85.3
	85.8

	Deviations1
	1.02
	0.99
	 1.03
	1.01
	1.01
	 1.00
	1.00
	1.03


Note:-

1.
The deviations are calculated by dividing the Fife score by the Overall Network average. The greater the positive deviation from 1 then the more Fife is performing above average and vice versa. 


Conclusions

5.10
There is little, if anything, in the CCA data to indicate that Business Gateway Fife’s performance is in any way a cause for concern. If the most recent information is considered (the First Quarter of 2003/04), Fife’s percentage score was above the Network average on 3 of the 4 key service areas and just slightly below on the fourth. Perhaps more importantly the Overall Performance score across all the service areas shows that Business Gateway Fife has performed at, or above, the average for 7 out of the 8 quarters.

5.11
However, in interpreting these scores it needs to be remembered that performance across the Network is becoming far more consistent, no doubt as Business Gateway gets bedded in and individual Business Gateways take action to prevent previously below average scores reoccurring. This means that the type of information collected by CCA is likely to become of limited use in discriminating between Business Gateway outlets. This would seem to be the logical outcome of the move across the Network towards product standardisation.

5.12
Given that the CCA surveys seem to be of increasingly limited use in discriminating between outlets consideration could be given to using the resources allocated to this work to a more systematic tracking of business start-ups and companies receiving Business Growth interventions. This would enable the Network to begin to assess the impact that its Business Gateway activities are having in terms of outcomes. This would go some way towards redressing the balance in monitoring activity which is heavily weighted towards gathering output information.  However, as with some earlier suggestions (Paragraphs 4.7), it is realised that  Business Gateway Fife cannot take independent action over this.

 6.
Performance Against Targets


Introduction

6.1
This Chapter looks at Business Gateway’s performance against the targets set each year by Scottish Enterprise and endorsed, or modified, by the Board.

6.2
The targets are considered under the 3 main areas of business activity: business information; business start-ups and business growth.  

6.3
Our understanding is that the targets have become progressively more complex and segmented over time. For example, the targets set out in the 2001/02 Operating Plan were as follows, to:-

· Set up 500 new businesses;

· Help develop 1,000 established companies; and

· Respond to 5,000 information enquiries.

6.4
There is a view, amongst some interviewees, that targets are often driven by factors other than a concern for real economic impacts.  A particular concern here is the start-up target, which seems to be essentially “a numbers game”, with little concern for the longer term sustainability of the companies that are created nor for the extent to which they may be resulting in displacement. Whilst this can be seen as an operational issue, and therefore   outwith the scope of this Audit, we feel it is worth highlighting as it clearly influences Business Gateway’s economic impact, something that was commented upon in Chapter 4.  

6.5
However, on the more positive side, although Business Gateway has to meet a variety of targets, its funding is not output related (Paragraph 2.22).  This gives it a degree of flexibility. Should targets not be met then this does not have a detrimental impact upon the Company’s finances.  

6.6
The remainder of this Chapter looks at the targets set for 2002/03 and 2003/04 and the extent to which they were attained.


Business Information

6.7
Table 6.1 looks at performance against targets for 2002/03. It will be seen that:-

· Of the 9 targets, 7 were exceeded, one by over 300%; and

· 2 were not attained. Of these Level 3 enquiries would seem to be, by its nature, something that Business Gateway has little direct control over. It was also the case that 2002/03 was the first full-year of operations for Business Gateway Fife. As such the Company had to set targets that were not based on a track record of what had been achieved in earlier years. The other target that was not attained, road shows, would seem to be something that Business Gateway could easily influence: if the target is not met then organise another road show. It is unclear why this target was not attained.

TABLE 6.1


Business Information Statistics 2002/03
	
	Actual
	Target
	Actual as a Percentage of target

	Level 1 enquiry
	2,487
	1,900
	131

	Level 2 enquiry
	5,009
	4,000
	125

	Level 3 enquiry
	248
	400
	62

	Pre-start enquiry
	3,624
	3,150
	115

	Existing business
	3,845
	3,000
	128

	Other
	289
	150
	193

	Road shows
	0
	2
	0

	Open days
	3
	2
	150

	Company visits
	40
	12
	333


6.8
Table 6.2 looks at performance against targets for the first 8 months of 2003/04. It will be seen that:-

· The targets have been changed from those set for 2002/03. For example, that for Level 1 enquiries has increased by 66%, that for Level 2 has decreased by 42% and Level 3 decreased by 28%. These changes were based on the 2002/03 attainments and the expectation that there would be a fall in some types of enquiry (for example Level 2) as a result of European tenders being dealt with by the Euro Info Centre (Paragraph 3.40). The increase in Level 1 enquiries is, in part, due to the implementation of the 0845 telephone number which, allied to National Business Gateway advertising, has resulted in an increase in demand;  

· Performance over the first 8 months seems variable. For example, on a pro rata basis, it is above average for Level 1 enquiries, but below average for the other 2. A particular concern must be the poor performance for Level 3, the most challenging and, therefore one assumes, the type of enquiry that has potentially the greatest economic impact. However, the Joint Company hopes that the increases in such things as company visits and greater awareness by Account Managers of the services on offer, will increase Level 3 enquiries; and

· Although only 8 months into the year, 2 targets have already been exceeded: open days and company visits. In their turn these may result in more Level 3 enquiries. 

6.9
The Information Service is currently being evaluated by external consultants. This may result in targets being revised or even changes to working practices. Accordingly it is premature to make any detailed recommendations for change before the results of this work are known.

TABLE 6.2
Business Information Statistics 2003/04 (8 months to November)
	
	Actual
	Target
	Actual as a Percentage of target

	Level 1 enquiry
	2,523
	3,163
	78

	Level 2 enquiry
	1,258
	2,300
	55

	Level 3 enquiry
	148
	287
	52

	Pre-start enquiry1
	2,223
	N/A  
	N/A 

	Existing business1
	1,602
	N/A 
	 N/A

	Other1
	104
	N/A 
	N/A 

	Road shows
	0
	2
	0

	Open days
	6
	2
	300

	Company visits
	20
	12
	167


Note:-

1.
No targets were set for these figures in 2003-04. The Company collates the figures for its own internal management purposes.


Business Start-ups

6.10
Table 6.3 looks at performance against targets for start-ups in 2002/03. It will be seen that:-

· 3 of the 5 targets were either attained or slightly exceeded. However, what is arguably the key target (the number of gross starts), was exceeded; and

· The targets that were not attained were essentially sub-targets: specific categorises of start-ups by particular groups, such as young people. Business Gateway Fife argues that it is very difficult to influence these as there is a need to respond to whatever enquiries come along. However, the extent to which they were not attained was, in absolute terms, relatively slight: for example 8 starts by young people.

TABLE 6.3


Business Start Statistics 2002/03
	
	Actual
	Target
	Actual as a Percentage of target

	Number of starts
	575
	550
	105

	Starts by women
	234
	226
	104

	Starts by young people
	30
	38
	79

	Starts in SIP areas
	55
	55
	100

	Business start-up awards claimed
	282
	300
	94


6.11
Table 6.4 looks at progress in the current financial year. This seems to be good, for example:-

· Two have already been exceeded; and

· Three are, with a third of the year still to go, in the 80 or 90 per cent attainment brackets.

6.12
The one area of concern is the number of starts by young people. Given progress to date, it seems unlikely that this will be attained, which is comparable to the situation in 2002/03. The Joint Company is aware of the situation and has asked Business Enterprise Scotland if other localities are experiencing similar difficulties. The Director’s view is that this is a problem to which there is no short term solution. 
What is needed is an integrated programme of entrepreneurial development that starts in primary school and goes through to further and higher education. The Company does have links with the 4 Fife further education colleges and St. Andrews University to stimulate more students to think about self employment as an option (see Paragraph 3.16). However, it acknowledges that more needs to be done in this area and is currently developing an Action Plan to address this problem. 

6.13
There are also some concerns about the accuracy of the statistics, in part as a result of changes in both definitions and procedures. For example:-

· A Young Person is defined as someone aged under 25, as opposed to being aged under  26  in previous  years; and

· In previous years all starts by young people were dealt with by the PSYBT manager. They are now supported by Start-up Advisers.


One consequence of these changes is that it is felt that there may be under-reporting of starts by young people. An audit to address this issue is currently being carried out.  .   

TABLE 6.4

Business Start Statistics 2003/04 (8 months to November)
	
	Actual
	Target
	Actual as a Percentage of target

	Number of starts
	502
	590
	85

	Starts by women
	207
	230
	90

	Starts by young people
	26
	59
	44

	Starts in SIP areas
	67
	59
	113

	Starts by ethnic minorities
	8
	5
	160

	Business start up awards approved
	273
	300
	91





Business Growth
6.14
Table 6.5 looks at the Business Growth statistics for 2002/03. Of the various areas of activity this seems to be the one where there is the potential for most improvement. None of the targets were attained and only one (the number of companies worked with) was near to being attained. 
TABLE 6.5                  Business Growth Statistics 2002/03

	
	Actual
	Target
	Actual as a Percentage of target

	Companies worked with
	 620
	750
	83

	Number of Business Health Checks
	174
	350
	50

	Number of Business Development Reviews
	40
	100
	40

	Number of Action Plans implemented
	40
	80
	50


6.15
Table 6.6 looks at performance so far this financial year. There seems to have been better progress. For example the number of Business Development Reviews has already exceeded the total for 2002/03.  
TABLE 6.6            Business Growth Statistics 2003/04 (8 months to November 2003)

	
	Actual
	Target
	Actual as a Percentage of target

	Companies worked with1
	 629
	N/A 
	N/A 

	Number of Business Health Checks
	87
	200
	44

	Number of Business Development Reviews
	82
	110
	 75

	Number of Action Plans  implemented1
	58
	 N/A
	 N/A


Note:-

1.
No targets were set for these figures in 2003-04. The Company collates the figures for its own internal management purposes.

6.16
The reasons for not hitting the targets were discussed with the Company. It is felt that the Business Health Check (BHC) target will not be met. There are 2 main reasons for this:-

· The transfer of staff to deal with medium impact businesses during the year; and

· The volume of start-ups which has reduced the time that can be spent on BHCs and can be allocated to aftercare.


These problems are recognised by the Joint Company and are being addressed by the recruitment of additional staff (Paragraph 3.42).

6.17
The challenges offered by the Business Development Review target in 2002/03 relate to the introduction of the SIRIUS software. The targets were set before there was experience in using this. It was, therefore, uncertain how long a Review would take and how much time would be needed before staff could use it efficiently. In the light of these experiences it is now felt that the 2003/04 target will be met. This does, however, need to be kept under review.  


Conclusions

6.18
Overall performance against targets is variable. In general terms:-

· Business Information targets have generally been met, with the exception of Level 3 enquiries;

· Gross start-up targets have been met; and

· There seems to have been a general inability to reach Business Growth targets.

6.19
The main concerns arising from the target analysis are:-

· The need to grow Level 3 enquiries, that, arguably, have the greatest potential to impact upon Fife’s economic development. The increased number of company visits may eventually result in such growth and the current evaluation may make recommendations to address this concern;

· The need to address the failure to hit the young people’s start-up target.  It may be that  more targeted marketing activities are needed; and

· A major concern over the failure to hit the Business Growth targets over 2 years. Given what has been outlined earlier (about the potentially limited impact of some of the start-ups) it would seem that a more effective use of resources would be to target established companies. The ability to do this seems, on the basis of past performance, to be limited. However the recruitment of additional business advisors may result in more progress in this key area and the Company is optimistic that the BDR target will be met. In part this is as client management was introduced in October 2003, which should start to show result in 2004. This does, however, need to be kept under review.

 7.
Conclusions and Recommendations


Introduction

7.1
The earlier Chapters have collated and analysed a variety of information and opinions about Business Gateway Fife and its activities. The purpose of this Chapter is to draw some conclusions and then make a number of recommendations.


Conclusions

7.2
In terms of the contractual requirements that Business Gateway Fife has to meet, these have either been met, or in the case of staff achieving Premier Advisors, are in the process of being met. Accordingly we have few reservations about contractual compliance.

7.3
In terms of organisational structures Business Gateway exhibits exemplar aspects of partnership working in that it is providing a true “one-door” approach to economic development to a far greater extent than in other areas. It is clearly helped in this by the fact that it is able to house staff from different agencies, which are funded from different sources, all in one place.  

7.4
Management and direction of Gateway is focused and pro-active in so far as it takes action to deal with problems as they are identified. Management has also put in place appropriate processes and procedures, some of which are contractual requirements. Although there has not always been a need to implement these, when they have been implemented (as with the complaints procedure), they work effectively.

7.5
The perception of Gateway’s clients, as measured by CCA, is very positive.  Business Gateway Fife generally performs above the average for the Network on the main service areas.

7.6
Overall we feel that the Fife Gateway is well managed, meets the various requirements that are set out in the operating contract and, within the limits of having to deliver a nationally prescribed service, responds to local needs and circumstances.


Recommendations – Local

7.7
However, based on the evidence of the data analysed in the earlier Chapters, we feel there are a number of issues that would repay attention. Some of these are local, whilst others seem outwith Business Gateway Fife’s control, albeit that they do impact upon its ability to influence the local economy. Rather than outline these issues again here we have chosen to set them out as a series of Recommendations, starting with the ones that Business Gateway Fife, or its partners, seem to have a degree of control over.

7.8
Recommendation 1

Scottish Enterprise Fife should continue the process of integrating the procedures and staff who provide an economic development service under the Gateway “banner”.


One of the most distinctive features of the Business Gateway Fife is the “one-door approach to economic development that it has developed, which brings together a variety of staff from different organisations to deliver an integrated service from under one roof. Although progress has been made in integration there are still some issues to be resolved.

7.9
Recommendation 2

Business Gateway Fife should consider developing Service Level Agreements that would outline the services on offer and the obligations of the customer who receives these services.


One of the causes of complaints is that some customers have unrealistic expectations of what Business Gateway Fife can offer. Formalising the relationship would be one way of ensuring that both parties were clear about their mutual obligations.

7.10
Recommendation 3
Business Gateway Fife should ensure that all staff who deal directly with customers receive appropriate training.


One of the problems that has been encountered is staff over committing themselves over the support that they can offer to clients. Providing training to enable them to, in effect, say “no” would be one way of overcoming this problem.  

7.11
Recommendation 4

Business Gateway Fife needs to give thought to its marketing strategy in order to ensure that it can reach those target groups that it is currently failing to meet.


Business Gateway fife seems to have problems reaching some of its targets, in particular start-ups by young people, Level 3 Business Enquiries and most of the targets related to Business Growth. Whilst some of these may not be attained due to lack of resources it may be that others could be attained if the marketing approach was varied.  However, any action over Level 3 enquiries needs to wait for the completion of the current Business Information evaluation.

7.12
Recommendation 5

Business Gateway Fife should put in place a strategy to ensure that it can meet its Business Growth targets.


The Business Growth service may be the one that has the greatest potential to have an impact upon Fife’s economic development. The failure to meet targets, possibly for 2 consecutive years, has to be a cause for concern. Whilst resources may be part of the problem (a problem that is being addressed) there may be other factors underling this failure which need to be addressed.

7.13
Recommendation 6

Business Gateway Fife should examine the statistics for Business Growth performance and see if a more targeted approach can result in a greater impact being attained.


The Business Growth statistics, especially for such things as average turnover per job created and leverage, do not seem particularly impressive, especially when compared to the statistics for start-ups. This should be explored to identify the reasons why and to see if a more targeted approach would result in a greater impact.

7.14
Recommendation 7

Business Gateway Fife needs to make greater efforts to provide aftercare to business start-ups and to record their achievements in terms of job creation and sales.


Perhaps for lack of resources, limited attempts seem to have been made to provide start-ups with aftercare. Although this has now been addressed it is important that as part of the aftercare service attempts are made to look systematically at achievements in terms of job creation and sales. At the moment there is a considerable amount of output data collected throughout the Network. However theer is very little information on outcomes. This would be a start on overcoming this deficiency.


Recommendation - National  

7.15
The above Recommendations are ones that we feel can be implemented locally. There are, however, some more strategic concerns that may only be capable of resolution by national action. These are dealt with here.

7.16
Recommendation 8

Consideration should be given to using the resources allocated to CCA for customer surveys for assessing the impact of Business Gateway on economic development.


The customer surveys seem increasingly to be unable to discriminate between Business Gateway outlets. As such their value seems to be limited. A better use of these resources might be to undertake a systematic sampling of business starts and business growth clients in order to begin to measure the outcomes of Business Gateway activity. This information could then be used   to target resources more effectively as well as beginning to measure Business Gateway’s true economic impact.

7.17
Recommendation 9

Consideration should be given to using Business Gateway’s Fife resources in a more targeted, and possibly a more effective, way.


At the moment Business Gateway Fife is a responsive service, providing support to whoever makes an approach. One consequence of this, especially with regard to start-ups, is that many of those that are supported seem likely to have a very limited economic impact. A more targeted and discriminating approach could increase this impact. In the instance of Business Gateway Fife it might be that focusing upon start-ups that are incorporated and on established companies would have a greater economic impact. A similar approach with regard to Business Growth clients may also result in greater impacts.  

K. Hayton

12/2/04

� The Euro Info Centre was added to the Quality Service Initiative in the second half of 2002/03, giving a total of 13 surveyed outlets.
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