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1 INTRODUCTION
This report records the conduct and findings of a Review of the Sales and Marketing Programme (SAM) Product delivered to relationship managed companies within the Market Development Intervention Framework.  
The Review was conducted by MWC (the Consultants) in accordance with SE guidance on the management and development of Products and was designed to:
· Validate the delivery of the Product against specification; and

· Identify potential for improvement of service and effectiveness of the Product.

The objectives of all Product Reviews are to assess the Product’s fitness for purpose by considering:
· The market failure being addressed and its continued relevance;

· The strategic rationale for the product and its continued relevance, in particular the fit with the Government Economic Strategy, Scottish Enterprise’s Business Plan and emerging Scottish Enterprise policies in such areas as Commercialisation as appropriate;

· Product performance/usage;

· Performance against objectives;

· Contribution to key sector priorities;

· The product’s continued  relevance;

· An assessment of  delivery against the specification contained in the User Guide;

· The quality of delivery by suppliers, to the agreed specification; 

· Benefits to the company and outputs achieved;

· Length of time for the product to have an economic impact on the company and an assessment of the persistence of the intervention (short, medium or long term);        

· Identifying  any improvements to product delivery;

· Other product dependencies within the delivery pipeline;  

· The appropriateness, relevance and quality of the management information being collected; and

· Evidence, both qualitative and quantitative as to impacts and the extent to which management information enables impacts to be assessed, however tentatively.

The Review process consisted of:
· An initial briefing meeting between the Consultants and a senior manager in the SE Products team.
· Consultation with SE Appraisal and Evaluation Team.
· A review of relevant information consisting of:

· The SAM Product Specification Template. 

· The SAM Product Approval Paper.
· The Invitation to Tender to SAM Delivery Contractors

· The conduct of a facilitated discussion amongst the Product users and implementation managers.
· The preparation of this report.

The SE executives attending the facilitated session are listed at Appendix 1.   Comments made in the course of the discussion are recorded on a non-attributable basis in accordance with good practice in securing meaningful contributions.  Similarly comments made in relation to individual delivery contractors are not reported here, although participants were asked to liaise with the Product Managers in providing feedback on specific contractors.
2 PRODUCT RATIONALE AND DESCRIPTION
2.1 RATIONALE

The rationale for this product is identified in the Sales and Marketing Product 2007 approval paper.   Whilst this paper does not directly align the rationale with HM Treasury classification of market failures
, it is clearly grounded in the concept of “information asymmetry”.  The information available to SMEs on researching and planning for Sales and Marketing activity causes them to under-estimate the potential benefits to their business given the potential investment required for implementation. In particular, companies cannot readily assess the Return on Investment (RoI) from investment in market research, development and exploitation activities.  The resulting risk-aversion to investment in both Sales and Marketing means that SMEs fail to optimise sales and marketing activity within their business and to maximise their business performance and GVA.
In addition, there are potential barriers to entry for smaller firms seeking to derive and apply strategic marketing approaches and advanced selling methods to their business development.  These relate to the resource gaps faced by smaller companies in gaining access to the advice and expertise which larger companies can absorb through economies of scale.
The Product’s are designed to address these failures by providing intensive support through a series of Modules, designed to identify the key sales and marketing tools and techniques required to maximise business performance.
Improved business performance in the SME sector is an essential requirement for the sustainable increase in GDP growth which lies at the heart of the Government Economic Strategy (GES). Market development and sales promotion amongst SMEs is central to facilitating growth in turnover, accessing new markets and securing finance for expansion. Many SMEs lack the skills, resources and opportunity to consider and resolve the issues which will define their approaches to marketing and sales.
Long term market adjustment would see SMEs investing directly in enhanced sales and marketing activity, with reducing levels of public sector support. 
2.2 DESCRIPTION
The SAM Product emerged from a rationalisation of related products previously delivered by SE under the Intervention Frameworks implemented from 2004.  First delivered in 2006, SAM incorporated best practice from a range of previous interventions and was designed as an integrated solution to improve participants’ ability to recognise and exploit market development opportunities.
The objective of the SAM Product, as stated in the Product Specification Template and 2007 Approval Paper is:

“to embed the ability to carry out effective sales and marketing strategy, planning, management and practice in individuals with operational responsibility for sales and marketing in growth companies.  It is a demanding and fast paced programme designed to give companies a competitive advantage and winning position in their marketplace.”
SAM is a modular “one-to-many” workshop product.  The Product is designed to provide flexibility in delivery and companies at varying stages of development can benefit from completion of one, several or all four modules.
The Four modules are:

· Market Strategy and Planning – Aimed at individuals in growth companies with operational responsibility for marketing.  Providing tools and techniques consistent with the requirements of participants and resulting in their producing a Marketing Plan.
· Channel Partner Management – Aimed at individuals in growth companies responsible for managing business to business sales functions. Providing frameworks and methods for identification, management and assessment of channel partners including distributors, resellers and other intermediaries. 
· Sales Performance Management – Aimed at senior managers with operational responsibility for sales management. Demonstrating the impact of effective sales management on bottom line and implementing effective techniques to maximise return on sales investment and activity.
· Sales Skills – Aimed at individuals in growth companies directly involved in selling to customers, and their managers. Providing methods and tools which can directly impact sales performance.
Each Module is designed, and can be delivered, on a “stand-alone” basis.  As the Modules target different aspects of the Sales and Marketing process in growing companies, different individuals from the same company may be engaged in the different Modules.  
Full details of the scope, purpose and content of each Module are included in the Product Specification Template, which is included for ease of reference at Appendix 2.
Delivery of the Modules is procured from a framework of third party commercial suppliers selected through a competitive tendering process.  Not all Suppliers are contracted to deliver all Modules, reflecting their particular skills and experience.
Analysis of take up of the SAM Product, based on data provided by SE from the CRM database is presented in Tables 1 and 2. below.

	Table 1: SAM Activity and Spend April 2008-July 2010

	 
	Spend (£)
	Modules Delivered

	2008/09
	232,000
	41

	2009/10
	493,000
	129

	Apr-Jul 2010
	75,000
	152

	Totals
	800,000
	322


	Table 2. Regional Analysis SAM Delivery: Full Years 2008-2010

	 
	2008/09
	2009/10

	 
	Spend (£)
	Modules Delivered
	% of Modules
	Spend (£)
	Modules Delivered
	% of Modules

	Aberdeenshire
	52,000
	18
	44%
	125,000
	29
	22%

	South
	0
	0
	0%
	86,000
	21
	16%

	Tayside
	5,000
	0
	0%
	22,000
	5
	4%

	East
	133,000
	2
	5%
	160,000
	44
	34%

	West
	42,000
	21
	51%
	100,000
	30
	23%

	Total 
	232,000
	41
	100%
	493,000
	129
	100%


This analysis demonstrates a continuing increase in the numbers of modules being delivered overall, with evidence of significant uplifts in the level of delivery in South of Scotland during 2009 and 2010.  The levels of usage in Tayside appear low, although this may be a reflection of the approach used to delivery in this region, where Module workshops are initiated by an Organisational Development specialist, and may reflect inconsistencies in recording delivery on CRM.
3 REVIEW PROCESS AND TOPICS
PROCESS

Following an initial meeting with the Products Team, and consultation with the Appraisal and Evaluation Team, a series of topics was prepared for discussion in the course of a two hour workshop session conducted on 30th September 2010.  A brief introductory presentation was provided by the Consultants, which also identified six core topics around which to frame discussion.  A series of questions were provided to stimulate discussion of each theme. 
A copy of this presentation is included at Appendix 3.  A record of the session was prepared by the Consultants.

TOPICS
The topics presented for facilitated discussion in the course of the workshop were:

· Participant Profile and Expectations.
· Module Content and Integration.
· Delivery and Suppliers.
· Management Information Provision
· Impact on Participating Businesses.
· Rationale and Market Adjustment.
In the following section of this report we summarise the discussion and any consensus of opinion under each of the topics.

Suggestions for improvement in the performance of the Products were sought under each topic and by way of summary and conclusion the participants were also asked towards the end of the session to identify priorities for evolution of the design and delivery of the Products. These suggestions are collated and included in Section 5 of this report.
4 REVIEW DISCUSSION 
4.1 INTRODUCTION

In the following sections we summarise the discussion and any consensus of opinion amongst the participants in the workshop session.  As previously noted, comments made in the course of the session are not attributed to participants.
4.2 TOPIC 1: PARTICIPANT PROFILE AND EXPECTATIONS 

Participant Company Profile

Attendees identified the predominant users of the Products to be small companies looking to “professionalise” the sales and marketing activity which historically they had been doing by instinct and out of necessity. 

Typically participant companies have been focused on sales and adopted a “quote by quote” culture generating turnover by responding to and pricing enquiries as they arose. The Programme was a means of instilling a structured and targeted marketing approach to generate and grow sales.

Many participant companies previously relied on multi-tasking by owners and senior managers and needed to focus on and develop a specialism in Sales and Marketing.  This required development of discrete roles within the Senior Management Team (SMT) and the delegation of responsibility for Sales and Marketing.

Attendees also suggested that there was a cultural dimension to the issues faced by participants where some companies are reticent to tell the world about products and services.  
Some companies have used the Modules as a skills and approach refresher for key staff.  Attendees observed a tendency for companies to engage first with Sales Modules to provide an early win in terms of revenue and to approach Marketing over a more extended period.

Targeting Individual Participants

Attendees reported that it can be difficult to deliver the “right” person to the Module training sessions. There was an instance of an Account Manager identifying a participant who would benefit from and apply the learning but the company had opted to send a more senior executive.

Account Managers do try to target individuals for participation but delivery of the training remains problematical. There are often instances of non-attendance by, or last minute substitution of, previously identified participants. This was attributed in part to the lack of a requirement to pay a significant deposit in advance for the workshop sessions.
Attendees also reported issues over low attendance – with implications for output delivery and achieving best value – sessions are charged at a fixed rate for 8 or more participants – so attendance of less than 8 dilutes benefit delivery.

Skills and experience levels can also be difficult to balance between session participants – and in several instances this has made delivery problematical for a trainer attempting to pitch sessions across a wide range of understanding and ability.

There was a consensus amongst the participants that not enough is being done to market the Sales and Marketing Programme.  Whilst it is the responsibility of the Account Managers to raise awareness of the Product and constituent Modules, there is a perceived need to sell the concept of marketing to many companies before they will contemplate committing resource and staff time to take up the Modules.
It was suggested that a case study or studies which attributed quantifiable business benefits to involvement in the Programme would be a useful marketing tool.

It was also suggested that the Suppliers engage in a “roadshow” to demonstrate what each aspect of the Programme could provide for companies.

Company Interest and Expectation
Attendees reinforced the importance of explaining the process of marketing to companies and differentiating it from Sales.  Sales is intuitive for all companies – it is a survival instinct – necessary to maintain cash flow and pay the bills.  Marketing requires forethought and planning to structure and implement.  Many growing companies have not researched markets or altered their approach to sales and marketing since preparing their first business plan.

The experience of some of the Account Managers was that interest in the marketing aspects of the Programme was driven by strategic planning exercises within organisations.
Attendees suggested improvements to the promotion of the SAM Programme – perhaps through engagement of a marketing specialist with responsibility for the Marketing Intervention Framework.
It was also suggested that a pre-existing calendar of sessions would provide a pacemaker for the Programme and generate certainty for potential participants as to when and where commitment of resources would be required.

Consideration might also be given to the potential for more centralised provision of Module delivery to allow for greater strength and depth of demand and delivery to peer groups of participants with similar levels of experience and ability.  However, concerns were expressed over the distance companies will travel to attend.

Account Managers stated that companies often have an expectation that they are going to come away with a fully developed marketing plan ready for implementation. However, the Modules are designed to give the Company the insight, skills and tools to develop a plan which reflects the context, resources and current market position of their business.

It was also reported that potential participant companies can relate strongly to sales and understand the function and imperative that underlies it.  Marketing is often perceived as a “dark art” and it can be difficult to persuade companies of its importance or to demonstrate a Return on Investment in marketing effort and expenditure.

Company Feedback on Programme Value

Attendees considered that participant companies valued the support delivered through the Programme. With sales this was readily observable and attributable for companies.  With marketing the returns were less directly attributable to the activity through the Programme, although one Account Manager considered that two of their client companies could attribute business performance improvement to their attendance.

Whilst the Product Specification Template provides a pro-forma for gathering post-delivery feedback from each participant, this does not appear to have been used extensively.  One Product Manager had conducted a stand-alone web survey whilst another was in the process of designing a feed-back sheet for use by participants.  There was no centralised collection, analysis or feedback of any comments received from participants.  

4.3 TOPIC 2: MODULE CONTENT AND INTEGRATION 
Modular Approach 

The consensus amongst attendees was that a modular approach was correct.  A previous Programme, run as a single course, had been considered too intensive and had difficulty in securing resource commitment from participants.

It was generally agreed that there should not be any more than 4 modules and one attendee considered that there could be a case for fewer modules to address the issue of low numbers of attendees at workshops.  However, it was pointed out that merging of modules could make the Programme less attractive to certain potential participants as it would require greater levels of resource and commitment to take up a module.

Demand for Individual Modules

Attendees reported that the most popular Module was “Sales Skills”.  This reflected the fact that the Module was relatively short and intensive, could be completed quickly and could produce almost immediate results in the form of higher levels of sales. The content of this Module was also relevant to and applicable by individuals in most companies and there were instances of multiple delegate attendance by some companies seeking to enhance sales team capacity.  It was further suggested that attendees for this Module consisted of less senior staff and companies could afford to release these staff over the relatively short period for delivery.

Attendees also reported good levels of interest in the Market Strategy and Planning Module – but considered the length of time required to complete this to be an issue which was limiting take-up.  There was also some concern expressed over the variation in skills and experience of those attending the workshop groups for this Module.  This was impacting on delivery and the potential for Peer Group learning from the more experienced attendees.

Attendees also perceived that potential participants in both this Module and the “Sales Management” Module had expectations of delivery by specialists in their sector.  This was considered to be the result of confusion between the generic process of planning and implementing a Sales and Marketing programme, and the process of generating and converting identified sales leads within a specific market or sector.

The least popular Module was “Channel Partner Management”.  It was reported by several Account Managers that this concept was difficult to explain to potential client companies.  This was despite a perceived increase by attendees of the need for the Module, as more companies relied on Agents or resellers to get their product or service to market.  None of the attendees had experience of a company participating in this Module.  

It may be the case that the title of this Module was failing to communicate the scope and importance of its content to both Account Managers and potential participant businesses.

It was suggested that the Module might be run at a national level and be intensified to a short residential course and targeted on participants from companies dependent on Business to Business (B2B) sales for success. 

Module Content 
It became immediately apparent from discussion that there was a low level of awareness amongst attendees of the content of each Module.  There was, furthermore, limited knowledge of the content and delivery methods used by the different suppliers retained on the Framework. Account Managers advised that they sold the “general need” for Sales and Marketing support and relied on the Product Teams to devise and specify the module content.  Delivery rested with the Suppliers, and the Account Managers facilitated a transfer of knowledge between those Suppliers and the companies seeking support using the generic product.  

Some Product Managers had attended Module delivery sessions to observe content and methods and some Account Managers had attended latter parts of the Module delivery.  Account Managers were most interested in the outputs and outcomes from completion of the Modules.  However, several Account Managers also stated that they would require assurance on the supplier and quality of content before referring a company to a supplier for delivery.

Overall there was a consensus that referral and recommendation of Modules to potential participant companies would be improved where both Account Managers and Product Managers had fuller knowledge of the content of Modules and the effectiveness of delivery by suppliers.

Module Integration

Because individual Module content was relevant to different participants from a single client company there was less requirement for read-across between the four modules.  However one attendee had identified a level of duplication in the delivery of two Modules and had required a supplier to amend content and delivery to remove this.

Integration was, however, considered important in presenting the Modules as a comprehensive Sales and Marketing Programme to a single decision maker within a potential participating company.  Senior managers would need to be convinced of the benefits of implementing the full Programme across a range of staff in their business as a means of implementing a Sales and Marketing strategy.

Feedback and Quality Control

Several Account Managers reported strong positive feedback from attending companies.  However this feedback was informal and qualitative and there was no apparent feedback loop to identify strengths and areas for improvement.  Some Account Managers suggested that because the Modules were based on generic approaches there was limited scope for improvement.

However, it was clear that there was little formal assessment of the quality of the content and delivery of the Modules.  Feedback forms used by some suppliers were considered to lack impartiality and there was no systematic or consistent method for collecting feedback from every Module or session completed.  This would limit the potential for performance monitoring of the suppliers and inhibit the evolution of the Modules to better reflect the requirements and preferences of future participants.

4.4 TOPIC 3: DELIVERY AND SUPPLIERS

Delivery Process
Attendees were asked to outline how the delivery of a Module was organised and it became apparent that a range of approaches had been adopted across the SE Regions.  These approaches are:
West Region Approach
· Project Managers alert Account Managers about upcoming module

· Account Managers respond by generating a lead on CRM for companies they (a) consider would benefit or (b) expressed an interest

· Once sufficient respondents have been identified, a range of potential suppliers are provided to Account Managers.

· Account Manager selects the most appropriate supplier based on their knowledge of the companies and the company requirements

East Region Approach

· Preliminary mini-competition amongst Suppliers to deliver specific Modules

· Selection of first and second preferred Suppliers for each Module

· One year Programme of Modules by Supplier

· Account Managers generate interest amongst potential participants

South Region Approach

· Preferred suppliers identified following presentations
· One Supplier running two Modules and another running a third Module

· Account Managers and Business Gateway canvassed to identify potential demand

· Electronic flyers distributed to stimulate demand amongst participants
Tayside Approach

· Process is initiated by Region’s Organisational Development Specialist who programmes a forthcoming Module session
· Organisational Development specialist alerts Account Managers who canvass interest amongst clients and provide leads

· Organisational Development specialist follows up leads and arranges for delivery of the Module by a Supplier
It was clear that no single process was being universally applied across the SE Regions and this introduced potential for variances in the market penetration of the Product, the engagement of suitable participants and the procurement and assessment of Suppliers.  
Supplier Skills and Competencies

Whilst some Product Managers involve Account Managers in the selection of the suppliers, and there were Account Manager representatives on the selection of the Supplier Framework, it was apparent that Account Manager attendees had limited insight to the effectiveness of the suppliers.  In addition Account Managers had limited exposure to the suppliers in action and were therefore unable to form a clear picture of their strength and weaknesses.  This might have repercussions for engaging with other future potential participant companies. As previously noted there was no formal process for assessing the performance of suppliers or their effectiveness in delivering what participant companies required.

Several Product Managers stated that they had positive experiences with Suppliers but one related an experience of observing a lower level attendance at a Module workshop than that advised by the Supplier in advance of delivery.  

All attendees agreed that there was room for improvement in observing Supplier provision, undertaking objective assessment of their performance and disseminating feedback from participant companies to Account Managers, from Account Managers to Product Managers, and between Product Managers.

Improving Delivery
Attendees were asked to make suggestions on improving the delivery of the Programme.  A range of potential improvements were suggested:

· Provide for better marketing materials for the Programme and its Modules to Account Managers and Business Gateway Advisors.

· Refreshment of the marketing materials for the Channel Partner Management Module to more clearly define content and relevance to potential participants.

· Better communications between Product Managers and between Account Managers and Product Managers

· Co-ordination of provision between geographically adjacent regions – East and West, Aberdeen and Tayside.

· Preparation of a forward programme or calendar of Module events – providing milestones for delivery and achievement.

· Drop-in sessions by suppliers to provide insight to potential participant companies in the region.

· A one-to-one discussion between the supplier delivering the Module and participants to better match content of workshop sessions to requirements of attending companies.

· Recording in advance of participant company expectations and anticipated impact on Key Performance Indicators to facilitate monitoring of impact.

· A “roadshow” by suppliers for all Account Managers in the Region so they can understand the content and meet those who will be delivering to their client companies. This could be provided for in the re-tendering process as a pre-requisite before commissioning delivery of Modules.

4.5 TOPIC 4: MANAGEMENT INFORMATION PROVISION

It was apparent that the day to day management and resourcing of the Product was demand led and that there was not an annual programme and associated budget for delivery. Attendees recognised that this reactive approach had implications for the strategic management of the Product, with limited capacity to assess demand against projections and adjust activity accordingly.  It was also apparent that different approaches to planning and budgeting activity were being adopted in the SE regions.

The implications of any under-spend were likely to be reductions in the resources available to deliver the Product in the following financial year.  This approach fails to recognise external dynamics in the market which affect demand.  Recovery from recession may mean that more potential users of the Products have the resources and market stimulus to engage with the SAM Programme.  If provision of the Product in this period of growth is based upon lower take up during the recession then this will not be sufficient to meet growing demand. 

It was again apparent that there was no systematic recording and analysis of supplier performance in delivering the Products across all regions and suppliers.  This has implications for assessing the performance of the suppliers and any provisions for future contracting and assessment of suppliers against key performance indicators.

4.6 TOPIC 5: IMPACT ON PARTICIPATING BUSINESSES

It was clear from discussion that there was currently no formal assessment of the impact or potential impact of the Modules or the Programme on the business performance of the participating companies. Several Account Managers reported positive endorsement of the Programme by participant companies, and anticipated that the changes in approaches adopted as a result of their involvement would deliver business development and improvement.  

Generally there was a consensus that it would be difficult, based on current assessment processes and evidence, to directly attribute improvements in financial performance to involvement in the Programme.  This has implications for future assessment of economic impact of SAM, which is conventionally assessed through measuring net additional GVA and FTE employment.
4.7 TOPIC 6: RATIONALE AND MARKET ADJUSTMENT

In light of the limited availability of management information on the demand for the Products, and the effects of the Products on the underlying business performance, it was not possible to have an informed discussion, on the day, on the current and potential future demand for the Product.
However, it was apparent from the comments of Account Managers on the day that companies continued to require support in understanding and applying the principles of marketing to their business.  Companies were expressing greater demand for the Sales modules where the implications of under-performance were more immediate and opportunities for early improvement to bottom line performance could be appreciated. 
5 CONCLUSIONS AND SUGGESTED ACTIONS
5.1 OVERVIEW

The Product Review confirmed satisfaction with the SAM Product based on anecdotal feedback from participating businesses.
Particular strengths of the Product identified included:

· The Modular format of the SAM Programme, allowing participating companies to engage with aspects of the sales and marketing process as time and resources allowed.
· The effectiveness of the “Sales Skills” Module in generating early positive effects within participating businesses associated with growth in turnover.

· The Product’s coverage of a wide range of topics and the capacity for companies to identify potential participants from across their organisation to benefit from up-skilling.  This provided the potential for a single company to instil a marketing and sales ethos throughout the organisation – from the chief executive signing off a three year marketing strategy to those dealing with product and service enquiries on a daily basis.
The main weaknesses of the Product identified were:

· Lack of a forward programme of Module events specifying dates, times, locations and suppliers.

· Potential for inconsistencies in the quality of content and delivery due to use of a range of suppliers, different approaches to organising delivery within SE Regions and low levels of awareness of the Module content. 
· Lack of management information and in particular feedback on the performance of the suppliers in delivering the service and the quantifiable effects of the SAM Programme on the business performance of participating companies. This prevents assessment of the contribution of the Product to measures specified in the SE Business Plan and Government Economic Strategy.
Throughout the session attendees were asked to provide their suggestions for improving the design and delivery of the SAM Programme. 

The suggestions we received have been interpreted and collated into a series of potential improvements relating to:

· Developing greater understanding of participants

· Marketing of SAM

· Measuring effects on Companies

· Programming of provision

· Flexibility in delivery 

· Procurement

Developing Understanding

Several participants stressed the importance of ensuring that a more structured pre-assessment of participants and their companies takes place in advance of Module delivery.  There were significant variations in the methods used by suppliers to undertake this.  It was further suggested that post-delivery assessment could be undertaken and integrated with enhanced monitoring of performance improvement.

This, it was suggested, would require more explicit briefing and instruction of suppliers and clear specification of the method and intensity of pre and post-event discussions with participants.

Marketing of SAM

Several attendees raised the importance of marketing the SAM programme.  This would include developing the fliers and other materials used to promote the events, developing and using case studies and further explanation of the content of each Module, and in particular the Channel Partner Management Module.  

It was also suggested that research into demonstrating the RoI on marketing investment would provide a strong message to promote the Marketing aspects of the Modules.

Measuring Effects on Companies

The importance of recording and assessing the impact of the Programme on company performance was recognised by all attendees.  It was suggested that all suppliers should be aware of the core measures of performance SE was seeking to influence through the Programme.   This awareness could be translated into measurement of performance at pre and post-Programme and Module delivery stages.  Further analysis of this performance (including Return on Investment in marketing) could be usefully applied to future marketing of the SAM Programme.

Programming Provision 

Both Account Managers and Product Managers identified advantages to having a forward programme of Module delivery.  This would provide certainty to potential participants and act as a pacemaker for ongoing provision, assisting strategic planning of resources and applying KPIs to supplier activity.

Flexibility in Delivery

One Product Manager suggested that greater flexibility in the delivery of the Modules would allow for higher levels of application and, potentially, greater levels of impact.  This might include, for example, the delivery of a Module to the entire sales force of one company.

Procurement

There were a number of suggestions to improving procurement of the Programme.  Attendees questioned the variations in day rates quoted by suppliers which led to significant differences in the cost of delivery of a Module.  There were also concerns over the minimum cost of the Module sessions regardless of the number of attendees.  Low levels of attendance might be addressed by requiring up-front payment from participant companies, and there could be some form of incentivisation of suppliers to maximise attendance at events.

It was also suggested that there might be advantages in having procurement conducted by one executive for all regions.

5.2 SUGGESTED ACTIONS
As a direct consequence of the completion of the Review the Consultants suggest that the following actions be considered:

· An assessment is made of the potential scale of provision of each Module, based on topic and market capacity.
· Consideration is given to prioritising resources towards delivery of the more popular and immediately effective Modules to a wider constituency of businesses.
· Consideration is given to the rationalisation of the delivery of the less popular and more intensive Modules at a national or joint-regional level, engaging peer group participants with similar experience and aspirations.
· Management information measures and protocols are put in place to record progress in delivery of the Product and Modules. This should include, for example, expenditure on delivery against projections, scale of delivery by Module, numbers of participant companies, number of action plans produced by participants.
· Based on the foregoing, a Programme of delivery and associated budgetary provision is made to drive and monitor progress in delivering Modules against activity projections.

· Post-delivery evaluation is initiated and responses collated and analysed centrally with feedback provided to all users and managers of the Modules on supplier performance and Module content.
· Consideration is given to establishing a standard process for initiation and management of Product and Module delivery based on current best practice applied by the Product Mangers.  This will help promote consistency of deliver across the SE operating area.
· Future procurement aims to deliver a convergence on day rates of suppliers, and specifies KPIs for assessment of supplier performance, including, where possible, incentivisation to secure high levels of appropriate participant attendance.
· Arrangements are put in place to collect pre and post-Module business performance measures for participant companies with key milestones to include sales growth, employment of marketing professionals and implementation of a marketing plan.  This may be specified as a responsibility of SE, the Suppliers or a combination of both.  In addition, the requirement to conduct a pre-session assessment of each participant should be clearly specified in agreements with Suppliers.
· Greater emphasis is placed on the marketing of the SAM Product, including, where appropriate, revised marketing materials and the preparation of case studies and other evidence such as Return on Investment (RoI) in Marketing, to demonstrate effectiveness in companies.
· Consideration is given to preparation of a Monitoring and Evaluation Framework for the Product.  This should be consistent with any overarching M&E Framework for SE Products and specify the inputs, outputs and outcomes for the SAM Product.  This should include identification of the responsibility for data collection (including that to be collected by Suppliers) and the frequency of data collection.
· The Market Failure being addressed by the Product should be clearly specified in Green Book terms.  Expectations of how market adjustment might occur and be measured (e.g. by increased levels of financial contribution from participating companies, or delivery of similar sessions by Suppliers elsewhere without support) might also be stated.
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