TOMORROW’S LEADERS INTERNATIONAL

O’HERLIHY & CO LTD

DECEMBER 2004
Section 1 

Introduction

1.1
his report presents the findings of an evaluation of the Tomorrow's Leaders International programme that was funded by Scottish Enterprise Glasgow in 2003 and 2004.  The programme was a pilot that selected and funded student interns on placement to firms based in the USA.  The programme was relatively high profile having the endorsement of Scotland's First Minister who for the 2003 cohort, met all the students in advance and impressed upon them the importance of their role.

1.1 The aim of the evaluation is influenced by Scottish Enterprise Glasgow's ambition to expand the programme’s implementation.  The aim is therefore to:

 examine the economic impact of the programme to date, both quantitative and qualitative

 forecast the economic impact of the programme assuming it were to be scaled up to a national level over a five-year period

 identify sources of funding to support a scaled up programme running at a national level

 provide options for an appropriate delivery model to support a national programme that could be implemented, preferably as a partnership model that is likely to deliver cost-effective and value for money results

 estimate the likely take-up of the programme over a five-year period.

1.2 When preparing our proposal, we identified a number of issues that influenced the ability of the evaluation to address these aims.  Principally, it is essential to understand the nature of the impact and that any improvement in company performance would be derived by firms located outside the UK.  Therefore, the conventional quantitative measures of sales improvement, cost reduction, increased profitability or increased employment are not applicable here.  Regardless, given that the input is being provided by a third year undergraduate over a six to eight week period, the impact of the firm is like to be relatively insignificant in financial terms.

1.3 Therefore, we have focused our evaluation methodology in capturing feedback from the undergraduate on the benefits that they derived through the placement.  We have also spoken to a proportion of the firms in the USA and gained feedback from them on the impression the students made while being placed at their institution - when conducting these interviews we have not limited ourselves to how the undergraduate worked with their nominated mentor but have also gained their feedback on how the intern worked with others in the firm.  

Methodology

1.4 Our methodology comprised four main elements:

 Background research

 Consultations with Scottish Enterprise Glasgow, the consultants (Mentorshop) and Scottish Development International

 Interviews with participating students (17) and firms (7)

 Analysis and reporting.

1.5 The exercise was undertaken during late September and October 2004.
1.6 The overall feedback from both students and firms has been especially positive.
Report Structure

1.7 The following section presents a description of the programme. It is followed by the findings of our survey.  The report concludes with consideration of the impact deriving to date and the possible future development of the programme.

Section 2

The programme

The programme

1.8 The project was initiated and managed by SEG in Glasgow with delivery in the USA being the responsibility of Mentorshop.  Scottish Enterprise Glasgow promote and recruit students in Scotland.  Scottish Development International and Mentorshop identify the placements for these students in the USA, organise accommodation, visas and travel and meet the students on their arrival.  They are also on-call to deal with problems that arise.

1.9 There is a Steering Group based in the US that provides input on the overall direction of the project.  It meets approximately every six months.

Rationale

1.10 The rationale for the programme built on research undertaken by David Clark Associates (DCA) in June 2000 focusing on employability of new graduates in Software and IT. Through a mix of desk research and interviews with firms (41) and graduates (25), DCA identified:

 Personal attributes are particularly highly sought by firms especially problem solving, commercial awareness, project management and communications skills

 80% of responding firms indicated that they preferred graduates with work experience

 some technical skills are in short supply – but these shortages are generally short lived and firms felt that universities and colleges could do more to bridge the skills gap.

1.11 Current trends appear to be little different to those of four years ago.  In a recent newspaper article
, Paul Murphy (JP Morgan Chase) stated his frustration with regard to two aspects of graduate skills provision.  First, Scotland’s graduates prefer to be technical software specialists – this places them in direct competition with software specialists in India and the Far East who are available at very competitive labour rates.  Second, Scotland’s graduates do not have a good enough understanding of commercial issues and lack softer skills.  What’s more, they appear to be more interested in working with the technology than applying it successfully for business gain.  These two factors are leading to a skills shortage and this is choking business growth.

1.12 The rationale of TLI was to provide selected undergraduates with high profile on-the-job experience in the USA and in the process to develop their leadership skills and facilitate their entry to the Scotland job market

Operation

1.13 There have been two cohorts of students thus far, eleven in 2003 and 13 in 2004. In 2003, the programme was promoted as being for elite undergraduates.  Prior to departing for the USA, the cohort met the First Minister of Scotland who impressed upon them the important ambassadorial role they would have when working in the USA.  In retrospect, this may not have been the most appropriate tone to adopt as the students had a particularly high expectation of their own positions. The experience from 2003 is that undergraduates’ expectations have to be managed – 2004 was much more successful in this regard

1.14 Participation is competitive for the students. The recruitment processes have been modified following the first year with HAY Consultants assisting in the student selection and incorporating specific screening elements for leadership qualities.

1.15 Based upon our consultations, those who derive most benefit are students who relish the opportunity and value it. There is a view among consultees that Scottish Enterprise should target those who really want the opportunity as these individuals appear to derive most benefit and also act as extremely good ambassadors for Scotland.

1.16 In Scotland the participating academic institutions include:

 University of Glasgow, 

 Glasgow Caledonian University, 

 Royal Scottish Academy for Music & Drama 

 Glasgow School of Art.

1.17 The University of Strathclyde has been included in the circulation but to date have not put forward any students. Promotion is by mail/email to senior departmental contacts.  The programme relies on their promotion internally.  There has been a specific issue due to the relatively late approval of funding at SEG which has resulted in:

 Universities having relatively little time to identify suitable students

 Mentorshop having to devote significant effort to organise travel, accommodation, host placement and visas at short notice.

1.18 The tight timescale was identified as a weakness of the programme by our consultees, the students, and firms. The fixed elapsed time required for visas etc is getting longer and the relatively late approval of the budget made it very difficult (in both years) to organise suitable placements and projects in host organisations.

Project selection

1.19 There are four broadly defined criteria that SEG uses to identify a suitable project for students:

 The project placement will be good for both firm and student

 The project builds on experience in an academic discipline 

 The firm can provide a safe environment 

 It is assumed that the project specification agreed is the one on which the student will work – if it is found that this is not the case, the student may be withdrawn from the firm

1.20 Feedback from firms indicates that projects are running very well and in 2004 the match of project and student was better.

1.21 The overall project should be interesting for the student but it is recognised that in most cases there will be elements that will be mundane.

Host selection

1.22 Scottish Development International have played a critical role in the identification of host organisations that can provide a potential intern placement.  SE Glasgow assesses organisations according to a range of criteria:

 Is it a going concern?

 Can it provide a challenging project?

 Does it have a good reputation in its technical/commercial field?

 Does it have a project champion available in house?

 Ideally does it have experience of an intern/in-house intern programme?

 Is it metropolitan based and accessible by public transport – several key projects have been declined because this has not been available (e.g. HP)?

1.23 Smaller organisations tend to be less successful as they don’t have the infrastructure to support an intern.

1.24 There are 14 host firms in the USA comprising a mix of commercial and governmental institutions. These include:

 Life-science – Dyax, Acambis, Genzyme, NitroMed

 Governmental – International Development Bank, US Commerce Department, 

 Art & Arts - John David Mooney Foundation, Smithsonian Institution

 Legal – Keegan Werlin and Pabian

 Technology - Raytheon

1.25 To date, firms have accepted the selection made for them by SEG – selection and matching has been better in the second year following the inclusion of an assessment of Leadership characteristics (HAY input).  In addition, there has been a specific effort made to match the firms’ sectoral/technical competencies to the degree disciplines of the students.  In 2004 Mentorshop employed a postgraduate student to handle the undergraduates’ queries – this worked well as there was empathy between the students and this representative.

1.26 For accommodation, Mentorshop use on-campus halls of residence as they are good value, available during the summer months, secure/safe, linked to public transport, and provide a community into which students can engage quickly.

Cost

1.27 The overall cost of the programme for the 13 students supported in 2004 was £98,900.  This equates to roughly £5,000 per student which covers their living expense, travel and accommodation and visas in addition to around £33,000 for overall project management and in-country support. 

1.28 The project has a close fit with the Global Scot network. All of the Steering Group members are Global Scots as our most of the contacts in the host organisations.  This has been an important factor in getting organisations to commit resources.

Benefits

1.29 During our consultation, consultees identified a number of key benefits attributable to the pilot programme:

 John David Mooney Foundation (Chicago) is aiming to undertake a Summer School with 10 Scottish interns

 A very close working relationship has been built between Glasgow School of Art and John David Mooney Foundation that includes the possibility of staff transfers etc.

 International Development Bank have arranged a visit to Scotland in January 2005

 Technology Capital Networks offered to work with Scotland based VCs but it has yet to come to fruition

 New Hampshire State has sent a Life Science Delegation to Scotland as a result of contacts made through the programme. 

Possible future development

1.30 Apart from improving issues around timescale, SE Glasgow is keen to investigate the scope to link with firms in Scotland that have an presence in the USA in order to design two-way internships e.g. JP Morgan Chase.  Given Paul Murphy’s recent comments, this would appear to be a very powerful idea.

Scottish Enterprise Glasgow

1.31 At the outset, SEG could see the potential in this project but given the uncertainty surrounding its outcomes, treated it strictly as a pilot.  Although there was no formal board or approvals paper at the outset, the rationale for the pilot was based upon the recognised failure of the local (Scotland) employment market to absorb skilled undergraduates in the broadly defined Life Sciences disciplines.  This explains the relatively large proportion of life science companies who act as host organisations, although it has been driven by the response of universities in coming forward with suitably qualified undergraduates. 

1.32 There has been a specific problem in gaining funding approval for both the first and second years with the final go-ahead being given very late in the recruitment process.  This has put considerable pressure on the academic institutions to come forward with suitably qualified individuals, and on Mentorshop in their organisation of the logistics and discussions with host organisations to identify suitable projects in time.

1.33 Following the delivery of the pilot, Scottish Enterprise Glasgow is aware that there is likely to be demand in other parts of the Network for example Grampian.  However given the observations of SDI below, it is also apparent that there are complementary initiatives in place already.  

1.34 Scottish Enterprise Glasgow’s Chief Executive can see a clear opportunity to use this model and the positive feedback from the pilot, to design a much broader initiative.   This would engage a large number of groups in Scotland (not just University undergraduates) and would open up other geographies (e.g. EU Accession States).  The process would be two-way with personnel coming from these countries to Scotland in addition to our personnel going to theirs. This would fit with the First Minister’s aim of attracting new talent to Scotland. From the Chief Executive’s viewpoint, Scotland should build on the pilot and create a central management unit that is properly resourced.

Scottish Development International (Boston Office)

1.35 Through our consultation, Scottish Development International plays a critical role in the identification of leads for potential host organisations. Based upon the experience to date, there is a critical issue around timing.  Firms have had relatively little time to respond to the opportunity for a Scottish undergraduate to be placed with them as has Scottish Development International.  From the perspective of the US contact, things appear to have been very rushed and while the end result was good, there is a danger that it tarnishes the otherwise positive image.

1.36 The second year of the pilot was an improvement on the first, although both were good.  The critical difference for 2004 was the improved sectoral and personnel matching that resulted from the refined selection process adopted by Scottish Enterprise Glasgow.

1.37 Our consultees felt that it was possible to build on TLI to establish closer links between SDI, and undergraduates and firms.  This could comprise getting ongoing feedback on the placement both from the perspective of the firm and from the undergraduate – what has worked well for each.

1.38 Other organisations are active in this sphere. Scottish Development International has been approached by the Scottish Institute for Enterprise with a very similar proposition acting on behalf of its member universities.  Separately, Scottish Enterprise Edinburgh and Lothian have had a programme running for several years with Sun Microsystems whereby third year students at Heriot Watt University are given a one-year placement in the USA. This programme could be appraised separately for good practice elements.

1.39 Scottish Development International is aware of a programme run in Ireland about which one of the Steering Group members is particularly positive. There is also the programme active in Sweden and if the Tomorrow’s Leaders International pilot is taken forward, SDI is keen to build upon any good practice that might be available elsewhere. 

1.40 Overall, SDI is positive about the Tomorrow’s Leaders International programme as it builds another set of linkages to US firms.  There is a good rationale from a corporate development perspective.

1.41 The consultee had one key question about the influence of the TLI programme. Would it be more effective to build upon the experience at Sun Microsystems and for example place 20 undergraduates or postgraduates into an organisation with the profile of Microsoft? This might have more influence and if the Sun model was used, could be more cost-effective. 

1.42 We consider issues surrounding the future of the pilot in more depth in section 4.

Section 3

Survey Findings

Students 

1.43 We facilitated an evening workshop session with students.  A total of 17 attended:

 Six from 2003

 11 from 2004 

1.44 We used the session to capture a mix of group based and individual feedback.  The table below (Table 3.1) summarises the responses and their associated rankings to our questions.

	Table 3.1 Feedback from Students
	
	
	
	
	

	
	Not at all
	
	Average
	
	Very High

	Was the project Relevant & Challenging
	
	3
	
	12
	2

	Did project make valuable contributions to your studies/course
	
	4
	1
	8
	4

	Will project be of value when seeking employment
	
	1
	2
	5
	9

	Was the host operating in an area relevant to your degree
	1
	2
	1
	11
	2

	Has your confidence changed
	
	
	3
	7
	7

	Has the placement  improved your skills 
	
	
	3
	8
	5

	Are you better at dealing with ‘other cultures’
	2
	3
	1
	5
	6

	Will TLI change the way you work with others in future
	1
	4
	1
	9
	2

	HAS TLI changed your approach to final year at University
	2
	2
	
	11
	1

	Overall, did the Programme operate effectively
	
	1
	1
	11
	4

	Mean Scores
	1.5
	2.5
	1.6
	8.7
	4.2


1.45 The data presented in table 3.1 shows that the influence on students is especially positive for:

 Scope to work on a challenging project

 Confidence building

 Undertaking a project that will help undergraduates gain good employment when they finish their course

 Gaining clarity on their future career direction and having experience valuable to a future employer

1.46 The students’ feedback also indicates that they consider the Programme to be very well managed.

1.47 Analysis of the detailed responses indicates that undergraduates valued:

 Exposure to senior management (presentations etc)

 Access to specialist skills (e.g. lab research for life science undergraduates)

 Practical project work with an opportunity to apply their technical expertise and gain new skills relevant for their course.

1.48 In addition, we asked a number of specific factual questions the answers for which are presented in Table 3.2.

	Table 3.2 Feedback from Students
	
	
	

	
	Yes
	No
	Not Answered

	Was this your first time away from Scotland on your own (other than holiday)
	6
	9
	2

	Had you clear goals at the outset
	9
	8
	

	Has been away changed your view of Scotland
	15
	1
	1

	Did you build any new contacts with US/foreign interns 
	16
	1
	


1.49 There are several key points to note:

 Just over one third had worked away from home previously

 Over half of the students had set clear goals at the outset which is a positive finding as it shows that these students are motivated

 All but two of the students changed their view of what Scotland had to offer and analysis of the detailed responses suggests that the experience of working away from Scotland appears to have improved the students’ view of what this country has to offer

 Finally, all but one of the students built contacts with other interns as a result of their placement. Given the move to a global networked economy, this is a particularly positive finding.  What’s more we know from our consultations with firms that Mentor’s have been keen to keep in touch with their students, in some cases influencing the undergraduate to consider postgraduate research (UK based) or employment in a specific sector.

Improvements

1.50 Suggestions for improvement are few (students feel the programme operates very well overall).

 Timing – provide more notice

 Provide an opportunity to meet other students before departing
 Change timing of intern placements so as to fit with firms’ intern programmes

 Offer better matching of student’s degree discipline to host project

1.51 Overall, the feedback is that this programme has had a marked influence on the students’ aspirations for the future.  This is particularly true in terms of both their vision and their confidence. 

Host Firms’ feedback

1.52 There was a considerable amount of background information collected from firms as part of the pilot process. In comparison to other evaluations, we feel that this was particularly good practice and that it should be used as good case practice for other pilot projects. In addition, based upon the feedback from firms and undergraduates in 2003, SE Glasgow modified the undergraduate selection processes and put more effort into matching graduates’ skills, aspirations and competencies with the host firms’ projects.

1.53 As part of the evaluation we were keen to gain the host organisations’ perspectives of how the Scotland intern compared to their US peers.  We were particularly interested in either cultural,  technical or competence differences and whether these were either positive or negative for the firms involved.

1.54 Overall, firms’ feedback is particularly positive.  All those consulted appeared to have been genuinely captivated by the maturity and the enthusiasm of the students. Typical suggestions that were put forward included: 

 Pleasantly surprised! This was especially true given that the firm did not have the opportunity to meet the undergraduate beforehand.

 Most firms commented on skills – age for age, the Scotland students were generally considered to be more technically competent than their US peers – this was particularly true of Life Science and Arts students

 Better broad education – Scotland’s undergraduates were considered to have a broad base of knowledge and better all-round education that suited well the firms in which they were placed

 Leadership qualities – most of those interviewed (circa 75%) considered that these undergraduates exhibited the kind of qualities that will contribute to them being leaders in their field

 Responsibility – The Scotland students were more willing to take responsibility for their projects and to adhere to timescales and deliverables 

 Productivity – the Scotland students were considered to be more productive than their US peers and more personable with it. All firms commented on the hard work and positive work ethic of Scotland’s undergraduates

1.55 In terms of the overall management of the project, providing more advance notice was the main recommendation made.  When compared to the firms’ in-house intern programmes, Tomorrow’s Leaders International was often viewed as being less bureaucratic and easier to handle.  The input of Mentor shop was considered to be extremely effective and their model viewed as working well. Firms commented that this is a critical element that should be retained in the future.

1.56 One firm suggested that SE considers opening it up to postgraduates and for longer-term projects.

Section 4

Conclusions, Impact & the Future

Conclusions

1.57 This initiative is built on research undertaken in 2000 that indicated that graduates who lacked practical work experience were less attractive to local employers.  The research focused on IT and Communications sectors but anecdotal feedback from firms in the life-science sectors suggests that the issue is more pronounced there.

1.58 The Pilot was launched in 2003 and the design modified following feedback from the first group of students:

 Undergraduate selection

 Host firm selection

 Project definition and matching

 In-project liaison & monitoring

1.59 SE Glasgow collected comprehensive feedback at the end of both years of the pilot and this information was acted upon.  This is good project management practice (especially for pilot projects)

1.60 Overall, the project reviewed very positively and seems to have had different benefits for different constituencies.  These benefits are discussed in more detail below.

Impact

1.61 The invitation to tender requested that we identify a direct impact attributable to the programme.  However, as we set out in our proposal, it is not possible to use conventional impact measures to do this given that the beneficiary organisations are in a foreign country. We have therefore concentrated on the change experienced by the undergraduates and the change in the perspective of firms as a result of placement.  These are discussed below.

1.62 Overall, the project has had a significant and positive influence on the undergraduates and a positive influence on the host organisations’ mentors (in terms of their image of Scotland).

1.63 Separately, we understand that one of the undergraduates has set up a local based design company and is fulfilling orders throughout Europe.  Our consultation with John David Mooney indicated that this undergraduate aspired to establish a leading edge design firm in Scotland and that they had discussed its evolution in some depth during the placement.  The TLI programme 

1.64 Separately, we are aware that the programme has also been viewed positively by a potential inward investment company. 

1.65 There is also feedback (based mainly on our conversations with firms) that TLI is a good ‘action focused’ initiative to engage the Global Scot network.  

1.66 Other impacts:

 Leadership – people with vision and the confidence to bring others along with them to achieve it.  This initiative appears to have enhanced these qualities (identified anecdotally by around 75% of the student respondents and in most of the firms when giving views on the students) 

 Confidence – 14 students ranked the programme’s influence as either 4 or 5 out of 5 

 Students’ employment prospects in Scotland have improved – the practical skills (both technical and commercial) they acquire make them more attractive to employers

 Vision – 12/17 reckoned that participation will change the way they work with others and the same number identified that it would change the way they will approach their final year at University and their subsequent career choice (in a positive way).  

 Improved image of Scotland – these interns appear to have acted truly as ambassadors and have impressed greatly their hosts’ mentors and others in the host organisations.  On balance, most undergraduates appear to be more likely to try to stay in Scotland as a result of their experience which enable them to see in a different light what the country has to offer 

 The initiative also enhanced links between Scotland undergraduates and peers in the USA – 16 of the 17 undergraduates identified this benefit

 All of the hosts said that they would take more students and that they were pleasantly surprised at both the high technical standing and strong interpersonal skills of those placed with them to date

 For SDI, the Programme offers the potential to build links to new client firms and builds upon their existing Global Scot network.

1.67 We feel that the most effective method of measuring impact would be through a longitudinal study (say five or seven years) comparing the TLI cohorts with a control group.

Issues to consider and the future

1.68 The Pilot has reviewed very positively from the firms and undergraduates perspectives. Based upon the feedback from the consultees, TLI is:

 a programme to develop leadership characteristics among undergraduates 

 an experiential development programme for undergraduates

 a means to build links to and improve relationships with corporate organisations in the USA (primarily for SDI)

 an initiative that provides less advantaged students with the opportunity to gain a high level placement

 a model that can be expanded to cover other Global locations, represents all of Scotland and is open to academic and non-academic groups and institutions.

1.69 We feel that supporting TLI in the future should be undertaken with a clear view of its potential benefits.  Based on the feedback from the pilot review these are:

 Raises Scotland’s profile among participating organisations in the USA

 Enforces the view of the capability of Scotland’s undergraduates 

 Raises confidence and vision of undergraduates and allows them to gain key work based skills

 Can contribute to potential graduates establishing new firms in Scotland..

1.70 There are a number of suggestions that we would make regarding the future delivery of the programme based upon the feedback:

 Timing – it needs a stable funding source and approvals process

 Promotion to participating institutions – extra preparation time should be used to make this element of the overall approach more structured 

 Demand  – based on the very positive feedback from the students involved to date where timescale has been extremely tight following late funding approvals, there would appear to be a strong enough demand among suitably qualified (in terms of leadership capability) individuals within other academic institutions.

Expansion – new intern groups, new geographies

1.71 There is a proposal to expand the activity to cover non-academic interns and to expand into new geographies.  We feel that both of these propositions are possible but would recommend that any expansion of the Programme is undertaken in a phased manner.  The diagram below (Figure 4.1) reflects our view – the risk of losing the currently good performance increases if either new intern groups or new geographies are taken on, but is especially if both these changes are implemented concurrently.  We suggest that SE Glasgow changes one of the variables at a time and tests the response (say over a two year period).
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1.72 There are other aspects of design that are worth noting.  Based on feedback here and also on our experience of evaluating other placement type initiatives, Mentorshop’s performance is (very) good.  Unusually, both firms and undergraduates rate their input very highly.  We recommend that Mentorshop is retained in the USA.

1.73 Should the Programme be expanded to cover new geographies/intern types, there are two possible models we see being adopted (Figure 4.2)
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1.74 Regardless of the model used and based on the evaluation findings, we consider that it will be important to have both a Scotland based management/selection function and an in-country function to manage the placement, arrange accommodation and deal with any local emergencies that might emerge.  This is especially true for the new member of the European Union. The proposed management unit could consider both short intern placements (8-10 weeks) and longer placements of up to one year

1.75 If the programme has expanded to cover new geographies and groups, it would probably be appropriate to have sub-programmes that are targeted at specific sectors and geographies

1.76 This unit could act as the gateway through which other organisations would work – it would have the expertise in managing these types of placement and therefore 
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