Evaluation of the Leadership & Management Development Programme
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Executive Summary

INTRODUCTION

EKOS Limited were commissioned by SE Lanarkshire (SEL) to undertake an evaluation of the Leadership Management Development Programme (LMDP), which it has operated since 1993.  The LMDP is made up of a range of bespoke and tailored programmes that have been designed to enhance management and leadership skills within Lanarkshire companies.  Over the past 3 years the project has sought to assist 50 companies and 70 individuals annually. In 2001/2002 the total cost of the project is expected to be £450,000, with £250,000 being provided by SEL and £200,000 by the companies.  European funding of £96,250 will be also be claimed 

THE LMDP

The LMDP was developed to assist Lanarkshire companies to tackle weaknesses in management skills, including:

· inadequate breadth of skills - in particular people skills such as leadership, communication, delegation and motivation;

· resistance to change;

· failure to embrace new technology; and

· lack of innovative management techniques.

The key programmes that were developed as part of the LMDP are:

· company focused Master of Business Administration (MBA);

· Certificate in Business Administration;

· Bullet Proof Manager;

· Changemasters/Transform;

· Family Business Executive Programme;

· MSc Corporate Leadership Programme;

· MSc Corporate Sales Leadership;

· Institute of Directors - Director's Diploma in Company Management; and

· NEBSM Awareness in Supervisory Management.

Information has been supplied by SEL suggests that almost all targets have been exceeded.

	TARGETS & ACHIEVEMENTS

	Measure
	Target
	Out turn

	organisation assists
	63
	65

	organisations worked with
	48
	64

	employment in these organisations
	4,500
	6,400

	business assists
	60
	62

	number of business worked with
	45
	47

	employment in these businesses 
	4500
	6,400

	sales in these organisations;
	£180,000
	£183,600

	sales in these businesses
	£180,000
	£256,000

	people trained or developed
	90
	93

	cost savings achieved
	£1,800,000
	£1,860,000

	sales achieved
	£2,250,000
	£1,460,000


In focusing on enhancing the competitive status of Lanarkshire companies by developing management: skills and practices; effectiveness; and capabilities the LMDP fits with Changing Gear's building and attracting businesses strategic aim.  In addition as the LMDP seeks to lead to a change in organisational culture by encouraging employees to become involved in learning activity it also fits with Changing Gear's building a learning industry aim.

The LMDP, through its various programmes, aims to equip the leaders of Lanarkshire's companies with the requisite skills or attitudes that will encourage them to progress their company towards greater competitiveness and being able to adapt to the many changes that they face and to take advantage of the new opportunities that are presented to them.  It therefore also fits with the IFSO and agenda Growing Business agenda from Smart Successful Scotland.

company & individual surveys

The company survey has provided highly positive feedback on the LMDP, in terms of:

· the quality of delivery, course content and professionalism of the contractors;

· enhancement to key business performance indicators, although the scale of these could not be quantified or directly attributable to involvement in LMDP; and

· progression across the key Growing Business characteristics.

The interviews with individuals has provided highly positive feedback on the LMDP, in terms of:

· enhanced knowledge and skills;

· the applications of these skills leading to enhanced management capabilities; and

· this being recognised within their company through being provided with a range of benefits and additional responsibilities.

impact

Estimating impact was hampered by the inability or unwillingness of companies to quantify the scale and nature of the economic benefits that have accrued to them as a result of their participation in the LMDP.  Discussions suggested that jobs had/would be created as a result of LMDP participation and additional sales would be realised.  Applying an additionality factor of 15% provided significant (grossed up) net additional job estimates representing value for money from a SEL perspective:

· net additional sales:

· local level - £27.5m;

· national level - £7.5m.

· net additional jobs:

· local level - 232.5 FTEs;

· national level - 195 FTEs; and

· cost per job:

· local level, cost £6,989;

· national level, £8,333.

project development workshop

The key components of the Worksop focused on:

· Overview of Evaluation Findings:

· Implications for Change and Future Delivery:

· Next Steps.

The outcome of the discussion resulted in proposals to:

· continue with the current programmes that constitute the LMDP until the contract for their delivery comes to an end; and

· develop a new programme that focuses on the key elements within the current MSc Corporate Leadership programme.

conclusions

The conclusions are organised around the objectives of the study, and suggest that:

· the objectives and targets set for LMDP have been largely met;

· participant companies in the LMDP represent a wide range of different sectors, employment sizes and turnover values.  Most saw themselves as having a number of the Growing Business characteristics prior to becoming involved within the LMDP;

· estimates suggest that the participating companies in the evaluation have generated an additional 93 jobs at the local level and 78 at the Scottish level.  In addition new sales by have been generated by these companies ranging from £11m at the local level and between £3m at the Scottish level;

· the LMDP fits and contributes to Changing Gear, the Growing Business agenda, and Smart Successful Scotland; 

· discussions with the contractors suggest that they, and possibly the companies themselves, are not fully aware of the link between the various components of the LMDP and the hierarchy of intervention; and

· SEL account managers see the LMDP as a well integrated set of programmes that assist them in being able to address the needs of SEL's account managed companies.  It is part of a portfolio of programmes and initiative that they can utilise to assist in addressing the business development needs of Lanarkshire's companies, rather than as a stand alone programme.

recommendations

· recommendation 1 - consistent targeting:

· the LMDP and its constituent initiatives should be targeted in a consistent way at growing businesses.  All future contractors should be made aware of the criteria of growing business and target the LMDP at such businesses;

· The LMDP should be targeted at the key decision makers within growing businesses;

· recommendation 2: programme developemnt informed by market intelligence:

· any developments in programme content/delivery must be related to the needs of the business - a coming together of account managers and contractors to share intelligence will facilitate this process;

· recommendation 3: need for monitoring progress:

· there is currently limited monitoring in terms of outcomes for individual businesses, this information should be monitored and collected by the account manager as part of the aftercare/client relationship management process;

· contractors uncover and identify key business issues and information for company participants, this information should be captured and passed to SEL account managers; and

· recommendation 4: need for tighter programme management:

· Mechanism need to be developed and installed to facilitate interaction between SEL and the contractors to enable programme development and change to be driven by market intelligence; and

· each element of the LMDP is designed and delivered in isolation of the other elements, a tighter programme management involving the interaction between SEL and the contractors structure should lead to economies of scale gained from a common marketing and recruitment, and synergy achieved through co-ordinated programme promotion and timing.

next steps

The workshop concluded that the aims and objectives of the programme were no longer clear.  They require to be revisited after a process of planning and redesigning the programme has been completed.  

The key drivers in designing and the Programme for the future were seen as being:

· In the absence of direction from SEN on the network strategy for management development, the programme should be targeted and available only to ‘growing businesses’.  

· Reassessing demand for management development training and support by researching the target market;  

· Using the (successful) MSc Corporate Leadership programme as a building block for a new programme; and

· Reviewing and redefining the programme management structure in a way which will provide appropriate support for managing new and importantly, ongoing programme design, and delivery. 

1. introduction

EKOS Limited were commissioned by SE Lanarkshire (SEL) to undertake an evaluation of the Leadership Management Development Programme (LMDP), which it has operated since 1993.  The LMDP is made up of a range of bespoke and tailored programmes that have been designed to enhance management and leadership skills within Lanarkshire companies.  Over the past 3 years the project has sought to assist 50 companies and 70 individuals annually. In 2001/2002 the total cost of the project is expected to be £450,000, with £250,000 being provided by SEL and £200,000 by the companies.  European funding of £96,250 will be also be claimed 

The Programme provides two distinct types of support to local companies wishing to improve the skills of their leaders and change the culture within the organisation.  The two distinct areas of delivery are:

· Groups programmes:

· these are run for varying numbers of different companies, which increases the benefits of peer learning and encourages companies to create/maintain a wide network of contacts as well as developing leadership skills.  Typical programmes include:

· The Futures Programme
;

· The Visionary Leadership Programme;

· The Results Programme;

· The M.Sc. Corporate Leadership Programme; and

· Individual company programmes:

· these deliver programmes focused on the creation of bespoke leadership development, creation of strategic action plans and changes in culture to support Growing Business.

1.1 OBJECTIVES

The overall aim of the study was to evaluate the Programme against both quantitative and qualitative measures to assess the impact that the Programme has had on Lanarkshire businesses/individuals, and to allow a better understanding of the effectiveness of the Programme in meeting its strategic objectives.

The detailed objectives can be summarised as providing SEL with an understanding of:

· the success of the Programme in terms of meeting its own operational objectives and targets, and the extent to which these are still valid;

the participants - companies and individuals:

· who they are;

· their views of the Programme;

· the impact of the Programme - with a focus on softer outcomes - on companies and individuals:

· direct impact;

· assessment of additionality, displacement and multiplier effects;

· assessment of Programme processes - identify critical elements and where improvements can be made;

· assessment of value for money, cost effectiveness and delivery mechanisms;

· the Programme's fit with and relationship to other SEL programmes;

· the fit of the various components of the Programme, and any gaps in assistance; 

· how the Programme is utilised by SEL operational teams, and how the programme is targeted;

· how the Programme and its management might be developed to better meet the objectives of Changing Gear and Smart Successful Scotland; and

· future development options for the Programme's direction, development and performance measurement and monitoring.

1.2 method

The key components of the study method were:

· consultations with SE Lanarkshire and delivery contractors;

· company and individual surveys; and

· programme development workshop.

1.2.1 Company & Individual Survey

Our proposal allowed for up to 50 interviews that would allow identification of the impact of participation on the LMDP on both the company and the wider economy, as well as the impact on the individual concerned.  In addition, a further 20 interviews would be undertaken with individuals that would focus only on the LMDP's impact on them personally.  In reality 31 company interviews and 19 individual interviews were completed.  

Developing the sample of companies/individuals proved somewhat problematic due to a number of significant difficulties encountered with the data base supplied by SE Lanarkshire.

When interrogating the database of participating companies provided by SEL it became clear that the contact names supplied were not necessarily the beneficiaries of, or attendees at, the management training concerned. A visit to SEL was arranged to examine in detail its company files. The following observations are made as a result:

· not all files held any information relating to the company’s participation in the Programme;

· relevant information was not recorded in a consistent format. Sources included invoices from trainers; application forms, letters of thanks and faxed confirmations of attendance;

· where information was held it was not always possible to identify individual participants. In some cases it was possible to infer the participation of individuals (where a number of Directors are listed as contacts on an application form referring to senior management training for example) but this is not stated explicitly and may have been incomplete. Where a group were put through a training course or session they were not always individually identified and may simply be reported as a total number; and

· a large number of participants appear to be from lower management grades. In some cases they are identified as supervisors or first line managers. The large numbers put through some more common courses (NEBS Management Certificate) suggest a similar grading too. This would cast some doubt on their ability to comment on the strategic impact of the programme on the company.

From the interrogation of the database supplied by SEL and our own review of the SEL paper files we were only able to identify some 43 companies 43 and individuals who were invited to participate in the survey.  The company sample was subsequently boosted by a further 35 companies identified by SEL.  These numbers still represent only around 50% of the number of companies that the invitation to tender alluded to as participating in the programme over a 3-year period.

There is therefore a need within SEL (and from our experience this is a common problem across the network) to ensure that detailed accessible records are held for each company and each programme that allows cross references to be made efficiently to ensure that there is no (or minimal ) slippage at the front end of the evaluation process.

These 78 companies were originally alerted to the fact that an evaluation study was being undertaken by a letter from SEL, and they were invited to participate in and co-operate with the study.  Only 31 companies were successfully involved in the evaluation process.  Although there were very few outright refusals, most companies simply did not return telephone calls, each non-respondent was called a minimum of 4 times.  The sample of interviewed companies therefore represents 40% of companies who were identified as having participated in the LMDP.

Engaging individuals in the evaluation process was more successful - the target was 20 and 19 interviews were successfully completed.

This lack of a comprehensive database from SEL from which to draw a sample has therefore hindered our ability to provide a full and robust evaluation of the individual programme elements, although we present a robust evaluation of the Programme as a whole.

1.3 context

As organisations’ business priorities have changed in response to increased global connectivity and rapid technological advances, so too have the contributions required of their senior managers. Whilst companies use a variety of approaches for articulating them, there are common themes running through what the ‘new’ skills and competencies look like. These trends have important implications for the ways in which senior roles are resourced and for the development of the next generation of top management. 

There is an increasingly blurred distinction between jobs in the management hierarchy and managerial roles. Senior management jobs are generally characterised by a high degree of complexity and diversity both between, and within, employer organisations. The key variables that determine differences between senior management jobs include dimensions of time (i.e. future/present) and focus (external/internal), as illustrated in Figure 1.1.

FIGURE 1: SENIOR MANAGEMENT ROLES DIFFERENTIATED BY TIMEFRAME AND POLICY


It is possible to draw a number of commonalties, however, across the objectives and responsibilities of senior managers. They are: 

· determining the organisation’s goals and strategies;

· resource management and business control;

· directing their part of the business;

· (increasingly) managing the environment; and

· developing others.

Employers typically expect senior managers to have the skills required to perform across four broad domains: organisational development and technical know-how; conceptual and cognitive skills; personal effectiveness; and people management skills. The latter ‘softer’ aspects of management style and behaviour are increasingly the focus of much attention. 

General future skills issues can be inferred from organisations’ business priorities. They are likely to include a requirement for senior management capability in the following areas: 

· focusing the organisation on it strategic priorities;

· relationship building to maximise stakeholder values; and

· motivating for performance improvements.

There are a number of broad themes emerging from employers’ strategies for developing their current and future supply of senior managers. Formal business education and training for senior managers is increasingly context specific, delivered in partnership with external ‘experts’, and focused on new business concepts and strategic learning. 

The greater challenge employers face is how best to support the continued personal or self-development of senior managers. Many are experimenting with more individually focused approaches to learning including coaching, counselling and personal feedback. 

Organisational changes have had significant implications for careers. Many employers appear to have lost confidence in the direct management of senior management careers. Several are finding new ways to address issues of succession planning and the identification of high potential staff. Others are beginning to use broader career development programmes, often as part of a larger change initiative. These have the advantage of serving to integrate business management education with personal skills development and learning from experience. 

It is within this context that SE Lanarkshire developed the Leadership and Management Development Programme aimed at assisting Lanarkshire companies to meet the changing external and internal requirements for senior management charged with driving forward the competitive advantage of their business. 

1.4 report structure

The remainder of this report is structured as follows:

· Chapter 2: The LMDP:

· presents an overview of the programme, its aims and objectives, strategic fit, market failure rationale, delivery details, targets and participation levels;

Chapter 3: Survey Results:
· reports on the detail results from the surveys;

· Chapter 4: Impact:

· reports on the impacts that the Programme has had on the company and the local and national economies;

· Chapter 5: Consultations:

· reports the key findings from the consultation programme with SEL executives and LMDP contractors;

· Chapter 6: Programme Development Worksop:

· outlines the workshop format and the key focus of the resultant discussions;

· Chapter 7: Conclusions & Recommendations
· organises the evaluation conclusions around the study objectives, and offers a brief set of recommendations; and

· Chapter 8: Looking Forward:

· presents a series of recommendations and suggestions on how SEL should take forward their support for leadership and management development within Lanarkshire companies.

the lmdp

1.5 introduction

In this Chapter we present a brief overview of the LMDP, which focuses on:

· project description;

· aims, objectives and targets;

· strategic rationale and market failure; and

· delivery.

1.6 project description

The LMDP was developed to assist Lanarkshire companies to tackle weaknesses in management skills, including:

· inadequate breadth of skills - in particular people skills such as leadership, communication, delegation and motivation;

· resistance to change;

· failure to embrace new technology; and

· lack of innovative management techniques.

The Programme provides two distinct types of support to local companies wishing to improve the skills of their leaders and change the culture within the organisation.  The two distinct areas of delivery are:

· Groups programmes:

· these are run for varying numbers of different companies, which increases the benefits of peer learning and encourages companies to create/maintain a wide network of contacts as well as developing leadership skills; and

· Individual company programmes:

· these deliver programmes focused on the creation of bespoke leadership development, creation of strategic action plans and changes in culture to support Growing Business.

The key programmes that were developed as part of the LMDP are:

· company focused Master of Business Administration (MBA):

· this is a remodelled programme developed jointly by SE Lanarkshire and the University of Glasgow.  Throughout the 2 year period of study participants undertake a programme of managed implementation action to improve company strategic operations;

· Certificate in Business Administration:

· in line with the MBA, this is a one year course designed as a stand alone programme, or an access programme for the MBA;

· Bullet Proof Manager:

· an interactive management development series aimed at improving the general management competencies of all levels of management.  The programme is designed to run on a rolling basis with entry taking place at any point;

· Changemasters/Transform:

· aims to bring about sustainable improvements in management performance and the results that they achieve through their people.  This is achieved by helping managers to transform their attitudes, mindsets and skills;

· Family Business Executive Programme:

· this programme works with family businesses to focus them on the business perspectives and provides the tools to successfully manage the business issues that are created by the family factor.  Change over is a critical time of both opportunity and vulnerability.  The programme looks at a range of issues such as communication, finance, and succession planning;

· MSc Corporate Leadership Programme:

· designed for Chief Executives and Senior Executives of SMEs. The programme aims to develop executives that have a wider perspective on the company, the industry, global opportunities and a deeper understanding of themselves;

· MSc Corporate Sales Leadership:

· targeted at directors and managers, and aims to develop the leadership skills of senior sales and management executives to a world class standard;

· Institute of Directors - Director's Diploma in Company Management:

· a Directors' award that covers the essentials of directing a modern company; and

· NEBSM Awareness in Supervisory Management:

· NEBSM vocational qualifications are achieved by taking part in in-house development programmes and through compiling portfolios of evidence.  Participants apply new management techniques to implement new work-based improvement projects in their company.

1.7 aims, objectives and targets

1.7.1 Aims

The aim of the LMDP is to assist Lanarkshire companies address management constraints and enable management teams to adapt to change, through improving management competencies and encouraging a modern approach to management.

1.7.2 Objectives

The objectives of the LMDP (as outlined in the initial approval paper dated April 1999) were to:

· enable management to take a more strategic view of business planning;

· improve management competence and performance;

· improve company performance and competitiveness;

· enable management to be focused, pro-active and respondent to change;

· re-inforce the need and value of continuous improvement;

· disseminate programme content to fellow managers and encourage other managers to participate in a shared culture;

· establish as series of business networks;

· promote the benefits of learning organisations and lifelong learning;

· re inforce the importance of knowledge-building and encourage personal development; and

· stimulate innovation and creativity.

1.7.3 Targets

The targets for 1999/2000, outlined in the initial approval paper were as follows:

· activities:

· organisation assists


63;

· organisations worked with

48;

· employment in these organisations
4,500;

· business assists



60;

· number of business worked with

45;

· employment in these businesses 
4,500;

· sales in these organisations

£180,000;

· sales in these businesses


£180,000; and

outputs:

· number of people trained/developed
90;

· cost savings achieved


£1.8m; and

· sales achieved



£2.25m.

Subsequent approval papers - June 2000 and April 2001 - has less detailed targets:

· 2000/2001:

· activities:

· assist 70 individuals from 50 companies;

· 10 projects to help organisations generate networking, awareness raising and learning experiences;

· outputs:

· increased sales in assisted organisations of £600,000;

· 150 employees participating in structured management programmes; and

· 2001/2002:

· increase sales by £8.4m; and

· create 70 new jobs.

Information has been supplied by SEL on the achievement of the 1999/2000 targets - these are reported in Table 2.1, and suggests that almost all targets have been exceeded.

	TABLE 2.1: TARGETS & ACHIEVEMENTS 1999/2000

	Measure
	Target
	Out turn

	organisation assists
	63
	65

	organisations worked with
	48
	64

	employment in these organisations
	4,500
	6,400

	business assists
	60
	62

	number of business worked with
	45
	47

	employment in these businesses 
	4500
	6,400

	sales in these organisations;
	£180,000
	£183,600

	sales in these businesses
	£180,000
	£256,000

	people trained or developed
	90
	93

	cost savings achieved
	£1,800,000
	£1,860,000

	sales achieved
	£2,250,000
	£1,460,000


1.8 strategic rationale and market failure

The strategic frameworks in place when the LMDP were developed were:

· SE Lanarkshire's Changing Gear; and

· SE network's Innovative and Far Sighted Organisations (IFSO).

In the interim a new strategic framework - A Smart Successful Scotland - has been introduced by the Scottish Executive to drive forward the development of the Scottish economy through the activities of the enterprise network.

1.8.1 Changing Gear

Changing Gear set out a framework to develop a more competitive economy in Lanarkshire.  It seeks convergence in the strategies, priorities and investment programmes of all organisations and individuals in Lanarkshire who were prepared to collaborate in bringing greater prosperity to the region.

The Changing Gear strategy has five key aims with each aim having a number of objectives addressing the areas in which the partners seek to achieve progress.  These include:

· Building & Attracting Business: 

· helping Lanarkshire's companies become more competitive and more successful;

· Building a Learning Industry: 

· places learning at the core of our economic development activities.

· Connecting Lanarkshire: 

· improving Lanarkshire's physical, digital and personal business networks is key to helping companies compete in the global economy;

· Participation & Inclusion: 

· investing resources to help communities tackle a range of employment and social issues; and

· A Place for Living and Work: 

· improving the fabric of Lanarkshire's towns and villages to create attractive and vibrant communities.

The LMDP focuses on enhancing the competitive status of Lanarkshire companies by developing management: skills and practices; effectiveness; and capabilities.  LMDP aims to improve knowledge of business strategy and planning, and more importantly the implementation of the relevant business strategy is made possible.  

It is clear therefore than the LMDP fits with the building and attracting businesses strategic aim.

The LMDP was also expected to lead to a change in organisational culture by encouraging employees to become involved in learning activity - both in terms of those who directly participate in LMDP and through the cascading the learning that has been gained throughout the organisation.  Thus LMDP would contribute towards the concepts of lifelong learning and the learning organisation.  

The LMDP also fits with the building a learning industry aim.

IFSO Agenda

The SE network strategy - launched in 1999 - identified that a successful Scotland would require organisations that can adapt to the many changes that they face in the global economy.  Scotland's organisations must therefore be innovative and far sighted (IFSO) enough to look for and recognise new opportunities, and crucially take advantage of them.  

An IFSO can be characterised by a number of characteristics, including its:

· visionary leadership;

· entrepreneurial culture;

· strong asset base;

· ability to adapt to change;

· commitment to innovation;

· detailed market knowledge;

· customer awareness and focus;

· strategic thinking and long-term planning;

· value of learning;

· business uptake and use of ICT;

· active networking;

· environmental and social responsibility; and

· commitment to continuous improvement.
The LMDP, through its various programmes, aims to equip the leaders of Lanarkshire's companies with the requisite skills or attitudes that will encourage them to progress their company towards greater competitiveness and being able to adapt to the many changes that they face and to take advantage of the new opportunities that are presented to them.

The LMDP therefore also fits with the IFSO agenda.

1.8.2 A Smart, Successful Scotland

A Smart, Successful Scotland (SSS): Ambitions for the Enterprise Network was launched in early 2001 and identifies a vision for Scotland in which the Enterprise network in Scotland (SE and HIE) are to be the key drivers in its delivery.  The key organising themes for their activities would be:

· Growing Businesses:

· Scotland a fast learning, high earning nation, through closing the productivity gap with other leading nations;

· Global Connection:

· Scotland, a globally connected European nation, where Scotland's economy is integrated into the world economy; and

· Learning and Skills:

· every Scot ready for tomorrow's jobs - the vision is for a high skill high wage economy with high levels of employment.

Global factors and change - connectivity, advancing technology, increasing competitive pressures - have made it imperative that companies address the issue of the quality of their leadership.  Organisations require to be flexible, responsive and customer focused, and increasingly the ability to acquire these characteristics depends on the quality of their leaders and managers.  The competitive business environment requires the leaders of Lanarkshire's companies to ensure that the productivity gains are realised from all personnel resources and that the knowledge base of the company is utilised to create competitive advantage.  The challenge facing leaders is to create a culture within organisations in which this is achieved.  The LMDP is focused on equipping senior executives with the leadership skills required to enable local companies to achieve these new leadership attributes.

The LMDP fits with the growing business theme of SSS.

1.8.3 Market Failure

However, strategic fit in itself is not enough to justify intervention by public agencies.  It is essential to identify gaps in provision and to understand why these gaps have come about.  Market failure is the key to setting the strategic rationale for public sector intervention in any local economic development market.  In the SE Network there are four types of market failure which LECs should seek to address to bring about successful market adjustment:

· information deficiencies;

· risk aversion;

· externalities; and

· institutional or scale barriers.

It is only the April 2001 approval paper that explicitly identifies the market failure that the LMDP seeks to address.  The approval paper suggests that the market for the delivery of skills training is well established, but that the market for leadership skills is developing and is in a growth phase.  There is therefore a requirement for the SE network to stimulate and raise the quality of this type of product delivery and promotion to client companies.

The key to addressing the market failure - information deficiency - is to raise the awareness of the qualities and behavioural characteristics of visionary leadership, and the need to move towards a leadership style of team-working/coaching based model that cascades these management skills throughout the entire organisation.  However there is still low adoption of these models due to low awareness of the benefits to be gained and the fact that SMEs are frequently constrained by lack of resources and being unable to devote time to identifying the latest management techniques.

The LMDP also addresses market failure of risk aversion - the unwillingness to invest in leadership skills and management development as the costs are seen as being high relative to the benefits gained - by demonstrating the benefits of these new models to client companies and gaining buy in from them.

1.9 delivery

The various programme elements that constitute the LMDP are delivered exclusively by external contractors - academic institutions and business consultants.  These are as follows:

· Visionary Leadership:

· Changemasters;

· Results:

· Results Group;

· Family Enterprise:

· Glasgow Caledonian University - Centre for Family Enterprise;

· MSc Business Development:

· Glasgow Caledonian University;

· MSc Corporate Leadership/Corporate Sales Leadership:

· Edge and Napier University; and

· MBA:

· University of Glasgow.

The external contractors play a key role in both developing the content of the programmes and in the recruitment of participating companies.

1.10 overview

The LMDP is a suite of individual programmes targeted at growing businesses.  It aims to enable companies address management constraints, improve management competencies and encourage a modern approach to management.  It is consistent with, and contributes towards the achievement of, both Changing Gear and Smart Successful Scotland, and seeks to address the market failures of information deficiencies and risk aversion.  It is delivered by external contractors, who develop the content of the programme and are mainly responsible for the recruitment of participating companies.

survey results

1.11 introduction

As highlighted in Chapter 1 the fieldwork element of the study involved a survey of senior managers who could comment upon the impact that participating in the programme had had on the company.  This was supplemented with a smaller survey of individual participants who could comment upon the impact that the LMDP had had on their own development.

The areas of questioning included:

· company survey:

· characteristics of the business;

· awareness of the LMDP;

· rationale for involvement;

· involvement in the LMDP;

· benefits;

· business issues;

· how LMDP could be improved; and

· individual survey:

· satisfaction rating;

· new skills/knowledge;

· application of new skills; and

· benefits.

The benefits accruing to companies are reported in Chapter 4.  We begin with a brief description of the sample of companies.

1.12 company sample

A total of 31 interviews were completed where the discussion focused on the impact that participation in LMDP had had on company performance.  Key descriptors of the sample are as follows:

· current employment:

· total employment 


2253;

· average per company

73;

· employment change - 1998:

· total employment


1657;

· average per company

55;

· employment change - 2004

· total employment


2529;

· average growth per company
9;

current sales:

· total sales 


£295.8m
· average per company

£12.9m;

· change in total sales - 1998:

· total sales 


£255m;

· average per company

£11m; and

· change in sales - 2004:
· total sales



£326.1m;

· average growth per company
£1.3m.

Companies from a wide range of industrial sectors participate in the LMDP as indicated in Table 3.1.

	TABLE 3.1: SECTORAL DISTRIBUTION OF THE SAMPLE

	Sector
	number

	biotech
	2

	business services
	2

	construction engineering
	1

	drink manufacture
	1

	electronics
	2

	financial services
	3

	food distribution
	1

	food manufacturing
	1

	food processing
	1

	manufacture - electronics
	1

	manufacturing - engineering
	3

	mechanical engineering
	4

	packing
	1

	personal services
	1

	printing
	1

	software development
	1

	wholesale distribution
	2


There is no consistent pattern in terms of sectoral distribution of participants across the various elements of the LMDP.

Table 3.2, over, presents details of the particular elements of the programme that the interviewee reported that their company had been involved in.

The sample is spread across most of the programmes within the LMDP, although 4 programmes - the MSc in Corporate Leadership, the New Leader programme bespoke training and Results - account for over 70% of participants.  

	TABLE 3.2: INVOLVEMENT IN THE LMDP

	Programme
	Number of companies
	%

	MSc Corporate Leadership
	8
	26%

	New Leader
	6
	19%

	bespoke training
	5
	16%

	Results
	3
	10%

	Various programmes within the LMDP
	2
	6%

	MBA
	2
	6%

	Visionary Leadership
	1
	3%

	Bullet Proof Manager
	1
	3%

	Institute of Directors Diploma
	1
	3%

	Family Business
	1
	3%

	NEBS
	1
	3%


The spread of companies across the individual programmes that make up the LMDP is insufficient to present a robust and statistical analysis by programme element; rather we will present the results for the sample as a whole, but where major differences by programme element are evident these will be highlighted.  

However caution must be exercise when interpreting these differences as the sample sizes are too small to produce statistically significant results
.  The findings are indicative rather than definitive.

1.13 company perspectives

1.13.1 Nature & Rationale For Involvement In LMDP

Almost half (48%) of companies became aware of the Programme during a discussion with a SE Lanarkshire business advisor - in most cases their Account Manager.  Around 20% were directly approached by the contractor, with the rest (33%) becoming aware of the LMDP from their more senior manager or through their business networks.

Those on the MSc Corporate Leadership programme were more likely than the average (67%) to have been referred onto the programme by an SEL executive - their account manager -  whereas those who entered the New Leader programme were more likely than the average (33%) to have been approached directly by the contractor.  Similarly, 33% of those participating in the Results programme were contacted directly by the contractor.

For most companies (63%) internal financial constraints were significant barriers to their company being able to fully fund their involvement in the LMDP.  In discussion most suggested that the availability of 50% funding made it easier for them to obtain agreement for their participation - this was particularly, although not exclusively, true for the MSc. programmes where the total costs were in excess of £20,000.

Internal financial constraints were less significant than the average (17%) for those participating in the New Leader programme, with 50% saying that the company could have funded the full cost of the programme.  Participants on the Results programme were similarly less financially constrained than on average (50%).

When questioned as to the rationale for involvement in the programme almost 60% indicated that their involvement in LMDP was part of a wider investment in training within the company, with a further 23% highlighting that the programme fitted their immediate business development needs.

Companies on the New Leader programme were less likely than average (33%) to view participation in the LMDP as part of a wider programme of investment in training, with a similar proportion seeing the LMDP as meeting their immediate needs.  

1.13.2 Delivery of the Programme

The vast majority (77%) of the training/development that was delivered was part of a standard course and delivered in a group setting (84%).  For around 35% of respondents
 the course, or elements of it, had been customised to address key issues facing their business.

When views were sought on the quality of services received from the contractor most reported very good/good:

· training needs analysis
58%;

· delivery


90%;

· course materials

93%; and

· aftercare 


46%.

The lower positive responses for TNA and aftercare reflect the fact that these were not delivered and not that they were delivered poorly; when those who did not receive these services are excluded then a similar positive response (90%+) was achieved.

Those who participated in Results were more likely than the average (100%) to view the delivery of the training as being very good, although they were less enthusiastic about the quality of the materials, with only 33% rating them as very good.  

These positive results are also reflected in the finding that 87% of respondents said that the programme was highly appropriate for the needs of their business and that they would recommend it to others.  

Those who participated on the New Leader programme were less likely than average (67%) to view the LMDP as being highly appropriate to the needs of their business.  Almost 20% viewed the LMDP as not being appropriate to the needs of their business.  

During the course the main point of contact was the training provider/consultant for almost all respondents (93%), however since their participation on the course has ended almost half (44%) reported that their SE Lanarkshire Account Manager was now their main point of contact - only 25% are in contact with their training provide/consultant.  This level of contact - both during the course and since completion - was regarded as sufficient.

1.13.3 Benefits & Impacts

When questioned as to whether their company had benefited from participating in the LMDP 80% said yes, 10% said not yet and 10% said no.

Those who participated in the Results programme were unanimous in their belief that the LMDP had benefited their company; in contrast only 67% of those who participated in New Leader expressed this view.

When questioned as to the nature of these benefits a variety of responses were provided as illustrated in Table 3.3.

	TABLE 3.3: COMPANY BENEFITS FROM PARTICIPATION IN LMDP

	Benefit
	Currently
	Future

	increase full time employment
	56%
	78%

	increase part time employment
	23%
	15%

	increase sales
	42%
	73%

	increase profits
	23%
	50%

	reduce non-labour costs
	43%
	35%

	other
	84%
	80%


Those who had participated on the MSc Corporate Leadership programme were less likely than the average (25%) to suggest that the LMDP had had an impact on current level of employment and sales but were more likely to suggest that these impacts would be realised in the future (88% employment and 75% sales).  In contrast the Results participants were less likely than average to suggest that the LMDP had impacted on business performance indicators both currently (33% employment and 33% sales) and in the future (67% employment and 67% sales).

Although respondents were able to identify the nature of these benefits they were not in general able to quantify/attribute the planned/forecast growth directly to the involvement with LMDP.  The nature of the benefits and the role played by LMDP in realising them was intuitive.  Most of the companies were operating in expanding markets and therefore recognised that there were opportunities for them to take advantage of and to grow their companies.  

Involvement in the LMDP has provided them with a range of skills and insights that would enable the company to be better positioned to take advantage of these opportunities.  The programme highlighted the key requirements for growing their company, the key features of a world class company and the processes that they needed to implement/change in order for their company to expand sales or employment.

We will address this issue in Chapter 4, where we attempt to quantify the impact of participation in the LMDP on key business performance indicators.

These impacts become more apparent when responses to questioning on the Growing Business characteristics are analysed.  Table 3.4 presents the details.

	TABLE 3.4: IMPACT ON GROWING BUSINESS CHARACTERISTICS

	Growing Business characteristics
	embedded

prior to LMDP
	embedded

post LMDP

	improve productivity
	52%
	60%

	improve competitiveness
	44%
	60%

	change company attitude/ culture towards life long learning training
	36%
	52%

	improve visionary leadership (shared vision among senior management)
	20%
	48%

	improve the entrepreneurial culture
	46%
	54%

	strengthen the asset base (increase skills among management & workforce)
	20%
	44%

	adapt to change (management and workforce flexibility)
	36%
	60%

	commit to innovation (introduce new products or processes)
	44%
	68%

	improve knowledge of global markets and their impact on business strategy
	12%
	16%

	become more customer aware and focussed
	58%
	75%

	think more strategically
	29%
	63%

	value learning more (increase commitment to training and development)
	28%
	64%

	increase use of ICT
	52%
	70%

	improve client networking
	30%
	65%

	improve international networking
	20%
	32%

	increase environmental / social responsibility
	39%
	57%

	commit to continuous improvement as an integral part of strategy
	44%
	72%


Respondents were asked to provided details of their subjective assessment of where they saw their company being positioned within the balanced score card for identifying Growing Business.  The only characteristics where more than half felt that prior to participation in the LMDP a particular characteristic was embedded within their company were customer focused, improve productivity, and use of ICT.  Post involvement with LMDP there had been significant progress - almost all Growing Business characteristics were now embedded in more than half of the companies.

Those companies that participated in the New Leader programme were more likely than average to suggest that the following Growing Business characteristics were embedded within company culture:

· improving competitiveness (50%);

· positive attitudes towards life long learning (50%);

· commitment to innovation (75%);

· strategic thinking (50%);

· valuing learning (65%);

· client and international networking (50%);

· and continuous improvement (75%).

These companies were however less likely than average to suggest that the following Growing Business characteristics were embedded:

· entrepreneurial culture (25%); and

· environmental responsibility (25%).

Those companies that participated in the Results programme were more likely than average to suggest that visionary leadership (50%), commitment to innovation (100%) and use of ICT (50%) were embedded within company culture.  They were less likely than average to suggest that entrepreneurial culture (0%), strengthening the asset base (0%) knowledge of global markets (0%) and international networking (0%) were embedded within company culture.

Those who participated in the MSc Corporate Leadership programme were more likely to suggest that improving competitiveness (56%), entrepreneurial culture (63%), and strategic thinking (44%) were embedded within company culture.  These companies were less likely than average to suggest that visionary leadership (11%), adapt to change (11%), customer focused (33%), and client networking (11%) were embedded within company culture.  

As demonstrated in Table 3.4 for most respondents involvement in the LMDP had played a part in shifting their company along the balanced score card measures.  Again, as with improvements in key business performance indicators this assessment was more intuitive that quantifiable - again focusing on improvements in key management skills and greater knowledge and insights into the processes required to grow the business through focusing on key criteria for success - key features of the LMDP.

For those who participated in the Results programme the key areas of progress across the Growing Business characteristics were attitudes to life long learning (50% to 100%), strengthening the asset base (0% to 100%), adapting to change (50% to 100%), value learning (50% to 100%), and client networking (50% to 100%). 

New Leadership participants identified key progress across the following Growing Business characteristics: improving competitiveness (50% to 100%), visionary leadership (25% to 75%), strategic thinking (50% to 75%), and use of ICT (50% to 75%).

MSc Corporate Leadership participants identified progress across the following key Growing Business characteristics visionary leadership (67%), commitment to innovation (22% to 78%) and value learning (11% to 67%).

1.14 individual perspectives

1.14.1 Introduction

In assessing the attribution of the Programme on the individual we have applied a four-level model, which represent a sequence of ways to evaluate the impact, and thus the level and nature of attribution, of skills development interventions.  The four levels are:

reaction: 

· this measures how those who participate in the Programme react to it - it can be regarded as a measure of satisfaction;

· learning:

· defined as the extent to which participants change attitudes, improve knowledge and/or increase skills;

· behaviour:

· defined as the extent to which a change in behaviour has occurred - ability to apply the new skills - because the individual has participated in the Programme; and 

· results:

· defined as the final results that occurred because the participant engaged in the Programme. 

1.14.2 Reaction

Overall individual respondents described the management development courses they attended as very satisfactory. Table 3.5 reports this for participants by programme.

Taken together the findings suggest that three-quarters of participants found their experience very satisfactory. The only wholly negative comments related to one particular programme and driven by the techniques employed, which were felt to be rather esoteric and unrelated to the business development needs of the company. 

	TABLE 3.5: INDIVIDUAL SATISFACTION RATINGS OF PROGRAMMES

	Rating
	Very satisfactory
	Satisfactory
	Neither
	Very unsatisfactory

	Programme
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	New Leader
	7
	64
	2
	18
	-
	-
	2
	18

	Visionary Leader
	-
	-
	2
	50
	2
	50
	-
	-

	Corporate Leadership MSc 
	11
	100
	-
	-
	-
	-
	-
	-

	Corporate Sales Leadership MSc
	1
	100
	-
	-
	-
	-
	-
	-

	Family Business
	1
	100
	-
	-
	-
	-
	-
	-

	Results Group
	8
	100
	-
	-
	-
	-
	-
	-

	Bullet-Proof Manager 
	2
	40
	2
	40
	1
	20
	-
	-

	Others
	6
	86
	1
	14
	-
	-
	-
	-


The “others” are mainly the bespoke solutions tailored to the companies concerned. The less than satisfactory ratings afforded to the Visionary Leader programme are perhaps more surprising given the higher regard in which the New Leader and MSc courses are held. However, this, and the universal approval of the Corporate Sales and Family Business programmes, are probably a function of the fact that comparatively small numbers of their participants making up the sample.

1.14.3 Learning

Only 2 individuals reported that participation had no impact on their level of skills and knowledge. Table 3.6 reports the main comments made by other respondents.

	TABLE 3.6: IMPACT ON LEVEL OF PERSONAL SKILLS AND KNOWLEDGE

	
	No. Reporting
	% Reporting

	Updated previous knowledge
	10
	22

	More effective / practical than before
	1
	2

	Less effective / practical than before
	3
	7

	New production / manufacturing techniques
	1
	2

	New leadership / teambuilding techniques
	15
	33

	Confidence / personal development
	23
	51

	Problem solving
	3
	7

	Shared experience / networking
	6
	13

	Time management / prioritising
	2
	4

	Other
	7
	16


Unsurprisingly, given the high levels of personal satisfaction reported earlier, a significant impact on individuals' knowledge and skill levels is reported. These appear most often associated with leadership, team building and personal development skills. A number of respondents recently promoted to management posts at the time of their involvement stated that participation gave them a good grounding in, or understanding of, management techniques. Others reported that courses highlighted their own strengths and weaknesses and provided them with the knowledge and techniques to build on/address them. The importance of a good leadership example and organisation was also mentioned.

1.14.4 Behaviour

Interviewees were then asked if they had had the opportunity to apply these skills in the workplace.:

· 82% said yes;

· 11% said no; and

· 2% said not yet.

The main fields in which these new techniques were applied are:

· personnel management and issues, including appraisals and training;

· the strategy and planning process; and

· intra and inter departmental communications.

As far as management behaviour and/or attitude are concerned, only 16% reported that it had brought about no change. A wide range of behavioural impacts was reported but the primary effects concerned:

· confidence in their ability to do the job effectively (16%);

· a better understanding of good management (22%); and

· better relationships with both staff and superiors (33%).

Theses behavioural impacts are not only interrelated but have clear links to the application of new skills in their jobs and the knowledge gained during the development courses themselves. Interestingly, a small number commented that the impacts of the course tended to lessen with time.

1.14.5 Results

Finally, Table 3.7 reports the direct benefits (results) that respondents felt that participation had brought to themselves.

	TABLE 3.7: DIRECT IMPACTS OF PARTICIPATION

	
	No. Reporting
	% Reporting

	Promotion
	6
	14

	Extra responsibility
	22
	51

	Increased salary
	8
	19

	Job security
	20
	47

	Better understanding of the company
	29
	67

	Better strategic management skills
	37
	86

	Better staff management skills
	42
	98


The various development courses are clearly felt to deliver strongly on management skills. Almost universally, respondents felt participation had improved their staff management skills, with improved communications being the improvement.  Strategic management skills were also improved largely due to the skills gained from the courses but also as a result of better time management and delegation freeing up longer periods in which managers could step back and look at the bigger picture. 

While promotion directly linked to the development courses was uncommon, half the sample felt they had been given, or taken on, extra responsibility as a result. This reflected increased confidence in their ability, felt both by themselves and their superiors. This extra confidence and trust also boosted their sense of job security as individuals felt more valued by their employers.

1.15 Overview

The company survey has provided highly positive feedback on the LMDP, in terms of:

· the quality of delivery, course content and professionalism of the contractors;

· enhancement to key business performance indicators, although the scale of these could not be quantified or directly attributable to involvement in LMDP; and

· progression across the key Growing Business characteristics.

The interviews with individuals has provided highly positive feedback on the LMDP, in terms of:

· enhanced knowledge and skills;

· the applications of these skills leading to enhanced management capabilities; and

· this being recognised within their company through being provided with a range of benefits and additional responsibilities.

impact

1.16 introduction

This Chapter reports the economic impact of the LMDP - it is derived from information and data obtained from the survey of companies and data supplied by SEL.  It covers:

· method;

· inputs; 

· economic impact measures; and

· cost per job.

1.17 METHOD

A key issue that must be addressed in every economic impact evaluation is the extent to which changes in the performance of a business - sales and jobs created/safeguarded - can be directly attributed to the economic development intervention.  This is a particular issue with programmes such as LMDP where the focus of the intervention is on developing the skills of a individual rather than the product of the company.

Attributing a change in business performance - sales or employment growth - to such an intervention is often shied away from by senior mangers within participating companies - the LMDP was no exception.  Although many suggested that their involvement in the programme had led to an enhancement of their management skills and their ability to take advantage of changes in the market for their products they were not prepared, in spite of prompting from the consultants, to assign a particular proportion of their growth in employment or sales to the LMDP.

We have therefore sought to provide our own estimate based on an attribution level of 15%, which our experience of conducting economic impact evaluations of this type of programmes seems reasonable.

1.18 INPUTS

Table 4.1 details SEL's spend on the LMDP.

	table 4.1: input measures 1999/2000 to 2001/2002

	
	1999/2000
	2000/2001
	2001/2002

	Total Spend
	£200,000
	£200,000
	£250,000


The approval papers identified that private sector companies would match SEL's financial inputs.

1.19 ACTIVITY MEASURES

SEL approval papers identified the following activity measures for 1999/2000:

· organisation assists



63;

· organisations worked with


48;

· employment in these organisations

4,500;

· business assists



60;

· number of business worked with

45;

· employment in these businesses 

4,500;

· sales in these organisations


£180,000; and

· sales in these businesses


£180,000.

Subsequent approval papers - June 2000 and April 2001 - has less detailed activity measures:

· 2000/2001 and 21001/2002:

· activities:

· assist 70 individuals from 50 companies;

· 10 projects to help organisations generate networking, awareness raising and learning experiences.

1.20 ECONOMIC IMPACT MEASURES 

1.20.1 Introduction

This section details the reported impacts of the LMDP in terms of:

· gross sales and employment;

· additionality;

· displacement;

· net direct additional sales.

· linkage and multiplier effects (only applied to gross jobs); and

· net additional jobs.

1.20.2 Gross Sales and Employment

As detailed in Table 4.2 company actual/forecast gross sales and employment in those companies attributing changes in key business performance indicators to participation in the LMDP were £39.1m and 595 FTEs, respectively. 

	table 4.2: GROSS SALES AND EMPLOYMENT OUTCOMES

	
	Number Reporting
	Total
	Average

	Increase in Sales 
	13
	£39,100,000
	£3,007,692

	Of which Export Sales 
	8
	£11,414,000
	£1,426,875

	
	
	
	

	Jobs Created (FTEs)
	16
	595
	37.2


In order to convert gross outputs/outcomes to their net impact on the local and Scottish economies it is necessary to take account of additionality, displacement and multiplier effects.  These are discussed below.

1.20.3 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 would had not participated in the LMDP.  As discussed in Section 4.2, as companies were unwilling or unable to quantify the scale of the change in performance of sales and employment levels to their participation in the LMDP, we have assumed an additionality factor of 15%.

1.20.4 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 70-90%;

· 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 40-60%; 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 10-30%.

Displacement was assessed at the local (LEC) and national (Scottish) levels.  The assessed levels of displacement are shown at Table 4.3.
	table 4.3: levels of displacement

	
	Number of Companies

	Factor
	Local
	Scotland

	
	
	

	Low 
	12
	3

	Medium
	4
	8

	High
	0
	5


The analysis shows that the LMDP has supported low-medium levels of displacement at the local level and Scottish level, with some high levels of displacement at the Scottish levels. and medium levels of displacement at the Scottish level.  This reflects the fact that most of the businesses featured in the survey had few local competitors and many were competing in UK and overseas markets.

1.20.5 Net Direct Additional Sales

Applying additionality and displacement effects to the gross sales identified in Table 4.2, the estimates of net direct additional sales
 shown in Table 4.4 are obtained.

	table 4.4: net direct additional sales 

	
	Local
	Scotland

	Gross Direct
	£39,100,00
	£39,100,00

	Less Non Additional
	£33,235,000
	£33,235,000

	Gross Direct Additional
	£5,865,000
	£5,865,000

	Less Displacement
	£1,309,500
	£2,878,500

	Net Direct Additional
	£11,275,500
	£2,986,500


The value of the net additional sales taking into account the 15% additionality factor, provides estimates of net direct additional sales of £11m at the local level and £3m at the national level.  As outlined in Chapter 1 the sample that featured in the survey accounted for around 40% of companies participating in the LMDP.  Grossing up these figures to the sample as a whole would suggest an impact of:

· local level - £27.5m; and

· national level - £7.5m.

1.20.6 Linkages and Multiplier Effects

Linkages refer to the indirect employment impact generated by the purchase of goods and services by businesses participating in the LMDP.  Multiplier effects refer to the induced employment generated by the consumption expenditures of those directly and indirectly employed by these businesses.  In line with SE guidance we have were assumed these to be:

· 1.15 for both linkages and multiplier effects at the local level; and

· 1.30 for both linkages and multiplier effects at the Scottish level.

1.20.7 Net Additional Employment

Applying additionality, displacement, and linkage and multiplier effects to gross employment as detailed in Table 4.2 provides estimates of net additional employment as shown in Table 4.5.
	TABLE 4.5: NET ADDITIONAL EMPLOYMENT (FTEs)

	
	Local
	Scotland

	Gross Direct
	595
	595

	Less Non Additional
	506
	506

	Gross Direct Additional
	89
	89

	Less Displacement
	19
	43

	Net Direct Additional
	70
	46

	Plus Supplier Linkage
	11
	14

	Plus Multiplier
	12
	18

	Net Additional Employment
	93
	78


Net additional employment is estimated at 93 FTEs at the local level and 78 FTEs at the national level.  

As outlined in Chapter 1 the sample that featured in the survey accounted for around 40% of companies participating in the LMDP.  Grossing up these figures to the sample as a whole would suggest an impact of:

· local level - 232.5 FTEs; and

· national level - 195 FTEs.

1.21 cost per job

The total cost of the programme to SEL over the past 3 years has been some £650,000.  A simple cost per (grossed up net additional) job analysis suggests that:

· jobs at the local level, cost £6,989; and

· jobs at the national level, £8,333. 

Our experience of conducting numerous evaluations of business development programmes suggest this offers good value for money, even when low displacement is assumed.

1.22 overview

In this Chapter we have sought to estimate the economic impact of the LMDP.  This has been hampered somewhat by the inability or unwillingness of companies to quantify the scale and nature of the economic benefits that have accrued to them as a result of their participation in the LMDP.  Discussions suggested that jobs had/would be created as a result of LMDP participation and additional sales would be realised.

Applying an additionality factor of 15% provided significant (grossed up) net additional job estimates representing value for money from a SEL perspective.

consultations

1.23 introduction

A short programme of consultations was undertaken with Account Managers in SEL and LMDP contractors.

The discussion agenda with Account Managers focused on:

· the strategic rationale for the Programme and its fit with wider economic development objectives; 

· the operational context within which it has been developed and delivered, and its integration with other business development activity delivered by SE Lanarkshire; 

· targeting and selection criteria applied to participant businesses;

· perceptions of the Programme’s strengths and weaknesses; 

· perceptions of the role, and adequacy, of specific delivery mechanisms and services employed by the Programme; and

· suggested improvements to the Programme.

Discussions were held with three of the contractors involved in the delivery of the LMDP - two of the consultations were in-depth, with the other contractor providing written feedback on the issues to be discussed.  The discussion agenda focused on:

· targeting;

· recruitment and marketing;

· integration;

· programme management;

· monitoring and evaluation; and

· strengths and weaknesses.

1.24 SE lanarkshire executives

1.24.1 Strategic fit

The LMDP is seen as contributing both to Changing Gear (the strategic framework in place when the project was launched) and Smart Successful Scotland (the current strategic framework):

· Changing Gear:

· Building & Attracting Business, through:

· encouraging change of direction and growth;

· developing more professional management;

· Building a Learning Industry:

· increases skills of senior managers;

· Connecting Lanarkshire:

· encourages companies to seek growth through export growth and seeking new markets; and

· Smart Successful Scotland:

· Growing Businesses:

· aims to enhance senior management capability to encourage business growth;

· Skills and Learning:

· address management training needs.

1.24.2 Operational Context

The programme was developed in response to the outputs from business growth reviews which identified a gap in the provision of management development programmes that were designed to assist companies progress the Growing Business agenda.

The programme is seen by Account Managers as being well integrated into the business development services that they bring to their companies and compliments other programmes such as IIP.

1.24.3 Targeting

The programme is targeted at businesses that are within the growing sectors to support the Growing Business agenda, and such companies are introduced to the LMDP by their Account Manager.  However there are often problems with recruiting sufficient companies with high growth potential that the programme is opened up to companies expressing interest, although retail are generally excluded.

1.24.4 Strengths & weaknesses

The key strengths of the LMDP identified by Account Managers were as follows:

· the programme has the flexibility to respond to individual company needs;

· it covers a wide range of activities - from MSc, strategic planning down to first level management;

· targets decision makers and provides them with the skills and knowledge to drive the business forward leading to sales and jobs growth; and

· has two types of offering - group and individual.

The key weaknesses of the LMDP identified by Account Managers were as follows:

· breadth of the offering - does this demonstrate lack of focus?;

· difficult to engage companies - they are less interested in high volume programmes such as Visionary Leadership, and if the programme can generate sufficient numbers then the criteria is widened - does this dilute impact?; and

· driven by external contractors - are they delivering what they can offer rather than what companies require?

1.24.5 Delivery agents

Delivery mechanisms have not changed over time and vary across different programmes.  SE Lanarkshire have used the same set of consultants - although there are many business consultants in the market, there are limited numbers who can offer courses focusing on leadership development and management culture change.

The consultants deliver what they are contracted to deliver - and feedback is that companies receive a high quality service.

1.24.6 Improvements

The key improvements suggested by the Account Managers focused on:

· Design:

· the programme should shift away from the big group "off the shelf" programme - LMDP need to take more account of market needs/demand, suggesting a greater focus on customised training/development;

· Development:

· there is a need to increase SE Lanarkshire market intelligence through pro-active gathering of the evidence required to justify continuation and development of the programme;

· Targeting:

· LMDP still need to focus on growing businesses as they deliver higher impact into economy in terms of jobs; 

· should it also focus on existing high growth companies or those that have the potential to become high growth if they go through this programme - key issue here is how does SE Lanarkshire identify such companies?

· Management/Account Management?

· to be successful SE Lanarkshire has had to subcontract much of the  recruitment as there are insufficient resources for this to be done solely by the Account Manager - the role of the Account Manager is to identify the key needs of a company and develop a programme to address them rather than have this done by consultants - but resource is an issue.

1.25 PROGRAMME CONTRACTORS

1.25.1 Targeting

There has been little guidance given to contractors as to the types of companies to be targeted.  In the first year (1999) contractors were not allowed to target Growing Business or high growth companies nor companies employing less than 25 employees which were the remit of the then Enterprise Trusts.  Latterly, there has been less guidance other than to target cross sectorally, growing businesses (without definition of this) and to exclude retail businesses.

1.25.2 Marketing and Recruitment

Although the LMDP is a SE Lanarkshire supported programme, there is little support given by the organisation to promote it to the local company base.  Contractors feel that this is a missed opportunity in attracting the ‘quality’ type of companies which the programme aims to attract.  This includes administrative support in the recruitment process, e.g. access to SE Lanarkshire databases (Company Development, IiP and the like), and the marketing of the programme including promotion at other SEL or Small Business Gateway (SBG) events as well as referrals from SEL account managers.  

Contractors consulted agree that there have been no direct referrals from SEL account managers or other agencies over the period 1999-2001.  Indeed contractors have flagged up that there is a marked absence of dialogue with SEL account managers with respect to programme promotion, company targeting, and feedback on company outcomes.

In the case of client managed companies, contractors felt that SBG have a role to play.  However, instead of aiding in the promotion of the SEL supported programme and referring companies to SEL/contractors, SBG have tended to concentrate on the promotion of NEBS training courses (for which they are contracted to deliver) to those companies which contractors in turn are targeting for the LMDP.  
1.25.3 Integration

There appears to be no linkages or integration between the various training components of the LMDP, i.e. the components are not designed specifically to allow a company to involve employees from different management levels to engage in this type of training at the same time or to allow a company’s employees to progress through the differing programme elements.  One contractor was not aware that his programme was part of a wider offering.  

This would necessarily require contractors to have an understanding of SEL’s overall aims and objectives for encouraging business growth through management development and being involved at the early stages of programme design.

In addition, the LMDP is not linked into other business development programmes, the most obvious one being IiP which involves the same target groups and utilises the same approach to identifying a company’s people development needs, i.e. business improvement review/ training needs analysis.

Programme Management

Contractors have highlighted that there has been little continuity in SEL staff responsible for managing the LMDP, which has made it more difficult for contractors to input into programme development over time.  In addition, there has been no communication or interaction between programme contractors facilitated by SEL.  This would be required if something better is to be designed for the future in response to market demand.

Each element of the LMDP is designed and delivered in isolation of the other elements, although there could be economies of scale gained through common marketing and recruitment, and synergy achieved  through co-ordinated programme promotion and timing.

1.25.4  Monitoring and Evaluation 

In the main, programme evaluation which takes place is at the individual component level and is conducted by the contractor.  This tends to be for the refinement of content and delivery methods.  

In terms of outcomes for individual businesses, this information should be monitored and collected by the account manager as part of the aftercare/client relationship management process.  For those companies which are not account managed, then a follow-up survey by SEL after a suitably elapsed time could attempt to measure programme impact on business performance. 

It should also be noted that contractors do uncover and identify key business issues and information for company participants, but this information is not requested by SEL nor captured and passed on in any way to SEL account managers.

The LMDP manager only requires contractors to monitor participation levels for SEL performance monitoring reporting and funding purposes.

1.25.5 Strengths and Weaknesses

The key strengths as identified by contractors are:

· Company feedback is always favourable, and repeat company participation is evidenced on many occasions; and

· Current programmes can be tailored to individual company needs and be delivered to a single company.

The key weaknesses as identified by contractors are:

· Not enough co-co-ordinated and overall programme promotion, both internal and external;

· Lack of involvement of contractors in SEL programme planning and design phases; and

· Company participation (especially by companies who had bought into the benefits of training) is restricted by SEL’s eligibility and funding criteria.

1.26 overview

The LMDP is consistent with both Changing Gear and Smart Successful Scotland. It was developed in response to a gap in the provision of leadership and management development skills training which was required to address the Growing Business agenda.  The programme is highly flexible and therefore able to meet a wide range of management development needs.  However, resource constraints within SE Lanarkshire have meant that much of the recruitment has been left to the business contractors who deliver the programme.  For some programmes the latter have experienced problems with recruiting sufficient numbers, raising questions about the extent to which the programme is market driven or supply led.

Contractors raised concerns over the lack of guidance on the nature of the companies to target from SEL, and also the low level of support that they have received to market the LMDP.  Communication and interaction between the contractor and integration of the programme elements were also regarded as poor. 

Programme Development Worksop

1.27 introduction

A key requirement of the evaluation was to provide SEL with insights into how it should take the LMDP forward.  Results from the internal and external consultations together with the finding from the company and individual surveys would be key inputs to this process.

To facilitate this a programme development workshop was undertaken with SEL staff - both company account managers and strategy executives.

1.28 workshop outline

The key components of the Worksop are outlined below:

· Overview of Evaluation Findings:

· this focused on the results from the company and individual surveys, together with a report on the consultation programme;

· Implications for Change and Future Delivery:

· this focused on the operational implications emanating from the evaluation findings, in terms of:

· planning:

· defining/re-defining the target groups in terms of sector or size/growth criteria;

· re-assessing demand  in terms of content required by companies and preferred delivery format;

· programme design:

· have programme aims and objectives changed? or should they change to reflect market demand and company need;

· is the programme management structure working? What is the appropriate balance between internal and external resources for delivery;

· What should be key roles and responsibilities of: SEL Programme Manager, SEL Account Managers and Programme contractors?; and
· Round-up/Next Steps.
1.29 discussion

A wide ranging discussion ensued that addressed each of the issues detailed in Section 6.2.  A brief summary of the key points is detailed below.

It was recognised that the Business Transformation project, current being undertaken by the SE network to ensure a consistent approach and intervention package across the network, has led to an interregnum in terms of developing a network wide strategy/approach to management development.  This had been recognised by the Scottish Executive's Lifelong Learning Committee.  However the dilemma faced by SEL executives was whether the programme in the future should be available to all companies or focused on a particular segment.

There was general agreement that the programme should be targeted and available only to growing businesses but that it would be necessary to clearly define who these businesses were.  The recent client segmentation process undertaken by SEL and the division of companies into account and client managed should inform on this.  The objective should be to deliver high quality leadership and management development skills to senior managers in growing companies.  There was a recognition that the LMDP was not currently doing this as some companies who do not fit the growing business criteria were programme participants.

There was a general agreement that the management structure for the LMDP was not working - this was not a surprise as it was recognised that in fact the programme had no clear articulated management structure.  Such a structure was needed and its development should be the responsible of the business development executive with operational responsibility for the LMDP.

The MSc Corporate Leadership programme had received highly positive feedback - from the evaluation process and directly to account managers from participating companies.  Some companies have initiated a lower level programme based around some of the key elements of the MSc programme.  This programme is only for growing businesses - companies who do not fit this criteria are not eligible even if numbers are low.  Should SEL therefore be focusing on this programme, or key elements within it?

If this is to be the change in the direction of the programme then there is a requirement to re-assess the demand for the programme.  A detailed market assessment and test is needed - the account managers can be a part of this process through their business reviews with companies, but the contractors, who are closer to the market and who possess significant market intelligence also need to be involved.

Should SEL therefore focus its efforts and resources on this higher level intervention and encourage its partners - such as the business development units with North and South Lanarkshire Councils - to focus of the SVQ/supervisory management development activities?

If SEL should shift its focus towards the higher level end of management development then it needs to identify a process for effecting this shift. 

1.30 next steps

EKOS were invited to articulate in more detail the outcome of this discussion, which resulted in a proposal to:

· continue with the current programmes that constitute the LMDP until the contract for their delivery comes to an end; and

· develop a new programme that focuses on the key elements within the current MSc Corporate Leadership programme.

This is addressed in Chapter 8.

Conclusions & RECOMMENDATIONS

1.31 introduction

This chapter draws on the various elements of the work programme to present a brief set of conclusions.  The conclusions are organised around the objectives of the study, which were to provide SEL with an understanding of:

· the success of the Programme in terms of meeting its own operational objectives and targets;

· the participants - companies and individuals:

· who they are;

· their views of the Programme;

· the impact of the Programme - with a focus on softer outcomes - on companies and individual:

· direct impact;

· assessment of additionality, displacement and multiplier effects;

· assessment of Programme processes - identify critical elements and where improvements can be made;

· assessment of value for money, cost effectiveness and delivery mechanisms;

· the Programme's strategic fit;

· the fit of the various components of the Programme, and any gaps in assistance; and

· how the Programme is utilised by SEL operational teams, and how the programme is targeted.

We present a brief set of recommendations based on the evaluation process.

1.32 meeting objectives & targets

1.32.1 Objectives

These objectives of the LMDP, as outlined in the initial approval paper, in the main are qualitative rather than quantitative, and is seeking to measure their achievement we have had to rely upon the subjective judgements of those companies that agreed to participate in the interview programme.

The consensus was that participation in the LMDP had delivered a range of benefits across the sample of interviewed companies, including:

· management taking a more strategic view of business planning:

· this was reported during the questioning on the impact of the LMDP on the Growing Business agenda and the impact of the LMDP on the individual;

· management competence and performance had been improved:

· the interviewees identified that the key outcome from their participation in the LMDP had been an enhancement of their management skills;

· management had become more focused, and pro-active:

· a key outcome of their involvement in the LMDP was a recognition of what was required to take their business forward and they had started to put this into practice - this was in part reflected in the reported shift across the Growing Business criteria;

· to re-inforce the need and value of continuous improvement:

· this is one of the key Growing Business criteria and prior to involvement in the LMDP this was embedded in 44% of companies - post-LMDP involvement this had risen to 72%;

· disseminate programme content to fellow managers and encourage other managers to participate in a shared culture:

· a number of the senior managers had recommend the LMDP to their fellow managers and other staff and they too had become involved in the various programmes that constitute the LMDP;

· to establish as series of business networks:

· this was viewed as a key outcome for those who were involved in the MSc Corporate Leadership programme;

· promote the benefits of learning organisations and lifelong learning:

· prior to involvement in the LMDP positive attitudes towards lifelong learning was embedded in 36% of companies, a culture of increasing the skills amongst the workforce and management was embedded in 36% of companies and valuing learning in 28% of company.  Post LMDP participation each was embedded in 52%, 60% and 64% of companies respectively;

· to re inforce the importance of knowledge-building and encourage personal development:

· a number of Growing Business criteria focus on these issues, and as detailed immediately above, significant progress as been made in embedding these characteristics within the culture of participating companies; and

· stimulate innovation and creativity:

· prior to involvement in the LMDP less than half of participating companies (44%) suggested that innovation (seeking to introduced new products and processes) were embedded within company culture.  Post-LMDP this had risen to 60%.

These results suggest that the LMDP has achieved its objectives.

1.32.2 Targets

As illustrated in Table 7.1 the LMDP has achieved all the initial targets set out in the initial approval paper, with the exception of sales achieved, which fell short by £790,000 - 35%.

	TABLE 7.1: INITIAL TARGETS & ACHIEVEMENTS

	Measure
	Target
	Out turn
	Variance

	organisation assists
	63
	65
	+2

	organisations worked with
	48
	64
	+16

	employment in these organisations
	4,500
	6,400
	+1,900

	business assists
	60
	62
	+2

	number of business worked with
	45
	47
	+2

	employment in these businesses 
	4500
	6,400
	+1,900

	sales in these organisations;
	£180,000
	£183,600
	+£3,600

	sales in these businesses
	£180,000
	£256,000
	+£76,000

	people trained or developed
	90
	93
	+3

	cost savings achieved
	£1,800,000
	£1,860,000
	+£60,000

	sales achieved
	£2,250,000
	£1,460,000
	-£790,000


1.33 Participants

1.33.1 Companies

Participant companies in the LMDP represent a wide range of different sectors, employment sizes and turnover values.  In most cases these companies have been and expect to grow - employment and sales - in the future.  When questioned as to where they would position themselves within the various Growing Business characteristics, many saw themselves as having a number of the Growing Business characteristics prior to becoming involved within the LMDP.

The company survey provided highly positive feedback on the LMDP, in terms of:

· the quality of delivery, course content and professionalism of the contractors;

· enhancement to key business performance indicators, although the scale of these could not be quantified or directly attributable to involvement in LMDP; and

· progression across the key Growing Business characteristics.

1.33.2 Individuals

The interviews with individuals also provided highly positive feedback on the LMDP, in terms of:

· enhanced knowledge and skills;

· the applications of these skills leading to enhanced management capabilities; and

· this being recognised within their company through being provided with a range of benefits and additional responsibilities.

1.34 impact

1.34.1 Growing Business Agenda

The LMDP has had a significant impact on the Growing Business agenda.  As illustrated in Table 7.2 prior to involvement in the LMDP there were few Growing Business characteristics that were embedded with more than 50% of companies, these being:

· improving productivity;

· become more customer aware and focussed; and

· increase use of ICT

Post involvement in the LMDP there had been movement towards embedding each and every Growing Business characteristic, and in particular:

· value learning (+36 percentage points).;

· improve client networking (+35 percentage points); and

· strategic thinking (+34 percentage points).

	TABLE 7.2: IMPACT ON GROWING BUSINESS CHARACTERISTICS

	Growing Business characteristic
	embedded

prior to LMDP
	embedded

post LMDP

	improve productivity
	52%
	60%

	improve competitiveness
	44%
	60%

	change company attitude/ culture towards life long learning training
	36%
	52%

	improve visionary leadership (shared vision among senior management)
	20%
	48%

	improve the entrepreneurial culture
	46%
	54%

	strengthen the asset base (increase skills among management & workforce)
	20%
	44%

	adapt to change (management and workforce flexibility)
	36%
	60%

	commit to innovation (introduce new products or processes)
	44%
	68%

	improve knowledge of global markets and their impact on business strategy
	12%
	16%

	become more customer aware and focussed
	58%
	75%

	think more strategically
	29%
	63%

	value learning more (increase commitment to training and development)
	28%
	64%

	increase use of ICT
	52%
	70%

	improve client networking
	30%
	65%

	improve international networking
	20%
	32%

	increase environmental / social responsibility
	39%
	57%

	commit to continuous improvement as an integral part of strategy
	44%
	72%


1.34.2 Economic Impact

An economic impact assessment was conducted that involved applying an attribution (additionality) factor of 15% to jobs and sales growth estimates (current and predicted) as companies could/would not quantify the scale of the increases in business performance indicator resulting from their participation in the LMDP.

Our estimates suggest that the participating companies have generated an additional 93 jobs at the local level and 78 at the Scottish level.

In addition new sales have been generated ranging from £27.5m at the local level and between £7.5m at the Scottish level.

1.35 strategic fit

Examination of the LMDP approval papers and the strategic framework documents that pertained at the time that the programme was developed and the current strategic framework under which the SE network currently operates leads us to conclude that the LMDP is relevant to the previous and current strategies.

The LMDP has developed the management skills and practices, effectiveness and capabilities and improved the knowledge of business strategy and planning and has enhanced the competitive status of Lanarkshire companies. It has also led to a change in organisational culture by encouraging employees to become involved in learning activity - both in terms of those who directly participate in LMDP and through the cascading the learning that has been gained throughout the organisation.  These are key aims of Changing Gear. 

The growing business theme within Smart Successful Scotland recognises that businesses require to be flexible, responsive and customer focused, and that the ability to acquire these characteristics depends on the quality of their leaders and managers. The leaders and managers of Lanarkshire's companies therefore need to ensure that the knowledge base of the company is utilised to create competitive advantage.  Through focusing on equipping senior executives with the leadership skills required to enable local companies to achieve these new leadership attributes, the LMDP is addressing a key theme within Smart Successful Scotland.

1.36 fit of the various components of the Programme

The LMDP is not a single programme, rather a series of programmes that can be viewed as a hierarchy of interventions aimed at equipping Lanarkshire companies with leadership and management skills.  It prepares new leaders and managers through the New Leadership programme through to the MSc Corporate Leadership programme aimed at experienced senior managers.  It provides a programme aimed at the particular leadership needs of family businesses. The LMDP also provides opportunities for companies to have a leadership and management development programme customised and tailored to their individual needs and requirements.

Discussions with the contractors suggest that they, and possibly the companies themselves, are not fully aware of these links and hierarchy of intervention.  Raising awareness of the links could lead to an improvement in take up of the programme.

operational fit

At the operational level the Account Managers see LMDP as a well integrated set of programmes that assist them in being able to address the needs of SEL's account managed companies.  It is part of a portfolio of programmes and initiative that they can utilise to assist in addressing the business development needs of Lanarkshire's companies, rather than as a stand alone programme.

The programme is targeted at businesses that are within the growing sectors to support the Growing Business agenda, and such companies are introduced to the LMDP by their Account Manager.  However there are often problems with recruiting sufficient companies with high growth potential that the programme is opened up to companies expressing interest, although retail are generally excluded.

1.37 recommendations

The conclusions drawn from the evaluation process highlight a number of recommendations that will help SEL move forward in seeking to assist Lanarkshire companies develop key leadership and management development skills.  These recommendations will hold whether SEL continue with its current suite of programme that constitute the LMDP or whether they adopt the new approach discussed at the Workshop and articulated in Chapter 8.

recommendation 1: consistent targeting

The consultation programme with contractors suggested that the LMDP and its constituent initiatives are not targeted in any consistent way.  They were not aware of the Growing Business agenda and therefore did not seek to target growing businesses or businesses with growth potential.  All future contractors should be made aware of the criteria of growing business and target the LMDP at such businesses.

The LMDP should be targeted at the key decision makers within growing businesses, rather than just senior people, to ensure that the enhance knowledge and skills are utilised to the benefit of the company.  Account managers and the contractors have a key role to play here in identifying appropriate individuals participants.

recommendation 2: programme developemnt informed by market intelligence

The consultation programme with account managers highlighted that the LMDP has not be informed by market intelligence - it has largely be driven by the supply side (i.e. the contractors) rather than the demand side i.e. by the needs of employers.  The paradox is that the contractors will posses a wealth of market intelligence but this is not fed back to SEL account managers.  A feed back loop to enable this to happen is therefore required - this could be a contractual obligation on the part of the contractors.  

Any developments in programme content/delivery as suggested at the Workshop should be related to the needs of the business - a coming together of account managers and contractors to share intelligence will facilitate this process.

recommendation 3: need for monitoring progress

The LMDP aims to enhance company competitiveness through strengthening the leadership and management skills of senior managers within companies.  However there is limited monitoring in terms of outcomes for individual businesses, this information could be monitored and collected by the account manager as part of the aftercare/client relationship management process. 

Contractors uncover and identify key business issues and information for company participants, this information should be captured and passed to SEL account managers.

recommendation 4: need for tighter programme management

Mechanism need to be developed and installed to facilitate interaction between SEL and the contractors to enable programme development and change to be driven by market intelligence.  To date there has been limited continuity in SEL staff responsible for managing the LMDP, which has made it more difficult for contractors to input into programme development.  Each element of the LMDP is designed and delivered in isolation of the other elements, a tighter programme management involving the interaction between SEL and the contractors structure should lead to economies of scale gained from a common marketing and recruitment, and synergy achieved through co-ordinated programme promotion and timing.

LOOKING FORWARD

1.38 INTRODUCTION

This chapter presents the next steps required to take forward the future development of the programme based on the findings of the evaluation and importantly, the discussion and conclusions reached at the programme development workshop.  It sets out a plan of action for achieving the aims and objectives agreed by the workshop participants.  It presents a range of activities and actions which will support their achievement and suggests timescales and ownership.

1.39 WORKSHOP CONCLUSIONS

There was general agreement that the aims and objectives of the programme were no longer clear three years on and many developments later.  They require to be revisited after a process of planning and redesigning the programme has been completed.  The following points were deemed key drivers in designing and modifying the Programme for the future.  These are:

· In the absence of direction from SEN on the network strategy for management development, the programme should be targeted and available only to ‘growing businesses’.  

· Reassessing demand for management development training and support by researching the target market;  

· Using the (successful) MSc Corporate Leadership programme as a building block for a new programme; and

· Reviewing and redefining the programme management structure in a way which will provide appropriate support for managing new and importantly, ongoing programme design, and delivery. 

SEL felt it should shift its focus towards the higher level end of the management development market, however, a process is needed for validating this objective and effecting this shift if appropriate.  After discussion it was agreed that the process should be as follows:

· preparation

· identify the key elements from the MSC programme that should be incorporated into a new pilot programme;

· market test a pilot programme with:

· contractors who have delivered the successful elements of the MSc programme, that have been incorporated into the pilot programme;

· companies via their account managers who would present and discuss the broad outlines of the pilot with senior managers;

· full programme development and tendering:

· the market testing will result in a more developed programme outline which can then be worked up into a more detailed brief for contractors to tender for.

1.40 the action plan

Table 8.1 overleaf outlines the key drivers of the process, and the more detailed actions which are required, of both an internal and external nature.  This Action Plan also proposes those who should take the lead and supporting roles in delivering the required activities between now and March 2003.  Actions are prioritised accordingly and those that are time critical are highlighted.

The Action Plan focuses on a range of activities that require internal discussion and external consultation.

1.40.1 Internal/Programme Management Issues

Devising clear guidelines on those companies to be targeted is an important starting point for designing the new programme.  How precisely ‘a growing business’ is defined will dictate how well the programme’s targeting is implemented.  SEL’s client segmentation exercise can inform this process with input from both account and client managers who are currently working with portfolios of key Growing Business companies and companies with growth potential in the future. 

In reviewing and redefining a management structure to support a new programme’s design and delivery, there needs to be clarification of the activities to be carried out, the resources available to deliver them, and a clear definition of the roles and responsibilities of the SEL staff likely to be involved and the training companies contracted to deliver the programme.  This needs to be carried out by the LMDP programme manager with input from the Head of Growing Businesses who is likely to have to commit staff resources to the programme either directly or indirectly.

In the past the programme has not been well integrated into other SEL activity. Integration with the Growing Business team will provide crucial demand side information for ongoing programme development.  Similarly, closer integration with SEL’s IiP activity, (which can involve the same target group and utilises the same approach to identifying a company’s people development needs, i.e. business review) and business advisers may aid recruitment for the programme.

In order to establish how a new programme would fit with the wider business development/training market, SEL also require to clarify the role of the SBG and resolve issues relating to the promotion of the LMDP to client companies locally.

Underpinning all of the above is the need for on-going consultation and exchange of dialogue between the LMDP project manager and account and client managers, and where appropriate current and recent contractors.  This will benefit various aspects of programme design, namely promotion, company recruitment, and programme content.

	TABLE 8.1: ACTION PLAN FOR LEADERSHIP AND MANAGEMENT DEVELOPMENT PROGRAMME

	Key Drivers
	Lead 
	Support
	Actions/Priorities 
	Priority Level
	Indicative

Timescale

	Internal/Programme Management Focus

	Defining the target market/target companies
	Head of Growing Business
	Account and Client Managers
	1. Devise clear guidelines on target companies
	Medium
	July/August

	Reviewing and redefining the programme management structure
	LMDP Programme Manager
	Head of Growing Business
	2. Define roles and responsibilities of SEL staff and contractors w.r.t. marketing, recruitment, programme delivery, monitoring and evaluation
	Medium
	December

	Establishing how programme fits within wider skill/business development market
	LMDP Programme Manager
	Head of Growing Business

Head of IiP/Skills
	3. Establish links into IiP team for future joint marketing and recruitment effort

4. Clarify with SBG their role in promoting LMDP

5. Consult with partners NLC and SLC on ownership of certificated/supervisory training and advise on SEL’ s preference to concentrate on high end management development support 
	Medium

Low

Medium
	September

December

December

	Use MSc Corporate Leadership programme as a building block for a new programme
	LMDP Programme Manager
	MSc Contractor (Edge plc) 

Account Manager
	6. Identify the key elements from the MSC programme that should be incorporated into a new pilot programme

7. Draw up a draft outline programme for market testing
	High

High
	July/August

Aug/Sept

	Preparation of a transitional plan for elements of current programme still to run
	LMDP Programme Manager
	Contractors
	8. Review current year’s programme expenditure against targets and required outcomes
	Medium
	July

	External /Market Facing Focus

	Reassessing demand for management development training
	Account Managers
	Client managers

LMDP Programme Manager


	9. Gain feedback from companies on their management development requirements via the business review and company file notes

10. Gain input from past contractors re. preferred programme content, delivery methods, pricing and timing etc


	High

Medium


	July/August

July/August

	Market test a new pilot programme
	Account and Client Managers
	IiP Team
	11. Account/client managers to present and discuss the draft outline of a pilot programme, design and delivery formats, with their companies (selected IiP advisers may do the same)

12. Account Managers to feedback to LMDP Programme Manager and Head of Growing Business
	High

Medium


	Sept/October

November

	Launch new LMDP 
	LMDP Programme Manager
	
	13. Prepare full programme outline and estimated budget

14. Draw up invitation to tender for contractors
	Low

Low
	Jan/Feb 2003

Feb/Mar 2003


1.40.2 External/Market Issues

The most critical part of the process of developing a new programme must be the market demand assessment, the results of which will feed into a draft outline pilot programme. Account and client managers must commit to ‘surveying’ a sample of their companies and then to revisit those companies to test the proposed new management development programme.

Input from previous contractor(s) is also valuable at this stage given their previous experience of delivering training to companies and their acquired knowledge of what ‘works’ and what is less well received in terms of content, delivery methods, pricing, and course length and timings.

The Action Plan above also highlights that the market testing must be concluded before much of the programme management structure and partner issues can be addressed, as well as detailed programme planning and design.

1.41 final thoughts

The Action Plan has been designed to be a working tool for the new LMDP programme manager and therefore should not be viewed as a static document.  It requires to be flexible and developed as SEL priorities change throughout the remainder of this year.
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� The Futures Programme has recently been the subject of a separate evaluation and therefore has not featured in this study.


� SE’s Guide to Effective Evaluation suggest as a general rule of thumb that sample sizes of at least 30 would be required. 


� This was a multiple answer question so responses sum to more than 100%.


� We can only calculate sales to net direct additional as, unlike for jobs, multipliers are not available for sales.
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