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autonumlgl
Introduction

 AUTONUMLGL 
The objectives of this evaluation are fourfold:

· To review the rationale for the programme and to report against progress towards achieving its objectives and targets as specified in the application for ERDF business development funding;

· To use the Output Measurement Framework (OMF) as a template to gather data on the inputs, activities, outputs and impacts of the programme and make an assessment of the additionality of the programme;

· To review the design and delivery of IiP across the Strathclyde LECs and to make recommendations on options for improving delivery and effectiveness of the programme;

· To identify, from the clients’ perspective the added value of the service in qualitative terms and areas of good practice in the form of case studies.

 AUTONUMLGL 
The Investors in People (IiP) initiative was launched in 1992 to create a national standard to be achieved by companies.  Firms’ commitment to training and development of their staff is recognised through establishing procedures to integrate the development of human resources as part of the day-to-day and strategic management of the business.  IiP creates a framework for a company to get the best out of its staff.  It does this by setting in place the mechanisms necessary to ensure that the company invests sufficiently in training, effectively as possible and can evaluate and link HRD to business goals.  IiP catalyses the process of training and development by ensuring that the skill requirements of the company are an integral part of the business planning and business review process.

 AUTONUMLGL 
In summary, IiP is a framework by which companies can:

· Assess the need for training and development

· Evaluate the effectiveness of the development or training

· By doing that, be able to be effective in the investment they make in their people

· By ensuring effectiveness be able to understand how much is sufficient to meet their people needs, all of which is explicitly linked to the business goals and the strategy for achieving those goals.

 AUTONUMLGL 
Increasingly, the delivery of IiP has emphasised its business development aspects.  IiP is not ‘sold’ as a standard but is used as a business development tool for those who can benefit from a more structured approach to human resource development.  Companies often come to the programme through local seminars on the relationship between human resource and business development and on the back of other business development initiatives.  

 AUTONUMLGL 
The research has focused on the performance of Investors in People (IiP) for small and medium-sized companies (SMEs with less than 250 employees) in the five LEC areas in Strathclyde: Ayrshire, Dunbartonshire, Glasgow, Lanarkshire and Renfrewshire, and part-funded with ERDF business development funding from the Western Scotland Objective 2 Programme 1994-1996.  The original bid for support from the Strathclyde European Partnership was made in March 1995 and covered the period March 1996 to December 1998.  The bid identified six specific performance measures for the programme:

· Number of companies achieving IiP recognition

· Number of companies assisted with business plans

· Number of firms visited

· Increase in assisted company’s turnover (£ millions gross)

· Increase in assisted company’s profit (£ million gross)

· Number of companies supported with training/HRD planning

· Number of employees in IiP recognised companies

 AUTONUMLGL 
The original targets for IiP were set at levels which proved very optimistic and so the targets for each LEC area were revised downwards for the key indicators. 

 AUTONUMLGL 
The research has been conducted using IiP monitoring information and face-to-face and telephone interviews with a total of 308 companies, 116 who achieved IiP recognition and 184 who are still working towards recognition.  Discussions were held with LEC IiP staff and a number of key agents who helped deliver the programme.  The samples for the surveys were drawn from LEC monitoring data.  As far as possible these were structured according to the following criteria:

· To exclude any enterprise with more than 250 employees when they committed to IiP;

· To also exclude any non-eligible organisation.  IiP has been very effective in helping develop public sector organisations, such as schools but these are not eligible for ERDF support;

· To select companies who committed during the 1996-1998 period; and,

· To structure the sample according to broad employment size bands and the type of activity (service or manufacturing) in each LEC area.

 AUTONUMLGL 
Fieldwork has been undertaken with SMEs in three of the five LEC areas (Ayrshire, Glasgow and Renfrewshire).  CPC has previously undertaken studies in both Dunbartonshire and Lanarkshire IiP programmes and these results have been used to provide an overview of the performance of IiP across the Strathclyde area.  This overview report draws on the results at the LEC level and highlights the key issues in good performance across the LEC areas.  More detailed reports have been prepared for each of the individual areas – Ayrshire, Glasgow and Renfrewshire.
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autonumlgl
Overview of Performance in Strathclyde

 AUTONUMLGL 
IiP Performance against targets

 AUTONUMLGL 
Table 2.1 shows the revised performance targets for the Strathclyde LECs.  Two of the targets – increase in assisted companies’ turnover and increase in assisted companies’ profit have been set for the Strathclyde area as a whole.  The remaining targets have been monitored at LEC level.

 AUTONUMLGL 
On average, it was expected that for every 10 companies visited four would benefit from training or human resource development planning; three would be assisted with their business planning process and just under one would achieve IiP recognition.

Table 2.1:  Strathclyde LECs IiP Performance Targets 1996-98

	
	EA
	RE
	DE
	LDA
	GDA
	Total

	IiP recognition
	39
	50
	45
	72
	100
	306

	Companies assisted with business plan
	146
	200
	212
	364
	250
	1172

	No. firms visited
	662
	500
	445
	1477
	1000
	4084

	Increase in turnover (£m gross)
	-
	-
	-
	-
	-
	27.771

	Increase in profits (£m gross)
	-
	-
	-
	-
	-
	10.76951

	Firms supplied with training/ HRD planning
	161
	280
	224
	415
	600
	1680

	No. emps in SMEs
	1630
	2800
	1683
	3600
	4500
	14213


1 These targets were set for Strathclyde as a whole.  

 AUTONUMLGL 
On average recognised companies were expected to employ just under 50 people and, depending on whether just recognised or all assisted companies are included, IiP was expected to contribute on average between £90,000 and £16,000 to turnover and £35,000 and £6,000 to profits.

 AUTONUMLGL 
The total public cost of the IiP programme 1996-98 was £2,343,500.  Some £1.8m (79%) supported the cost of advisory assistance, with £350,000 (15%) on marketing and publicity and the remainder £150,000 on materials.  Although this not a formal target for the programme, it was assumed that the companies would contribute a further £968,925, i.e. £0.41 for every public £1 spent on the programme.  

Table 2.2:  Financial inputs – eligible expenditure 1996-1998 (£)

	
	EA
	RE
	DE
	LDA
	GDA
	Total

	Advisory Assistance
	194,341 
	330,000 
	292,300 
	779,584 
	247,518 
	1,843,743 

	Marketing/Seminars/Awareness
	34,589 
	104,770 
	68,168 
	40,192 
	103,503 
	351,222 

	Materials & Consumables
	15,000 
	35,000 
	16,803 
	36,164 
	45,568 
	148,535 

	Total
	243,930 
	469,770 
	377,271 
	855,940 
	396,589 
	2,343,500 


Source: ERDF Monitoring Returns

 AUTONUMLGL 
The average public sector cost of assistance was assumed to be £7,650 per company achieving recognition or £165 per employee in recognised SME.  For every £1 spent by the public sector IiP companies’ turnover was expected to increase by £11.85.  

Performance Against Targets

 AUTONUMLGL 
Table 2.3  presents the achievements of the five LECs across the performance measures.  Across the Strathclyde LECs the primary results are:

· fewer companies have achieved recognition than expected (90% of target); but,

· the LECs have more than achieved the targets for performance measures relating to the level of activity:

· more companies were visited (102%);

· more companies were assisted with business plans (101%); and,

· more companies were supplied with training and HRD planning (103%).

· On average the companies achieving recognition were larger (64 employees) – meaning that the number of employees in recognised SMEs was almost a quarter above the target;

· Based on our survey we estimate that IiP has contributed £29.25m to the turnover of assisted businesses which is also just above the target

· Companies were much less likely to give an estimate for the contribution IiP had made to their profits.

Table 2.3: Strathclyde LECs IiP Performance Actuals 1996-98

	
	EA
	RE
	DE
	LDA
	GDA
	Total

	IiP recognition
	38
	36
	41
	69
	91
	275

	Companies assisted with business plan
	125
	197
	207
	402
	250
	1181

	No. firms visited
	612
	567
	434
	1487
	1096
	4196

	Increase in turnover (£m gross)
	-
	-
	-
	-
	-
	29,247,478

	Increase in profits (£m gross)
	-
	-
	-
	-
	-
	

	Firms supplied with training/ HRD planning
	143
	362
	208
	425
	600
	1738

	No. emps in SMEs
	1609
	3249
	1563
	6900
	4233
	17554


Source: ERDF Monitoring Returns and CPC calculations

 AUTONUMLGL 
We have interpreted the measures of increase in assisted company turnover and profits as relating to the specific contribution made by IiP to the companies’ bottom-line.  Just over a quarter of companies interviewed (26%) said that going through the IiP process had made a specific contribution to their businesses’ turnover and profitability.  Of these, just over half were able to identify a specific contribution to their companies’ performance: the remainder believed IiP had made a difference but that it was too difficult to quantify.  On average, the companies identified a contribution of £66,000 to their annual turnover.  Grossed up to the population of companies (443 companies or 26% of those benefiting from IiP) this amounts to some £29.25m, which is just above (105%) the performance target of £27.77m.  

 AUTONUMLGL 
Fewer companies were able to provide an estimate of the contribution of IiP to their profits.  This was particularly the case in the GDA area where only 3 companies provided an estimate.  Overall, the average contribution was estimated to be 12% of company profits but as so few companies supplied an estimate we recommend that this performance estimate be treated with some caution.  

Private Sector Leverage

 AUTONUMLGL 
Not all respondents were able to provide figures on how much the IiP process had cost their companies.  Around 30% of those interviewed did provide a figure but many of these were estimates.  The majority of these had achieved recognition but we have also included those who are still working towards the standard in order to estimate private leverage in total.  On average this amounted to £2,620 per company for the whole process.  For all those working towards the standard this amounts to a total contribution of £4.55m.

 AUTONUMLGL 
This is considerably above the average per company according to the monitoring returns – almost double the contribution if only achieved companies are considered and almost 10 times the figure if all those receiving some form of assistance are included.  Limited awareness of the costs can explain much of the discrepancy.  Many of those who gave a cost figure also reported a cost for the initial assessment which is provided free of charge by the LECs.  Another element may be the indirect costs associated with the process.  A number of respondents reported costs in excess of £25,000 and we believe these companies have incorporated all costs into their estimates.  We have already excluded these cases from the above analysis however.  If we also remove those costs claimed for the initial assessment the average falls to £1,895 per company or a total of £3.29m.

 AUTONUMLGL 
An analysis based on only those companies who have achieved recognition gives an average cost per company of £2,507 and an estimated total contribution of £689,500 for the 275 recognised firms.  Overall, these figures would suggest that the monitoring returns do underestimate the contribution to total costs made by companies.

Cost Effectiveness

 AUTONUMLGL 
Key Issues in Delivery across the five LECs

Who takes part

 AUTONUMLGL 
Those business who have been part of this study are those fulfilling ESF funding criteria i.e. SMEs.  This has meant they are on average smaller than those who go through IiP overall.  Although this varies between LECs (with e.g. EA and DE smaller on average), it is a commonly held perception amongst those delivering the programme that IiP is particularly effective for smaller businesses.

Marketing

 AUTONUMLGL 
The smaller the business, the harder it is perceived to get them interested.  Those businesses that present particular challenges are those that are most ‘traditional’ – this applies to professional firms (such as solicitors and accountants) and engineering/construction firms in particular.

 AUTONUMLGL 
What is recognised to be crucial is getting someone within the firm of sufficient seniority to ‘buy into’ the whole concept of IiP at the start.  This is to ensure that there is someone who can drive through the necessary changes and overcome any barriers.  

 AUTONUMLGL 
The role of the LEC should not be understated in marketing IiP successfully: the surveys consistently show that their activities are very important in getting people interested. However, the use of mentor firms or role models are increasingly seen as a potentially very effective way of bringing new firms in – however, any targeted firms must be able to identify with the role model or mentor: engineers with less than 25 employees might respond to another small engineering firm; they are less likely to be impressed because the branch of a multi national hotel has done so.  It also seems to be the case that those LECs where IiP is embedded in a wider business development strategy increase their chances of bringing people on board.

 AUTONUMLGL 
Such ‘intelligent’ marketing is more and more important as those businesses who are most amenable to the programme have already gone through, and those that are left tend to be naturally hostile.

Why businesses get involved

 AUTONUMLGL 
The surveys suggest that businesses have definite if perhaps vague reasons for becoming involved.  It is not clear to what extent exposure to the programme’s jargon and content allows them to recast their motivations in terms more akin to the programme’s principles than was actually the case at the time.  If this has happened, it is not necessarily a bad thing, in that firms now consider to be common-sense what before they may only have been able to grapple after.

 AUTONUMLGL 
It also seems to be the case that involvement has often been stimulated at least in part by a desire to improve understanding within the business, whether on the part of management or on the part of staff.  

The process of going through IiP

 AUTONUMLGL 
Some LECs use ‘sectoral’ consultants wherever possible i.e. try to match consultants with expertise in a particular sector with firms in that sector e.g. construction, professional services.  While this has smoothed the process, what appears to be most important is the consultant’s personality and ability to relate to the firm and the individuals within it.

 AUTONUMLGL 
There is also some considerable variation in the extent of the LEC’s management of consultants as they deliver the programme.  For example, some choose to manage the consultants from a distance, allowing them to get on with it, where others conduct regular meetings and require complete and on-time monthly reports. While local flexibility is no bad thing, it does seem that those LECs who manage their consultants more closely are able to get more out of them, and that the consultants themselves appreciate working closely with the LEC.  This has knock on effects for the delivery as far as the participating businesses are concerned, for example the advice received and considered to be important by firms reflects the programme’s principles more closely.  This can feed into impacts e.g. in terms of changes to the way the firm is run or the impacts on financial performance.  One explanation here may be that through closer attention the LECs can emphasise, within the targets regime, the critical and underlying business development aims of the programme.  That said, there appear to be very few problems amongst those firms participating in terms of costs, hassle and other day-to-day factors.

The impacts of IiP on participating businesses
 AUTONUMLGL 
IiP is often felt by participating businesses to have made a positive contribution to their turnover and/or profits, even if they have been static or decreasing.  However, it is very difficult for businesses to say accurately what that contribution has been – this is in part a reflection of the broad nature of the programme, which can have impacts upon not just training, but also training procedures, approaches to HRD/personnel issues and overall strategy.

 AUTONUMLGL 
There have been tangible impacts in terms of procedures and arrangements, although these are by no means experienced by all businesses.  Often, the change is that an existing approach or procedure has been shored up and/or clarified, rather than introduced from scratch.  Where new procedures have been introduced from scratch, they tend to focus on appraisal for individual employees and their training e.g. through training matrices.

 AUTONUMLGL 
Many participating businesses clearly experience less tangible benefits, such as a more rational approach to training (based on a greater understanding of what it’s all about), a better understanding of their company, greater involvement of the staff in the business, an improved sense of control over the business and often a general feeling that the firm was now just a better place to work.  Often, these benefits are appreciated irrespective of whether they have an impact on the ‘bottom-line’.  

 AUTONUMLGL 
In some ways, the less tangible impacts are more important than immediate short term hits in terms of turnover or profit, as they provide the basis for the future developments of the business: it may be that the benefits of going through IiP will not become apparent until a crisis, which they will be able to manage and mitigate against much better than otherwise.  In any case, business development programmes should perhaps not be so shy of tracking such ‘quality of life’ issues – after all, it is these things that will help businesses to attract the best employees and get the most out of them, thereby delivering more economic benefits (greater competitiveness, lower staff turnover etc.) in the long-term.

 AUTONUMLGL 
It should be emphasised that not all participating firms have experienced these benefits.  However, the external structure and opportunity to have a ‘check up’ appears to be appreciated by nearly all participating firms.  We have no evidence to suggest that anyone ‘regrets’ getting involved.  Again, it is not easy to demonstrate the value of such reassurance or of the confidence thereby instilled, but that in turn does not automatically diminish its importance.  However, the new standard, which is likely to contain less concrete milestones and goals, may put at risk this much appreciated external structure and discipline upon which so many firms commented positively.

After IiP

 AUTONUMLGL 
Businesses appear to have a positive attitude towards re-assessment, although this is not necessarily reflected by actual numbers going through it.

 AUTONUMLGL 
In terms of networking, the surveys suggest that only a minority of businesses get involved where it is available.  Very few participants were able to cite concrete benefits, although most appeared to appreciate the opportunity.  Perhaps more useful was the networking for consultants where that occurred – this enables them to ensure a common approach and to be kept up-to-date in terms of new procedures and practice.
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autonumlgl
IiP in Ayrshire

The businesses themselves

 AUTONUMLGL 
The companies in the Ayrshire survey are relatively small:

· 53% employ 25 or fewer employees. 

· A third employ between 26 and 100, and less than 15% over that number.  

· Only one company employs more than 250 people.  

Those companies that have already achieved IiP tended to be bunched in the 11-25 employees category, with three out of every five in this size band.  The levels of turnover broadly reflect the size distribution by number of employees.

 AUTONUMLGL 
There was a fairly broad spread of businesses involved by sector.  However, four sectors are significant: 

· 24% were in manufacturing, 

· 19% were in wholesale/retail trade, 

· 16% were in hotel/restaurant, 

· 12% were in financial/business services.  

This range reflects the active marketing EA undertakes to all sectors for IiP (with most other programmes they tend to deal primarily with ‘key companies’).  This breadth of marketing is a result of the numbers driven targets approach required of LECs for IiP.

 AUTONUMLGL 
In terms of the business’ legal status, there is likewise some variation:

· 51% of companies having limited status, 

· 6% are plcs, 

· 14% are sole traders, 

· 10% are partnerships.  

There does not appear to be any difference between sectors and types of company in terms of whether they are recognised or just committed.

How and why they became involved in IiP

 AUTONUMLGL 
The importance of the LEC network (including the Enterprise Trusts) is illustrated by these findings:

· 40% found out about IiP through either a LEC event or through LEC business advisors, and 

· another 18% through their local enterprise trust. 

· 22% also mentioned the importance of other management mentioning IiP to them and 

· 10% mentioned other companies as a source of finding out about the programme.  

· Only 8% first found out about it through their employees.  

The face-to-face interviews suggest that ‘word of mouth’ and continued media coverage (especially if local) can raise the profile of IiP in the minds of business managers.

 AUTONUMLGL 
EA has developed different mailshots specific to certain sectors in order to boost their marketing e.g. for care homes, professional organisations (such as solicitors), food and drink and so on.  This reflects their experience of marketing business development programmes in general, that businesses are more likely to respond to material or case-studies to which they can relate.  A survey conducted for EA of the then 44 recognised business in early 1999 produced positive results, which are a very effective marketing tool.  EA also go through trade associations to raise awareness and they put an ‘IiP angle’ into their quarterly ‘Business Connections’ networking meetings (non-programme specific, for all Ayrshire businesses).  They have also undertaken one-off events. Although they are struggling to break into engineering companies and professional organisations, they are starting to have some success with non-profit organisations.

 AUTONUMLGL 
IiP has always been in EA’s Business Development.  This has meant that people are not automatically pushed towards IiP when they first make contact with the LEC, but are encouraged through whatever programme is deemed to be most suitable.  For example, EA rate Business Excellence via the European Foundation for Quality Management (EFQM) very highly.  It is more comprehensive than IiP, but EA promote IiP as a vehicle for developing the HRD elements of the EFQM self-scoring system.  However, because EFQM is self-scoring, it is not a standard as IiP is – this is a positive feature of the IiP programme.

 AUTONUMLGL 
Companies were asked why they had got involved with IiP.  Although their responses may have used hindsight and drawn on what has been learnt through IiP, a significant proportion of companies point to specific desires to develop their business goals and (especially) to develop their HRD strategy, whether through training or greater involvement with corporate goals more generally.  The priority seems to be on business strategy and organisation: 

· Almost 60% got involved in response to staff-management relations issues;

· nearly one in five in order to control a process of business expansion;

· 51% reported a desire to ‘develop strategic business goals and then develop a human resource/training strategy in accordance with existing objectives for the business’.  

· 47% wanted to ‘improve processes and procedures to structure human resource development in the company’, 

· 41% to ‘establish a better understanding of your company’s training needs’, 

· and 39% to ‘provide a mechanism to implement strategic business objectives’.

The overall focused nature of businesses’ approach is reflected by the finding that only one in five said that involvement just ‘seemed like a good idea’.

 AUTONUMLGL 
In terms of businesses’ expectations of what they would get out of the programme, nearly a third hoped that they would either ‘make employees more aware of the business and its needs’ or ‘make employees more aware of their role within the business’ or both, reflecting a less precise or tangible intended result – but no less significant for that, as face-to-face interviews have strongly suggested.

The process of going through IiP
 AUTONUMLGL 
IiP is delivered to Ayrshire businesses primarily by consultants on contract to EA.  Although EA IiP team members (of whom there are four plus an administrator) may conduct the early part of the process, it is usually the case that the selected consultant takes the company through from initial ‘audit’ to assessment (which has to be carried out by an independent assessor certified by IiP Scotland).  EA have about 20 consultants ‘on the books’ but tend to use a core of about ten, contracted on a company by company basis.  There is some discrepancy in consultants’ performance, although this is narrow – those who are also assessors are often better placed to guide businesses through to successful recognition (although they cannot be the assessor themselves).  They have formed a consultants’ forum which meets quarterly, at which there may be guest speakers and an opportunity to discuss approaches and developments within the programme.  This prevents duplication of any marketing efforts that consultants may carry out, allows consultants to discuss key issues and is an opportunity for EA to ensure that administrative duties are undertaken – for example, they have been able to resolve the problem of consultants’ reports coming in late.

 AUTONUMLGL 
Of the 31 companies who had achieved IiP recognition at the time of the survey:

· 42% were recognised in less than a year, 

· 48% in one to two years and 

· only 9% needed more than two years.  

The bigger the businesses is (in terms of employees), the longer it is likely to take to go through IiP.  This is perhaps a reflection of the greater complexities involved in changing procedures and structures when more people are involved.  Those companies who had not yet achieved recognition have expectations that are realistic when judged against what has been the case for recognised companies, with 39% expecting it to take less than a year and a further 37% expecting the process to be completed within two.  However, proportionately nearly twice as many committed companies believed it would take more than two years as had been the case for recognised companies.

 AUTONUMLGL 
Businesses were asked both who had set the pace at which they had developed and how happy they were with the time taken to go through the process.  60% had decided the pace with their IiP consultant, and 30% had determined it on their own.  Almost three quarters felt that the pace was about right, and of the remainder twice as many felt it went on for too long as those who felt it was too quick.  Whether a company was just committed or had achieved IiP does not appear to make any difference to their satisfaction with the pace.  Also of interest, is that those businesses who had been proactive in determining the pace were no more likely to be satisfied with the speed of development than those who had not, although the numbers in the latter group are small, amounting to only 10% of those surveyed.  

 AUTONUMLGL 
Generally, companies were happy with the overall financial costs of going through IiP.  OF those who responded to this question (80 firms)

· 13% thought it was good value/cheap;

· 70% thought the costs were about right;

· 9% thought it a little too expensive; and 

· 9% thought it much too expensive.

Development costs and recognition costs were considered slightly less good value on the whole than the initial assessment costs.  This overall satisfaction is not surprising given the level of public subsidy, which in Ayrshire is 100% of the initial ‘audit’ and 50% of the development work.  Firms must pay for their own final assessment costs, which are calculated according to a Scottish Investors in People matrix, and are reckoned by EA to normally be between £1,000 and £3,000, depending on the size of the business.

 AUTONUMLGL 
On average, the initial audit is reckoned according to EA to take 2 days of consultancy time and the development work about 3 days’ worth (although these will vary depending on company).  Consultants’ are reckoned to cost £350-£400 a day, so an indicative (only) average public sector input over these two stages is approximately 70%, or £1,300 per company, levering in £575.  It should be noted that nearly two thirds of respondents did not know what their firm’s financial input had been to the IiP process – this is likely to be caused by either the respondent not having been involved with IiP at the time or not having a handle on financial matters at the required level of detail.  Those that did estimated the costs at various stages as follows:

· initial assessment: £800

· development stage: £900

· final recognition: £1,350

· overall: £4,800.

 AUTONUMLGL 
It is clear therefore that there is a significant discrepancy between the indicative company financial inputs into the process and those recalled by respondents, with respondents reporting a much higher company spend than that implied by the indicative costs – this is particularly so for initial assessment costs which should be zero for businesses.  This could suggest either that the amount of private sector leverage is underestimated by the system or that respondents are overestimating their inputs, possibly including indirect costs or conflating inputs from different stages.

 AUTONUMLGL 
As with costs, there appears to be a general level of satisfaction with the non-financial inputs required of companies (effort and time).  On a scale of one to five, with one as ‘very little burden’ 43% of responses were ‘1’ or ‘2’, 29% ‘3’ and just 28% ‘4’ or ‘5’ (only 7% were ‘5’).  There is very little distinction made between the non-financial burden required from different stages, although there is a slight trend towards a lower perceived burden for the later stages which may reflect growing familiarity with IiP.

 AUTONUMLGL 
The overall impression of satisfaction with the IiP process is confirmed by the finding that only 10% reported any problems, which predominantly stemmed from the time and effort required.

 AUTONUMLGL 
A key part of this satisfaction would appear to be founded on the contribution of the IiP consultant involved.  Nearly two thirds rated their contribution as ‘4’ or ‘5’ (on a scale of 1 to 5, with 5 the best), with another one in five rating them ‘3’.  Only 6% thought they were ‘very poor’.  Businesses especially appreciated the consultant’s contribution at the initial stage (with an average score out of five of 4.1 as against the average overall score of 3.8).  LEC staff were likewise most appreciated at the initial stage, although their contributions were, on the whole, not rated as highly as that of the consultants, stemming no doubt in part from the much lower level of contact between LEC staff and companies.

 AUTONUMLGL 
Businesses were asked for further details about what the consultant had provided by way of advice:

· on training issues – 85%;

· advice on staff relations – 75%

· on other business issues – 74%

· on recruitment – 69%;

· on how to implement IiP – 69%

· on overall company strategy – 64%

· on strategy procedures – 63%

· consultant spoke to staff – 61%;

· on how to link strategy and training – 61%

The range of advice received by companies from their consultants is very broad, with over 40% reporting all nine types (the average is 6½).  Only two companies reported receiving less than two kinds of advice.  Training and human resource issues are more common than advice on strategy issues – this reflects the slightly greater emphasis businesses have on HRD issues when they entered the programme (see 3.7.).

 AUTONUMLGL 
The importance of improving HRD is further illustrated by the finding that 26% of all companies felt that the most useful advice they received was in relation to training.  A further 27% felt it was the least useful – this suggests that it was a matter of priority for these companies as well, but they felt, in this instance, let down.  Of some concern, perhaps, is that the only other type of advice which was rated as most useful by more than 10% of companies was advice on how to implement IiP itself, with 24% citing this as the most useful.  This suggests that achieving the standard, rather than bringing about actual changes, was a high priority for these companies.

 AUTONUMLGL 
Given that IiP aims to develop and involve company staff, it is encouraging to note that only 7% responded that they did not keep their staff informed of developments within the IiP process, and nearly two thirds used specific meetings to do so, with another 23% relying on word-of-mouth information.

The difference made by involvement in IiP

 AUTONUMLGL 
It is not enough that companies should have positive views on the process and welcome any advice that comes through Investors in People.  For it to justify public spend, it must have an impact on the recipient company’s competitiveness – this could be in the form of a bottom-line impact on turnover or profitability, in terms of greater efficiency or in terms of a better structure for employees (in the context of continual development and life-long learning).

 AUTONUMLGL 
Assessing if and how IiP has had such impacts on participating companies is not necessarily straightforward.  Because the developments sought relate to processes and structures (as opposed to specific business initiatives, such as a product launch, a foray into a new market or a cost cutting exercise), the impacts are likely to be less tangible and more qualitative, and furthermore, may only become apparent over a relatively long timescale, for example as more staff benefit from new training procedures.  The fact, therefore, that responses to questions seeking to elicit these impacts necessarily have a subjective element should be borne in mind when assessing the survey’s findings in this regard.

The difference made to training

 AUTONUMLGL 
Given the importance of training both as a reason for companies’ involvement in IiP and its significance in the advice given by consultants, the impact on training arrangements should be expected to have changed for many businesses.  This would appear to be the case, with just over half saying that on average, the amount of training undertaken by staff has increased, with only 3% saying it has decreased.  Just over half of all companies reported an increase in spending on training (although pinning down the exact numbers was very difficult for the great majority of respondents), with the remainder reporting no change.  Amongst a significant minority, the quality of training undertaken was perceived to have gone up, especially induction training, where nearly 50% of all companies surveyed reported this improvement.  For other types of training, such as ‘informal training’ or ‘training that leads to a qualification’, between 10% and 20% of companies believed the quality had improved. The fact that many companies had not increased the amount of training, the amount spent on training or seen an increase in the quality of training undertaken is, however, disappointing.

 AUTONUMLGL 
Far more encouraging, however, are improvements and developments to the contexts in which companies’ training sits, in terms of procedures and arrangements.  The following table illustrates these changes:

Table 3.1:  Changes in training procedures and arrangements

	
	Before involvement with IiP (%)
	Now (%)

	Fixed budget for training
	32
	53

	Plan ahead for training requirements‘
	24
	52

	Training matrix for staff (or equiv)
	13
	42

	Training/HRD staff/dept
	8
	30

	Someone in management with responsibility for HRD
	13
	58

	Training focused on needs of business
	17
	59

	Training focused on needs and abilities of individual staff
	20
	61

	Examine potential of any course before sending someone on it
	46
	65

	Evaluate training afterwards
	37
	57



In all these aspects, it is clear that there has been significant improvements in the approaches and procedures for training within many businesses.  This seems to be out of line somewhat with the findings regarding the more limited developments in ‘quality’ of training (3.23.) – this suggests that either there has not yet been sufficient time for these changes to bring about qualitative impacts, or that respondents considered the ‘quality’ question very much in terms of the internal aspects of the training provided (i.e. how good the course was), as opposed to its relevance or use to the individual and company (which these results would suggest has improved considerably).

 AUTONUMLGL 
Within this overall positive finding, however, it is important to point out that many companies still do not have those features which might be considered crucial to a successful training policy, such as evaluation of training on offer or individual appraisal.  Whether a business has achieved IiP or is still going through it does not appear to be a factor here.

 AUTONUMLGL 
Attitudes towards training have changed as well.  For example, whereas only 35% saw training as vital for allowing staff to do their job prior to involvement with IiP, twice as many did so after.  Even more significant a change is that a mere 7% saw training as crucial to the development of the business before IiP, but at the time of the survey, 47% did.  However, although this rise is large, it is of concern that over half of all surveyed companies did not say that training was crucial for the development of their business.  As with training developments, those companies who have achieved recognition do not appear to be any better than those who are committed only.  Given the commonly held preconception among SMEs that training might encourage staff to look for employment elsewhere, it is an important finding that 44% of companies now feel that training encourages staff loyalty, where before involvement in IiP only 10% did.

 AUTONUMLGL 
These findings suggest businesses now have a greater understanding and knowledge of training.  This can be something of a double-edged sword: before IiP involvement, 8% of companies felt that training was too time-consuming relative to likely benefits and 6% thought it too expensive.  These numbers for companies once they have had some involvement with IiP go up to 18% and 11%.  In other words, it is important that quality training is actually available for businesses, not just that they have a better understanding of the issues.

 AUTONUMLGL 
45% of businesses have got involved in other training programmes as a result of their involvement with IiP:

· 30% have become involved in Skillseekers;

· 15% in Training for Work;

· 15% in the New Deal.

The fact that a significant minority of businesses have gone beyond IiP appears to validate EA’s approach that IiP should sit within a wider context of business development rather than being an isolated programme.

Impacts on Business Strategy and Communications

 AUTONUMLGL 
Although IiP is often seen as training-centred, it is important that other internal procedures and systems develop in parallel in order to maximise the impact of any training developments.  Table 3.2 shows what proportion of companies had certain strategic and communication procedures both before and after their involvement with IiP.

Table 3.2:  Changes in strategic development and staff communication procedures

	
	Before involvement with IiP (%)
	Now (%)

	Formal business strategy
	30
	60

	Strategy reviewed on a regular basis
	20
	40

	Staff (outside management) involved in strategy reviews
	5
	35

	Staff informed of developments
	20
	50

	Regular meetings with staff
	20
	45



As with training developments, the rise in the numbers of businesses in each category is encouraging, but there is concern that there are still significant proportions who do not yet have these features in place.  

Case study #1: medium sized subsidiary of an electronics multi-national parent company

This company saw IiP as a way of resolving a major communications problem within their branch.  Information only flowed in one direction, namely down to staff.  In order to create the possibility of information flowing up from staff to management it was felt that they needed a formalised structure for their communication, for which IiP seemed an ideal vehicle which also provided some external benchmarks for other aspects of performance.  However, the time and hassle of IiP involvement was keenly felt, exacerbated by the parent company’s lack of interest in and recognition for what they were doing.  Nevertheless, it was still felt to be worthwhile.

Impacts on the business

 AUTONUMLGL 
Nearly a third of surveyed business (31%) reported that their turnover and/or profits had increased since their involvement with IiP, and just over 60% reckoned that they had remained the same or fluctuated.  However, this finding says nothing about the role of IiP in such changes: it may be that they would have happened in any case.

 AUTONUMLGL 
40% of all those surveyed believed that IiP has made a positive contribution to their profits or turnover, whether they have been increasing or not.  Significantly, nearly two thirds of all IiP-recognised companies believed this to be the case as opposed to just less than a quarter of committed companies.  In other words, completion of IiP and/or a greater period of time in which any changes effected through IiP allows the benefits to emerge.  

 AUTONUMLGL 
Companies whose turnover and profits were increasing were much more likely to attribute benefits to IiP than those whose figures were static: of the 27 who reported increases, 23 attributed some of that to IiP, whereas only 8 out of 57 companies for whom turnover and profits remained static or fluctuated attributed to IiP any impact in terms of maintaining that level.  Interestingly, 3 of the 4 who reported reductions in turnover and profits reckoned that IiP helped to mitigate against those reductions.

 AUTONUMLGL 
Half the companies reported that IiP has made a difference to the way their business operates.  This includes 21 of the 55 companies who said that IiP had not made any financial contribution.  These impacts include:

· staff now respond better to training in 31% of all companies;

· the roles staff perform have been extended in 26%;

· there has been more delegation in 29%;

· staff are more motivated in 29%;

· there has been a reduction in staff turnover in 9%;

· there has been increased productivity in 12%; and

· an increase in repeat business in 11%.

This shows that businesses are more likely to experience ‘soft’ impacts, which may be harder to identify, than ‘hard’ impacts on the business’ balance sheet.
This would appear to be backed up by responses businesses gave when asked if any other unforeseen benefits had arisen through IiP:

· almost half of all businesses through communications between management and staff have improved as a result of IiP;

· half also thought it encouraged staff to be more involved in achieving business goals;

· 40% of businesses thought staff had become more aware of business goals;

· 20% felt that they had been able to improve their control of the business;

· 10% reported it had improved their ability to delegate.

The role of IiP in change

 AUTONUMLGL 
Companies were asked what the role of IiP was in terms of encouraging and/or enabling them to make changes.

· 26% were not persuaded by IiP to make any changes;

· 21% said that ‘IiP persuaded them to make changes and helped them to implement them’;

· just under 19% said that they ‘already wanted to make some changes, but until IiP they were struggling to put them into practice’;

· for another 10% IiP facilitated the process of making changes that they had already decided upon; and

· 6% were already making changes, but IiP made them more effective.

The key finding from these results is that IiP can change attitudes and approaches, but is more likely to give those who are already well disposed towards the principles and ethos of the programme the practical means through which they can put in place the procedures they need.

Case study #2: local newspaper

A new manager who had been at another company that had achieved IiP saw that the programme could be a solution to two issues: firstly, the company faced a serious staff turnover problem and secondly, as a new strategy was brought in, it was seen as a way of ensuring that all employees were part of the changes.  Before IiP they had undertaken quite a lot of training and HRD related activity – however, the work environment meant that it had to be ‘on the job’ and informal, and this meant it was very difficult for the company to structure or ensure that it was suitable and appropriate, both for the individual and the company’s needs.  The close attention and trust built up by the consultant between herself and the company enabled them to articulate the training they did, thereby highlighting gaps and deficiencies.  They have been able to respond accordingly and have seen as a result a much happier and more productive workforce.

 AUTONUMLGL 
Companies were also asked exactly how IiP had added to the process of making change.  The responses are summarised in Table 3.3.

Table 3.3:  What did IiP add to process of change

	
	Frequency
	Percent1

	Made us more aware
	33
	37

	Provided external motivation
	22
	24

	Provided a structure
	16
	18

	Provided financial support
	4
	4

	Provided us with external consultants
	5
	6

	Nothing
	42
	47


1. Adds to more than 100 as some respondents gave more than one answer.

Over 40% mentioned that IiP made them more aware and/or provided them with external motivation – both features that are not formally parts of the IiP programme.  In other words, the nature and quality of the delivery is central to the success of the programme, much of which depends upon the individual consultants delivering IiP.

What businesses would have done without IiP

 AUTONUMLGL 
One third of surveyed businesses said that they would have carried out a process similar to that they went through as part of IiP.  16% were unsure, and over half (52%) said they would not have done anything similar.  In these cases, the impact of IiP can be said to be wholly ‘additional’, that is, without IiP such processes would not have occurred at all.

 AUTONUMLGL 
For those 43 businesses who might have done something similar and those who definitely would have, it is not necessarily the case that IiP is wholly non​-additional.  They were asked how what they would have done without IiP would have been different from IiP:

· One in five thought IiP was more formal that what they would have done;

· One in five thought IiP was more comprehensive;

· One in ten thought it was less time consuming than what they would have done;

· 14% believed IiP was more accurate than what they would have done and the same proportion acknowledged that IiP allowed them to carry out the processes sooner;

· nearly one in five felt that the objectivity and independence inherent to the IiP process through the external consultant was a benefit that would not have accrued through conducting their own processes; and

· Just fewer than one in five (19%) reported that what they would have done would have been no different. 

 AUTONUMLGL 
In particular, these businesses were asked if they would have used external consultants, a key element to the IiP programme.  70% (one third of all businesses surveyed in Ayrshire) said that they would have or probably would have, suggesting that the ‘additionality’ of the external consultants is perhaps less than for other aspects – although this says nothing about the appropriateness or quality of the consultants they may have used independent of IiP.  

 AUTONUMLGL 
The 47 companies who said they would not have done anything similar were asked why this was so:

· For 8%, it would just ‘not have occurred to them’;

· For just over one in five, it would have been too time consuming without IiP;

· For nearly one in four it would have been too expensive (12% of the whole sample);

· 40% said they just ‘would not have got round to it’;

· and just over one in five said they did not have the necessary expertise to conduct the processes and reviews.

 AUTONUMLGL 
In summary, for all but eight businesses (9%), IiP at least added something to the process of their development.  For a majority, any benefits that came about because of changes through IiP are very unlikely to have occurred without the programme.  The attraction of IiP rarely appears to be an internal technical feature of the programme, rather it is a stimulus to conducting what may well have been acknowledged already by the business as ‘common sense’.  

 AUTONUMLGL 
This is backed up by the finding that over three fifths (63%) experienced no barriers to continuing through and beyond IiP.  Barriers experienced include lack of support from other management (12%), financial constraints (8%) and time constraints (10%).  Very few mentioned barriers resulting from specific features of the programme: 7% said they were hindered by a lack of suitable consultancy and 2% because they had not developed any idea of what to do next.

After IiP

 AUTONUMLGL 
It is a significant and encouraging finding that over 80% of all businesses have either gone for reassessment or intend to do so in the future, despite the fact that there is no material incentive to do so.  This demonstrates considerable commitment to both the principles and the practice of IiP.  Only two companies said explicitly that they would not go for reassessment.  Currently re-assessment is not included in the targets: given its importance in encouraging businesses to maintain changes and developments achieved through IiP, it is felt by EA that this should change.

Case study #3: small-medium sized pharmaceuticals manufacturer

When this company set out on IiP, it made a conscious decision not to bring in any external consultant during the development stage: this was to ensure that everybody in the company had to be involved and to contribute to the process.  Some managers and members of staff remained unconvinced, until, that is, they were able to see the benefits of IiP for themselves as it was put into practice.   The most significant benefits were the company’s ability to provide a more focused training strategy, to improve communication and to undertake quality team work.  The general manager who was in charge of the IiP process did not overlook the ‘formality’ of gaining recognition, but he underlined that IiP was far more than just an award: it is first and foremost a tool that should continue to be used as the company develops.  To ensure that the impetus remained to keep up what they had taken on board through IiP, they decided not to aim for the 3 year re-assessment but for reassessment after one year.

Networking

 AUTONUMLGL 
EA instigated a recognised companies forum in June 1999 which is perceived as having considerable potential.  The fact that the forum is so young goes some way towards explaining why nearly three quarters of all businesses have not been involved in networking in any way, including nearly two thirds of recognised businesses.  Very few of the businesses who have been involved in networking reported much by way of specific benefits from it: half said that it was ‘just good to make contact/network with other businesses’.
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IiP in Glasgow

Introduction

 AUTONUMLGL 
Responsibility for IiP within the GDA sits with the People Development division, having moved over from Business Development in the mid-1990s.  At the same time, GDA expanded its resource commitment to IiP, with an approximate doubling of the internal staff resource deployed on the programme.  Within People Development, IiP sits alongside programmes which are providing support for skills for businesses, as well as inward investment training.  IiP can then be located within a continuum of HRD measures that GDA can deploy at different stages in the life cycle of a local business
The Businesses in the survey

 AUTONUMLGL 
The businesses were spread over the full size range in terms of employee numbers, but with the concentration on the lower size bands:

· 42% had 25 or fewer employees;

· 47% fell in the range 26 to 100 employees;

· 11% had between 100 and 200 employees;

· 5% had more than 250 employees.

 AUTONUMLGL 
The spread of companies by annual turnover reflects closely the employee size distribution – 54% had turnover below £1 million.  The bulk of these businesses fall clearly within the definition of SMEs.

 AUTONUMLGL 
The sectoral distribution of the businesses reflects the modern make up of Glasgow’s economy.

· 38% were in financial and business services;

· 13% were in construction;

· 10% were in wholesale/retail distribution;

· 9% were manufacturing companies;

· 7% were in hotels and restaurants.

 AUTONUMLGL 
Although GDA has marketed IiP successfully on a focused client group basis to not for profit organisations (such as housing associations) this approach has not been effective in the private sector, hence the broad spread of participation by industry.

 AUTONUMLGL 
The legal status of the companies surveyed was dominated by the 75% defining themselves as limited companies.  A further 10% were partnerships and 5% PLCs.  This again fits with the successful penetration of the SME sector.

How and why they became involved in IiP
 AUTONUMLGL 
GDA’s approach to marketing IiP has experimented with sectoral pitches, as discussed above.  Generally, however, the approach now focuses on a broader marketing thrust around the link between HRD and business success – as opposed to ‘selling’ IiP.  New commitments now come through a variety of mechanisms including:

· word of mouth;

· contacts from colleagues in GDA’s Company Development division;

 AUTONUMLGL 
GDA has moved away from major recruitment campaigns and placed greater priority on turning commitments into recognitions.  The bigger recruitment events can persuade people to sign up, but the problem is to convert this into a serious commitment to pursue IiP.  Consultants are also working on trying to re-energise ‘sleepers’ – companies who have committed but done very little to achieve recognition - through workshops and one to one support.  More generally, GDA has invested heavily in staff skills to enable them to market more effectively the skills/business benefits connection.

 AUTONUMLGL 
GDA emphasise strongly the ‘aftercare’ aspect.  This includes:

· easy access at all times to their IiP adviser;

· development and maintenance of IiP business networks, with around 4 meetings per year.  These are probably the biggest gatherings in Glasgow.

 AUTONUMLGL 
This has advantages for the GDA in relation to IiP as recognised companies are setting a direct business example to their committed but as yet ‘unrecognised’ co-networkers.  The business network meetings are used as a platform for making the awards to the newly IiP recognised businesses.

 AUTONUMLGL 
Businesses found out about IiP from a number of sources:

· 35% heard about IiP through a LEC business adviser;

· 5% found out through LEC events;

· 11% were alerted to IiP through other managers within their company;

· only 5% heard through enterprise trust staff or other business advisers;

· 47% cited a wide range of ‘other’ sources.

 AUTONUMLGL 
It is clear from this that GDA staff have played a major direct role in promoting IiP to companies that have subsequently committed.  This may reflect the increase staff resourcing committed to IiP from the mid-1990s, the location of the IiP team within the People Division and the skilling of staff in marketing the skills/business benefit nexus.

 AUTONUMLGL 
The motivations for becoming involved in IiP were mixed, but focused around a number of issues.

· 41% sought to develop strategic business goals and then a HRD/training strategy to achieve their goals;

· 20% were trying to improve staff involvement in the business and secure wider ownership of corporate objectives;

· 20% wanted to develop an HRD/training strategy in line with existing strategic objectives for the business;

· 15% wanted quality benchmarks for either their customers or themselves;

· 9% were interested in assistance in implementing an existing HRD strategy.

 AUTONUMLGL 
A high proportion of the companies were clearly already in tune with the IiP concept at the point of commitment.

 AUTONUMLGL 
Just under half (48%) were responding to a specific business issue – mostly staff/management relations or business expansions.  IiP was undertaken to help address these issues.  In addition, companies looked for a range of other benefits, principally:

· establishing a better understanding of the company’s training needs (38%);

· improving processes and procedures for managing HRD in the company;

· making employees more aware of the business and its needs;

· making employees more aware of their role within the business;

· improving staff-management relations, with raised morale and reduced turnover rates.

 AUTONUMLGL 
Again the factors here reflect a strong sense of the role improved HRD procedures and practices can have on business performance.

The process of going through IiP

 AUTONUMLGL 
Of the 54 companies recognised for IiP, in terms of the time taken to achieve recognition:

· 65% took less than a year;

· 28% took between one and two years;

· only 8% took over two years.

 AUTONUMLGL 
There is no clear yardstick against which to judge these times.  GDA felt that there was a problem for some companies failing to make serious progress quickly enough.  The fact that this is not really reflected in these figures may be evidence of some of the new devices introduced to reactivate some of the less committed companies.

 AUTONUMLGL 
Of the committed companies, the average length of time expected from start to finish was 23 months, within a range of 7 months to 50 months.  This is long in comparison with the realities for recognised companies, but probably reflects differences in company characteristics and the fact that the slower ones will tend to bulk larger in the committed as opposed recognised sub groups surveyed.

 AUTONUMLGL 
In terms of who the companies believed set the pace for the IiP process:

· 84% felt they had set their own pace;

· 11% said it had been agreed with the LEC/IiP consultant.

 AUTONUMLGL 
Given this it is not surprising that 71% argued that the time taken was ‘about the right length’.  Of the rest, around 8% felt it was too long versus 3% who reported it was too short.

 AUTONUMLGL 
On the financial costs to the company of the recognition process:

· 65% felt the costs were ‘about right’;

· 9% felt they were ‘much too high’ and a further 9% ‘a little too high’;

· 18% felt they received good value and that the service was ‘cheap’.

 AUTONUMLGL 
Companies who argued that the costs were too high, were most likely to mention this in relation to the ‘final recognition’ stage of the process.  In face to face interviews, there was a view that this final stage could be closed more briskly.

 AUTONUMLGL 
Most (around 60%) of the companies could not quantify the financial cost of their engagement with the IiP process.  Of the companies able to estimate a cost:

· 1 in 4 thought it was over £3,000;

· over a third estimated between £1,000 and £3,000;

· around a third reckoned it was below £1,000.

 AUTONUMLGL 
Turning to the burden on the company in non-financial terms:

· 30% reported little burden;

· 48% were neutral about this;

· 21% felt there was a burden.

 AUTONUMLGL 
The development stage drew the most negative responses in terms of burden - and also the recognition stage.  From the latter, the companies may have been making more of a ‘value for money’ assessment, i.e. high cost relative to low added value.

 AUTONUMLGL 
The IiP consultant has a critical role to play in guiding the process.  Although 7% of companies reported no impact from the consultant, probably because they did not deal directly with the IiP consultants all through the process:

· 79% rated the consultant as ‘good’ or ‘very good’;

· only 4% reported a rating below neutral on the satisfaction range.

 AUTONUMLGL 
On LEC staff, 15% were not aware of an impact.  Of the remainder, 67% rated the LEC staff highly, with only 8% reporting negatively.  There was little variation in the valuations placed on the GDA staff across the different stages of the process – initial assessment, development stage and final recognition.  However, the (low) level of discontentment with the IiP advisers declined on moving from the initial assessment through the development stage to final recognition.

 AUTONUMLGL 
Companies reported advice from the IiP consultant on a wide range of issues, including:

· how to implement IiP – 76%;

· training issues – 47%;

· linking training and strategy – 43%;

· strategy procedures – 39%;

· staff relations – 31%;

· overall company strategy – 28%;

· other business issues – 26%;

· recruitment – 21%.

 AUTONUMLGL 
It is clear that the IiP process provides an opportunity to provide substantive advice on a range of issues germane to the HRD/business strategy linkage, as well as guidance on the IiP process itself.

 AUTONUMLGL 
In terms of the most useful advice companies received from IiP consultants:

· 37% cited advice on how to implement IiP;

· 10% reported advice on training;

· 30% suggested a range of ‘other’ hard to group pieces of advice.

 AUTONUMLGL 
These findings are a little difficult to interpret as it can be argued that the role of the consultant is to help the business through the IiP process.  It is then the experience of going through the process itself which should raise awareness of, and skills in ranging strategy and HRD issues.  The advice on other more specific issues can be viewed as a bit of a ‘bonus’.

 AUTONUMLGL 
The flip side of the utility coin is also interesting, although only 13 of the 108 businesses was able to identify the ‘least useful’ advice they received – a positive statistic in itself for the GDA’s IiP effort.  The least useful advice was proffered in relation to strategy procedures, training and staff relations.

 AUTONUMLGL 
Overall, 87% of the companies interviewed reported no problems in pursuing the IiP process.  Of the 14 businesses reporting problems with the process:

· 4 cited the amount of time it took;

· the other responses were spread thinly over a wide range of responses.

 AUTONUMLGL 
The combination of the low proportion citing problems and the dispersed nature of the difficulties indicate no serious or concentrated problems with Glasgow’s IiP process.

The difference made by involvement in IiP

 AUTONUMLGL 
IiP is not meant to be simply a badge awarded to companies with ‘good’ HRD practices.  Its purpose is to set standards which promote better practices as companies strive to achieve the standard.  The intention is that these more effective processes will become embedded, with long-term business benefits.

 AUTONUMLGL 
In these circumstances, it is anticipated that things will change inside the companies as a result of the process of gaining IiP recognition.  However, it is very hard for the businesses – never mind external evaluators – to separate out the effects of the IiP process from:

· changes in the market-places of the businesses, including their labour markets;

· other interventions by external bodies;

· on-going changes within the company.

 AUTONUMLGL 
It is also the case that we are clearly dealing here with an investment process which involves scrutinising and probably re-engineering the approaches to business strategy, HRD and the links between them.  The return to this investment may take some time to be realised.

The difference made to training

 AUTONUMLGL 
In terms of the overall training effort inside the companies survey compared to before their involvement in IiP:

· 66% reported that staff received more training in terms of volume;

· 65% said they were ‘spending’ – in the broadest sense – more on training.

 AUTONUMLGL 
These are simple ‘before and after’ comparisons.  They do not necessarily confirm that the increases are due to IiP.

 AUTONUMLGL 
In terms of the type of training which companies provided before and after IiP:

· 81% provided informal, on the job training (58% before IiP);

· 73% now provided formal training (in set-aside time and/or using external providers) compared to 45% before IiP;

· induction training almost doubled (33% up to 62%);

· training leading to a qualification rose from 22% to 32%;

· supervising/management course exposure increased from 17% to 29%.

 AUTONUMLGL 
The increasing training effort is clearly evidenced across a wide range of different types of HRD investment.

 AUTONUMLGL 
In addition to the greater coverage of different types of training, a number of companies said the quality of their training had been enhanced.  This was reported by more than a quarter of companies in relation to both formal and informal training.

 AUTONUMLGL 
Table 4.1 considers changes in the training procedures of companies.  It suggests a number of encouraging findings.

· Throughout the full range of ‘good practice’ arrangements and procedures listed there is significant growth (pre- and post-IiP involvement) in the number companies with these in place.

· For the companies surveyed as a whole – which includes ones still working towards recognition – a very high percentage have achieved these standards, at least in their own estimation.

· The great majority of the businesses still do not have, however, a dedicated HRD department or number of staff.  On the other hand, as we saw earlier the typical IiP businesses in Glasgow are quite small.

Table 4.1: Changes in Training Procedures and Arrangements

	
	Before Involvement with IiP (%)
	Now (%)

	Fixed budget for training
	20
	49

	Plan ahead for training requirements
	36
	90

	Training matrix for staff (or equivalent)
	13
	56

	Training/HRD staff/dept
	10
	21

	Someone in management with responsibility for HRD
	44
	89

	Training focused on needs of businesses
	44
	91

	Training focused on needs and abilities of individual staff
	37
	89

	Examine potential of any course before sending someone on it
	35
	91

	Evaluate training approaches
	31
	89


 AUTONUMLGL 
The IiP process, if it is to promote sustainable change inside of organisations, needs to change attitudes as well as procedures.  The evidence is that there have been significant attitude changes among the Glasgow companies surveyed.  The bigger swings in attitudes were the increases, compared to the position prior to IiP, in the proportions saying training:

· is crucial to the development of the business (up from 31% to 62%);

· can improve how staff do their job (up from 27% to 54%);

· is a means of developing staff capacity for future industry developments (up from 15% to 35%);

· is a means of motivating staff (up from 11% to 32%).

 AUTONUMLGL 
These changes can be contrasted with the more modest growth (from 18% to 21%) in the proportion of employers giving the more ‘matter of fact’ statement that training was done ‘so staff can do their job’.  The attitude changes are much more focused around concepts central to enhancing and sustaining a competitive and dynamic business.

 AUTONUMLGL 
It is also important to register the concomitant decline in negative attitudes towards training.  Prior to IiP around 5% of companies said training was too costly relative to benefits, in a broad sense.  This fell – albeit modestly – to around 3% after exposure to the IiP process.

 AUTONUMLGL 
Another dimension of the impact of IiP relates to the preparedness of the companies to become involved in a range of training programmes.  As a result of the IiP engagement:

· 14% had become involved in Skillseekers;

· 11% had become involved in Training for Work;

· 23% had become involved in New Deal.

 AUTONUMLGL 
These are significant proportionate increases in involvement in key government programmes, achieved over a relatively short time period.

Impacts on Business Strategy and Communications

 AUTONUMLGL 
IiP’s impacts on business strategy and staff communications are summarised below.  The key points to note are:

· the across-the-board and substantial increases in the proportion of companies reporting more positive stances post-IiP;

· the high proportion of businesses now reporting that they have good practice procedures in relation to business strategy development and staff involvement.

 AUTONUMLGL 
Survey evidence is always difficult to interpret, but these are striking findings.  Significant change has clearly been achieved inside this group of companies.

Table 4.2: Changes in Strategic Development and Staff Communication Procedures (%)

	
	Before IiP Involvement
	Now

	Formal business strategy
	48
	91

	Strategy reviewed on regular basis
	47
	90

	Staff (outside management) involved in strategy reviews
	20
	57

	Staff informed of developments
	37
	88

	Regular meetings with staff
	40
	70


 AUTONUMLGL 
Table 4.3 summarises the way the IiP process impacted on the change processes inside the companies involved.

· The most important impact was achieved through the structure provided for dealing with HRD and linked business strategy issues, mentioned by 55% of the businesses.

· Raised awareness of the importance of HRD in the business strategy process was cited by 25%.

· External motivation to engage and pursue the process of working towards the standard was mentioned by 16%.

Table 4.3: Contribution of IiP to Process of Change

	
	Frequency
	(%)

	Made us more aware
	27
	25

	Provide external motivation
	17
	16

	Provided a structure
	59
	55

	Provided financial support
	0
	0

	Provided us with external consultants
	6
	6

	Other
	7
	6

	Nothing
	14
	14


Note:  Percentages add to more than 100% as some respondents gave more than one answer.

Impacts on the business

 AUTONUMLGL 
Nearly two thirds (64%) felt that the IiP process had impacted on the way their business operated.  Of these, the details of changed business operation included the following:

· 51% felt their staff were better motivated;

· 40% saw their staff responding better to training;

· 14% believed the roles staff could perform had been expanded;

· 10% reported increased productivity.

 AUTONUMLGL 
Given the increasingly acknowledged importance of effective networking for building the competitiveness of SMEs in particular, it is also important to point out that:

· 50% had been involved in networking activities with other IiP companies;

· 83% of these felt there were some benefits to be derived – although a large percentage of these fell into the ‘just good to network’ category.

 AUTONUMLGL 
The longer run acid test in terms of IiP’s impact on business objectives would be the feed through to performance.  Since becoming involved with IiP:

· 42% reported their turnover had been increasing;

· 41% reported increasing profits;

· 10% reported declining turnover and profits.

 AUTONUMLGL 
Of all the companies surveyed, 27% believed IiP had made a ‘specific contribution’ to turnover or profitability.

 AUTONUMLGL 
Companies also reported unforeseen benefits arising from the IiP process.

· 32% of the 108 companies surveyed were able to cite unanticipated benefits;

· for these companies, the most often quoted benefits were better communications between management and staff (57%); staff more part of a team working to achieve business goals (49%); and a greater awareness among staff of the business goals (46%).

 AUTONUMLGL 
These are important benefits as they demonstrate how the impact of the IiP can spread throughout the company.  This raises the likelihoods of significant quantitative benefit to the company’s bottom line and of embedding the process changes and gains in the organisation.

Going for Reassessment

 AUTONUMLGL 
A good test of the value of most processes is whether you would keep with it.  Reactions to the re-assessment procedures within IiP allowed us to test this.  The Glasgow companies surveyed were very positive, with 91% saying they would aim for reassessment. The main category not responding positively were the 5% of companies who said they were unaware of the re-assessment procedures.

Role of IiP in change

 AUTONUMLGL 
The role of IiP in the change process was described in the following ways by the companies surveyed.

· For 33% IiP had persuaded them of the need for change and assisted in its implementation.

· For 23% they were already aware of the need for change but were struggling to make this happen before IiP.

· For 22% change was already in train, but IiP helped facilitated the process.

· For 7%, IiP made for a more effective process of change, even although it was already happening.

 AUTONUMLGL 
Only 7% reported that IiP had no impact on the change process.  This line of questioning suggests IiP impacted positively on over 90% of the companies.

 AUTONUMLGL 
Pursuing a different line of questioning nearly half (48%) of the companies said they would have gone through an IiP-type process even if they had not committed to IiP.  A further 9% felt they might have done this.  The balance (44%) attributed the whole change process to IiP.  For these companies, in the absence of IiP:

· nearly two thirds said they would just not have got round to it;

· 15% would have found it too time consuming;

· 9% felt it would not have occurred to them.

 AUTONUMLGL 
Even among the 48% of companies who would or might have done something similar to IiP, there may nevertheless be process impacts which mean there is more long-term benefit to the business than if they had ‘done it themselves’.

· 43% believed that IiP led to a more comprehensive approach;

· 32% argued it was more formal;

· 9% saw IiP as a more accurate process;

· 7% considered it to be a more independent and objective approach.


However, 30% felt that IiP made no difference.

 AUTONUMLGL 
Putting these various findings together suggest that IiP contributed positively to the change process in one way or another for over 80% of the companies involved, close to the earlier estimate of 90% plus additionality, measuring this in a broad way.
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 AUTONUMLGL 
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seq chapter \hOf the 110 businesses interviewed for the Renfrewshire Enterprise (RE) part of the Review, 31 were had achieved IiP and 79 were committed to the programme.  The size of the businesses in terms of employee numbers is relatively small according to those who replied (all but 8 businesses were able to respond here):

· Over half of the businesses (54%) employ less than 25 people, including 30% employing less than ten;

· A further 28% employ between 25 and 100;

· 12% employ more between 100 and 250;

· 6% employ more than 250 individuals.

Only half the respondents were able to give the annual turnover of their business.  On this measure as well, businesses are relatively small: 10% have a turnover between £25,000 and £100,000, 10% between £100,000 and £250,000, 20% between £250,000 and £1m and only 10% above £1m.  The small size of businesses is likely to be influenced by the importance of enterprise trusts (who only deal with businesses with less than 25 employees) – see 5.3..

 AUTONUMLGL 
The businesses interviewed come from a range of sectors:

· 25% manufacturing

· 13% financial, business services

· 12% education

· 12% in ‘other community/social’

· 11% wholesale/retail trade

· 9% transport & storage

· 5% construction

· 5% health & social work

· 8% other

Most of the businesses are Limited (66%), the others being mainly either Partnerships (13%) or Sole traders (13%) with another 5% Plcs with 3% in ‘other’.  This broad range of businesses reflects RE’s policy of not pursuing a sectoral approach.  The diversity is a strong point for RE.

How and why they became involved in IiP

 AUTONUMLGL 
The role of the LEC has been crucial in businesses finding out about and becoming interested in IiP.  Only 10% had heard about the programme through a channel not related to the LEC network (mainly through other management staff of their own company).  Many businesses cited more than one source of information:

· 40% heard about it through local enterprise trust;

· 39% through LEC events;

· 23% through LEC advisors;

· 18% through IiP consultants.

The strong showing in this regard of the enterprise trusts is to some extent a reflection of RE’s policy of using bonus payments, in the case of at least one trust, for recognitions.  The local emphasis within this structure for marketing IiP may also be behind the presence in the programme of such a broad range of organisations (5.2.).  As with other LECs, RE promote IiP alongside other business/organisation development programmes, in this case their Skills for Small Businesses Programme.  IiP is suggested as the vehicle within this for addressing specifically human resource/strategy issues.  They have also been developing a ‘Fasttrack’ IiP model which has so far been relatively successful in bringing people on board.

 AUTONUMLGL 
Most of the respondents identified particular reasons and objectives for becoming involved in IiP.  Only 15% said they did not have a specific goal or reason in mind when they committed themselves to the programme.  Again, businesses often gave more than one answer, reflecting the breadth of the programme and of the needs of businesses who feel it is appropriate for them:

· Half wanted ‘to develop strategic business goals and then develop a human resource/training strategy in order to achieve these goals’;

· Two fifths wanted to ‘improve staff involvement in the business’;

· Only 4% were ‘persuaded by LEC staff’;

· Slightly more were ‘forced by their parent company’;

· Half wanted to improve staff-management relations;

· Two fifths wanted to solve a production or consumer care problem; and

· One in five wanted to be able to delegate responsibility.

 AUTONUMLGL 
When asked if there were any other hopes and expectations for how they might benefit from their participation in IiP beyond the primary reasons for getting involved, respondents cited support to improve their business structure and organisation and to develop the capabilities of and opportunities for their staff. Again, there were often multiple responses:

· 51% wanted to ‘improve the procedures and process to structure human resource development in their company’;

· 37% needed ‘a mechanism to implement strategic business objectives’;

· 19% wanted to ‘make employees more aware of the business and its needs’;

· 19% wanted to ‘make employees more aware of their role within the business’;

· 14% wanted to ‘establish a better understanding of the business’s training needs’;

· 12% to satisfy customer quality requirements; and

· 13% wanted a ‘concrete, objective analysis of the impact of training on business performance.

 AUTONUMLGL 
These findings suggest strongly that businesses have become involved in IiP for positive reasons in line with the principles and rationale of the programme and because they saw it as a good thing in itself, rather than for public accreditation (‘the plaque on the wall’) or because others wanted them to.  However, it is possible that businesses’ responses have been coloured by the IiP terminology and jargon they have come across as part of the programme, and that respondents are not recalling any vagueness of purpose or misgivings the business may have actually had at the time.

Case study #1: small-medium sized marketing business

The managers of this medium size company became involved in IiP because they wanted recognition for what they already had in place, which they thought satisfied already most of the conditions required for the standard.  They already had a formal training structure for all categories of staff: a great amount of time and of money was dedicated to training.  Nevertheless,  a lot of effort was put into IiP and as a result they gained a better structure for their business strategy, improved the organisation of their training structure and saw an improvement in staff relations.  The company was committed to the kind of spirit that IiP tries to instil prior to their involvement, but with support from IiP they were able to go still further.  One of the main elements of success for this company was the importance of the relationships with the IiP consultant.  The business has done well in training awards and has also planned to become an Accredited Training Centre in its own right to be able to deliver SVQs.

The process of going through IiP
 AUTONUMLGL 
IiP is delivered by consultants, of whom RE have a pool of about seven or eight.  Most of these have some sort of sectoral specific expertise, which the LEC aim to utilise wherever possible.  The LEC maintains a ‘hands-off’ role and reacts to management issues as they arise, e.g. variable quality in consultants’ reports. 

 AUTONUMLGL 
31 businesses in the survey had achieved IiP. 

· 50% took less than 12 months;

· 20% required between12 and 24 months;

· 30% took more than two years.

Although the numbers which are the basis for the analysis are small, the size of the business does not appear to have been a factor in how long recognition took. 

 AUTONUMLGL 
Those business who were committed to IiP but had not yet achieved recognition expect to go through IiP on average in 18 months (minimum 2 months and maximum 4 years).  There is some evidence to suggest that the smallest businesses (less than 10 employees) are less likely to expect the process to take a very long time, with only 4% expecting it to take more than two years, whereas 50% of those businesses with more than 100 employees expect it to take more than two years.  For the interpretation of subsequent results, it is important to note that nearly three fifths of committed business had only committed in the last six months, in other words, they are likely to be at a relatively early stage of the process.

 AUTONUMLGL 
IiP consultants appear to have had a strong role in the process, with two fifths of all business reporting that the pace of the process had been decided by the IiP consultant.  Just fewer than a third of businesses said it was they who had dictated the speed and 20% that the pace was the result of an agreement between them and the consultant.  Four fifths reported that the time taken to go through the process was about right.  Just over 10% thought it was too short on the grounds that there was too much to do in the given time.  The remainder felt it took too long for a range of reasons e.g. too many elements, too little support.

 AUTONUMLGL 
Only 1% of businesses did not keep their staff informed or involve them in the IiP process. This finding adds weight to the view that businesses were doing this for more than ‘show’, but were genuinely committed to what IiP could do for them internally:

· 60% of the businesses have put on ‘regular meetings/workshops specifically on IiP’

· 20% included IiP on their regular meeting agenda

· 30% communicated only through ‘word of mouth’.

The bigger the businesses are, the more likely they are to have in place formal means of informing and involving their staff in the development of IiP.  

 AUTONUMLGL 
RE pays for both diagnostic and development costs, but not assessment, although in the past help with assessment costs has also been provided by the LEC in some instances.  About 70% of respondents were unable to give the total cost of going through IiP to the business.  Of those that did know, 6% spent less than £500, 44% between £500 and £1,000, 25% between £1,000 and £2,000 and 25% more than £2,000.  The bigger a business was, the higher its financial input tended to be.  In general, however, respondents felt that the business’s financial contribution towards IiP was fair given the service which they received.

· 10% thought it was good value or very good value;

· 70% thought that the cost overall was about right;

· 20% thought that it was too high or a little too high.

No distinction appears to be made between different inputs required at different stages of the process.

 AUTONUMLGL 
Regarding the (non-financial) burden of going through IiP, half rated it ‘3’ on a scale of 1 to 5, with 30% saying it was ‘1’ or ‘2’ (not much of a burden or very little burden) and 20% feeling that it was ‘4’ or ‘5’ (a burden or a great burden).  The initial stage appears to be the least demanding part of the process.

 AUTONUMLGL 
Businesses were very positive about the overall input of the consultant: 55% rated him/her ‘4’ or ‘5’ on a scale of 1 to 5 (with ‘1’ the worst, and ‘5’ the best ratings) and  25% rated the consultant ‘3’.  Less than 15% rated him/her ‘1’ or ‘2’.  Again, there appears to be little distinction made between different stages of the process.  Contact with LEC staff has been much less (not surprising given the central importance of the consultant in the process and the RE’s policy of taking a ‘hands-off’ role), but the proportions scoring them on a ‘1’ to ‘5’ scale are similar to the scores for the consultants.

 AUTONUMLGL 
The most common topic on which advice was received from the consultant was training, with 94% reporting this.  Four fifths said they received advice about recruitment and two thirds about ‘other business issues’. 60% said they received advice regarding on how to link strategy to training.  Only 25% said they received advice on training issues.  Two fifths received advice on only one or two topics, and only just over a quarter received advice on four or more.  

 AUTONUMLGL 
However, nine out of every ten businesses said they received advice on how to implement IiP.  The fact that almost 60% of businesses reported that this was the most useful advice they received from the consultant might suggest that businesses are more concerned about achieving the standard as opposed to putting in place new procedures for their own sake and so on.  This is at odds with other findings which have suggested that when businesses embarked on IiP, they were more focused on what IiP can do for them than the standard (see 5.4.).  A possible explanation is that actually going through the process (perhaps especially for smaller businesses who form a large proportion of the RE survey) is harder than expected; but it may be a reflection of where the consultants (who often have a lead role in the process, e.g. over the pace of development) place the emphasis.

 AUTONUMLGL 
Businesses appear to experience few problems when going through the IiP process.  Only 10% faced any problem as a result of the IiP process, which stemmed largely from time and ‘hassle’ factors.  In terms of maintaining IiP nearly two thirds have not faced any problems, one in ten have experienced a ‘lack of support from other management staff, one in ten ‘financial constraints’, another one in ten ‘lack of appropriate course’ and the same proportion ‘lack of suitable consultancy support’.  Only 5% mentioned ‘time constraints’.

The difference made by involvement in IiP

 AUTONUMLGL 
It is not enough that businesses should have positive views on the process and welcome any advice that comes through Investors in People.  For it to justify public spend, it must have an impact on the recipient company’s competitiveness – this could be in the form of a bottom-line impact on turnover or profitability, in terms of greater efficiency or in terms of a better structure for employees (in the context of continual development and life-long learning).

 AUTONUMLGL 
Assessing if and how IiP has had such impacts on participating businesses is not necessarily straightforward.  Because the developments sought relate to processes and structures (as opposed to specific business initiatives, such as a product launch, a foray into a new market or a cost cutting exercise), the impacts are likely to be less tangible and more qualitative, and furthermore, may only become apparent over a relatively long timescale, for example as more staff benefit from new training procedures.  The fact, therefore, that responses to questions seeking to elicit these impacts necessarily have a subjective element should be borne in mind when assessing the survey’s findings in this regard.

The difference made to training

 AUTONUMLGL 
Although levels of training undertaken now appear to be very high, they were also high before involvement with IiP.  For example, although nine out of ten businesses say they now undertake induction training for new staff, eight out of ten reported that they were doing this anyway before IiP.  Half say they now undertake training that leads to a formal qualification, but nearly a third did so before. Only 30% of businesses reported that the amount of training they undertook had gone up, with the vast bulk of the remainder reporting that it had stayed the same – this may change as those businesses who have just begun IiP start to develop their training provision.  Furthermore, many businesses have been able to report an increase already in either quantity or quality or both: for example, of the 80% who reported undertaking health and safety training prior to IiP, 90% said it was now more extensive and better quality.

 AUTONUMLGL 
The overall suggestion is that while IiP may have not done much in terms of radically altering training patterns, it has enabled firms to do more and better training – this is not an insignificant impact.

Case study #2: small-medium size service business

IiP was part of the company’s overall strategy – it was also committed to programmes such as ISO 9000.  Training is part of the company’s philosophy.  The management got involved in IiP in order to reward employees, to recognise the work that was put in the programme and to acquire status and profile for their company.  IiP has brought about significant differences in training procedures: more money is dedicated to training, more formal structures are in place and training is more tailored to individuals.  IiP also increased awareness of particular issues related to training (for example the need to assess the quality of a training course after individuals had taken part in it).  Before IiP, training was considered as “something you had to do”, and after IiP it became considered by the management as “something you wanted to do”.  The greatest contribution of IiP was to give them the confidence to make changes.

However there were significant constraints in terms of the time and hassle inherent in IiP.  Management staff also thought that IiP was more appropriate for service industries rather than manufacturers.  IiP was also seen as too paper-oriented and too much company-driven, rather than individual-driven.  The management therefore, despite the very positive results achieved by this company through the two years of going through IiP, decided not to go through the recognition phase.  Instead they have become involved in SVQs, considered more rewarding for employees.  However, it seems although they did not formally complete IiP, the programme played a significant role in leading them towards SVQs.

 AUTONUMLGL 
Although there may not have been many radical changes to the specific training undertaken by businesses yet, it seems that there have been changes in terms of arrangements in place to support training: compared to before involvement in IiP, they have become more formal and structured.  Training is thought about more and is now more likely to be embedded in a wider strategy: needs are assessed, training is evaluated, and is assessed against potential staff benefits.  However, the percentages reporting having certain features even now is low, so although the improvements are encouraging, it has to be remembered that the base in this regard is low.  Table 3.1 summarises these findings.

Table 3.1:  Changes in training procedures and arrangements

	
	Before involvement with IiP (%)
	Now (%)

	Fixed budget for training
	42
	51

	Plan ahead for training requirements‘
	22
	43

	Training matrix for staff (or equiv)
	8
	24

	Training/HRD staff/dept
	3
	18

	Someone in management with responsibility for HRD
	8
	27

	Training focused on needs of business
	21
	38

	Training focused on needs and abilities of individual staff
	20
	30

	Examine potential of any course before sending someone on it
	29
	36

	Evaluate training afterwards
	31
	37


 AUTONUMLGL 
There have been clear shifts in attitude that appear to be caused by involvement with IiP.  The answers suggest that training is now seen far more as integral to the strategy of the business and as an important asset for staff than before IiP.  For example, whereas less than a third saw training as vital if staff were to do their job, now three quarters see training as fulfilling this (crucial) function.  An even higher proportion (80%) now feel that training is a way of enabling staff to improve their performance – before IiP involvement, only 10% thought this.  Nearly half now see training as crucial to their business where one in twenty thought so before.  Also encouraging is the big increase in businesses who see the role of training in promoting loyalty amongst staff and keeping employee turnover down: 30% now compared to just 5% before.

 AUTONUMLGL 
With the growth of such positive attitudes there is a concomitant reduction in overtly negative attitudes: before involvement with IiP, more than one in five businesses considered training to time-consuming relative to the benefits they might expect to derive from it; now only 8% feel this.  Likewise, whereas over a third prior to IiP felt that training was too expensive relative to likely benefits, now only one business still feels this way.  Half felt that the training they undertook was not relevant: only 3% maintain that view.  The same proportion thought that training would encourage employees to leave – again, only 3% still feel that training is likely to increase rather than decrease staff turnover.

 AUTONUMLGL 
Some two fifths of businesses were able to demonstrate that any changes in attitude towards training brought about by IiP by their becoming involved in other training programmes, including one in five who have become involved in two or more such programmes:

· 34% have become involved in Skillseekers;

· 16% in Training for Work;

· 20% with the New Deal.

Impacts on Business Strategy and Communications

 AUTONUMLGL 
Procedures and structures not relating directly to training have become more formalised, structured and regular for many businesses through IiP for many but by no means all businesses.  Table 3.2 shows what proportion of businesses had certain strategic and communication procedures both before and after their involvement with IiP.

Table 3.2:  Changes in strategic development and staff communication procedures

	
	Before involvement with IiP (%)
	Now (%)

	Formal business strategy
	23
	40

	Strategy reviewed on a regular basis
	19
	38

	Staff (outside management) involved in strategy reviews
	4
	15

	Staff informed of developments
	7
	16

	Regular meetings with staff
	22
	36


Impacts on the business

 AUTONUMLGL 
30% reported that IiP had made a difference to the day-to-day running of their business.  This proportion is likely to increase as those who have only become involved in the 6 months up to the survey move through the programme.  Of these, two thirds commented that staff were more motivated, almost half that the range of tasks that staff are able to undertake is much greater and 46% that managers are more willing to delegate.  This is feeding through into improvements in terms of what the businesses offer: 16% specifically mentioned reductions in customer care problems and one fifth cited increased productivity.

 AUTONUMLGL 
When asked if there have been any unforeseen benefits arising from the IiP process, the results are far more positive than when aspects of the day-to-day running of the business were brought up.  This suggests that while there have been many improvements, not all have (yet) fed into the specifics of the business.  It is also shows that many businesses enter IiP without fully appreciating how they might benefit from it – it would appear, therefore, that the marketing of IiP is not making full use of the available evidence of the benefits.  In terms of such unforeseen benefits:

· 65% reported better communications between management and staff;

· 15% thought that staff were more involved in achieving business goals;

· 10% said that they improved their control of the company;

· others (less than 10%) reported that they were more able to delegate and the same proportion that staff were now more aware of the goals of the business.

 AUTONUMLGL 
However, IiP is only rarely attributed with major or noticeable impacts on the businesses’ bottom-line performance: 84% reported that their turnover and profit had not changed, 2% that they had actually decreased leaving only 14% who reported increases.  It is probable that for those businesses who have only recently started IiP it is too early for any changes to have been brought about and in other cases it may be that the respondent did not know about such increases; but for many it may well be because IiP is not having the desired impact.  15% thought that IiP made a specific contribution to their turnover/profit (with those whose turnover and profits have been increasing far more likely to say IiP has contributed positively to the bottom-line than those for whom turnover and profits have not changed or decreased), although very few could specify the extent of this contribution.

The role of IiP in change

 AUTONUMLGL 
When asked to identify which of a series of statements best summed up the role that IiP had played in the process of change and development, half said that IiP had not persuaded them to make any changes.  It is possible that respondents are assuming that what they know and think now, having been through IiP, they also knew and thought when they began, which may not be the case (even if they became involved only relatively recently).  However, this does suggest a somewhat low level of ‘additionality’ on the part of the programme.  The remainder of the respondents answered as follows:

· 16%: “IiP persuaded us to make changes and helped them to implement them”;

· 11%: “We already wanted to make changes but until IiP we were unable to put them into practice”

· 9%: “We were already making changes but IiP facilitated the process”;

· 5%: “We were already making changes but IiP made the changes more effective”;

· other responses identified by only a few include “we were already making changes and IiP had no bearing on this” and “IiP made us realised that changes were good but we implemented them without any help from IiP”.

 AUTONUMLGL 
Of those for whom IiP did add something:

· 51% of the respondents thought that IiP added ‘a structure’

· 53% thought that IiP ‘made them more aware’

· 31% that IiP provided ‘an external motivation’

· Only 4% commented on the fact that IiP provided ‘financial assistance’ and 2% ‘external consultants’.

What businesses would have done without IiP

 AUTONUMLGL 
Regardless of whether businesses feel that IiP has made significant changes, there is evidence regarding whether they would have carried out a similar review process as that involved in IiP.  Seven of every ten said they would not have carried out any such process or review.  This includes a very high proportion of those (the 50% in 5.30.) who reported that IiP had little or no impact in terms of bringing about changes in the business: 85% of these businesses said that they would not have carried out the process – while it is possible that there has been no difference for them as a result of going through IiP, it is probable that IiP allowed them to ‘check up’ and confirm that they were happy with their procedures and systems.  In other words, by encouraging confidence IiP has, for these businesses, still served a useful businesses development role.  The high levels of training undertaken already by firms in Renfrewshire (see 5.20.) would suggest that this may well be the case for many.  Two fifths said they would have carried out a process similar to that of IiP with the remaining ten percent saying that they might have.

 AUTONUMLGL 
Of the 70% who said they would not have carried out a similar process:

· Just over half (51%) said that without IiP it would have been ‘too time-consuming’;

· 48% cited financial barriers;

· 47% said they would not have had the know-how internally to undertake them;

· 49% said that ‘they just would not have got around to it’;

· for 10% the expected benefits from such processes (without IiP) would have been outweighed by their required input;

· 9% said that undertaking such a process just would not have occurred to them.

The strong impression is that many businesses saw the benefits of reviewing procedures and attempting to improve their internal structures prior to IiP, but lacked the wherewithal or the motivation to do them.

 AUTONUMLGL 
For those who said that they would have carried out something similar to IiP without the programme, it is nevertheless clear that in the majority of these cases, IiP did add something extra.  Only 2 businesses said that IiP was no different from what they would have done.  In particular, the IiP process added qualitative elements concerning the organisation, the structure and the efficiency both in terms of time and results.

· 50% thought that IiP was ‘more comprehensive’;

· 43% that it was ‘more formal’;

· 20% that it was ‘objective and independent’;

· 23% that the ‘process took less time’ 20% that the process ‘was more efficient’.

Very few businesses appeared to consider the more material support as important: 7% said IiP was ‘less expensive’ and 7% said that IiP ‘put the company in touch with training provider’.   Regarding whether these 30 businesses would have been prepared to pay for external consultancy, half said that they would have with another 17% saying that they probably would have and 30% that they definitely would not with the remaining 3% saying that they probably would not have.

After IiP

 AUTONUMLGL 
An impressively high proportion, 87%, said that they will aim for re-assessment.  Only 3% will not (two businesses said it would be too much hassle, another said it was too expensive), while the remaining 8% did not know about re-assessment.  Only 2% have already been re-assessed successfully.  This demonstrates commitment to IiP on the part of most businesses: not only do they aim for the recognition at a point in time, but have a long-term commitment to IiP.  This is particularly encouraging given the LEC’s historically low emphasis on re-assessment (as opposed to getting businesses interested at the front end).  However, the commitment is only in theory – the conversion of commitments through recognitions to re-assessment still needs to happen.

 AUTONUMLGL 
20% of respondents reported that their business has been involved in networking activities.  There is no difference here between committed and recognised businesses.  RE offer networking opportunities for both, but it is nevertheless encouraging that one fifth of businesses who have committed only are showing such an active interest.  Of the businesses involved in networking activities, half said that it was ‘just good to make contact with other businesses’, just over two fifths appreciated the ‘shared interest in IiP/training issues’, and a quarter ‘shared knowledge of local training providers’.  Only 5% said an advantage of networking was the opportunity to collaborate with other firms ‘to lower the costs of training’ and 9% made ‘marketing/sales contacts’.  Only 14% said they had not gained anything from networking with other businesses involved in IiP.  

In summary

 AUTONUMLGL 
IiP has encouraged businesses in Renfrewshire who have participated to develop their own thinking about training and how human resource development fits with their strategy.  It has also encouraged many participating businesses to begin to develop the structures and processes which inform and support the training they undertake.  However, many businesses have not made such changes, and many are unable to report significant positive impacts on the business, in terms of changes to how it is run, whether there have been ‘bottom-line’ impacts and the role IiP has had.  The fact that many of the businesses surveyed had only recently become involved goes some way towards explaining this – it would seem that many businesses are at an early stage of the process.

 AUTONUMLGL 
There is some evidence to suggest that consultants have a significant input to the content of IiP delivery relative either to the LEC or the businesses themselves.  While this is not necessarily of concern (see the positive findings regarding consultants, 5.14.), the LEC should take steps to assure itself that consultants are not putting too much emphasis on ‘jumping through the hoops’ (5.16.), but are focusing on business and HRD development for its own sake. 

ANNEX A
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Summaries of Dunbartonshire and Lanarkshire Reports

Dunbartonshire Enterprise Review

A

seq ZA21
Cambridge Policy Consultants conducted an evaluation of Dunbartonshire Enterprise’s (DE) Investors in People programme in February 1999.  The full report is contained in Annex B.  The objective of the study was to provide the information necessary to report on the original ERDF application targets and also to give some assessment of companies’ perceptions of why they became involved in IiP, their views on the strengths and weaknesses of the process, and their assessment of the benefits arising from participation in the programme.  The study was conducted using IiP monitoring information and telephone interviews with 31 SMEs, 22 of whom who had achieved IiP recognition and nine of whom were committed.  As part of this study, Cambridge Policy Consultants revisited DE to include any changes or developments and to further enhance the understanding of the background and circumstances of IiP in Dunbartonshire.

A

seq ZA22
A critical factor for Dunbartonshire is that whereas IiP nationally is aimed at businesses with more than 10 employees, 83% of Dunbartonshire businesses employ less than 10.  Given the particular pressures and circumstances which apply to businesses of this size, it has been crucial for DE to develop responses appropriate to their potential client group.

A

seq ZA23
IiP in DE sits within the Economic Development section and is sold very much as a business development tool (as opposed to a ‘badge’).  Furthermore, they have developed a pathway which enables local Enterprise Trusts to bring small businesses through their Skills for Small Businesses programme which can lead to a Training Needs Analysis and subsequently a Training Plan.  Having encouraged people to think about their people in this way, businesses are more likely to be ready and willing to commit to IiP.

A

seq ZA24
Although there survey findings suggest that DE businesses have had similar experiences of IiP to those in other LEC areas, there are some differences of note.  The main survey findings are as follows:

· Businesses were smaller than for other LECs, with over 40% having ten employees or less.

· Although there were a range of sectors represented in the survey, nearly a third were in the professional services sector: small accountants, high street solicitors and so on.

· 70% of businesses first found out about IiP through the LEC, predominantly through more general contact they had with them, emphasising how DE embed IiP into a wider relationship with individual businesses.

· Not unexpected for a sample with so many small businesses, there were few who had formal arrangements and procedures in place for training.  However, a majority already undertook formal (as well as more informal) training prior to IiP.

· Most businesses became involved in order to improve the management of their business generally or in regard specifically to HRD.  Many also mentioned a desire to get their staff more ‘involved’.

· Businesses were happy with the process of going through IiP, in terms of time, other burdens and the quality of the consultant.  There was, however, some anecdotal evidence that businesses who were not involved in IiP had the perception that the programme was a real hassle and unlikely to be worth the effort or required financial input.

· There were developments in terms of businesses’ training budgets and business plans, although these usually entailed formalising what was already there.  The content of training did not appear to be affected.

· There were significant developments in businesses’ staff appraisal and (in particular) their evaluation of training.  Businesses on the whole felt more confident about the training they were undertaking than before.

· Nearly half reported that staff were now more involved in the business, and a fifth noted improvements in attitude towards training.

· Some nine out of ten surveyed businesses reported that IiP had had a positive impact on the ‘bottom line’, although very few were able to estimate what this might be.

· Over 90% of businesses said that IiP was at least partially additional (they may have put in place new structures, but the process would not have been so effective or efficient), with almost half saying it was fully additional.

· Three quarters of recognised businesses attend meetings of the Recognised Companies’ Forum, with more than half of these attending ‘regularly’.

· Overall, IiP has been performing well in DE, and has been able to reach out to smaller businesses successfully.

A

seq ZA25
DE are expecting to hit their 1999/2000 target for 30 recognitions: in January, they had 34 businesses who had booked their assessment.  This success, as with other successful LECs, is largely perceived to be the result of tight management by the LEC of the IiP process.

A

seq ZA26
DE have about 10 consultants ‘on the books’ of whom they use five on a regular basis.  They try to match businesses with consultants who have particular expertise, for example, a former solicitor does small professional businesses.  Soon after the CPC evaluation, DE further tightened the procedures already in place.  Consultants were asked to provide detailed assessments of where businesses were along the IiP process and monthly reports were subsequently required.  A flexible milestone system is in place for consultants, each of which when reached, trigger payment from DE.  Although these changes initially took consultants a little by surprise, all involved have been able to see the benefits of greater clarity and better understanding of expectations.  DE have been able to spot any problems early on and provide appropriate support to the consultant where appropriate – although it should be noted that such problems have rarely arisen.

A

seq ZA27
DE were one of the first LECs to introduce a system of fora to support both those businesses going through IiP and those who had achieved recognition.  They estimate that at least three quarters of recognised businesses attend one forum a year.

A

seq ZA28
DE have recognised that given an approximate timescale of between 15 and 18 months for businesses to go from commitment to recognition, it is important that DE identify potential businesses well in advance of future target dates.  However, despite their success recently, this is becoming harder as those businesses who are amenable to interventions such as IiP have gone through or are going through leaving a relatively hostile ‘residue’.  Having consultants who are specialists in a sector, such as construction, and who are known and respected within it may prove to be vital in overcoming this.  Other possibilities include a “buddy” system where a recognised business links up with a similar business not yet involved and pushing IiP more at their HRD development Forum.  DE also recognise that they currently only have about 10% of all Dunbartonshire businesses on their mailing list.

Lanarkshire Development Agency Review

A

seq ZA29
Cambridge Policy Consultants conducted a review for LDA of their IiP programme at the end of 1998.  The full report is contained in Annex A.  The primary objective of the study was to provide the information necessary to report on the original ERDF application targets and give a brief assessment (only) of companies’ perceptions of why they became involved in IiP, their views on the strengths and weaknesses of the process, and their assessment of the benefits arising from participation in the programme.  The study was conducted using IiP monitoring information and telephone interviews with 15 Lanarkshire SMEs who had achieved IiP recognition.  As part of this study, Cambridge Policy Consultants revisited LDA to include any changes or developments and to further enhance the understanding of the background and circumstances of IiP in Lanarkshire.

A

seq ZA210
The early development of IiP in Lanarkshire after its introduction in 1991 was undermined by the Ravenscraig closure and the programme initially received relatively little attention.  In 1995 LDA moved IiP from Training to Business Development (now Competitive Companies) which helped to improve businesses perceptions of what it was all about.  From a slow start, therefore, IiP is considered to have increasingly gathered momentum, particularly in the last two years.

A

seq ZA211
Although the small sample size of CPC’s 1998 study makes comparisons with findings from the other LECs difficult, it seems that they are broadly similar in terms of their characteristics, their reasons for getting involved, how they felt about the process and what benefits they reported from IiP.  The key summary findings were:

· LDA businesses who have achieved IiP appear to be somewhat bigger than those in the other LECs (38% of the firms in the survey had 25 employees or more) and the average for Lanarkshire businesses.

· The businesses came from a wide range of sectors.

· LDA and the Enterprise Trusts played an key role in getting 60% of businesses interested in the programme – this is roughly similar to the other LECs.

· Most of the businesses were ‘training friendly’ before they became involved, but they wanted greater structure and to formalise their training and HRD procedures.  A significant minority mentioned that they had wanted to get staff more ‘involved’ in the business.

· The average time taken to go through IiP is at 19 months similar to other LECs.  Likewise, the majority felt that the time taken was “about right”.  

· They were also largely happy with the quality of the IiP consultant, although a quarter of the sample mentioned that the initial consultant had not been satisfactory and had been replaced.  

· IiP had encouraged many businesses to make procedural and structural changes: two thirds of businesses after IiP had a training budget, double the proportion from before, and businesses in which there were staff training reviews were up from 40% to nearly 70%.  

· These changes fed into changes in the training delivered: more people from a broader range of occupational categories received training than before IiP, although as in other LECs, the content and format of the training undertaken did not change much.  

· As in other LECs, although the increases in proportions of businesses who have specified features (such as training budgets) are encouraging, the significant numbers who still do not is of concern: for example, no businesses prior to IiP in this sample undertook any evaluation of training prior to IiP, and afterwards that had only gone up to 20%.

· Businesses reported significant ‘softer’ impacts, such as the profile of training within the business having gone up and a more proactive approach towards training, suggesting that the foundations are in place for more concrete changes, even if they have not yet occurred.

· Nearly 90% of the sample said that IiP had had a positive impact on the business’s financial performance, but only a handful were able to specify what that was.  The others highlighted the difficulties of disentangling the impact of IiP from other factors.

· Just over half the businesses said that without IiP they would not have achieved the changes they reported.  The others said that they would have achieved something similar at a later date and/or in a less satisfactory way.

· Businesses were positive about their involvement and rated highly the process of going through IiP.  The survey suggested that IiP delivered real benefits to a range of businesses, even if these could not always be quantified – more often, the impacts were ‘softer’ revolving around attitudes and approach.

A

seq ZA212
The improvement in IiP’s performance from the mid 1990s is in at least part due to a more proactive approach to managing the process of IiP by the LEC.  For example, LDA had 400 businesses on file as ‘committed’ – by establishing the true extent of the ‘commitment’, they were then able to focus and target resources appropriately.  The Enterprise Trusts are responsible for businesses with less than 25 employees, and this more local basis allows continued and pro-active intervention where businesses appear to be slowing down or losing motivation.  For bigger businesses, the fact that LEC IiP officers are based in each of the three sub-directories of Competitive Companies ensures a better understanding and relationship with businesses than would probably be the case if they were a separate ‘floating’ IiP team.  

A

seq ZA213
Adjustments and improvements continue to be made where appropriate.  For example, the new financial year starting April 2000 will see changes to the structure of the subsidy to businesses: as opposed to businesses receiving 10 days of consultancy paid for by LDA, they will receive 2 or 3 days for the initial diagnostic, but thereafter will have to pay for 50% of the consultancy costs and all of the assessment costs.  This will bring them more into line with other LECs payments systems, and acknowledges the importance of ensuring that those in businesses who hold the purse strings are committed in practice as well as in theory.

A

seq ZA214
LDA have a recognised companies forum, but want to develop their aftercare strategy further.  They have provided recognised companies with one days subsequent consultancy to follow-up and have also laid on some well attended aftercare seminars.  The perception is that businesses are keen to move on, including going for reassessment.

A

seq ZA215
Another development from the mid 1990s was the building up of a pool of consultants who together would be able to meet the needs and work well with a broad range of businesses.  While continuing to acknowledge the importance of being able to provide a consultant who understands and can get on with different businesses, LDA are in the process of reducing the number of consultants they use in order to streamline the process and manage it better.  This reflects the belief, endorsed by consultants who were contacted, that bringing consultants into the process more closely will yield stronger results.  As part of this, they have recently brought all their consultants together in order to exchange best practice and to network.
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