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In Businesses

EXECUTIVE SUMMARY

This report evaluates the Learning Journey Programme operated by SE to Disneyworld in Florida and the Schindlerhoff Hotel in Nuremburg, and covers the period 2002/3 and 2003/4.  The Programme sought to expose Scottish tourism businesses to the operational practices of two exemplar businesses, to encourage users to follow these examples, and to disseminate the lessons to other Scottish businesses. 

The Programme has attracted 114 delegates from throughout Scotland, and from a wide range of backgrounds.  There have been high levels of satisfaction among users, and two thirds of users have implemented lessons taken from their journeys: the lessons being largely concerned with customer care and human resource improvements.  These have been similar for both the Disney and Nuremburg Journeys.

The impacts on business performance from implementation have been reasonable in relation to the scale of investment in the Programme, and have consisted of improvements in income, employment and investment.  These have arisen from benefits to customer relation and labour performance, and are likely to increase over time as full implementation occurs.

The level of dissemination within businesses has been satisfactory, especially among larger companies, but there has been very little dissemination by users to other companies as set out in the Programme’s objectives.

Delegates valued the Programme more highly than its cost to them by almost £100,000 in total, suggesting that the level of public subsidy could be trimmed in future.  The public:private sector leverage ratio was 1:0.94 and the programme to date has created around 17 FTEs and income to the Scottish economy of around £0.16m.   

Overall, the performance of the Programme has been good, and the chief conclusion is that it should be continued, if required by SE.  Despite this conclusion, the Programme could be improved in number of respects, and the following recommendations are made:

· The benefits from Disney and Nuremburg are similar, and the Disney journeys should be discontinued to save money

· The Journeys should contain more interactive content

· Marketing should be selective to maximise impacts

· Delegates should be limited to 2 per company and dissemination training provided where required

· SE/HIE involvement should continue until lessons have been implemented

· SE/HIE should use the Programme to foster more corporate strategy training among senior managers/owners

· The price of the Nuremburg Journey should be raised to £1000

· SE should set clear targets and SE & HIE review their cost accounting system to ensure the costs of national programmes supported by LECs can be accurately identified.

· New learning journey destinations should be sought over the next few years – preferably in Scotland.

1.0 INTRODUCTION

This report provides the results of a study that evaluated the Learning Journey Programme operated by Scottish Enterprise (SE) and Highlands & Islands Enterprise (HIE), and was commissioned by Scottish Enterprise Tayside, who were responsible for the overall management of the Programme throughout Scotland.

The Programme evaluated here is part of a wider series of nationally available learning journeys that included journeys to Canada and Slovenia.  The two learning journeys considered here are those to the Disney Institute in Florida, USA, and to the Schindlerhof Hotel in Nuremberg, Germany.  These are referred to as the Programme in this report.

The evaluation of the two learning journeys was undertaken in parallel with an evaluation of the Masterclasses held at Gleneagles Hotel. That Programme also being funded by SE and HIE.  The two studies shared the same objectives:

· To evaluate the impacts and benefits of participating in the Masterclasses & Learning Journeys

· To identify current and future leadership needs for key Scottish tourism businesses

· To identify other development methods/events being attended by those participating

· To establish the changes the individuals made to their businesses as a result of attending on specific days or series of courses/learning journeys.

Section 2 sets out the Programme background, objectives and costs, and the study method employed are outlined in section 3.  The reasons for user participation and the way lessons were disseminated within their businesses are described in section 4, with the Programme’s effects and impacts identified in section 5.  Section 6 measures the economic performance of the Programme, and section 7 considers the development issues arising from the research. Sections 8 and 9 provide the study’s conclusions and recommendations, and the Appendix gives some examples of changes made by companies as a result of attending the Programme.

As well as evaluation performance against objectives, the main analysis also provides comparisons between the performance of the Disney and Nuremberg Journeys, and also between businesses operating in the HIE and SE areas.  Where useful, comparisons are also made between business size and type.

Jones Economics would like to express thanks to Ian Reynolds and Stephen Baillie of Scottish Enterprise Tayside, to the staff of Stark Events, Mairi Bell of Scottish Enterprise Glasgow and to Audrey Maclennan of HIE for help and support during the study.

2.0 PROGRAMME BACKGROUND, OBJECTIVES AND STUDY METHOD

Programme Background

The Learning Journeys to the Disney Institute and to the Schindlerhof Hotel have been running since 2000 and 2002 respectively.  The trips are open to Scottish tourism businesses that wish to improve operating performance by learning from two businesses held to be good examples in their sectors.  

The trips to Disney are 4 day visits with 2 days of classroom seminars with some guided visits to particular parts of the Disney site operation.  The trips to Nuremberg last 3 days with one and a half days of seminars plus a visit to another hotel in Nuremberg and a talk from the Director of Tourism for the area.

Both Journeys are concerned with improving business performance by an integrated approach to raising the quality of the service, but with a firm emphasis in both cases on customer relations and human resources.   

The content of the Journeys does not vary, although those to Disney have been altered to provide a more relevant trip to Scottish businesses.  The Journey content is circulated in advance, and in some cases delegates are invited to a pre-trip meeting in Glasgow that informs them of what to expect on their Journeys. Stark Events co-ordinate the Nuremberg trips and Scottish Enterprise Glasgow the Disney Journeys.

Programme Objectives

No target numbers of delegates or companies or economic performance objectives are thought to have been set by Scottish Enterprise.  Delegates however were expected to disseminate lessons to peer groups. 

Tables 2.1 and 2.2 show the number of delegates attending the Journeys since 2000, and the numbers attending from each of the LEC areas.

Table 2.1

Delegate Numbers

	
	Delegate 

numbers

Nuremberg
	Delegate 

numbers

Disney
	Delegate

 numbers

Programme

	2000/1
	0
	6
	6

	2001/2
	0
	13
	13

	2002/3
	0
	26
	26

	2003/4
	48
	21
	69

	Totals
	48
	66
	114


Table 2.2

Delegate by LEC area

	LEC Area
	Delegate 

numbers

Nuremberg
	Delegate 

numbers

Disney
	Delegate

 numbers

Programme

	Dumfries & Galloway
	0
	0
	0

	Ayrshire
	1
	2
	3

	Renfrewshire
	0
	2
	2

	Dunbartonshire
	9
	1
	10

	Glasgow
	4
	20
	24

	Forth Valley
	4
	1
	5

	Tayside
	4
	9
	13

	Grampian
	2
	5
	7

	Lanarkshire
	1
	0
	1

	Fife
	0
	6
	6

	Edinburgh & Lothians
	3
	14
	17

	Borders
	1
	2
	3

	
	
	
	

	SE totals
	29
	62
	91

	
	
	
	

	Shetland
	0
	0
	0

	Orkney
	0
	0
	0

	Caithness & Sutherland
	0
	1
	1

	Ross & Cromarty
	1
	0
	1

	Inverness & Nairn
	10
	2
	12

	Western Isles
	2
	0
	2

	Argyll & Islands
	0
	0
	0

	Lochaber
	0
	1
	1

	Skye & Lochalsh
	6
	0
	6

	Moray Badenoch & Strathspey
	0
	0
	0

	
	
	
	

	HIE totals
	19
	4
	23

	
	
	
	

	Programme totals
	48
	66
	114


Study Method

Sample

The Programme’s performance has been measured by a survey of delegates, from a sample drawn from lists provided by Stark Events and Scottish Enterprise Glasgow.  The sample criteria used were:

· by LEC area and SE:HIE area

· By company type

· Accommodation

· Visitor attraction

· Restaurant/food

· Retail

· Other tourism

· Non-tourism

· By company size

In addition, a limit of two delegates from each company was set as a maximum with one being a senior manager/owner where possible. Finally the sample excluded those from the public sector without direct contact with visitors/customers.

Surveys

The study has been conducted by meetings with 38 tourism companies using the programme with 43 delegates attending those meetings. In addition, discussions were held with delegates from a further 5 public sector tourism organisations.  4 delegates each attended two events, so overall therefore, the sample size for the survey was 44% of delegates attending and 65% of organisations.  The analysis is based upon the sample of 38 tourism businesses.

The topics covered by this survey were:

· Reasons for attending

· Content ratings

· Areas of business influenced by the Programme

· Key lessons learned

· Methods of disseminating those lessons

· Resultant changes in training 

· Areas of business changed by Programme

· Effects of Programme on business performance

· Value for money

· Programme expenditure

· Ways of improving the Programme

Table 2.3

Programme Size and Sample

	
	Programme
	SE
	HIE
	Disney
	Nuremberg

	Delegates 
	114
	91
	23
	66
	48

	Sample size
	43
	31
	12
	19
	24

	Sample %
	38
	34
	52
	29
	50

	Companies
	51
	40
	11
	32
	19

	Sample size
	38
	27
	11
	20
	18

	Sample %
	75
	68
	100
	63
	95


In addition to this survey, a sample of chief executives/owners of businesses sending delegates were asked to identify leadership development needs and to discuss the alternatives to the Programme that were considered or used by their companies.

A total of 51 tourism companies attended plus 8 public sector development agencies.  On average, tourism companies sent over two delegates, with a small number of delegates attending more than one journey.

Analysis

The cost analysis of the Programme has been based on the total public sector cost in each of the two years applied to the number of delegates and the amount of private expenditure that has been levered out by the Programme.

The economic performance of the Programme has been based upon its impacts to date in terms of employment and income generated.  Because some of the impacts have yet to be realised in companies recently attending, the study also measured expected impacts of Programme.  No account has been taken of any displacement effects of these impacts, but the level of additionality has been measured by the value placed by delegates on each seminar and the price paid.

The analysis is presented in terms of the Programme as a whole, between the Disney and Nuremberg Journeys and between HIE and SE areas, In addition, and where relevant, differences in the results with respect to company size and type are highlighted.

3.0
PROGRAMME COSTS

Most delegates paid 50% of the budgetted cost of the trips - £570 for Nuremberg and £1500 for Disney.  In addition, HIE and its LECs increased the subsidy to some delegates to ensure attendance, and Scottish Enterprise Renfrewshire, Tayside, Forth Valley and Fife also provided additional subsidy. 
The cost analysis is based on the 2002/3 and 2003/4 Programme. 

The estimates are based on the published charges per delegate plus additional subsidy provided by some LECs. They assume that no cost overruns occurred, nor any savings achieved.  

The total public sector expenditure for the Programme is estimated to be £118,200, of which £83,500 was spent on Disney journeys and £34,700 on trips to Nuremburg.  These sums include the full cost of public sector delegates.  On this basis, the public cost per delegate is around £1,777 for Disney and £723 for Nuremburg trips – an average of £1244 for the Programme.

It should be noted that these are estimates, and in some instances it has been difficult to obtain the amount of these additional subsidies provided by individual LECs.  Although these are thought to be small in relation to the national programme costs, there should be better accounting practices installed to ensure that costs attached to national programmes are recorded more effectively, and are capable of identification. 

Private sector expenditure amounted to £75,000 and £36,300 for Disney and Nuremburg journeys respectively - £111,300 for the Programme in total.  These sums include the advertised cost plus additional spend
 during the trip.  The private sector costs per delegate were therefore £1744 and £864 for Disney and Nuremburg respectively - £1309 for the Programme.
Based on these estimates, the public:private sector leverage ratios are 1:0.90 for Disney, 1:1.05 for Nuremburg and 1:0.94 for the programme as a whole.

Table 3.1

Programme Costs

	
	Disney
	Nuremburg
	Total

	Public sector total costs
	83500
	34700
	118200

	Public sector costs/delegate
	1777
	723
	1244

	
	
	
	

	Private sector total costs
	75000
	36300
	111300

	Private sector costs/delegate
	1744
	864
	1309

	
	
	
	

	Public : private leverage ratio
	1:0.90
	1:1.05
	1:0.94


4.0
PROGRAMME PARTICIPATION & DISSEMINATION

This section of the report gives the reasons why companies participated in the Programme, the areas of their businesses that have been influenced by it, the key lessons taken from their participation, and the methods used to disseminate these within the business.  The rating of the Programme content and its relevance to their businesses are also measured here.

Participation

Management training was the main reason for participation, with a significantly higher value for Disney, which also attracted more interest on human resources.  Nuremberg appears to attract more delegates on general business interests and quality issues.  HIE based companies go for more general reasons – management training and general business interests, compared to the more specific reasons among SE companies. 

These results also confirm that in many companies, delegates were sent as a reward for performance, and were given a general remit rather than a specific one. The results do not vary to any great extent by company type or size.

Table 4.1

Reasons for Participation

(% responses)

	Reasons
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Management training
	55
	60
	50
	55
	56

	General business interest
	29
	20
	39
	45
	22

	Improving quality
	21
	15
	28
	27
	19

	Human resources
	18
	30
	6
	0
	26

	Business strategy
	16
	20
	11
	9
	19

	Specific issues
	16
	15
	17
	9
	19

	Training information
	16
	15
	17
	9
	14

	Personal career devel.
	11
	10
	11
	9
	11

	Marketing
	8
	10
	6
	9
	7

	Other
	27
	25
	34
	9
	37


Rating of Programme Content

Delegates score the content of the Programme 4.4 out of 5, but rated its relevance to their business lower at 4.13.  Although HIE businesses rated it higher for content, they were less impressed than their SE colleagues by its relevance.  The Nuremberg content was thought better than Disney, but less relevant to their business needs. 

There are differences in values given by company type,  with visitor attractions and accommodation the lowest scorers on relevance.  The size of companies does not effect their scoring of content or its relevance. 

Table 4.2

Rating of Programme Content

(0-5)

	Mean Score
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Content
	4.38
	4.3
	4.47
	4.55
	4.31

	Relevance to business
	4.13
	4.2
	4.06
	4.09
	4.15


Lessons Learned

The main lessons learned were in the area of human resources – improvements in staff motivation, development, recruitment and retention.  General management development issues and customer care improvements were also very important.  Generally, this pattern also occurred at Disney and Nuremberg, and also in SE and HIE based companies, but with the importance of general management and customer care ranked differently between Disney and Nuremberg and between SE and HIE companies.

The other category contains a number of unrelated lessons, and only one of the 38 companies surveyed reported learning nothing from their journey.  Overall therefore, the Programme has provided a good range of lessons that closely follow the subject matter. 

Table 4.3

Lessons Learned

(% responses)

	Lessons
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Improve staff motivation
	65
	75
	63
	27
	81

	Improve general management
	65
	45
	89
	81
	50

	Improve customer care
	62
	75
	54
	45
	70

	Improve staff development
	54
	50
	59
	54
	38

	Build own confidence
	21
	20
	24
	27
	20

	Improve staff recruit/retention
	19
	20
	18
	18
	20

	Improve marketing
	11
	10
	12
	9
	12

	Improve quality controls
	8
	10
	6
	9
	8

	Other
	43
	45
	31
	64
	41


Dissemination Methods

Part of the Programme’s objectives was for delegates to disseminate lessons to their peer groups.  More generally, the effectiveness of many of the lessons will only be felt if there is efficient dissemination within businesses given that many of the lessons are of a general nature to businesses.   

Only 11% of companies have not yet disseminated the lessons learned, and the majority of these are those who travelled to Nuremberg during 2002/4, and have therefore had less time to do so.  The same comment applies to the disparity between HIE and SE companies.

For companies who have disseminated, the favoured methods have been seminars and new procedures or manuals.  Encouragingly, the Learning Journeys have caused additional training to be undertaken, and the dissemination has occurred at both peer group level and to more junior staff.  The dissemination has included formal and informal methods, and the indication is that the Programme’s lessons have been thought sufficiently important to have been widely disseminated within participating businesses.

For some early Disney journeys, delegates were used to market the trips to potential Programme users.  There is no evidence however of delegates disseminating lessons formally to other businesses in their area, although some informal discussions will have occurred.  This aspect of the Programme’s objectives has not therefore been met to any significant extent, nor in any organised manner. 

No clear pattern of dissemination is apparent with respect to company size or type. And satisfaction with the Programme content does not transfer into dissemination – confirming the lags involved in the process.

Table 4.4

Dissemination Methods

(% responses)

	Method
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Seminars
	88
	95
	77
	82
	92

	New procedures/manuals
	43
	40
	47
	55
	38

	New training course (SE/HIE)
	27
	25
	29
	27
	27

	Changes in management training
	24
	30
	18
	18
	27

	New training course (non-SE/HIE)
	22
	25
	18
	18
	23

	Masterclass/Learning Journey
	19
	5
	35
	36
	12

	Mentoring
	14
	10
	18
	18
	12

	Managerial meetings
	11
	15
	6
	0
	15

	Staff induction/training
	11
	15
	6
	0
	15

	Other 
	19
	0
	24
	27
	4

	Not disseminated
	11
	5
	18
	18
	8


Overall, levels of satisfaction with both Learning Journeys and Masterclasses are reasonably high.  61% intend sending staff on Masterclasses in future and 53% on Learning Journeys.  Companies in the HIE area are more enthusiastic, but with only 48% of companies in the SE area planning to send delegates in future.

Judged by future intentions, Nuremberg is more highly regarded, with two thirds of companies intending to return, compared to 40% of Disney travellers.  The Nuremberg delegates are also more likely to send more staff to Masterclasses than those visiting Florida. 

There is no correlation between content satisfaction and intention to send further delegates, but the effect to date of the programme on company performance has a positive influence on future intentions.  There is no pattern with respect to company size, but accommodation providers seem least keen on future use, and non-tourism businesses most keen 

Table 4.5

Intention to use Learning Journeys 

and Masterclasses in Future

(% businesses)

	Intend sending
	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Learning Journeys
	Yes
	53
	40
	67
	64
	48

	
	No
	16
	20
	11
	18
	15

	
	Don’t know
	32
	40
	22
	18
	37

	
	
	
	
	
	
	

	Masterclasses
	Yes
	61
	50
	72
	91
	48

	
	No
	3
	0
	6
	9
	0

	
	Don’t know
	37
	50
	22
	0
	52


Conclusions

Companies have attended for quite specific reasons, and there seems to be a good fit between these and the objectives and subject matter of each Journey.  Companies generally scored the Programme highly for content and its relevance to their own companies.  A wide range of lessons have been learned, and have been comprehensively disseminated within their businesses, but not outwith as intended by the Programme’s objectives.  

There are no marked differences between Nuremberg and Disney results, or between companies of differing size or type.

The high levels of satisfaction are reflected in good proportions of businesses intending to send more delegates to any future Learning Journeys and  Masterclasses.  

5.0 PROGRAMME EFFECTS & IMPACTS

The programme affected a number of areas of business, and this section identifies these, and sets out the effects and impacts on the performance of delegates’ businesses.

Effects

The Programme has been successful in persuading companies to make changes their operations: Only 32% of delegates have made no changes, and companies in the HIE area and those attending the Disney Learning Journey have been more likely to make changes.

The main areas of change have been in customer relations and human resources, but changes in recruitment practices, product specification, corporate planning and marketing have been widespread.

Interestingly from a cost perspective, the pattern of changes made have been similar for the Disney and Nuremberg journeys. The higher proportion of delegates making changes following a Nuremberg trip reflects the lags in the process, with the Nuremberg trips all having been made during 2003/4, and some Disney journeys being made in 2002/3.

Table 5.1

Areas of Business Changed by the Programme

(% responses)

	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Customer relations
	55
	55
	56
	64
	52

	Human resources
	53
	60
	44
	55
	52

	Recruitment
	34
	40
	28
	45
	30

	Product specification
	32
	35
	28
	45
	26

	Corporate planning
	29
	20
	39
	55
	19

	Marketing
	26
	30
	22
	18
	30

	Product pricing
	13
	10
	17
	18
	11

	Internal communication
	5
	5
	6
	0
	7

	Other
	14
	15
	12
	18
	12

	None
	32
	25
	39
	18
	37


There are no noticeable differences in the pattern of changes between companies of different sizes, but some exist between different types of company:  Restaurants/food outlets seem to have changed most, and non tourism businesses least.  The sample contained no retail outlets.

Table 5.2

Areas of Business Changed by Programme

(% responses by Type of Business)
	
	Accom
	Restaurant
	Visitor 

Attraction
	Other Tourism
	Non-

Tourism

	Customer relations
	44
	100
	56
	67
	50

	Marketing
	17
	100
	11
	33
	25

	Human resources
	56
	50
	67
	0
	50

	Corporate planning
	28
	75
	11
	33
	25

	Recruitment
	50
	50
	22
	0
	0

	Product specification
	28
	100
	0
	67
	25

	Product pricing
	17
	25
	0
	0
	25

	Internal communication
	0
	25
	0
	0
	25

	Other
	12
	50
	11
	0
	0

	None
	33
	0
	33
	33
	50


Companies’ intentions to change follow the same pattern as installed changes, with an emphasis on human resources and customer relations.  The lags in the process of making changes are confirmed by the lower proportions of delegates attending Nuremberg trips who intend making no changes compared to Disney delegates.  Again, HIE based companies seem more inclined to change than SE ones.  

Table 5.3

Areas of Business where Changes are Intended

(% responses)

	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Human resources
	37
	20
	56
	55
	30

	Customer relations
	26
	20
	33
	27
	26

	Recruitment
	24
	30
	17
	9
	30

	Product specification
	21
	15
	28
	27
	19

	Marketing
	16
	5
	28
	27
	11

	Product pricing
	8
	0
	17
	9
	7

	Corporate planning
	5
	0
	11
	9
	4

	Financial systems
	3
	0
	6
	9
	0

	Other
	1
	0
	6
	0
	4

	None
	37
	50
	22
	18
	44


Delegates were asked what the effects of these changes had been to date on company performance. Overall, the main effects have been to improve staff performance, increase investment, increase customer loyalty and increase employment.  The changes made following Nuremberg have had more effect than Disney prompted changes, with 50% of Disney changes having had no effect to date.  However the Disney changes have had more widespread effects as shown in Table 5.4, but in a smaller proportion of companies. 

Companies in the HIE area have had greater success in obtaining benefit from their journeys, with only 9% of delegates reporting no effects to date compared to 50% of those from the SE area.  There are also differences in the effects between the two areas: SE companies have improved income and investment relative to their HIE counterparts, who in turn have had stronger labour related benefits along with cost reductions.

Table 5.4

Effects of Programme on Business to Date

(% responses)
	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Improved staff performance
	50
	40
	61
	82
	37

	Increased investment
	24
	35
	11
	18
	26

	Increased customer loyalty
	21
	25
	17
	27
	19

	Increased turnover
	21
	30
	6
	9
	26

	Reduced costs
	18
	20
	17
	27
	15

	Increased profitability
	16
	25
	6
	0
	22

	Increased employment
	16
	20
	11
	27
	11

	Reduced staff turnover
	11
	15
	6
	9
	11

	Other
	3
	5
	0
	0
	4

	None
	39
	50
	28
	9
	52


There are marked differences in effects by company type, with accommodation providers and restaurants receiving substantially greater benefits than others.  There are no differences with respect to company size.

Table 5.5

Effects of Programme by company type

(% responses)

	
	Accom
	Restaurant
	Visitor 

Attraction
	Other Tourism
	Non-

Tourism

	Improved staff performance
	61
	75
	33
	33
	25

	Reduced costs
	33
	0
	0
	0
	25

	Increased investment
	28
	75
	0
	0
	25

	Increased turnover
	28
	50
	0
	0
	25

	Reduced staff turnover
	22
	0
	0
	0
	0

	Increased customer loyalty
	22
	75
	0
	33
	0

	Increased employment
	22
	50
	0
	0
	0

	Increased profitability
	17
	50
	0
	0
	25

	Other
	0
	0
	11
	0
	0

	None
	22
	25
	56
	67
	75


Over time, these effects are expected to generate income and profits via improved customer loyalty, as Table 5.6 shows.  Again the benefits are greater for Nuremberg than Disney companies, but with very similar effects expected by SE and HIE companies.  No differences exist between companies of different size, but exist by company type, and these are shown in Table 5.7.  Accommodation providers and restaurants have achieved most of the effects, while visitor attractions and others have yet to receive them, and restaurants expect to continue to get increased profitability relative to other company types.

Table 5.6

Expected effects on Business Performance

(% responses)

	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Increased turnover
	74
	65
	83
	73
	74

	Increased Customer loyalty
	63
	60
	67
	73
	59

	Increased profitability
	63
	55
	72
	64
	63

	Improved staff performance
	58
	50
	67
	73
	52

	Increased investment
	34
	20
	50
	55
	26

	Reduced staff turnover
	29
	25
	33
	18
	33

	Reduced costs
	29
	25
	33
	27
	30

	Increased employment
	24
	25
	22
	27
	22

	Other
	16
	15
	18
	9
	18

	None
	16
	20
	11
	18
	15


Table 5.7

Expected Effects of Programme by Company Type

(% responses)

	
	Accom
	Restaurant
	Visitor 

Attraction
	Other Tourism
	Non-

Tourism

	Increased turnover
	67
	75
	78
	67
	100

	Improved staff performance
	56
	50
	67
	0
	100

	Increased customer loyalty
	56
	75
	78
	0
	100

	Increased profitability
	56
	75
	67
	33
	100

	Increased investment
	33
	25
	44
	0
	50

	Reduced costs
	33
	25
	11
	33
	50

	Reduced staff turnover
	28
	50
	22
	0
	100

	Increased employment
	22
	50
	11
	33
	25

	Other
	6
	25
	11
	33
	0

	None
	22
	25
	11
	0
	0


As a general measure of the effects on business performance to date, these were scored on a scale 0 – 5, and the mean value of almost 1.6 shown in Table 5.8 reflects to some extent the time taken for changes made to convert to effects on performance.  Nevertheless, the value is considerably lower than that for the content of the Programme or its business relevance, and throws weight on the comparison of Programme impacts and costs in the evaluation of its effectiveness.

No great differences attach to values given by HIE and SE based companies, but the lower value given by Nuremberg travellers may reflect the lags in receiving benefits mentioned earlier.   A difference also exists between the two destinations by company type: accommodation providers and visitor attractions valuing Disney more.

Table 5.8

Effects on Business Performance to Date

(scale 0 – 5)

	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Mean value
	1.57
	1.63
	1.5
	1.50
	1.59


Table 5.9

Effects on Business Performance to date

(scale 0 – 5)

	
	Programme
	Disney
	Nuremberg

	Accommodation
	1.36
	1.79
	1.09

	Restaurant/food
	3.5
	3.5
	n.a

	Visitor attraction
	1.22
	0.83
	2.0

	Other tourism
	2.0
	1.0
	2.5

	Non-tourism
	1.0
	0
	2.0


Impacts

The study also measured the scale of these effects where possible, and these have been taken as the impacts of the Programme.  Staff performance and customer loyalty improvements have been mainly small to medium in scale, but with higher values for Disney and the SE area.  For the other impacts capable listed in Table 5.13, the Programme overall has produced significant impacts, especially in turnover and investment.  

Employment created has mainly been middle or junior management specifically recruited to improve customer relations and human resource management, and the increase has not occurred through increased income, but from improved performance.  To this extent therefore, the main employment and income effects of the Programme have not yet materialised.  Cost reductions reported are allied to reductions in labour turnover.  Note that the data shown has been adjusted to show mean sample values rather than the mean value for companies reporting impacts
.

However these have to be seen against the scale of participating companies, whose average turnover was £7.5m.  In relation to their scale therefore, the impacts are very modest.   The number of companies reporting impacts is too small to make any useful comparisons with respect to size or type.

The much higher values of impacts in the Disney companies in Table 5.10 are explained by company size (Disney companies are over 6 times bigger on average than Nuremberg companies).  Moreover, a higher percentage of final expected impacts have occurred in Disney companies because the Nuremberg trips, on average, have occurred more recently, and are therefore more subject to lags in the process. 

5.10

Scale of Impacts on Businesses

(% responses)

	Impact
	Scale
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area

	Improved Staff 
	Small
	74
	50
	91
	89
	60

	Performance
	Medium
	26
	50
	9
	11
	40

	
	Large
	0
	0
	0
	0
	0

	
	
	
	
	
	
	

	Increased Customer 
	Small
	38
	20
	67
	33
	40

	Loyalty
	Medium
	50
	80
	0
	33
	60

	
	Large
	13
	0
	33
	33
	0


5.11

Scale of Impacts on Businesses

(base: all companies)

	Impact
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE

area 

	Staff turnover reduction (%)
	0.4
	0.3
	0.5
	0.9
	0.4

	
	
	
	
	
	

	Investment increase(£’000)
	17.8
	25.9
	5.2
	14.9
	18.8

	
	
	
	
	
	

	Turnover increase £(‘000)
	17.1
	26.9
	0.5
	18.2
	16.7

	
	
	
	
	
	

	Cost reductions (£’000)
	1.7
	1.4
	2.4
	5.4
	0.9

	
	
	
	
	
	

	Increase in employment (FTE)
	0.8
	1.2
	0.3
	0.9
	0.8

	
	
	
	
	
	

	Increase in profitability (£’000)
	5.8
	8.7
	1.1
	0.0
	7.4


It has to be stated at this point that these impacts reported by companies are almost certainly overstated.  Throughout the study, many companies interviewed on a face to face basis were anxious to justify the time and cost involved in the journeys, and despite very careful questioning on the issue of effects and impacts, clearly overstated these.

Summary

Lessons learned on the Journeys have been implemented to a considerable extent, with less than one third failing to implement any changes.  The main areas of business change have been in customer care and human resources – areas closely matching the themes of the two Journeys.   The effects have been similar in nature for both Journeys, and with HIE based and Disney companies seeming to enjoy greater effects.

These operating effects have however been given a low rating compared to content and its business relevance ratings, although lags in the process account for part of the low score.  Examples of changes made by companies are included in Appendix A.

Impacts have been felt across the operating performance of delegates companies, but these have been limited in scale when viewed against company size.  Comparisons between Disney and Nuremberg are difficult due to differences in scale and the timing of visits.  Nevertheless, the Programme has generated average employment almost 1 full time equivalent, and has raised investment by about £18,000 on average.  These effects are likely to increase over time as the full impacts of the Programme occur, although the stated effects – and the attendant economic impacts measured in the next section - are almost certainly overstated.

6.0
ECONOMIC PERFORMANCE

This section considers the economic performance of the Programme by looking at its pricing, the issues of additionality and displacement and its economic impacts.

Programme Pricing

Overwhelmingly, delegates believed that the Programme represented good value for money when costs were compared to benefits received or anticipated.  No real differences exist between Disney and Nuremberg, between HIE and SE based companies, or between company size and type.

Table 6.1

Value for money rating

(% responses)

	
	Programme
	Disney
	Nuremberg
	HIE area
	SE area 

	Yes
	97
	100
	94
	100
	96

	No
	3
	0
	4
	0
	4

	Unsure
	0
	0
	0
	0
	0


Additionality & Displacement

As will be discussed in the next section, companies did not consider there to be any real alternatives to the Programme, and certainly very few companies surveyed actually considered alternatives.  To this extent therefore the Programme has high levels of additionality – if it had not existed no similar exercise would have been undertaken by companies.

However, when delegates were asked what, bearing in mind the benefits they have had or expect from it, they would charge other companies if they were selling the Programme on the open market.  The results in Table 6.2 show that they value it substantially higher than the price they themselves have paid.  The values are higher for HIE companies, and this reflects the benefits that these companies believe they have received from the Programme.

Table 6.2

Market value of Programme

(Cost per delegate - £)

	
	
	Market Value 

(£)

	Nuremberg
	All
	1389

	
	HIE area
	1502

	
	SE area
	1228

	
	
	

	Disney
	All
	2397

	
	HIE area
	3000

	
	SE area
	2366

	Totals
	
	


The ratio of market value to price paid is higher for Nuremberg than for Disney: 2.44:1 compared to 1.6:1, suggesting the Nuremberg trip is better value for money.  

All of this indicates excess public sector subsidy.  This is valued  almost £100,000 over the period 2002- 2004, with the calculations shown in Table 6.3. 
The programme has been designed to help companies who wish to develop, and that these companies force others to improve performance in order to maintain market positions.  Nevertheless, market displacement will occur, at least in the short term, and value of 0.6 has been placed on this.

Despite the fact that users saw no alternatives to the Programme, additionality is reduced by the fact that users were prepared to pay more for the events, and a factor of 0.75 has been used

Table 6.3

Estimated Excess Subsidy (£)

	
	Disney
	Nuremberg
	Programme

	Price paid/delegate (£)
	1500
	570
	-

	No of delegates
	66
	48
	114

	Aggregate Price Paid (£’000)
	99.0
	27.4
	126.4

	Market value/delegate (£)
	2397
	1389
	-

	Aggregate market value (£’000)
	158.2
	66.7
	224.9

	Subsidy Inefficiency (£’000)
	59.2
	39.3
	98.5


Economic Impacts

The economic impacts have been calculated by taking aggregate company income employment generated, and adjusting this to give estimates of gross value added (GVA) and employment. The Programme has generated around 17 jobs, of which 15 have come from the Disney learning journey, and approximately £0.16m of income to the Scottish economy.  The low values for the Nuremberg trips are due to the lags discussed earlier and the smaller number of companies attending.

Table 6.4

Programme Economic Impacts 

Income

	
	
	
	Programme
	Disney
	Nuremburg

	Per company
	
	17.05
	26.9
	0.5

	Aggregate change
	
	869.55
	860.8
	9.5

	GVA
	
	
	347.82
	344.32
	3.8

	Additionality
	
	0.75
	0.75
	0.75

	Displacement
	
	0.6
	0.6
	0.6

	Net totals
	
	
	104.35
	103.30
	1.14

	Multiplier
	
	
	1.51
	1.51
	1.51

	Scottish Impact
	
	157.56
	155.98
	1.72


Note: totals may not add due to rounding

Employment

	
	
	
	Programme
	Disney
	Nuremburg

	Per company
	
	0.85
	1.2
	0.26

	Aggregate change
	
	43.35
	38.4
	4.94

	Additionality
	
	0.75
	0.75
	0.75

	Displacement
	
	0.6
	0.6
	0.6

	Net totals
	
	
	13.01
	11.52
	1.48

	Multiplier
	
	
	1.32
	1.32
	1.32

	Scottish Impact
	
	17.17
	15.21
	1.96


Public Sector Cost per Job

The total public sector costs for the Programme were estimated in Section 3 to be £118,200, giving a cost per job of around £6,900. The cost per job for Disney and Nuremburg were £5,500 and £17,700 respectively. 

Leverage Ratios

Over and above the price paid by companies to attend the Journeys, they incurred incidental expense that has been included in the estimate of public sector leverage calculated below.  For Disney travellers, this extra spend amounted to £223, and for Nuremberg, £257.  The leverage ratios for the Programme are shown in Table 6.5.

Table 6.5

Leverage Ratios

	
	Disney
	Nuremburg
	Total

	Public sector total costs
	83500
	34700
	118200

	Public sector costs/delegate
	1777
	723
	1244

	
	
	
	

	Private sector total costs
	75000
	36300
	111300

	Private sector costs/delegate
	1744
	864
	1309

	
	
	
	

	Public : private leverage ratio
	1:0.90
	1:1.05
	1:0.94


Summary

Delegates almost universally regard the Programme as having been good value for money, and believe the market price to be much higher than currently charged.  This indicates that current public sector subsidies are over generous, with almost £100,000 of unnecessary public funding.

The economic impacts are modest in relation to the size of businesses involved but are significant with regard to the level of public sector funding involved, despite the excessive funding identified.  Public sector cost per job created is estimated to be £6,900, and the public sector leverage ratio is 1:0.94.  

7.0
DEVELOPMENT ISSUES

Despite generally good levels of satisfaction with the Programme, users would like to see a number of improvements to any future Programme, and this section sets these out.  It also looks at the alternatives to the Programme considered by users, and the demand for leadership training amongst senior managers and owners. 

Improvements to Programme
For both Disney and Nuremberg, the main requirement was more interactive time during the seminars.  On Nuremberg trips in particular, there was a strong feeling that Herr Kobjull was not keen to engage in any useful dialogue, and that the seminars were too formulaic.    

There is a widespread belief that the journeys would be best undertaken by senior managers rather than by more junior staff: senior managers/owners are more likely to absorb more of the lessons and be in better position to disseminate and implement more effectively.

In some cases companies have sent up to 7 delegates, and there is clear evidence that at least some delegates have been sent primarily as reward for past performance, and not wholly to learn and disseminate.   The use of multiple delegates from one organisation is expensive to the taxpayer, and the argument posited, that individuals need to experience the journey to understand the message, is a weak one:  The lessons learned have not been especially sophisticated, and should be capable of dissemination within an organisation by a capable manager/owner.

Unless there is effective implementation of lessons, the lessons learned will have been wasted.  Almost half of all delegates would like to see a much stronger role being played by SE and HIE after returning from the journeys and including the point where the companies are implementing Programme related changes.  It is at this latter point that advice is most useful, yet at present it is the point at which SE and HIE bow out.   

The post-trip meetings and networking between companies that has occurred are  regarded as having been useful, but sporadic, informal and largely at the instigation of the companies themselves.   The companies are saying very clearly that the learning journey does not end at the Scottish airport, and that the Programme should include a more structured approach to the implementation of lessons learned. 

Companies would like a greater focus on tourism business, especially at Disney, where companies see the course as being too general.  There is evidence however that the changes requested of Disney in this regard by SE after the early visits have been successful to some degree.  Some of the responses in this category are also related to the requirement to make the exercise more interactive by allowing delegates more opportunities to probe issues a little deeper.

Among almost 40% of companies attending Nuremberg, there was a belief that Herr Kobjoll was nearing the end of his career, had mapped out his succession, and had allowed things to slip a little.  There was also some questioning of the need to take delegates to a 3 star hotel in Germany, when 5 star hotels exist in Scotland, and when the EICC has won the EFQM award in 2003, beating the Schindlerhof Hotel in the process.  Delegated were also of the view that much of the labour practices in the Schindlerhof Hotel may breach employment legislation, and that the recruitment practices at Disney – the basis for much of their operating philosophy, are neither desirable nor transferable.  In all, there is evidence that while useful lessons have been learned, the two destinations may not be such strong exemplars for much longer, and that better alternative venues in Scotland should be sought in the medium term.  

There was some criticism of the journey’s itinerary, especially that to Nuremberg.  The time used to visit to the town (especially the talk by the director of tourism, and the visit to Pflaums Posthotel) could have been better spent.  While there was general satisfaction about trip arrangements and management, there was also a view that arrangements to greet delegates at the departure airport could have been better and to ensure that the group got to know each other more quickly. 

The request for more networking is related to that for better post trip arrangements, and stems from delegates’ good experiences from what networking currently occurs.  Similarly, the requirement for better follow-up courses relates to the issue of implementation support discussed above.

The level of interest in dissemination assistance shown in Table 7.1 is understated. This topic was introduced to the discussions with companies only when the extent of multiple delegates became clear midway through the study.  The discussions centred on whether it would be more effective to send one delegate and, where necessary, provide him or her with training on effective dissemination, rather than send several delegates at considerable cost to both company and taxpayer.  

Table 7.1 shows the Nuremberg trips to require greater change, but the companies attending seem to be more demanding than those going to Florida, where there is a greater incidence of business tourists.  

More improvements are required by HIE than SE based companies, as Table 7.1 indicates, and they have a greater need for to get more from the trip – more interactive time and a better itinerary – possibly because of the extra time and cost involved in the overall trip. 

Table 7.1 also shows that while Nuremberg attracts the most suggestions for improvements, these are more concentrated and specific – better interactive time, better selection of delegates and more desire for networking – and it therefore appears to have more potential for improvement than Disney. 

Table 7.1

Main Improvements Required

To Programme

(% responses)

	
	Programme
	Disney
	Nuremberg
	HIE 

area
	SE 

area 

	More interactive time
	74
	50
	89
	81
	55

	Selection of delegates
	53
	50
	56
	54
	53

	More SE/HIE follow up support
	44
	45
	44
	34
	49

	More focus on tourism business
	39
	55
	35
	36
	41

	Improved venues (Scotland)
	21
	15
	28
	18
	22

	Better event management
	21
	15
	29
	27
	18

	Improve itinerary
	21
	25
	6
	54
	7

	More networking
	18
	10
	28
	36
	11

	Better follow up courses
	18
	15
	22
	27
	15

	Dissemination assistance
	16
	25
	6
	9
	19

	Other
	27
	35
	22
	18
	28

	None
	5
	10
	0
	0
	7


Alternatives Considered

A survey of chief executives and principals asked what alternatives to the Learning Journeys Programme were considered prior to attendance.  The response among almost all contacted was that no alternatives were considered.  

In the very small number of cases in which alternatives were considered, MBA’s and the Management Charter Initiative were cited, neither of which spring to mind as having similar content or objectives.

In almost all cases however the choice of the Programme was because they had not considered any similar training prior to learning of the Programme, and therefore it provided a completely new approach.  In all of these cases, once the Programme contents were known, no alternatives were subsequently considered. 

Overall however, and despite an apparent lack of alternatives, the stated lack of alternatives seems based on very limited information, and the use of the programme is very dependent upon its marketing. Delegates when asked for suggestions to improve the Programme wanted better information on its content, a clearer understanding of the types of staff who should attend,  This result is consistent with the results of users’ required improvements, and with the variability in the absorption, dissemination and implementation of lessons – the decision to attend is made on limited information, with delegates often chosen for reasons unconnected with an efficient transfer of knowledge.

Leadership Training

The same group was also asked whether they had personal training needs that were unmet at present.  Current SE and HIE training is mainly directed at an operational level, with limited coverage of the broader corporate governance issues important to this group.  

The results show some gaps in the market, only some of which were apparent to individuals surveyed.  These gaps were for the following topics:

· motivational skills

· project appraisal

· project management

· corporate finance

· corporate planning

· economic background briefings (linked to own business prospects)

· communication within business

· business strategies

· staff management

· tailored courses on the range of topics listed above for small groups from similar background.

Only about 15% of those surveyed had unmet needs, however a further 25% had difficulty in identifying their personal needs and separating those from those of their business, and some cited operational needs such as marketing, chef training for example. In these cases it could be argued that the apparent inability to take a broad view of what personal training is needed, may indicate that the market for such training is larger than the 15% response rate suggests.  

The gap in the market appears to be in companies of between 15 and 25 employees.  For businesses smaller than this, the existing LEC courses meet requirements, especially it appears in the HIE area where there seems a greater awareness of what is available.  For larger businesses, in-house tailored courses, short courses at business schools and the Institute of Directors meet current needs, although there was seen to be a need to extend these courses to more staff. 

Some attempts have already been made by LECs and local authorities to address this issue: Lochaber Enterprise are assisting 20 – 30 key business leaders in corporate governance training, and East Renfrew Council sponsor individuals to obtain MBA’s at Paisley University.  

The main obstacle to be overcome is the reluctance of owners to vacate the premises for a week or more, and to leave matters in the hands of their second in command. 

For SE and HIE therefore the first task may be to persuade the owners of small businesses in particular that they need some leadership training.  Once this has been achieved, the type of training needed is well documented, and should be ideally provided to groups from a similar background e.g. accommodation, to allow it to be as specific as possible.

The type of training needed would suit a business school approach with a 1 or 2 week intensive programme.  It seems important to take the owners away from their businesses and to provide the broad range of topics needed to allow them to take a strategic view of their businesses.  This is a different approach to that of the Learning Journeys for example, where specific operational issues (mainly customer care and human resources) are addressed.

Summary

There is scope to improve the journeys by including more interactive time and setting a more formal approach to ensuring that implementation is more effective by a stronger role for SE/HIE.  This would also strengthen the networking benefits that delegates seek. The Programme would be more effective if senior staff were sent to ensure better dissemination.

The Programme has no real competitors, with few companies seeking or finding alternatives.  There is a market for leadership training, but for large companies this is met by existing providers, and for small companies the demand is only latent, with many leaders unaware of the need.  

8.0
CONCLUSIONS

Performance Against Targets

No targets were set as far as can be established, other than a requirement for delegates to disseminate to other companies.  Only one instance of a company disseminating to others in its area was identified, and the practice of using early delegates to sell the programme to others has been largely abandoned.  This latter practice does not seem to correspond to the idea of spreading the lessons to other businesses.

Business Performance

The Programme has attracted a large number of companies from a wide range of backgrounds and locations, and it has been oversubscribed on occasions, with a waiting list operating.  Where sought, companies have not found any alternatives to it, and have attended primarily as part of management training and for general business interest.  

The lessons learned have matched the main themes of the journeys, are similar from both Disney and Nuremberg, and have principally been concerned with improving customer relations and human resource management. These lessons have been disseminated within businesses, but only rarely has this occurred outwith the business as intended by the Programme’s objectives.   

There are high levels of satisfaction with the content of the Programme, and only marginally less satisfaction about that contents’ relevance to attending companies.  No significant differences exist between Disney and Nuremberg or by company type or size with respect to reasons for attending or lessons learned.  This satisfaction is reflected in high proportions of businesses intending to use the Programme and the Masterclasses at Gleneagles Hotel in the future should they be continued.  

The programme did cause around 25 – 30% of companies to undertake further training as part of the dissemination exercise.  This was split fairly evenly between SE/HIE and other training schemes.

Only one third of companies have not yet implemented any of the lessons learned, and for the remainder, the main areas of change have been in customer care and human resources.  The nature of the effects on performance have been similar for Disney and Nuremberg, but with Disney and HIE based companies achieving larger effects than others.  

These operating effects are given a lower rating than those for the Programme content, although lags in achieving effects following implementation may account for some of the difference.  

Impacts on company performance have been reasonable in scale in relation to Programme expenditure, but limited in scale in relation to company size.  Nevertheless, companies increased turnover, investment and employment and improved customer relations and staff performance by meaningful amounts.  These impacts are likely to increase over time as the full effects of implementation are felt. It is likely however that these effects and impacts are overstated as companies sought to justify the high costs of attendance.

Delegates thought the Programme to be good value for money, and valued its market price much higher than that charged by SE/HIE.  This market value is almost £100,000 more than charged to participants over the period 2002 - 2004, and represents an excessive subsidy that reduces the efficiency of the Programme in public sector terms.  

The Programme is almost unique, and companies would not have done anything similar if it had not existed.  On the basis of the average impacts in companies surveyed, the Programme has generated employment of about 57 FTEs, and over £0.5m of income (Gross Value Added) to the Scottish economy.  The public sector costs over the evaluation period amount to £118,200, giving a public sector cost per job of £6,900. The public: private leverage ratio is 1:0.94. 

Table 8.1 shows the ranking of each destination, location and type of company during the whole process.  Note that these are relative to others in their group: for example, Disney compared to Nuremberg on effects.  The table shows that Disney provides a relatively good performance up to the effects stage compared to Nuremberg, but the latter provides more widespread effects. HIE based companies consistently achieve better results than SE companies throughout the  process.  Not surprisingly, while other tourism (public sector mainly) and non tourism businesses fare well in the early stages, the momentum is not maintained, and mainstream tourism businesses perform better in implementation and obtaining effects from the Programme. 

Table 8.1

Ranking of Programme Performance

(Relative values)

	
	
	Lessons
	Dissemination
	Implementation
	Effects

	Venue
	Disney
	High
	High
	High
	Medium

	
	Nuremberg
	High
	High
	Medium
	High

	
	
	
	
	
	

	Location
	SE
	High
	High
	Medium
	Medium

	
	HIE
	High
	High
	High
	High

	
	
	
	
	
	

	Company 
	Accomm.
	High
	Medium
	Medium
	High

	Type
	Restaurant
	High
	High
	High
	High

	
	Visit. Attract.
	High
	High
	Medium
	Medium

	
	Other Tourism
	High
	High
	Medium
	Low

	
	Non Tourism
	High
	High
	Low
	Low


Programme Development

The study has concluded that the Programme could be improved in a number of ways.  First of all, there is a clear need from companies to have much more interactive time on the Disney and Nuremberg trips: the seminars leave many important questions unanswered, and the lessons taken would be much enhanced if this occurred.  

Second, there are good arguments for increasing the role of SE/HIE to make the Journeys last beyond the end of the trip, and to ensure effective dissemination and implementation.  This should involve a strengthening of the post-trip networking arrangements between companies that currently are sporadic and not well organised. 

Third, there is some abuse of the Programme, with companies sending multiple delegates, sometimes for reward rather than gain, and since the lessons should be disseminated relatively easily, there seems to be no compelling reason why companies should not be limited in the number of delegates they can send.

Fourth, both Disney and Nuremberg may be reaching the end of their life as exemplars.  There are concerns about the legality and desirability of transferring labour practices used on both sites to Scotland, and trainers at both venues are ageing.  There is a feeling among many delegates that alternative venues in Scotland are available and should be developed in the medium term.

No real alternatives to either venue have been considered by companies, and given the generally good performance of the Programme, it fills a gap in the market.  Other learning journeys have been made from Scotland, and the survey carried out of delegates to the Programme will of course have produced biased results.

There is a latent demand for leadership training among senior managers and proprietors of small to medium sized businesses.  It is latent because the need for such training is not apparent to them.  Similar individuals in larger organisations already make use of existing provision from universities, business schools and other commercial providers, and see no need for new revision in Scotland. The main role for SE and HIE however is to persuade key individuals in small/medium tourism businesses that they need such training.

9.0
RECOMMENDATIONS

Prime Recommendation

The overall conclusion of the report is that the Programme as a whole has been successful in terms of its impacts in relation to its costs, and that it should therefore continue.  

Efficiency Improvement Recommendations

However it is firmly believed that its efficiency could be improved by a significant amount if the Programme is modified in certain respects.  The recommended modifications to improve Programme efficiency are as follows: 

Programme Content

The Disney and Nuremberg journeys have yielded very similar lessons for companies, and although Disney impacts are apparently greater, adjustments for lags in effects and the numbers attending, Nuremberg is regarded, both by the results of this analysis and by those attending both events, as the better experience.  The cost of a Nuremberg Journey is almost one third that of Disney.

· It is recommended that the Disney Learning Journey be discontinued and that additional capacity is sought at Nuremberg.

The Nuremberg Journey can be improved by making time available for formal interactive sessions with Herr Kobjoll.  This might be at the expense of other visits in the area.  

· It is recommended that any future arrangements with Herr Kobjoll are conditional upon this interactive component to the trip being installed in the itinerary.

Company  & Delegate Selection

The programme can be made more effective if the limited capacity on journeys (and in SE budgets) is used by particular types of business and delegates. There is also pressure on capacity that warrants an attempt to attract the maximum number of companies, and to restrict multiple delegate use, thereby increasing the pressure on delegates to disseminate effectively to maximise corporate benefits.

· It is recommended that small to medium sized tourism businesses should be encouraged to attend and limits placed on non-tourism businesses and public sector agencies. 

· It is recommended visitor attractions, which have shown no real appetite to implement changes, should not be invited.

· It is recommended that Programme marketing should also be directed towards the owners or senior managers of these businesses.  

· It is recommended that in marketing the Programme, clearer information should be given to prospective delegates on their dissemination duties both within and outwith their businesses.

· It is recommended that training in dissemination is offered to those attending the Programme

· It is recommended that the number of delegates per company should be limited to two for the duration of the Programme
 to limit business tourism and to maximise Programme impacts.

Definition of Learning Journeys

Unless effective dissemination and implementation are achieved, the Programme will contain serious inefficiencies.  The present ad hoc arrangements post trip need to be formalised and the Learning Journey redefined to include this process.  

· It is recommended that the Learning Journeys be re-defined to include a formal SE involvement up to and including the stage at which companies implement change.

SE should take the opportunity afforded by this extended contact to address the lack of awareness among small business proprietors of their need for leadership training. Many of the companies surveyed had raised skills and expectations among line managers sent on Journeys, and there is an opportunity for proprietors and principals to stand back and consider the development strategies they could now pursue.

· It is recommended that SE use the extended Learning Journeys to sell corporate strategy/leadership training to proprietors and principals.

· It is recommended that SE prepare a list of recommended leadership training providers and make this available to this group.

Pricing & Cost Management

The Programme has been over subsidised, and prices charged to delegates should reflect willingness to pay.  Market rates for Nuremberg have been estimated by the study to be almost £1,400.

· It is recommended that the price to Nuremberg delegates should be set at around £1,000. 

It has been difficult to obtain the public sector costs of delivering the Programme, and therefore to conduct parts of the evaluation.

· It is recommended that SE/HIE review their cost accounting systems for tracking Programme costs to allow the full public sector cost to be regularly monitored internally. 

Medium Term Changes

Both Disney and Nuremberg may be nearing the end of their useful lives as learning journey destinations.   Moreover in some important respects they offer flawed lessons that reduce their replicability in Scotland.

· It is recommended that SE should actively seek learning journey destinations, preferably in Scotland, in the next 2 to 3 years as replacements for the Schindlerhof Hotel.

APPENDIX A

EXAMPLES OF PROGRAMME INDUCED CHANGE IN BUSINESSES

Case Study: Macleod Hotel Group, Portree, Skye

The company operates 2 hotels in Portree and Inverness and has achieved annual income growth of 20% over the past 10 years.  The company employs around 50 full time permanent staff and up to 76 during peak season, and has a turnover of over £2m.

This sustained growth had put pressure on management systems, and following attendance at a Claus Kobull Masterclass at Gleneagles, two of the directors of the Group went on a Learning Journey to the Schindlerhoff Hotel in Germany. The stated aim of Managing Director Donald Macleod was to improve management systems, build in quality, and to give them “ A measurable consistency in everything we do.” The initial visit was regarded as very successful, and was followed by a further visit to Schindlerhoff by three senior managers to widen within the group the lessons learned from the initial trip, and to improve the speed at which the necessary changes in management systems could be implemented. 

The trips provided a number of clear lessons to the Group.  They indicated that there needed to be a widening of decision making, that there was a weakness in training, that management information systems required improvement, and that all staff should be more involved in innovation and change.  Assimilating these lessons made Donald Macleod realise that the trips “had provided solutions to my top 10 problems” 

So far only some of these lessons have been acted upon, but implementation is underway at a senior level with a new management team, improved training programmes, staff appraisal systems, customer feedback systems, and an improvement in corporate identity.  Dissemination of the lessons to other staff will involve presentations, additional training, the introduction of a mentoring scheme for new staff, an innovation reward scheme, and a decision to hold monthly staff meetings.  “The company has gone from a proprietor led one to a management led one” – Donald Macleod
Despite being only partially implemented, the Learning Journeys have already provided identifiable, measurable benefits to the business: Staff turnover has been reduced by 10% - “they have got more job satisfaction and motivation levels have increased”  Operating costs have fallen and the company has been awarded a second  VisitScotland Rosette for its food.  Tariffs have increased and income and profit levels are expected to improve. Employment has been increased by 3 to manage the changes needed, and there has been a significant increase in customer loyalty.  

Donald Macleod believes that the Learning Journeys have allowed him to move to a position where “we run the business, not the business running us, by arming us with the power to control it.” and that “you could not find anything better (than the Learning Journeys) for a company like ours”

Hotel in Highlands

The Learning Journeys enabled an improvement in quality gradings through attention to detail and a process of improving staff consultations and better communication with customers.  This allowed prices to be increased with a consequent improvement in margins.  This was accompanied by a set of clearer staff targets and a greater level of responsibility in managing the hotel.

Hotel in Renfrewshire

The Learning Journeys encouraged the owners to install improved management structures with clearer lines of responsibility, and this was done in parallel to acquiring Investors in People status.  The actions led to a much improved level of staff loyalty that reduced labour turnover and consequently operating costs.. Improved staff performance has fed through into better customer relations, and  that in turn has improved turnover and profit margins.

Self Catering Business in Fife

The company was planning a major new investment prior to attending the Learning Journeys, and these improved the approach used to plan this  investment, and caused subsequent changes in project specifications.  These changes were partly the result of initial changes made to the existing business as a direct result of the Learning Journeys, that involved higher levels of staff training, improved motivation and stronger financial controls.  The Journeys also encouraged the owner to adopt a more flexible approach to business, and to operate a flatter management structure.

Hotel Chain in Highlands

The chain was in the process of assessing major investments when they attended the Learning Journey, and this caused better quality control to be installed in this process.  As a result, the project was re-assessed and went ahead in a different format.  More widely, the Journey provided substantial benefits to the company’s training strategy, especially in the areas of staff welfare and motivation, and in the interface with customers.  These changes increased investment, turnover, employment and profits.  The company now undertakes their own learning journeys.

Arts Venue in Tayside

The venue is in the process of a major expansion, and the Learning journey was used as an opportunity to take stock of how the company should formulate its customer relations and human resource strategy and, importantly, the links between them.  The Journey allowed the company to reassess the value of individual tasks, re-define job descriptions and work with SET on a training needs analysis.  Within this process, was a set of training requirements arising from an appraisal of customer relations, and from changes in marketing. 

Tourist Attraction in Perthshire

Changes made in the business have been directed at encouraging staff to come forward with ideas and to critically assess current practices and procedures.  This has resulted in operational changes that have improved customer response, with an expectation of increased return visits and improved company income.

Hotel in the Highlands

The hotel is part of a national chain and the trip to Nuremburg had specific aims – to strengthen the human resource function and to link this to customer care.  Following the Learning Journey, the hotel installed stronger staff appraisal and recruitment linked to better customer services.  The multi-skilling of staff was widened, and customer database management was improved. 

Tearoom in Glasgow

For the owner of a tearoom in Glasgow, the Learning Journey provided re-assurance that much of what was currently being done was sensible, and gave confidence to install new procedures for improving customer focus and customer – staff communication, and for providing more incentives for staff.  The process was aided by increased staff training and by networking with other Learning Journey delegates.

� See section 6


� For example if 5 companies in a sample of 10 report an average employment increase of 2, the sample mean increase in employment is 1.


� I.e. not just in any fiscal year, but the whole life of the Programme





