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executive summary

Introduction

This short executive summary report presents the main results, conclusions and recommendations of the evaluation of Scottish Enterprise Borders (SEB) Marketing for Success project (MfS).

The aim of the MfS project was to increase the level of strategic marketing knowledge among companies and help each company to develop and implement a strategic marketing plan. AME Marketing, selected following a competitive tendering exercise, delivered the project. 

Findings of desk-based research

At just short of £30,000, the cost of the project was lower than anticipated, due to the shortfall in companies participating. South of Scotland Objective 2 Programme bore a slightly higher share of the expenditure than was originally anticipated. 

The cost to the public sector of each participating company was £2,124 when two non-fee paying participants are included, however, the unit costs for the full participants amounts to £2,565. 

Participants provided very positive feedback on the quality, delivery, format and relevance of the workshops, via feedback forms completed following each session. Some suggestions were made in terms of content – more information on planning, positioning and setting objectives, market segmentation and auditing, and planning and analysis of research. A few would have preferred less time spent on the basic principles of marketing (however, others commented that they would have preferred more time on this and other aspects, indicating a range of previous experience and capacity). The opportunities to network and share experience were also valued.

Consultation findings

All SEB and Business Gateway consultees agreed that lack of marketing skills and knowledge was presenting a barrier to growth for their client companies. The project was agreed as filling a gap in current provision by providing a medium-scale project of training and development for SMEs with medium growth potential. 

The recruitment of suitable companies to the project was mainly the responsibility of SEB Client Managers or Business Gateway Business Advisors. The consultants offered advice on marketing literature to attract companies onto the project. Companies expressing an interest were then invited to attend a recruitment session. All participants at this session signed up, however, two companies later dropped out due to lack of time/commitment.  

AME followed the brief developed by SE Borders, to provide a programme of workshops and one-to-one support. The consultants considered the one-to-one support to offer added value and the opportunity to deal with specific issues as they arose.

The project has the potential to link well with other products such as e-business and international trade support. However, there was some doubt as to whether the potential connections had been made. There may be opportunity to improve linkages by providing specific presentations within the workshop agenda on e.g. e-business or trade development so that companies have a firm idea of the possibilities for support to develop these areas.

Although most felt it was too early to assess impact, it was agreed that companies had benefited from new knowledge and skills, and the development of a tool that will assist with business growth objectives. 

	Main Strengths
	Main Weaknesses

	Multi-format design

Flexibility

Skills development achieved

Completion of useful business tool

Positive relationships developed
	Time issues for participating companies

Slippage against timescales

Lack of practical experience of consultants


A number of suggestions were made: to improve the attractiveness of the project for potential future beneficiaries; to increase linkages with the Business Advisors and Client Managers during the process; to improve the quality of the scheme though additional external input; and to build in more assistance for companies to implement their plans.

Company survey findings

Overall, the companies’ perception of MfS was positive.  With some businesses still to complete the project and others in the very early days of implementation it is difficult to attribute any real impact of the project thus far, although there does appear to be a confidence among respondents that the steps taken up to this stage will have an impact in the coming months and beyond.  

The general process was perceived to be informative and raised awareness in organisations about marketing, a subject that many had no previous training in.  The only criticism of this was that the material was too generic. The main difficulty experienced by companies in achieving their objectives was finding the time to complete the different stages and finalise their plan.  Providing better information up front on what is involved in each stage and how long these stages will take would help the participants use their time better and plan ahead.   Tying assignments more closely to the creation of the marketing plan would also make more effective use of time.

At this stage, the main benefits of MfS to companies have been to develop awareness, bring marketing into focus, and to help towards a more strategic inclusion of marketing with the company’s activities.     

Conclusions and recommendations

The project has fulfilled its rationale, in terms of addressing market failure in intelligence/information on marketing; and assisting companies which do not have the capacity to develop the required skills and knowledge without SEB’s support.

At present, the majority of companies are at the early stages of implementing their new marketing plans. A few have made changes to their operations and launched new services, however, for all the short time period since completion of the plan (or draft plan) means that it is premature to attempt a full assessment of the benefits. 

The following table summarised our assessment of progress against targets.

	TABLE 1: KEY PERFORMANCE INDICATORS – ASSESSMENT OF PROGRESS

	Indicator
	Target
	Achievement

	Number of existing businesses receiving advice
	12
	11

	Number of instances of advice to existing businesses
	80
	151

	Number of products launched and/or services implemented
	12
	6 (for some too early to say)

	Number of assisted business owned/managed by women
	1
	2

	Increased sales of eight participating companies 
	5%
	4 forecast to exceed 5%, others too early to comment. Requires further monitoring 

	Number of new FTE jobs by 2007
	3
	14 anticipated

	Number of FTE jobs safeguarded by 2007
	6
	Too early to assess

	Number of referrals to other colleagues/products
	6
	6

	FURTHER PERFORMANCE INDICATORS APPLIED TO THE CONSULTANT CONTRACT

	Timescale
	17/5//05 to 30/11/05
	Not achieved. Continued to March 2006 due to delays in completing one-to-one sessions and finalising marketing plans.

	Quality of Service
	Measure by delegate feedback after completion of the project
	Clients generally satisfied with quality of service, however some 1-2-1 assistance incomplete

	
	Feedback on quality from Client Managers/Business Advisors
	Client Managers/Business Advisors satisfied 

	Number of companies completing the Programme and implementing a strategic marketing plan
	12
	6 to date


The key recommendations as a result of this study are as follows:

Recommendation 1: Based on the feedback from companies and the estimate of impacts that may be achieved, it is our recommendation that further support of this nature be provided to SMEs in the Scottish Borders. It will be necessary to monitor the national position as SE moves increasingly towards national products.

Recommendation 2: SEB should continue to monitor the progress of these companies, with a particular focus on ensuring that those who have found it difficult to finalise their plans do proceed to the implementation stage.

Recommendation 3: it is suggested that within six months to one year, most companies will be able to demonstrate the outputs and emerging impacts. It would be useful to undertake a follow-on exercise at this stage, to assess and evaluate the benefits for the companies, and the degree of benefits attributable to the support.

Recommendation 4: the main difficulty faced by companies participating in this process was finding the time to keep pace with home exercises and complete the plan. It may be beneficial to offer further support to companies, including more regular contact from SEB /Business Gateway staff to the provision of firmer milestones, and more direct connection between home exercises and the plan itself. It should also be considered whether additional resources such as the provision of marketing graduate support to help with development and implementation of the plan would be feasible.

1. introduction

This report presents the results, conclusions and recommendations of the evaluation of Scottish Enterprise Borders (SEB) Marketing for Success project (MfS).

1.1 study background

SEB initiated a pilot project to meet an identified demand for the development of strategic marketing knowledge and skills of SMEs in the Scottish Borders region. This pilot ran from May 2005 to early 2006, and was funded by SEB, South of Scotland Objective 2 Programme and contributions from the participating companies.

The aim of the project was to increase the level of strategic marketing knowledge among companies and help each company to develop and implement a strategic marketing plan. The assistance aimed to contribute to Smart Successful Scotland’s goals for Growing Businesses. In addition, it fitted with the objective of the South of Scotland Objective 2 Programme to increase competitiveness of the business base through the provision of appropriate business and advice and support which meets the needs of new and existing SMEs.

Targeted at Client Managed Companies (Medium Impact Segment), the project was also open to companies at the top end of the Universal Segment and high growth start-up companies that had the potential to be medium or high impact companies in the future. It was decided to restrict recruitment to the pilot project to 12 companies.

Initially, 11 companies signed up for the project, however two subsequently withdrew, leaving nine fee-paying company participants. It was further agreed that two subsidiaries of Berwickshire Housing Association Ltd (a fee-paying company), Homehunt Ltd and Setoncare Ltd could participate at no additional cost.  In total, 13 businesses and 15 individuals participated in at least one element. At the time of our survey (early March 2006), we understand that six companies had completed their plan. The remainder were anticipating further support from the consultants to finalise their drafts.

Targets were set in relation to the number of businesses receiving advice (and instances of advice given), number of new products launched/services implemented, increase in sales, as well as impact indicators of new FTE jobs created and jobs safeguarded by 2007.

1.2 project rationale

SEB Client Managers, in the course of undertaking their Business Development Reviews with medium impact companies, identified a requirement for skills in strategic marketing.  At that time SEB provision in the area of marketing comprised:

· an intensive marketing programme (MAP) for high impact companies led by SEEL, for which SEB has a nominal allocation of two companies per year; and

· one-day seminars and basic guidance provided by Business Gateway in the form of CDs or via the website. 

No other support was identified as being offered by another public sector provider. The rationale for providing the support was therefore to:

· address market failure in intelligence/information on marketing; and

· assist companies which do not have the capacity to develop the required skills and knowledge without SEB support.

In addition, the project aimed to:

· improve networking among Scottish Borders based companies;

· assist with the transfer of knowledge and skills; and

· help the companies to develop new products/markets.

1.3 project management and delivery

The project was managed by SEB, and delivered by a marketing consultancy company. AME Marketing was selected as the successful candidate following a competitive tendering exercise. 

The SEB project team designed the MFS around four key stages:

· Stage 1: Recruitment Session. A half-day session to introduce the project and identify key strategic issues for each company;

· Stage 2: Workshops. Four half-day and two full-day workshops covering topics including:

· Introduction to Marketing / Strategic Marketing Plan

· Marketing Audit

· Marketing Information

· Marketing Objectives, Strategy, Target Market and Positioning

· The 4Ps and their relevant strategies

· Resource Requirements and Budgets

· Sub-Marketing Plans/Referrals to other subject specialists, e.g. International Trade, Innovation

· Development of a Strategic Marketing Plan

The workshops took the form of a presentation, discussion time, an interactive group session, and an assignment to be completed by participants for the next meeting. Invited guest speakers from the Business Gateway (Session 3) and the University of Paisley (Session 5 and Session 6) provided additional input;

· Stage 3: One-to-One sessions. Giving each company the option to take advantage of five one-to-one days with the consultant. The brief noted that part of the five days may be spent undertaking research relating to the marketing plan on behalf of the company; and

· Stage 4: Presentation. One-day session giving the opportunity for companies to present their Strategic Marketing Plan to other companies and report on the implementation phase.

1.4 study aims and objectives

Towards the end of the pilot period, SEB commissioned EKOS Ltd to undertake an evaluation of the project with regard to the operation and constituent activities, and to provide recommendations for future operational development in this area of work.

The objectives of this study can be summarised as providing the client with a detailed understanding of:

· the success of the project in meeting its objectives and targets, and the extent to which these remain valid;

· the impact of the project – quantitative and qualitative – in relation to:

· the direct effects of the project on companies and the outputs and impacts that can be attributed to their participation

· additionality, deadweight, displacement and multiplier effects

· value for money of the overall project and cost effectiveness of the different project components

· the success of assisted projects in achieving desired outcomes;

· the views of participant individuals or companies; 

· how the various elements of the project fit together, and identification of any gaps in assistance;

· how the project was utilised by SE Borders’ operational teams, and how the project was targeted; and

· whether the reasons for intervention remain valid.

In addition, the study provides the client with recommendations for the future direction and development of the project.

1.5 method

The following methods were used in the course of this study:

· Desk Research: this comprised a review of: 

· project appraisal and approval papers

· course materials

· feedback forms

· marketing plans, where available;

· Consultations: this comprised:
· face-to-face consultations with project managers, the delivery consultancy and Client Managers to seek their views on effectiveness, impact and lessons and examine fit with wider business development activity and potential for continuation; and
· Company Survey: this comprised:
· telephone interviews with beneficiary companies.
It was also intended to conduct telephone interviews with six companies that had not participated in the project, however it proved impossible to identify and secure the agreement of companies to participate.

structure of this report

The remainder of this report is structured as follows:

· Chapter 2 presents the findings of the desk-based research;

· Chapter 3 presents the findings of consultations;

· Chapter 4 presents the findings of the company survey;

· Chapter 5 provides an economic impact analysis; and

· Chapter 6 presents the final conclusions and recommendations.

findings of desk-based research

This Chapter provides an overview of the project’s funding arrangements, progress towards objectives and targets and the feedback collected from participants following each workshop session. 

1.6 project funding

The anticipated and actual expenditure of the project is shown in Tables 2.1 and 2.2 and Chart 2.1 below.

Overall costs were only just over three-quarters of anticipated, due to the lower than expected numbers participating, amounting to a total of £28,562.87. It was originally envisaged that the private sector contributions would cover 20% of project costs, with the remainder split 2:1 between the ERDF and SEB. The South of Scotland Objective 2 Programme bore a slightly higher share of the costs than was originally anticipated; however, covering 35%, while SEB’s share fell from an anticipated 54% to 46%.

	TABLE 2.1: ANTICIPATED AND ACTUAL PROJECT EXPENDITURE AND SOURCES OF FUNDING

	Provider
	Anticipated Expenditure (£)
	Actual Expenditure (£)

	SE Borders
	20,000
	13,190.87

	South of Scotland Objective 2 Programme
	10,000
	10,172

	Private Sector Contributions
	7,200
	5,200

	TOTAL
	37,200
	28,562.87
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The anticipated and actual breakdown of project costs is further detailed in Table 2.2. The only item of expenditure that was higher than anticipated was the final evaluation, which amounted to almost £9,000 as opposed to the forecast of £3,350.

	TABLE 2.2: ANTICIPATED AND ACTUAL PROJECT COSTS

	
	Anticipated Amount (£)
	Actual Amount (£)

	Workshops
	6,850
	6,850

	One-to-One Consultancy
	27,000
	12,724.12

	Evaluation Costs
	3,350
	8,988.75

	Subtotal
	37,200
	28,562.87

	Less Private Sector Contributions
	7,200
	5,200

	Total Project Costs
	30,000
	23,362.87


The private sector contributions of £600 per company were paid directly to the consultants. These payments were directly associated with the one-to-one sessions, while participation in the workshops was free to the companies. Following the resignation of two companies from the project, only nine fee-paying companies remained. However, two subsidiaries of fee-paying Berwickshire Housing Association Ltd were permitted to attend the workshop sessions, which incurred no private sector costs. The total number of companies participating in the workshops was therefore 11.

The public sector cost per company was anticipated to be £2,500. The unit cost for fully paid up members of the project was only slightly higher at £2,595. With the two additional non-paying organisations the unit costs is reduced to £2,124, although these companies were not supported to produce a marketing plan and therefore did not meet the full objectives of the pilot.

The value for money and cost-effectiveness of the project is further discussed in Chapter 6.

1.7 project objectives and targets

SEB established the following Key Performance Indicators for the contract:

Targets:

· 12 existing businesses receiving advice;

· one business assisted which is owned/managed by women;

· 80 instances of advice to existing businesses;

· 12 products launched and/or services implemented;

· 5% increase in  sales of eight participating companies; 

· three new FTE jobs created by 2007;

· six FTE jobs safeguarded by 2007; and

· six referrals made to other colleagues/products.

Further performance indicators applied to the consultant contract included:

Timescales:

· commencement by 17 May 2005 and completion by 30 November 2005.

Quality of Service:
· measure by delegate feedback after completion of the project; and

· feedback on quality from Client Managers/Business Advisors.

Target:

· 12 companies completing the Programme and implementing a strategic marketing plan.

An assessment of progress towards these targets is provided in Chapter 6. 

1.8 Participant feedback

After each of the six workshops, participants were invited to complete a form to register their levels of satisfaction with the session. Table 2.3 shows the aggregated feedback over the six sessions against a common set of questions.

	TABLE 2.3: EXTENT OF SATISFACTION FOLLOWING WORKSHOPS (RANGING FROM 1=VERY SATISFIED TO 5- VERY UNSATISFIED)

	
	1
	2
	3
	4
	5

	Was today worthwhile?
	51%
	49%
	0%
	0%
	0%

	Quality of content
	43%
	57%
	0%
	0%
	0%

	Delivery of content
	45%
	53%
	2%
	0%
	0%

	Format of workshop
	45%
	51%
	4%
	0%
	0%

	Relevance to participant
	49%
	45%
	6%
	0%
	0%


In general all of the companies were highly satisfied with all of the workshops; in almost all cases, the highest ratings of 1 and 2 were given for all aspects of the workshops, including quality, delivery, format and relevance.  

The level of satisfaction was constant across all the workshop feedback questionnaires. No participants stated that they were not satisfied (rating 4 or 5) with any aspects of any of the workshops.  Only a small percentage (less than 7%) provided a medium satisfaction rating to aspects such as delivery, format and relevance. 

Further comments were invited: feedback is outlined below.

Topics that participants would like to find out more about

Participants identified a number of topics that they would like to find out more about, the most common of which were as follows: 

· marketing planning, market positioning and setting objectives (7);

· market segmentation and auditing (3); and

· planning and analysis of research (5). 
Topics that could have been omitted or presented in less detail

Participants had no suggestions for improvements in the content of most of the workshops. However, it was commented by three companies that the basic principles of marketing, explained in workshop 5 could have been covered more quickly or in less detail. 

Best aspects of the workshop

Over the course of the workshops a large number of comments were made (16) about the benefits of group discussions, networking, and sharing. This was particularly the case for workshops 2 and 4.  A number of participants (6) were also impressed with the delivery of material, describing it as valuable, interesting and comprehensive.  This was particularly the case with workshop 1. 

Disappointing aspects of the workshop

A number of participants (7) felt that some of the workshops were a bit rushed and could have been longer with more detail. This comment was made in workshops 2, 4, 5 and 6.   A total of four individuals commented that there was too much presentation and listening in workshop 1 and a lack of debate and questions from the delegates. However, as shown in the “best aspects” section, the following workshops were more dynamic and participative.

Other comments 

A total of five participants commented that workshops were enjoyable, worthwhile and interesting. 
1.9 summary

At just short of £30,000, the cost of the project was lower than anticipated, due to the shortfall in companies participating. However, evaluation costs were 2.7 times higher than budgeted. South of Scotland Objective 2 Programme bore a slightly higher share of the expenditure than was originally anticipated. 

The cost to the public sector of each participating company was £2,124 when two non-fee paying participants are included, however, the unit costs for the full participants amounts to £2,565. An assessment of value for money and cost-effectiveness is provided in Chapter 6.

SEB established a full set of performance indicators, meeting both internal  (KMIS) and EU monitoring requirements. These captured the outputs and impacts of the project, as well as aspect such as timescale, quality of service and demand. An assessment of the extent to which these targets were met is provided in Chapter 6.

Participants provided very positive feedback on the quality, delivery, format and relevance of the workshops, via feedback forms completed following each session. Some suggestions were made in terms of content – more information on planning, positioning and setting objectives, market segmentation and auditing, and planning and analysis of research. A few would have preferred less time spent on the basic principles of marketing (however, others commented that they would have preferred more time on this and other aspects, indicating a range of previous experience and capacity). The opportunities to network and share experience were also valued by companies.

Consultation findings

1.10 introduction

This Chapter discusses the findings of face-to-face consultations that were held with:

· the SEB Project Manager;

· SEB Client Managers and Business Gateway Advisers of participating companies; and

· the delivery consultants, AME Marketing.

A total of seven consultations were undertaken through face-to-face interviews, using a semi-structured approach and agreed pro-forma. A range of issues were covered, including:

· objectives, rationale and activities of Marketing for Success project;

· perceptions of the management and delivery of the project;

· perceived effects on participant businesses;

· degree of fit with other support services and mechanisms;

· strengths and weaknesses of the project; and

· lessons learnt, rationale for continuation and areas for future improvement.

1.11 Rationale and objectives

It was confirmed that SEB staff mapped the products (both internal and external) available to companies against the SIRIUS objectives for company support. A gap was identified between intensive support offered by the SEEL led Marketing Advance Programme (MAP) for account managed companies (involving a £1,500 fee to companies), which was earmarked for only two SEB companies per year, and the lower-level support in the form of one-off seminars or CD/website information offered by the Business Gateway.

Further internal discussion identified that marketing is a common theme of concern among companies. Many SMEs do not have a strong, or in many cases any, marketing focus, neither do they understand what marketing is.  This is to the detriment of the company’s growth prospects.  The reluctance to pursue marketing activities is due to their belief that:

· it is too expensive; and

· that it requires an expert to deliver it.

The consultees confirmed that they considered it necessary, therefore, to develop a scheme which offered:

· a low labour intensive and affordable support for medium growth companies;

· flexible support allowing one-to-one consultancy to meet specific needs; and

· training on marketing principles, addressing marketing skills issues and giving companies the skills to drive plans forward.

MfS aims to educate businesses to understand that they can and should market and that it is not expensive. The training allows companies to develop new skills and market knowledge. On completion of the project, the marketing plan would enable the companies to:

· operate more strategically;

· market more effectively to existing and new companies;

· launch a new product;

· enter new markets; and

· grow.

1.12 management and delivery

The MfS project team recruited businesses to the project following their referral by SEB Client Managers or Business Gateway Business Advisors. The consultants were not involved in any marketing activity although they did offer views on the literature that had been produced to attract companies onto the project. Companies expressing an interest were then invited to attend a recruitment session to find out more about the project, at which the consultants presented an outline of the project content and the end objectives.  

There was some disappointment that some of the targeted companies had not taken up the offer, and that others had not stayed the course. Lack of time seems to have been the main issue for this. It may, however, have been beneficial to have had more direct support from Client Managers who had existing relationships with their companies, in contacting and discussing the project rationale with prospective beneficiaries.

AME Marketing stated that they had no scope to mould the project; rather, they followed the brief developed by SE Borders, to provide a programme of workshops and one-to-one support. The consultants considered the one-to-one support to be an unusual feature, but felt that this is offered added value and the opportunity to deal with specific issues as they arose.

The consultant commented that although the format of the workshops was not particularly innovative, it provided a good step-by-step construction of the marketing plan, with each workshop resulting in another part of the plan’s development so that homework was done on the plan in tandem with the workshop sessions. (Interestingly, a number of participants did not feel that the connection between homework and construction of the plan was strong enough, as described in Chapter 4.)

1.13 integration with SE products

We found agreement that the project has the potential to link well with other products, both internally and externally.

We found varying levels of ongoing contact between Client Managers/Business Advisors and participating companies, and there was not a specific requirement of staff to track the week-to-week progress of ‘their’ companies. Consultees did not indicate specific signposting to further products (e.g. e-business or international trade) as a direct result of the MfS project, although some companies have received other support. 

The project manager stated that AME Marketing were asked to flag up opportunities for integration with other products if this became apparent in the course of the workshops. This had happened in at least one case. However, there may be opportunity to formalise this with a specific presentation within the workshop agenda on e.g. e-business or trade development so that companies have a firm idea of the possibilities for support to develop these themes.

One start-up company received the support of a marketing graduate, who helped with the development of the marketing plan. The Business Advisor encouraged the consideration of this element being formally added to the project in future. 

1.14 perceived effects on participating companies

It was perceived that the skills base of participants had increased, as had their understanding of marketing issues. It may have reduced companies’ reliance on external sources for their marketing efforts. However, many felt it was too early to assess the effects on companies. One commented that the potential impact had been diluted due to loss of momentum in the final completion of the plans.

According to AME Marketing, the objectives of the project have not yet been fully met as they were linked to companies developing marketing plans, which when implemented would lead to business improvement impacts.  The objectives were:

· for all participants to develop a marketing plan – short term objective; and

· for the marketing plan to lead to business growth – long term objective. 

Particularly with those companies yet to complete their plan, further on-going tracking of companies’ progress with implementation of their plan will be necessary over coming weeks and months. It will also be necessary to conduct follow-up impact assessment.

1.15 strengths and weaknesses

The strengths of the project delivery were considered to be the:

· approach – the mix of workshops, theory, networking and hands-on development was good. The consultants stated that the number of participants was right for the workshop phase as they would not have been able to provide sufficient support to larger numbers;

· flexible – relevant to different types of businesses and not over-technical in approach/language;

· skills development – the consultants’ theoretical and knowledge-based skills were good and added value to the process. Once down to business, the consultants were quite practical-oriented; and

· good relationships – with consultants and companies, and between companies who gained value in sharing experiences with each other.
The main weaknesses were perceived as:

· time commitment – it had been difficult to persuade companies to participate in the projects due to the time commitment (and indeed two companies did withdraw for this reason). The failure of some companies to reach a draft marketing plan at the time of the final session rather reduced its impact, with some companies not attending this session;

· support – ongoing involvement of some Client Managers was perceived as low. Due to time commitments, most kept it at a distance. However, it is to be assumed that a full discussion of success/outcomes will take place at this point. It should be noted that some Client Managers were not in a position to assess the strengths and weaknesses of the project, due to lack of feedback from the participating companies; and

· resources – some perceived that the consultants did not have enough breadth of experience. As a young team they could not answer questions from a practical view point.

1.16 lessons learnt and development opportunities

The following suggestions were made to improve the project following the experience of this pilot.

Recruitment

· in future recruitment sessions, it would be worthwhile for some pilot project participants to speak about the benefits to their company of taking part.

delivery

· it may be beneficial to involve Client Managers more closely in project delivery;

· more varied contributors to the workshops may be beneficial, to provide companies with practical industry examples and a better balance between practice and theory; and

· the consultants suggested that a longer timeframe may be necessary to allow for slippage due to legitimate business pressures. It was also suggested that more explicit milestones would be helpful for companies to measure their progress.

Follow Up

· follow on support in the form of a marketing graduate may help, particularly small, firms to implement their plans;

· due to the timing of this evaluation before many companies have made much ground in implementing their plan, a follow up from SEB in six months’ time will be necessary. This should establish progress in implementing the plans, what is working well/not so well, and the impact on the company in terms of increased sales and employment; and

· after project support following completion of the plans in the form of a retainer to the delivering consultancy may be beneficial, to enable access to marketing expertise over the initial period of implementation.

1.17 Summary

The rationale of the project was agreed as filling a gap in current provision by providing a medium-scale project of training and development for SMEs with medium growth potential. All SEB and Business Gateway consultees agreed that lack of marketing skills and knowledge was presenting a barrier to growth for their client companies. The market failures that drove the original development of the project were seen as robust and of ongoing relevance and importance.

The recruitment of suitable companies to the project was mainly the responsibility of SEB Client Managers or Business Gateway Business Advisors. The consultants offered advice on marketing literature to attract companies onto the project. Companies expressing an interest were then invited to attend a recruitment session. All participants at this session signed up, however, two companies later dropped out due to lack of time/commitment.  

AME followed the brief developed by SE Borders, to provide a programme of workshops and one-to-one support. The consultants considered the one-to-one support to offer added value and the opportunity to deal with specific issues as they arose.

The project has the potential to link well with other products such as e-business and international trade support. However, there was some doubt as to whether the potential connections had been made. There may be opportunity to improve linkages by providing specific presentations within the workshop agenda on e.g. e-business or trade development so that companies have a firm idea of the possibilities for support to develop these areas.

Although most felt it was too early to assess impact, it was agreed that companies had benefited from new knowledge and skills, and the development of a tool that will assist with business growth objectives. 

The main strengths of the project were perceived as the multi-format project design and its flexibility, the skills development achieved, the completion by many of a useful business tool, and the positive relationships that had been formed during the workshops.

Weaknesses were described as the time issues that prevented companies from participating in and completing the project in time, and the lack of practical experience of the delivering consultants.

A number of suggestions were made: to improve the attractiveness of the project for potential future beneficiaries; to increase linkages with the Business Advisors and Client Managers during the process; to improve the quality of the scheme though additional external input; and to build in more assistance for companies to implement their plans.

company survey findings

1.18 introduction

This Chapter presents the results of the survey of companies that participated in the project. In total, nine of the participating companies were reached.  Two (housing-related) organisations that attended the workshops did not participate in the survey. They were represented by a single contact, who was unfortunately on long-term leave. We understand that the two marketing plans of the non-contact companies have not been completed due to these circumstances.

The participating companies were asked to provide their perceptions on the content, delivery and management of the project, as well as benefits and impacts, and to offer any suggestions for change or improvement. The survey followed a business change model to facilitate measurement of progress of businesses from non-awareness to final impacts. This approach has the following stages:

· awareness of the project;

· understanding of what it is trying to achieve;

· reaction to the service provision;

· learning experienced;

· extent of change to behaviour following participation;

· level of relationships built between participants and providers or customers; and

· final results  and impacts that occur because of the support.

The proposed method for undertaking the evaluation included a survey of companies which did not participate in the pilot though would have been eligible to do so. From the non-participating companies we aimed to gauge the extent of marketing activities being carried out in the companies, awareness and perceptions of MfS and reasons for non-participation. Unfortunately, this was not achieved, due to issues in identifying suitable companies and obtaining their agreement to participate.

1.19 participating companies

1.19.1 Awareness and Understanding of the Project

Participants generally understood what MfS was trying to achieve:

· a better understanding of the marketing process;

· the development of new or updated marketing skills;

· the development of a (useful) strategic marketing plan; and 

· ultimately, the achievement of marketing goals.

This mirrors closely SEB’s rationale and objectives for MfS.

1.19.2 Reasons for Participating and Assistance Received

The participants were asked for their main reasons for participating in the MfS project.  Table 4.2 details their response. 

	Table 4.2: Main Reasons for participating in the MfS Project?

	
	No.

	To gain new know-how and skills
	7

	Had identified marketing as a weakness
	7

	To review the strengths and weaknesses of the business
	3

	To help attract new customers
	1

	Because it is a good value service
	1

	Other
	3


Organisations were clear on the reasons they participated in the project; the main reasons were to gain new know-how and skills and to strengthen an identified weakness within their organisation.

The project contained a number of components and respondents were asked which of these components they took part in. The results are detailed in Table 4.1.

	Table 4.1: Which components of the MfS project have you taken part in?

	
	No.

	Recruitment session
	9

	Workshops
	9

	One-to-one sessions
	8

	Development of Marketing Plan
	6

	Final presentation session
	6

	SEB training analysis
	2


All the organisations have taken part in the recruitment sessions and workshops (although not all attended all of the workshops).  One organisation has still to take part in one-to-one sessions due to problems finding a suitable time to arrange sessions.  

At the time of the survey (early March 2006), we found that six of the nine contact companies had completed their plan.  Two are close to completing the plan and are waiting to complete their one-to-one sessions, while a third company is estimated to be only 50% though the process.  Lack of time again was given as the reason for not completing the plan.  Companies mentioned difficulties in arranging a suitable time to meet the consultants for one-to-one sessions and also having time to complete their own areas within the plan due to work pressures.
1.19.3 Perceptions of Support Received

Participants were asked if they agreed or disagreed that the process had met their company needs.  This question was split into three parts and concentrated on the workshops, one-to-one sessions and the development of the plan.  Table 4.3 looks at the responses to these different stages.

	Table 4.3: Agree or disagree that the process has met your organisation’s needs?

	
	Workshops
	One-to-one sessions
	Development of plan

	
	No.
	No.
	No.

	Strongly agree
	1
	1
	0

	Agree
	7
	5
	7

	Neither/nor
	1
	0
	0

	Disagree
	0
	2
	0

	Strongly disagree
	0
	0
	0

	Don’t know/too early to say
	0
	1
	0


The majority agree that the process has met their needs with only two companies stating that the one-to-one sessions have not met their needs.  The reasons given for disagreeing were mainly the lack of flexibility and quality of sessions and the lack of specific advice about their individual sector.  Some of those that were satisfied also mentioned that some areas were not relevant to their business but on the whole felt the information provided was helpful and informative.        

Respondents were then asked to rate different elements of the project. Table 4.4 and Chart 4.1 show these ratings.

	Table 4.4: How would you rate these elements of the project?

	
	Very good
	Good
	Neither/nor
	Poor
	Very poor
	N/a

	Promotion of the scheme
	0
	4
	3
	1
	0
	1

	Information provided in recruitment session
	1
	3
	1
	0
	0
	4

	How well the consultants understand your business
	0
	6
	2
	1
	0
	0

	Quality of presentations
	1
	5
	3
	0
	0
	0

	Provision of advice and support during the process
	2
	4
	1
	2
	0
	0

	Speed of process
	0
	3
	3
	1
	0
	2

	Management of the scheme and its administration
	1
	7
	0
	1
	0
	0

	Any support/advice offered following the market plan development
	0
	4
	0
	1
	0
	4
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Overall, the majority of respondents rated the various elements of the project as either good or very good. The promotion of the scheme was well received, with only one stating that the expectations of companies had not been outlined well enough. Those respondents that had attended the recruitment sessions were positive about this value. Generally, the participants found that the consultants had understood their business well, with only three being less sure or finding this had been poor.  The workshop presentations were also well regarded. There was less consensus about the timing of the process – some would have liked more time, while one respondent felt certain sections of the process were too slow. The management of the scheme was generally well regarded. Those that had been offered advice following the plan were generally satisfied, however, one was not and four had not received any.

Interviewees were asked which areas they found the most challenging.  The main problem identified was finding the time to complete the plan in between day-to-day pressures of work.  Other problem areas were identifying their marketplace and target customers. In general, most interviewees did not find developing the plan a problem.

1.19.4 Changes to Behaviour and Relationships

Respondent were asked what changes MfS had made to their attitude to marketing and how the course had improved their knowledge and skills.   The main change was in raising awareness of marketing and the importance of having a plan to work to which made organisations more pro-active.  It also provided respondents with more confidence, motivation and made them more focused.

When asked whether the support had changed their relationship with SEB, most replied that they already had a good relationship but this support had helped to strengthen and cement that relationship.  Others stated there had been no significant change in the relationship.  Since initially receiving the MFS support, six of the nine organisations have either been offered or received further support from SEB including further marketing support, training days and recruitment support. 

1.19.5 Results and Impacts of Support

Respondents were asked to identify any impacts on their business that had occurred as a result of taking part in the MSF.  Most organisations stated it was too soon to see any real impacts on their organisation but were confident of impacts occurring over 2006, 2007 and beyond.  These included the launching of new products, increased sales and additional employment.     The detailed findings of the impact assessment can be found in Chapter 5.

Although most considered it to be too early to comment on impacts, some businesses have noticed unexpected changes.  One company commented that because of the project they had stopped spending on marketing until they had developed their plan and as a result have saved money by being more focused when targeting their market rather than the previous hit and miss approach.  Since stopping this advertising they have noticed almost no change in the enquiries they receive.  Another business has seen an increase in enquires due to a website re-design; this has yet to convert to sales but it is hoped that this will follow. This company has also seen an increase in enquires from overseas. Further benefits and impacts include developing a potential customer database, joint marketing with another business within the area and improved capacity to target the correct market 

1.19.6 Suggestions for Improvement/Future Support Needs

With the project in its pilot phase the respondents were asked to suggest any improvements to the project if it was to be extended.  Recommended improvements included:

· presentation of more anecdotal evidence (“too much text book stuff”);

· assignments could have been better tied into the creation of the plan;

· more local assistance. Consultants not being local creates logistic difficulties; and

· providing a bigger picture (“better explanation of what we are doing at each section and why we are doing it”).

Companies were also asked what improvements could be made to MfS to better meet the needs of organisations based in Scottish Borders. Suggestions included: 

· make it more focused on the Borders by sourcing local publications to advertise in and better general local knowledge by the consultants;

· make material more specific to companies based in the area; and

· identify consultants capable of doing the same job closer to the Borders.

1.19.7 Summary

Overall, the response to MfS has been positive.  With some businesses still to complete the project and others in the very early days of implementation it is difficult to attribute any real impact of the project thus far, although there does appear to be a confidence among respondents that the steps taken up to this stage will have an impact in the coming months and beyond.  

The general process was perceived to be informative and raised awareness in organisations about marketing, a subject that many had no previous training in.  The only criticism of this was that the material was too generic. The main difficulty experienced by companies in achieving their objectives was finding the time to complete the different stages and finalise their plan.  Providing better information up front on what is involved in each stage and how long these stages will take would help the participants use their time better and plan ahead.   Tying assignments more closely to the creation of the marketing plan would also make more effective use of time.

At this stage, the main benefits of MfS to companies have been to develop awareness, bring marketing into focus, and to help towards a more strategic inclusion of marketing with the company’s activities.     

2. Economic impact analysis

2.1 introduction

This Chapter reports the economic impact of the MfS programme – it is derived from information and data obtained from the survey of companies. It covers:

· project expenditure;

· gross employment and sales;

· gross to net; and

· GVA.

Caution should be exercised when interpreting the results from the economic impact analysis.  As outlined in Chapter 5, companies had not as yet realised any economic impacts from their involvement in the programme, and therefore future estimates were provided, and only by a small number of the participating companies.   

2.2 Project expenditure

As illustrated in Chapter 2, project expenditure was just under £30,000, with the breakdown being as followed:

· SE Borders





£13,190.87

· South of Scotland Objective 2 Programme

£10,172; and

· Private Sector Contributions



£5,200.

2.3 gross employment and sales

Current

As detailed in Table 5.1 current sales and employment in the assisted companies providing data was £6 million and 150.5 FTEs respectively.

	TABLE 5.1: CURRENTGROSS SALES AND EMPLOYMENT OUTCOMES

	
	No. of responses
	Total sales
	Average
	Range

	Sales
	9
	£6m
	£0.67m
	£1.5m-£0.075m

	

	
	No. of responses
	FTE Jobs
	Average
	Range

	Employment
	9
	150.5
	16.7
	69-2


attributed

Companies were also asked to estimate the scale of sales and employment growth over the next three years that they expected to realise as a result of the Marketing for Success (MfS) support.  Table 5.2 provides the details.

	TABLE 5.2: ATTRIBUTED GROSS SALES AND EMPLOYMENT – REALISED AND ANTICIPATEDS

	
	No. of responses
	Total sales
	Average
	Range

	Sales
	3*
	£0.45m
	£0.15m
	£0.1m - £0.23m

	

	
	No. of responses
	FTE jobs
	Average
	Range

	Employment
	4
	6
	1.5
	1-3


* one company said that it expected to increase sales by 1000% over three years – from £0.2m to £2m.  This “outlier” is excluded from the analysis, as its inclusion would skew the results.

The number of FTE jobs is six, and total sales generated £0.45m.

2.4 gross to net

In order to move from gross to net it is necessary to take account of the following:
· additionality;

· displacement; and

· multiplier effects.

2.4.1 Additionality

Non-additionality is traditionally understood to be the proportion of gross direct sales/jobs impacts that would have been expected to occur even if the company had not received MfS support

Businesses were assessed according to a hierarchy of additionality factors:

· absolute additionality: where all gross direct impacts are additional, was taken to apply where none of the sales or employment outputs would have occurred, in the absence of support.

Where there was no evidence of absolute additionality we made allowance for:

· time additionality: where support enabled the reported changes to happen sooner.  Adopting the standard assumption that a project has a 10 year life, we allocated 10% additionality for every year for which the reported changes were brought forward; and

· scale and quality additionality: where support had a positive influence on the level of gross direct impacts.  Following in-depth discussions with companies to ascertain the nature of scale and quality impact of MfS assistance, we adopted an assumption of between 10% to 30% additionality.

Based on the responses received, we found that:

· three companies reported absolute additionality; 

· two companies reported time and/or scale additionality; and

· zero companies reported no additionality.

(Note that some companies reported on sales and employment, others on one or other aspects.)

2.4.2 Displacement

Our investigation of displacement considered those factors that would dilute the gross impact of any increases in business activity.  It included collecting information on a variety of areas, including:

· location of major competitors;

· location of main markets; and

· current market conditions.

Displacement was then assessed according to the following factors:

· high displacement:  where the company sold most of their products or services locally and where there was a high level of local competition.  We assumed a displacement range of 70% to 90%;

· medium displacement: where the company was a partial exporter with limited Scottish competition and operated in a growing market.  We assumed a displacement range of 40% to 60%; and

· low displacement:  where the company operated mainly in export markets with only a few Scottish based competitors and their market is growing.  We assumed a displacement range of 10% to 30%.

Displacement was assessed at the local (SE Borders) and national (Scottish) levels.  The assessed levels of displacement are shown at Table 5.3 for the companies that provided the relevant information.

	table 5.3: levels of displacement

	
	Number of Companies

	Factor
	Local
	Scotland

	Low 
	3
	3

	Medium
	0
	0

	High
	2
	2


The analysis shows that the MfS has supported low levels of displacement at both the SE Borders level (as supported companies had few local customers) and Scotland level as companies had significant sales outwith Scotland and the UK.

2.4.3 Multiplier Effects

The increase in economic activity as a result of the MfS support will have two types of wider impact on the economy:

· supplier effect: an increase in sales in a business will require it to purchase more supplies than it would have otherwise.  A proportion of this ‘knock-on’ effect will benefit suppliers in the local and Scottish economies; and

· income effect: an increase in sales in a business will usually lead to either an increase in employment or an increase in incomes for those already employed.  A proportion of these increased incomes will be re-spent in the local and Scottish economies.

It is difficult to extract relevant data from the companies on levels and, in particular, the distribution of purchases.  However, we believe that overall the companies supported by MfS will have a normal pattern of purchases and have assumed that these will be within the norm.  These were assumed to be:

· 1.21 for the combined supplier and income multiplier at the local level; and

· 1.44 for the combined supplier and income multiplier at the Scottish level.

These coefficients are consistent with those recommended in HM Treasury and Scottish Enterprise best practice.
2.4.4 Net Additional Employment

Applying additionality, displacement, and linkage and multiplier effects to gross employment as detailed in Table 5.2 provides estimates of net additional employment as shown in Table 5.4.
	TABLE 5.4: NET ADDITIONAL EMPLOYMENT (FTEs)

	
	Local
	Scotland

	Gross Direct
	6
	6

	Less Non Additional
	0.5
	0.5

	Gross Direct Additional
	5.5
	5.5

	Less Displacement
	1.6
	1.6

	Net Direct Additional
	3.9
	3.9

	Plus Supplier Linkage
	0.4
	0.8

	Plus Income Multiplier
	0.5
	0.9

	Net Additional Employment
	4.8 FTE
	5.2FTE


Net additional employment is estimated at 4.8 FTEs at the local level and 5.25 FTEs at the national level; the difference is accounted for by the higher-level multipliers at the national level.

The sample of companies that felt confident enough to forecast job gains as a result of the support received from MfS accounted for one in three of MfS supported companies.  The other six felt that it was too early to make such forecasts.  For grossing up purposes, we have assumed than over time these companies will perform in line with those who were confident enough to predict future performance.  This would suggest an MfS impact of:

· local level – 14.4 FTEs; and

· national level – 15.6 FTEs.

However, caution should be exercised when interpreting these results due to the small number of companies providing data.  

2.4.5 Net Additional Sales

Applying additionality, displacement, and linkage and multiplier effects to gross sales as detailed in Table 5.2 provides estimates of net additional sales as shown in Table 5.5.

	TABLE 5.5: NET ADDITIONAL SALES (£s)

	
	Local
	Scotland

	Gross Direct
	£0.45m
	£0.45m

	Less Non Additional
	£0.065m
	£0.065m

	Gross Direct Additional
	£0.39m
	£0.39m

	Less Displacement
	£0.084m
	£0.084

	Net Direct Additional
	£0.3m
	£0.3m

	Plus Supplier Linkage
	£0.033m
	£0.067m

	Plus Income Multiplier
	£0.037m
	£0.08m

	Net Additional Sales
	£0.37m
	£0.45m


Net additional sales is estimated at £0.37m at the local level and £0.45m at the national level; the difference is accounted for by the higher-level multipliers at the national level.

The sample of companies that felt confident enough to forecast job gains as a result of the support received from MfS accounted for one in three of MfS supported companies.  The other six felt that it was too early to make such forecasts.  For grossing up purposes, we have assumed than over time these companies will perform in line with those who were confident enough to predict future performance.  This would suggest an MfS impact of:

· local level – £1.1m; and

· national level – £1.35m.

However, caution should be exercised when interpreting these results due to the small number of companies providing data.  

2.5 gva

GVA is a simple but effective means of monitoring business performance and is included as one of the acceptable outputs for measuring the impact of business development projects.  GVA is calculated in the following way
:

GVA = profits + employee costs + depreciation + amortisation

GVA per employee = (profits+employee costs+depreciation
+ 

amortisation
)/employment

However, during the company survey it was not possible to identify any of these factors – the impacts were related to future employment growth rather than that which had already been realised.  Our approach to measuring the impact on GVA of MfS is to use data from the Scottish Annual Business Statistics.  

As the business being supported by MfS operate in both the service and manufacturing sectors, we have calculated an average GVA per employee figure – this equates to £22,932 at the Scottish Borders level and £35,992 at the Scottish level.  This suggests that the MfS programme will contribute some £0.33m to GVA at the Scottish Borders level, and £0.56m to GVA at the Scottish level. 

3. conclusions and recommendations

As stated in Chapter 1, the objectives of the study were to provide the client with a detailed understanding of:

· the success of the project in meeting its objectives and targets, and the extent to which these remain valid;

· the impact of the project – quantitative and qualitative – in relation to:

· the direct effects of the project on companies and the outputs and impacts that can be attributed to their participation

· additionality, deadweight, displacement and multiplier effects

· value for money of the overall project and cost effectiveness of the different project components

· the success of assisted projects in achieving desired outcomes;

· the views of participant individuals or companies; 

· how the various elements of the project fit together, and identification of any gaps in assistance;

· how the project was utilised by SE Borders’ operational teams, and how the project was targeted; and

· whether the reasons for intervention remain valid.

Our conclusions and recommendations are based around these objectives.

3.1 Success in meeting objectives and targets

Based on our desk-research and fieldwork, our assessment of progress towards the identified Key Performance Indicators is as shown in Table 7.1. 

This shows that most of the targets of the project were achieved; the main shortfall relating to recruitment of companies. Note, that the instances of advice are much higher than anticipated, possibly because all participating companies have accepted the offer of the full five-days consultancy made available to them (though not all have completed this yet).

Delays in implementation have also made it difficult to make a firm assessment of the results and impacts, however, on the basis of projections made so far, we are satisfied that the sales and jobs targets will eventually be met.

In terms of the additional performance indicators applied to the consultant contract, we found that the consultants generally met the Quality of Service criteria, although the momentum seems to have been lost during the process, and the envisaged date of the completion of the project (end of November 2005) has been well exceeded. This loss of momentum has contributed to the shortfall in the number of participating companies who we can confirm have actually completed their marketing plan – six out of 11 had achieved this by early March 2006. However, two non-completions are due to unforeseen circumstances outwith the control of the consultants.

	TABLE 7.1: KEY PERFORMANCE INDICATORS – ASSESSMENT OF PROGRESS

	Indicator
	Target
	Achievement

	Number of existing businesses receiving advice
	12
	11

	Number of instances of advice to existing businesses
	80
	151

	Number of products launched and/or services implemented
	12
	6 (for some too early to say)

	Number of assisted business owned/managed by women
	1
	2

	Increased sales of eight participating companies 
	5%
	4 forecast to exceed 5%, others too early to comment. Requires further monitoring in future months

	Number of new FTE jobs by 2007
	3
	14 anticipated

	Number of FTE jobs safeguarded by 2007
	6
	Too early to assess

	Number of referrals to other colleagues/products
	6
	6

	FURTHER PERFORMANCE INDICATORS APPLIED TO THE CONSULTANT CONTRACT

	Timescale
	17/5//05 to 30/11/05
	Not achieved. Continued to March 2006 due to delays in completing one-to-one sessions and finalising marketing plans.

	Quality of Service
	Measure by delegate feedback after completion of the project
	Clients generally satisfied with quality of service, however some 1-2-1 assistance incomplete

	
	Feedback on quality from Client Managers/Business Advisors
	Client Managers/Business Advisors satisfied 

	Number of companies completing the Programme and implementing a strategic marketing plan
	12
	6 to date


3.2 content of support and integration within SEB

The consultees and participants generally agreed that the format of the project, with its combination of workshops, home exercises, and one-to-one consultancy, was effective in providing new knowledge and skills which could then be applied by businesses in developing their plan.

There was strong feedback from the Client Managers that this project meets a gap in provision, and that without it businesses would have to rely on less effective courses. Some suggested that a more open invitation to companies would be better in future given the limited number of companies in the defined bracket (i.e. Client Managed Companies (Medium Impact Segment), companies at the top end of the Universal Segment and high growth start-up companies).  The inability to attract 12 companies from this group does indicate an issue on the demand side or the methods of targeting used.

The Client Managers and Business Gateway Advisors provided support in identifying and recruiting companies to the project (although the project team took the main responsibility for contacting companies and securing their participation). 

Further ongoing contact and contributions from the Client Managers during the process may be helpful to companies, particularly as many admitted to having found it difficult to keep pace with the development of the marketing plan. In addition, the inclusion of short direct presentations during the workshop sessions regarding linked support products may help companies to make connections and understand potential opportunities for their particular situation. 

3.3 perceptions of participating companies

During the workshop, feedback from the companies was very positive, with regard to quality, delivery, format and relevance of the workshops, via feedback forms completed following each session. Some suggestions were made in terms of content – more information on planning, positioning and setting objectives; market segmentation and auditing, and planning and analysis of research. The opportunities to network and share experience were also valued by companies.

Our follow-up survey confirmed general satisfaction with the project.  There appears to be a confidence among respondents that the steps take up to this stage will have an impact in the coming months and beyond.  

The general process was perceived to be informative and raised awareness in organisations about marketing, a subject that many had no previous training in.  The only criticism of this was that the material was too generic. The main difficulty experienced by companies in achieving their objectives was finding the time to complete the different stages and finalise their plan.  Providing better information up front on what is involved in each stage and how long these stages will take will help the participants use their time better and plan ahead.   Tying assignments more closely to the creation of the marketing plan would also make more effective use of time.

At this stage, the main benefits of MfS to companies have been to develop awareness, bring marketing into focus, and to help towards a more strategic inclusion of marketing with the company’s activities.     

3.4 impact of the project

Particularly with those companies yet to complete their plan, further on-going tracking of companies’ progress with implementation of their plan will be necessary over coming months. It will also be necessary to conduct follow-up impact assessment.

3.4.1 Economic Impact Assessment

Based on the data available at this stage, our estimate of the potential impact of this project by 2007 is as follows:

· net additional employment is estimated at 14.4 FTEs at local level and 15.6 FTEs at national level;

· net additional sales is estimated at £1.1m at local level and £1.35m at national level; and

· based on net additional jobs created, MfS is estimated to contribute £0.33m to GVA at the Scottish Borders level, and £0.56m to GVA at the Scottish level.
However, caution should be exercised when interpreting these results due to the small number of companies providing data. 

3.4.2  Value for Money Assessment

At just short of £30,000, the cost of the project was lower than anticipated, due to the shortfall in companies participating. South of Scotland Objective 2 Programme bore a slightly higher share of the expenditure than was originally anticipated. 

The cost to the public sector of each participating company was £2,124 when two non-fee paying participants are included. 

Given the anticipated benefits in terms of increased sales and jobs we are satisfied that the project has represented value for money. In terms of cost-effectiveness, we believe that each component of the format has been vital to the successful completion of the plans. Having said that, two companies had reservations on the value of the one-to-one sessions to completing the plan, due to the quality of service and the relevance of advice to their circumstances. SEB should continue to monitor the quality of service provided through the remaining one-to-one sessions to ensure that this meets companies’ needs.

Our positive value for money assessment is conditional on the eventual completion of the five outstanding plans, and their subsequent implementation. We understand that SEB has been in regular contact with consultants and companies to push this forward.

3.5 Recommendations

Our assessment is that the project has fulfilled its rationale, in terms of addressing market failure in intelligence/information on marketing; and assisting companies which do not have the capacity to develop the required skills and knowledge without SEB’s support.

At present, the majority of companies are at the early stages of implementing their new marketing plans. A few have made changes to their operations and launched new services, however, for all the short time period since completion of the plan (or in two cases, draft plan) means that it is premature to attempt a full assessment of the benefits to firms. 

The key recommendations as a result of this study are as follows:

Recommendation 1: Based on the feedback from companies and the estimate of impacts that may be achieved, it is our recommendation that further support of this nature be provided to SMEs in the Scottish Borders. It will be necessary to monitor the national position as SE moves increasingly towards national products.

Recommendation 2: SEB should continue to monitor the progress of these companies, with a particular focus on ensuring that those who have found it difficult to finalise their plans do proceed to the implementation stage.

Recommendation 3: it is suggested that within another six months to one year, most of the companies will be in a position to demonstrate the outputs and emerging impacts from this exercise. It would be useful to undertake a follow-on exercise at this stage, to assess and evaluate the benefits for the companies, and the degree of benefits attributable to the support provided by this project.

Recommendation 4: the main difficulty faced by companies participating in this process was finding the time to keep pace with home exercises and complete the plan. It may be beneficial to offer further support to companies, including more regular contact from SEB /Business Gateway staff to the provision of firmer milestones, and more direct connection between home exercises and the plan itself. It should also be considered whether additional resources such as the provision of marketing graduate support to help with development and implementation of the plan would be feasible.

Overall, MfS has been a successful project, has delivered economic benefits (jobs and sales) and should be continued.
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		Table 4.4: How would you rate these elements of the project?

				Number of Companies		Very good		Good		Neither/nor		Poor		Very poor		N/a

		Promotion		4		0		4		3		1		0		1

		Recruitment		4		1		3		1		0		0		4

		Understanding of business		6		0		6		2		1		0		0

		Presentations		6		1		5		3		0		0		0

		Advice/Support		6		2		4		1		2		0		0

		Speed		3		0		3		3		1		0		2

		Management		8		1		7		0		1		0		0

		Follow-up		4		0		4		0		1		0		4

				Anticipated		Actual
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		Table 4.4: How would you rate these elements of the project?

				Number of Companies		Very good		Good		Neither/nor		Poor		Very poor		N/a

		Promotion		4		0		4		3		1		0		1

		Recruitment		4		1		3		1		0		0		4

		Understanding of business		6		0		6		2		1		0		0

		Presentations		6		1		5		3		0		0		0
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