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1. Introduction

1.1 EDGE

The Encouraging Dynamic Global Entrepreneurs (EDGE) programme is a transnational project managed by Scottish Enterprise (SE). 

EDGE aims to enhance growth in Scottish businesses whilst encouraging and developing entrepreneurial skills and improving knowledge, confidence and self esteem of student and school pupil participants.  This is achieved through the completion of research based projects for specific Scottish businesses which will contribute to the achievement of participating businesses’ growth aspirations. Consultancy teams comprising Scottish and International undergraduates together with Scottish School pupils undertake these research projects in response to a company brief, and provide supported businesses with a consultancy report tailored to address their issues.

1.2 Study Objectives

The overall aim of the study was to undertake a strategic review of the EDGE programme with the specific objectives being to:

· clarify how EDGE now fits with SE’s strategy as Scotland’s Enterprise, Innovation and Investment agency;

· specifically highlight how EDGE contributes to SE’s aims and objectives;
· provide a clear and robust rationale in strategic terms for SE’s continued participation and funding of EDGE (or elements of it);

· comment in particular on how EDGE contributes (or has potential to contribute) to Priority Industry and Equalities & Equity Agendas;

· identify what elements, if any, of the current programme might more appropriately sit with partner organisations;

· review the current business model and recommend alternative delivery models to enhance the efficient and effective implementation of EDGE going forward.  The implications of potential geographical expansion to other parts of Scotland should also be considered; and

· review current resource inputs: identify future resource requirements and make recommendations where resources could be reduced without adversely affecting delivery of the programme.

1.3 Methodology

Our method involved:

· Inception Meeting: to access all relevant documentation relating to the programme and to agree the consultation programme;

· Documentation Review: review of the documentation relating to strategic fit, programme approvals and previous evaluations;

· Consultations and Review of Business Model: to gather views on the current delivery and impacts and to consider changes to the existing model; and
· Reporting: provision of draft and final reports.
1.4 Structure

The remainder of this report is structured as follows:

Chapter 2: provides a background to the EDGE programme, detailing its development; strategic fit; delivery process; costs; and previous evaluations;
Chapter 3: presents the findings from consultations with SE personnel; Scottish Universities; Overseas Universities and Think Different Events (the logistics company);


Chapter 4: provides a review of the current business model; and

Chapter 5: details the conclusions and recommendations.

2. EDGE

2.1 Introduction

In this Chapter we present an overview of the EDGE programme.  This is based on a review of approval papers, previous evaluations and supporting documents.  This chapter will detail:

· project development;

· rationale – strategic and market failure;

· delivery process; 
· costs; and
· previous evaluations.
2.2 Programme Development

The EDGE Programme was initially run in Dunbartonshire in 2005 as a pilot programme involving 16 businesses from Dunbartonshire and 48 students/pupils from Columbia University in New York, the University of Glasgow and local secondary schools in the area.

The Programme brought together client and account managed businesses with groups of the students/pupils. Working together, these students/pupils were separated into self managed “consultancy teams”
 to deliver business growth projects over a six week period for the businesses that participated in the programme.  

The success of the pilot scheme led to an expansion of the Programme to include the Glasgow LEC area in 2006 and 2007. This expansion increased the number of businesses involved to 32 and also introduced Glasgow Caledonian University as well as the overseas universities of Waterloo and Simon Fraser in Canada and the University of Warsaw in Poland.  Student/pupil numbers were increased to 96.

A further expansion occurred in 2008 to include the Scottish Enterprise areas of Ayrshire and Lanarkshire as well as the University of Strathclyde and the University of Hong Kong. In total, 144 student/pupils participated in the programme in 2008, along with 48 account/client managed businesses.

2.3 Strategic Rationale and Market Failure

2.3.1 Strategic Rationale

Previous evaluations (discussed later in this Chapter) assessed the Programme’s fit with the strategies relevant at that time.  However, since the last evaluation the overall framework for economic development in Scotland and SE’s strategic focus have changed, so it is important to assess the Programme’s fit with:

· the Scottish Government Economic Strategy; and

· Scottish Enterprise’s Business Plan. 
Scottish Government Economic Strategy

A key priority set out within the Government Economic Strategy (2007) is to provide a supportive business environment.  A set of policies and approaches were listed to achieve this and are supported by the EDGE Programme; namely:

· providing a continued supply of the skilled people that business needs from our colleges and universities;

· working with businesses to stimulate improvement in work practices and productivity, ensuring Scotland’s skills are fully utilised; and

· recognising, reflecting and promoting the key role of Scotland’s universities and colleges as world-class assets in further developing our science base, other key sectors and the wider economy.

Scottish Enterprise Business Plan

The Scottish Government’s review in 2007 identified one of the main changes being for SE to focus on supporting high growth businesses and improving the business environment in Scotland.

EDGE is one of many products available to account managers to support such businesses.  EDGE has a specific contribution to make in terms of:

·  Enterprise:

· help companies to realise their growth potential;

· help to develop new business models, products and services and also through account management to make a better connection between the academic research base and companies that benefit from innovative technology;

· Innovation:

· supporting and encouraging innovation in companies, focusing in particular on account managed companies and priority industries; and

· supporting a culture of continuous innovation.

Also a key focus for SE delivery is through the account management process and EDGE fits with this by providing support that can be utilised by account managed companies.

2.3.2 Market Failure

On its own, strategic fit is not sufficient to justify intervention by the public sector. Rather intervention should be based on an identified market failure. The market failures that the EDGE programme is addressing are as follows:

· Information deficiencies:
· there are gaps in the company’s knowledge that is constraining their growth.  They do not have sufficient information to take certain actions within their business that will create growth;
· the companies do not have the links with the academic sector to be able to identify and access support as a means of addressing this information deficiency;

· scale and institutional barriers:

· time – given the pressures on existing staff, the companies do not have the resources to devote to considering specific constraints to their business;
· the companies do not have the time or resources to establish links with universities and then identify appropriate students; and
· risk aversion:

· companies are typically unwilling to buy in consultancy support to address the information gaps as they are unclear as to the benefits that would accrue from this.  They require more cost effective solutions which then links to the market failures above in terms of having the information, time and resources to identify these.

2.4 Delivery Process

The Programme is delivered over an eight week period in the summer and has three key elements which contribute to achievement of its goals:

· Immersion Programme (2 weeks) – provides the taught element of the programme, including educating participants on the importance and positive aspects of enterprise in the economy and society as well as providing practical tools and support to deliver their client projects;

· Fieldwork (6 weeks) – during this period the teams produce a Consultancy Report aimed at addressing the needs of the identified business project, as determined by the companies and account managers.  They are also required to produce a Business Plan for a new start business. Working with the businesses is seen as allowing the participants to embed and enhance their new knowledge and deepen their understanding of the realities of business.  During this phase, participants have access to a broad support network including subject matter specialists, Globalscots and Business Advisers; and

· Cultural Programme – provides the base for exposure and learning across the range of cultures and perspectives of participants involved in the Programme. This has included attendance at Highland Games, visits to the Scottish Parliament and cruises on Loch Lomond and Loch Katrine.

2.5 Costs - EDGE 2008

The 2008 Programme had the largest number of participants – students and businesses.  The overall cost of the 2008 programme was £395,919.  This is broken down in Table 2.1.

	Table 2.1: Cost of EDGE 2008

	
	Cost (£)
	% of total cost

	Participant costs
	212,619
	54%

	Cultural programme
	73,139
	18%

	Logistics, learning materials and marketing
	50,636
	13%

	Immersion programme
	39,625
	10%

	Work programme
	19,315
	5%

	Miscellaneous
	585
	0%

	Total
	395,919
	100%


Participants’ costs accounted for more than half of the overall cost of the Programme.  This included the weekly grant for cost of living for participants (£150/week for students; £75/week for school pupils) as well as elements such as travel passes and halls of residence fees.

The cultural programme was responsible for almost a fifth of the overall cost of the Programme.  This included attendance at the Highland Games, as well as both the opening ceremony and final awards ceremony.

The 2008 Programme was primarily funded by SE, with £64,000 being provided by the local authorities.  SE have stated that they also expect to receive ERDF funding of £173,500 for the project.  If this is achieved, this will reduce SE’s contribution to approximately £158,500.  
SE have also indicated that a reduction in the scale of the cultural programme could reduce costs by a minimum of £40,000 bringing SE’s funding requirement to approximately £120,000.
The costs identified above do not take account of the amount of time provided by individuals in SE, universities etc, that are involved not only in the delivery, but also the management of the programme.  
Whilst the time inputs are not recorded, as part of the consultation process ways to reduce the level of inputs were identified. These are discussed in greater detail later in the report.
2.6 Previous Evaluations

Undertaking a survey of the beneficiaries was not within the scope of this review, therefore we are not undertaking an impact assessment of the programme.  However, a number of evaluations have previously been conducted and the key findings from these are provided below to show the impacts that have been assessed to date.

The following evaluations have been undertaken:

· EDGE 2005 – Gen Consulting;

· EDGE 2006 – Gen Consulting;

· EDGE 2005 Re-evaluation – Gen Consulting; and

· EDGE 2007 – Frontline Scotland.

All figures provided in this section have been taken directly from the EDGE 2005 Re-evaluation (Gen Consulting) and EDGE 2007 (Frontline Scotland)
.

Evaluations carried out in 2005 and 2006 by Gen Consulting occurred relatively soon after the EDGE programmes had completed.  Therefore, in 2007 Gen undertook a re-evaluation of their 2005 findings in order to gauge whether the earlier estimates by companies had been accurate.  The findings detailed in Table 2.2 are a combination of actual impacts and projected impacts of the programme by July 2009.

	Table 2.2: Findings from Re-evaluation of 2005 Evaluation

	
	July 09 

	Turnover
	£1,389,000

	Jobs
	18

	Cost Savings
	£258,000

	Profits
	£339,000


The re-evaluation found that almost £1.4 million of additional turnover was likely to have been created as a result of the EDGE 2005 Programme by July 2009.  
In comparison with projected figures from the initial Gen 2005 evaluation the re-evaluation showed that actual turnover, profit and job figures had been over estimated in the previous evaluation, whilst cost savings had been under estimated. This is not an uncommon occurrence, especially when evaluations are undertaken soon after support has been provided as businesses are liable to overestimate the benefits due to “optimism bias”. 

The level of optimism bias should not detract from the level of actual impacts achieved, although there is an important lesson with regards to the timing of an evaluation of the programme i.e. there should be a lag between the support and the evaluation.

Subsequently, the evaluation by Frontline Scotland in 2007 took account of the findings of GEN Consultancy’s re-evaluation when calculating the impacts of the 2007 programme.  They applied optimism bias figures and also adjusted the levels of deadweight applied.

The net impacts of the 2007 EDGE Programme were reported as:

· £1,121,533 in net additional annual turnover in the Scottish economy; and

· £464,123 in terms of net additional annual GVA.

The re-evaluation of the 2005 programme also provided a value for money comparison against a number of other SE business development programmes that used graduates or undergraduates to deliver business projects.  These are shown in Table 2.3.
	Table 2.3: Value for Money Comparison from Gen  Re-evaluation of 2005 Evaluation (Impact of EDGE by 2010)

	
	EDGE 2005
	Graduate into Business Renfrewshire
	Graduate into Business Dunbartonshire
	LDA Graduate Business Development

	Jobs per company
	1.1
	0.3
	3
	0.5

	Cost per job
	£12,500
	£35,300
	£8,800
	£27,500


EDGE was found to have had a significantly lower cost per job than two of the programmes.
3. Consultations

3.1 Introduction

This Chapter presents the findings from consultations with individuals from the following organisations:

· Scottish Government

· Scottish Enterprise;

· three Scottish universities;

· five overseas universities; and

· Think Different Events (who undertook some of the logistics work for the Programme).

The remaining sections report responses collectively, although, where appropriate, individual breakdown has been made.

In addition, consultation took place with Think Different Events, who undertook some of the logistics work for the Programme, to ascertain their views on different aspects of the programme.

3.2 Rationale for EDGE

For SE, the rationale for EDGE is on generating business improvement and is focused on the needs of the company. It is about helping companies to overcome barriers to growth and is viewed as part of the portfolio of products that SE can offer to companies.

Where a company’s growth is constrained due to a lack of internal resources then EDGE is one of the options for addressing this problem.  The constraints are identified by an account manager who can then help the company to determine the best form of support.  EDGE is seen as one of the options open to companies and is often considered more cost effective than, for example, engaging a consultant.

Whilst the programme is considered to bring benefits to the students and pupils that participate, these are not the key focus and rationale for SE supporting the programme.  Rather these are seen as spinoff benefits and company benefit remains the primary motivation.
For the universities the programme provides the opportunity for students to gain work experience and apply the theory that they have learned.  Students with qualifications and work experience are much more employable. It also allows the students to mix and exchange ideas with students from other universities and countries. For overseas students it also provides the opportunity for the students to experience another countries work practices and culture.

In terms of Scottish Government rationale, discussions suggested it was a combination of the two areas; business growth and enterprise education, so that sustainable economic growth could be achieved.

3.2.1 Operational Fit

The reorganisation of the Enterprise Networks has given SE a clear focus on supporting high growth businesses.  EDGE is seen as having a good fit with the SE Business Plan and its emphasis on enterprise and innovation to promote company growth. Innovation is seen as a key area for support particularly making the connection between the academic research base and companies.  
Importantly, the approach to innovation in Scotland is changing, and is broadening out from a previous emphasis on commercialising the science base to one that also gives priority to business innovation. For SE, this means extending penetration into the business base to support greater in-company investment in innovation and innovative management practices. EDGE fits very strongly with this agenda.  
Moving forward, this gives EDGE an enhanced fit as part of the portfolio of products on offer to support the needs of companies with growth potential.

EDGE was also seen as contributing to SE’s focus on priority industries given that 80% of account managed businesses are now in these areas.

3.2.2 Market Failure

The market failures were identified as:

· Information deficiencies: the companies lack of knowledge is constraining their growth;
· Scale: companies have insufficient internal resources; and
· Risk aversion: this lack of knowledge is also creating risk aversion as companies are not clear about the benefits that would be realised through investing time and resources in accessing the information.

The programme has helped to address the market failure at the level of the individual company. It is unlikely that it has been able to address market failure in the wider market as other companies will still be facing constraints on their growth. EDGE therefore still has a role within the portfolio of products that can be offered to companies.

3.3 Aims and Objectives

The key aims and objectives of the EDGE product are to help account managed companies to improve their efficiency and competitiveness leading to business growth.  

The product was developed in 2005 and equality was not formally assessed at that time.  However, whilst equality was not explicitly used as criteria for participation there are no restrictions on graduates/pupils taking part in terms of gender, race, etc.  
The location of businesses was not a factor in the decision making process, rather it was based on their business growth constraint and the suitability of EDGE for addressing this.
The Scottish Government highlighted assisting businesses to achieve growth; exposing young people to the business environment and encouraging young people to consider entrepreneurial activities as the main objectives they had hoped the EDGE programme would achieve.  It was felt, that these had been achieved with particular mention given to the business impacts highlighted in previous evaluations.  The exposure of Scotland on a global stage was also identified as an additional objective that had been achieved by the programme.
The universities reported a number of reasons for becoming involved with the EDGE programme.  All agreed it was a good opportunity to provide their students with a high quality learning experience in a working environment and this had been achieved, with the overseas universities highlighting that the international aspect of the programme in particular made it an extremely attractive programme as not only did it provide them with invaluable skills that companies require it also allowed them to experience new cultures.  The majority of universities identified that they felt involvement in EDGE was a useful way of enhancing the employability of their students by introducing them to the business skills needed in the real world and allowing them to put their analytical and technical skills into practice.

All the universities stated that an aim was to build greater relationships with both SMEs and foreign universities.  The overseas universities in particular felt that association with Scottish Enterprise; Scottish universities and companies had the potential to lead to expanded exchange agreements and also future work placement opportunities for their students.

It was noted that the students had gained a great deal from the programme, especially in terms of communication skills and overall maturity.  

One overseas university also noted that international work experience was an area where they had only a limited number of opportunities and for this reason EDGE is held in high regard.  

3.4 Development and Delivery

The programme originated in Dunbartonshire but has since grown in size to include Glasgow, Lanarkshire and Ayrshire. The cohorts of students and universities have also grown in conjunction with this expansion into other geographic areas. 
EDGE is targeted at account managed companies.  As part of their work with companies, account managers identify opportunities for growth and potential constraints to this.  Where constraints are identified the account manager has a number of products, including EDGE that can be offered to companies.  Importantly, the initiative is demand-led in that the projects that the students/pupils work on are identified by the company in conjunction with their account manager. There is no marketing of the programme to companies, rather the account managers match companies with the programme where it is considered an appropriate form of support for them.  The support is therefore targeted at companies that have already been assessed as having growth potential.  
The expansion of the programme led to an increase in the number of people providing support through account management and mentoring.

3.4.1 University Involvement

All three Scottish universities undertake the role of managing their student cohorts.  Unlike the other two Scottish universities who opened participation to all undergraduate students, at the University of Strathclyde it only involves one department - Electronic and Electrical Engineering (Triple E).

The Scottish universities play an active role in not only the preparation prior to the event but also through the eight week programme period, including:

· organisation and planning for the immersion programme;

· promotion of the programme and subsequent recruitment process;

· facilitation of events in the immersion programme;

· organisation and provision of accommodation for students as well as home spaces for cohort groups;

· provision of mentors during the work period; and

· organisation and facilitation of Dragon’s Den, including selection of dragons.

In total, each of the Scottish universities estimated that 35-40 days of university time were provided to the programme.

In addition, each university (both Scottish and overseas) is responsible for the selection of their students to be involved in the programme.  Seven of the eight universities involved reported using an initial application phase to select groups of 25-35 students.  Some universities identified attributes such as high academic achievement or active extra-curricular activities as elements required for entry.

Four universities stated that students then undertook a range of group tasks focused around enterprise ideas. The reason for this was to establish the quality of their team working skills and gauge how well they were likely to work once the programme commenced as well as looking for specific attributes such as business sense and effective communication skills.  The remaining universities followed a basic interview principle.

One university did state that they would do things slightly different in the future. This would include an initial information session to answer questions relating to the programme as well as utilising previous EDGE participants to encourage participation.  Another university reported that they use students from previous EDGE programmes as ambassadors when promoting the programme to potential participants.
Three of the overseas universities reported having a member of staff involved in the immersion programme. Their roles were to facilitate certain events during the immersion programme. In addition two of these universities also reported providing assistance in the final week with regard to selecting the best teamwork award for the cohorts, whilst another overseas university reported having two observers during the programme.

3.4.2 Other Similar Initiatives

Scottish Enterprise highlighted that other initiatives that link students with businesses exist, such as Graduates for Business and Knowledge Transfer Partnerships.  However, it was felt that they do not provide a similar service.  In the case of Graduates for Business and KTP the student is with the company for a much longer period of time.  EDGE provides a number of different students for a short period of time to resolve a particular issue and focuses on undergraduates. It is felt that EDGE provides an alternative approach to these other programmes and that account managers together with companies are able to select the most appropriate programme for their needs.  

3.4.3 Links to other forms of Support

The link to other forms of support provided by SE tends to operate through the account manager.  During the delivery of the EDGE programme there are not links to other forms of support.  However upon completion, the companies then have a set of suggested actions to implement and they may access other public sector support to do this.

3.5 Impacts

A key strength that was identified by Scottish Enterprise was the impacts that are being generated for the businesses.  It was highlighted that this is based on the findings from a number of independent evaluations of the programme. These evaluations show impacts from the programme in terms of costs savings, turnover, employment and GVA.  This was seen as important in demonstrating that the project is achieving its main objective of achieving business growth.

The programme is also generating benefits for the student/pupil participants. While these are seen as spinoff benefits by Scottish Enterprise, which occur whilst aiming to generate business growth, in the eyes of the universities these impacts on students are the key reason for involvement in the programme.  The benefits to students focused on:

· stronger interpersonal skills through exposure to new cultures and perspectives including improved self confidence and communication skills;

· improved employability as a result of the work experience gained and the exposure to the real life business world; and

· greater insight into entrepreneurial activities. 

Overall, it was felt by the universities that the students involved were in a stronger position in terms of future job prospects as a result of their involvement. Practical work experience is something that employers are now looking for in potential graduates.

These impacts were further emphasised by the overseas universities which noted that as well as increased employability, involvement in EDGE allowed their students to gain:

· greater awareness of a foreign country;

· greater appreciation for foreign cultures as well as perspectives/attitudes towards work;

· links with students from other countries; and

· an increased desire to gain international experience (both professionally and personally).

As well as benefits to their students, overseas universities reported a number of benefits to the institutes themselves as a result of being involved in the EDGE programme, including:

· international exposure of their institution;

· partnerships established with SE;

· identification of organisational changes needed to improve cooperation with international partners;

· expansion of global presence; and

· greater awareness of economic development initiatives in Scotland (with the potential of transferring this to other locations).

The Scottish universities feel that the benefit to them as organisations could be improved through better linkages between the academic departments in the universities (rather than the careers services) and greater links between the universities and the businesses. 

3.6 Strengths and Weaknesses

Strengths

Discussions with SE and the universities identified a number of key strengths of the EDGE programme.  These included:

· having a clear focus on supporting account managed companies which have been identified as having growth potential and helping to address any constraints to this growth;
· providing businesses with access to bright undergraduates from leading universities.  This was felt by both SE and universities to increase the likelihood of businesses employing graduates in the future;

· helping to create and strengthen links between SE, the university sector, Scottish businesses and Local Authorities;

· some companies are more willing to work with a group of young people than external consultants;
· creating business impacts in terms of costs savings, turnover and employment through new ways/ideas for addressing business issues;

· providing participants with hands on business experience and exposure to entrepreneurship rather than only theory which helps to enhance analytical, team working, report writing and presentational skills as well as increased self confidence;

· providing overseas students with the opportunity to experience working in Scotland and introducing both Scottish and overseas participants to a variety of cultures and ethnic backgrounds; and

· helps establish a relationship with the companies who may then be supported in other ways by SE.
Overall, while SE felt the impact that EDGE had on business growth was the key strength of the programme the experience and learning that students are exposed to through their involvement on the EDGE programme was felt by all eight universities to be the key strength of the programme.  This reflects the different aims and objectives of SE and the universities in getting involved with the programme.

Furthermore, the Scottish Government felt that from their perspective the breadth of activity that the EDGE programme embraced, namely business growth, enterprise education and the international aspect, was the key strength of the programme.

Weaknesses

Weaknesses identified included:

· the schedule of activities that students have become involved in is now too busy, particularly the cultural programme.  SE reported that feedback from companies highlighted that it is impinging on the tasks the students are being asked to complete for them.  This was supported by the views of the Scottish universities who suggested either cutting the cultural programme or removing it all together;

· both SE and a number of the universities felt that having to undertake two company projects and a lengthy business plan is very demanding.  There is a need to streamline the business plan aspect so that it does not detract from the support the students/pupils are providing to the companies. This would also alleviate confusion amongst students, as identified by overseas universities, regarding which part of the programme was of more importance; the projects or the business plan; and

· some teams have account managers and mentors.  It is felt that there should only be one individual performing that dual role as it would reduce the time input of staff (as highlighted by SE) and also remove  confusion within the students of who was responsible for assessing their work (a problem highlighted by both Scottish and overseas universities).

3.7 Improvements

A range of improvements to overcome the weaknesses listed above were suggested by the universities involved.  These included:

· agreements that stipulate the roles, responsibilities and expectations of each partner;

· more grants for cost of living for Scottish students as they still have to meet their rent whilst being involved in the programme;

· streamlining of the immersion programme from seven days down to five days with a clear balance of teambuilding/teamwork exercises and more hard-skills/technical skills;

· closer involvement between universities and the businesses with the opportunity to meet with businesses before, during and after the programme;

· stronger mentoring so that students are not having to ask a number of people to find out information; 

· both the Scottish and some of the overseas universities were in agreement that less importance be placed on the business plan element of the programme.  This suggestion linked with the views of SE; and
· similarly, SE and the universities were in agreement that in terms of the cultural programme consideration needs to be given with regard to reducing its scale.

Two universities reported more substantial changes to the programme, with an expansion of the programme to 10-12 weeks. One of the universities also proposed the high school pupils joining half way through the programme rather than at the beginning.  
This would allow university students to play a role in selecting pupils for each group and also give more time to deliver the three parts of the programme (business plan and the two client projects). 
All the universities did stipulate that the overall quality of the programme must not be allowed to diminish and that factor was of paramount importance.  It was noted however, that recruitment for other programme usually starts much earlier than for EDGE and this may be impacting on the quality of applicant, with the better students having already signed up for other schemes.

The Scottish Government noted that given the business impacts highlighted in previous evaluations, this presented a good  opportunity to gain private sector contributions to the programme.,.  It was also suggested that the project would be a useful national tool.
3.8 The Future

The view of SE was that the EDGE programme should continue to be a product that account managers can provide to companies to help them address barriers to business growth.  This was based on:
· there being continuing market failure for companies in terms of business growth; and
· the programme having demonstrated that it has helped to address these constraints and achieve business benefits.
At the same time, all eight universities expressed a desire to remain involved in the Programme.

In going forward, it is recognised that the funding sources available to support the programme have changed and that there is a need to review the costs and time inputs to the programme.  The aim of this is to make savings where possible without adversely affecting the impacts being generated by the project.  
These changes are discussed in greater detail later in Chapter 4.  However, with regard to time inputs, it was suggested by two of the Scottish universities that the staff from the overseas universities become more involved with the programme. 
This idea was supported by the overseas universities, with three of the five voicing a desire to become more involved in the delivery of the Immersion Programme.

Overseas universities were also asked if they would be willing to make a financial contribution to the costs of the programme. Although three universities said no due to budget restraints, two universities would wish to discuss the idea further.

The Scottish Government see their future role in the programme as highlighting the value of the programme to local authorities and aiding partners to understand the strategic fit that the programme has with the Governments’ various targets and objectives.

3.9 Other Agencies Delivering the Programme

The focus for SE is on achieving business growth for companies. Key to this is understanding company needs and providing the most appropriate support. Account managers are currently providing that role as they are working directly with the companies and have an overarching view of the various support products available. Also, it would seem appropriate for the account managers to provide the liaison between the company and student teams, and act as mentors to the latter.  
They have an understanding of the issues facing the business, have identified the appropriateness of EDGE and can follow through in ensuring the student teams are on course to meet the needs of the business.

Another agency would not be that closely involved with the companies and therefore would be reliant on the account managers for various processes within the programme. Therefore it does not seem appropriate for another agency to take over management of the programme.

The creation of Skills Development Scotland (SDS) and the fact that elements of the programme relate to skills development raises the questions of SDS running the programme. However, it does not seem that they would be the most appropriate organisation due to the focus on business development and the key role that the account managers play in the delivery of the programme.

Other agencies, such as Scottish and Overseas Universities, Local Authorities, etc whilst key in continuing to support the delivery of project, would not be best placed to manage the overall delivery i.e. the Universities do not have close enough links to be the businesses. Also there is no financial rationale for the private sector operating the programme.
3.10 Geographic Roll Out

It was felt that the programme could be rolled out to other geographic areas.  However, one of the issues raised was that it would become too unwieldy to manage from the West Region any expansion into other SE Regions. 
Rather, what was considered more appropriate is for other areas to adopt and manage the programme in their own areas.  Representatives from the SE West Region could provide input to the process to allow colleagues to establish the programme in their areas thus allowing colleagues in other areas to draw on the knowledge that has been built up through delivering the project in the West.

3.11 Think Different Events

3.11.1 Role

Think Different Events (TDE) was contracted to manage the logistical aspects of the programme. This included the launch ceremony, cultural programme and awards ceremony, as well as IT aspects in the home spaces, management of payments to foreign students, mobile phones and travel passes. 
In addition, the company was there to deal with any problems or issues the students may have. This ranged from kitchen utensils for the halls of residence, to finding access to medical/dental practices.

3.11.2 Cultural Programme

TDE’s role in the cultural programme was more focused on the management and arrangement of the cultural programme, rather than the development. Given that the programme has been running for several years, certain elements were already decided such as the Highland Games and the visit to the Scottish Parliament.

TDE were asked to find one other event for inclusion in the cultural programme and suggested the Burns Centre in Ayrshire and New Lanark.  The reason for these suggestions was that they were constrained by the large size of the group. This had also impacted on the cruise part of the cultural programme which was moved from Loch Lomond to Loch Katrine to accommodate the larger group.

Despite New Lanark working well, it was felt by TDE that this was more suited for a younger audience and other venues should be arranged.

The Parliament trip was seen to have worked well, although the party had to be split into a number of smaller groups. It was felt that this part of the programme could be improved by the introduction of more business/entrepreneurship focus to the visit, rather than an insight into devolution. 

3.11.3 Areas for Improvement

During the different events it became evident that the students were not fully mixing with each other. This was felt to have occurred due to the fact that students from two of the cohorts were staying together in the same halls. It was seen to be especially the case during the cruise.  

Another problem was with regard to permission slips from school pupils.  A great deal of chasing was needed to get all of these in before events.  

In future, it would be worthwhile stipulating a need for these to be in much earlier. This was also the case with photos for zone cards and bank details. It was suggested that some sort of consequence for not handing in these detail on time, may be required.

In the future, TDE believed it would be wiser to start the planning phase much earlier, as due to the large number of participants, securing venues for events such as the awards ceremony can prove difficult without early planning. This is likely to become even more of an issue if the programme expands further. Earlier planning would also allow for appropriate key speakers to be secured in advance.
4. Review of Current Business Model

4.1 Introduction

This Chapter provides a review of the current business model in terms of:

· costs;

· funding/income;

· delivery; and
· geographic expansion.
4.2 Costs

As identified earlier in Chapter 2, the overall cost for the programme in 2008 was just under £400,000.  The majority of the funding came from SE at £331,000 (although there is a European application that may apply retrospectively thus reducing SE’s contribution by £173,500).  The remainder came from the local authorities in North Lanarkshire, South Lanarkshire, East Dunbartonshire, West Dunbartonshire, Argyll & Bute and Glasgow. The three Scottish Universities also make in kind contributions in terms of staff time, facilities, etc.

In the past, funding had been provided from other sources such as Determined to Succeed and the Fresh Talent Initiative but this was not available in 2008. It is recognised that there is a need, in the face of competing priorities for funding, to consider ways to reduce the costs of the programme. This would be areas for cost reduction that would not adversely affect the impacts from the programme.

The key area that has been identified is the cultural programme which accounted for approximately £73,000 in 2008 (although it may have been slightly higher if allowance is made for a proportion of the logistics costs being allocated to this).  It is felt that the level of the cultural programme can be reduced without affecting the level of business impacts that would be generated by the programme. Indeed, feedback has suggested that the current scale of the cultural programme may be adversely impinging on the time that the students can devote to supporting the companies.  Therefore, reducing the scale of the cultural programme may, in fact, be beneficial in business impact terms.

4.3 Funding/Income

In conjunction with cutting costs, consideration should also be given to ways of increasing the funding/income of the programme.  

Whilst not providing financial contributions the Scottish Universities are providing in-kind support to the programme through provision of ‘home spaces’, staff time, etc.  Therefore, it is not considered appropriate to ask them to also contribute financially over and above this.

However, at present the overseas universities do not provide direct financial contribution to the programme (although some are providing support to students in travelling to Scotland and have input some time resource into other areas such as the Immersion Programme, commenting on completed projects, etc).

As part of the consultation programme we were asked to initially test the willingness of the overseas universities to contribute financially to the programme.  The response to this was mixed with three saying not at this time (due to budget restraints) whilst the other two would be willing to discuss this further.  The project manager has also highlighted that there are a number of universities that have expressed an interest in taking part in the programme and some had anticipated having to contribute financially.  Whilst we were able to test the initial willingness we were not in the position, nor would it have been appropriate for us, to discuss this in detail with the universities. Rather the possibility of overseas universities making financial contributions is something that SE should pursue further in discussion with the universities.

Another point for consideration would be whether the companies should be contributing financially to the programme. Consultation with companies did not form part of the scope of this study so we were not able to test this idea with the companies.  However, it is a something that SE should consider.
4.4 Delivery

In terms of streamlining delivery, it was noted that a number of account managers were involved in the programme in a mentoring role, despite none of their account managed companies being involved in the programme.  In future, the role of account managers and mentors should be combined.  The most appropriate person to take on this role would be the account manager of the companies involved in the programme.  This would result in a reduction on the time input required by SE and partner organisations.
As highlighted in Chapter 3, a number of universities, as well as SE staff, were of the opinion that the immersion programme was too long.  Furthermore, three overseas universities reported a desire to become more involved in the immersion programme.  Reducing the immersion programme, from seven, to five days and involving the overseas universities would not only result in cost savings but also reduce the time inputs for SE and Scottish Universities. 
As the programme has expanded, the demand on student time has become significant with students expected to deliver two business projects and a business plan, as well as attending a number of cultural events.  
To alleviate this, it is suggested that the cultural programme be reduced in size. This would allow for greater focus of student time on the client projects, reducing the overall cost of the programme.
There should also be less focus on the Business Plan component of the Programme. This would allow students more time to focus on the business projects.

Also it may be appropriate to change the name of the programme slightly to Encouraging Dynamic Global Enterprises so that it more accurately coveys what the programme is about.
4.5 Geographic Expansion

Whilst some expansion has taken place this has been limited to the West Region up until now. Some consideration has been given in the past to the geographic expansion of the programme.

The proposed approach to geographic expansion of the programme would be:

· other SE Regions to adopt the programme structure;

· the programme would be managed by the respective SE Region who would establish links with appropriate partners e.g. Scottish and Overseas Universities, Local Authorities, etc; and

· SE West region would provide some resource to helping to establish the model in other areas.

It is considered impractical and potentially an inefficient use of resources to try to manage an expanded programme from the West Region.

5. Conclusions and Recommendations

5.1 Introduction

This Chapter provides conclusions for the study grouped around the objectives. It also provides recommendations in term of the future of the programme.
5.2 Strategic Rationale and Market Failure

EDGE was developed under a different framework for the delivery of economic development services in Scotland than now operates.  However, review of the project against the current frameworks – the Government Economic Strategy and SE’s Business Plan – shows that the strategic fit and role as a business development tool remain valid.  

A key focus for SE is in supporting high growth businesses.  These companies are identified through SE’s account management process.  The account managers then have access to a range of products to help support the needs of these companies where market failures have been identified.  EDGE acts as one tool in the portfolio available to account managers to address constraints on business growth.

EDGE has a strong strategic fit in terms of:

· helping companies to realise their growth potential;

· helping to develop new business models, products and services and making a better connection between the academic research base and companies;

· supporting and encouraging innovation in the companies; and

· supporting a culture of continuous innovation.

Also as the approach to innovation in Scotland is changing, with a greater focus on in-company investment in innovation and innovative management practices, EDGE’s strategic fit will be stronger in the future.  
The market failure at the product level remains valid in terms of information deficiencies, barriers of scale and risk aversion.  However, if a company has been on the programme previously it will be important to reassess the market failure for that individual company before providing further support through the programme. This is to ensure that the support is not aimed at a market failure which should have been addressed through the previous support provided. 
5.3  Equity and Equality Agendas

The most recent approval for EDGE included an equality impact assessment for the project.  So formal consideration of equality issues was built in at the initial appraisal stage.
The businesses are selected by account managers on the basis of business need. EDGE does not have an explicit focus on companies within priority industries, however, 80% of account managed companies operate in these industries.  So a large proportion of the companies participating are likely to be within these industries. The EDGE website also notes that an equal opportunities policy is adhered to.
The student participants are selected by the universities using a formal application process.  They have identified that the criterion used for this is their suitability for the programme.  

5.4 Impacts

We did not have direct contact with the businesses or student/pupils as an assessment of the impacts of the programme did not form part of this Strategic Review brief.  However, a number of previous evaluations of the programme have been undertaken which did assess the impacts generated. The most recent of these was undertaken by Frontline who assessed the impact of the 2007 programme, which showed economic impacts of:

· £1,121,533 net additional annual turnover in the Scottish economy; and

· £464,123 in terms of net additional annual GVA.

In addition, the 2007 re-evaluation of EDGE 2005 by Gen Consulting provided a comparators in terms of Cost per job and Jobs per company (Table 5.1) highlighting the value for money of the EDGE programme.
	Table 5.1: Value for Money Comparison from Gen  Re-evaluation of 2005 Evaluation (Impact of EDGE by 2010)

	
	EDGE 2005
	Graduate into Business Renfrewshire
	Graduate into Business Dunbartonshire
	LDA Graduate Business Development

	Jobs per company
	1.1
	0.3
	3
	0.5

	Cost per job
	£12,500
	£35,300
	£8,800
	£27,500


Consultations with the universities and review of the previous evaluations also identified a range of benefits for the students/pupils including: increased self confidence; increased analytical, team working and presentation skills; greater understanding of business environment and application of theories/ideas; and enhanced employability. 

The overseas universities also identified a range of benefits to them as an organisation including: greater international exposure of their institution; establishing partnerships with SE; and an insight into another country’s approach to economic development.

The views on impacts for Scottish universities were more mixed.  In order to strengthen the impacts for the Scottish Universities a number of issues may need to be considered. This would include: identifying ways to strengthen the interaction between the academic departments of the universities that provide the students and ways for greater interaction between the universities and the companies taking part.  The universities should identify individuals with a remit to enhance these linkages and SE could support them in doing this, where appropriate.
5.5 Should SE Continue to Deliver EDGE?

The documentation review and consultations demonstrate that the strategic rationale and market failure justification for EDGE remain as strong in 2008 as they did in 2005 when the project was initially developed. A number of evaluations of the programme have been undertaken in the past. These have identified very positive feedback from the different groups involved in the project and have identified a number of business benefits resulting from the project. Also, whilst not the key rationale for SE undertaking the programme, a number of benefits have also accrued to the student/pupils participants (it is a key rationale for others such as the universities).  

On this basis, we would recommend that SE should continue to deliver EDGE.  However, there are some key changes required that will enhance the impact of EDGE and make it more cost effective:

· Delivery Model:

· reduce the Immersion Programme from seven days to five days thus reducing the time inputs;
· reduce what is required for the Business Plan, particularly its length.  This will allow the students more time to focus on the company projects.  The Business Plan could be built into the Immersion Programme.  This would allow the focus on the company projects during the fieldwork phase;
· Costs:

· reduce the scale of the Cultural Programme, this will:

· help reduce the overall costs of the programme;
· allow the students/pupils to spend more time working on the projects they are delivering for the companies;
· account managers for the companies should also act as mentor for the student/pupil teams.  This would reduce SE time inputs (and those of other organisations) as account managers who do not have companies participating would no longer be involved;

· Funding:

· discuss with overseas universities the possibility of them making financial contributions to the programme.  This review tentatively tested the willingness of overseas universities to contribute. Whilst the responses were mixed, it would be worthwhile pursuing this further with the universities as it would require more detailed discussions; and
· discuss with account managers the possibility of companies contributing to the costs of the programme.
In terms of evaluating the programme there needs to be a gap between the support being provided and the evaluation being undertaken.  Although, it may be a dual process so as to capture the views of the partners and participants shortly after the programme and then a follow up with businesses later to assess the economic impacts.

Also it may be appropriate to change the name of the programme slightly to Encouraging Dynamic Global Enterprises so as to more accurately convey what the programme is about.
5.6 Role of Partners

Partner organisations have an important role to play in the delivery of the programme and this should be maintained in the future.  However, following review of the model it does not seem appropriate for another agency such as SDS, Universities, etc to have overall responsibility for the management and delivery of the programme.  The key rationale for the programme is to help companies address growth constraints.  Account managers are the most appropriately placed to:

· identify these constraints;

· match the companies with the EDGE programme, where appropriate; and

· mentor the students/pupils to ensure that they have the right focus to address the company’s issues.

Other agencies would not be as closely involved with the companies and would therefore require the account managers to perform the roles identified above.  

It is also difficult to see a rationale for the private sector to deliver the programme, and university delivery would still require SE input and most likely financial support. 

Therefore, SE remains the most appropriate organisation to take the lead in the management and delivery of the programme with partners providing support.

As part of this, the Scottish Universities do wish to have more formal agreements about the respective roles and responsibilities of the partner organisations.  This would also lead to more formal recognition of the contribution that they make.

Also some of the overseas universities have highlighted that they would like to become more involved in the Immersion Programme.

5.7 Geographical Expansion

Whilst the programme has expanded in participation levels and geographically, it is still limited to the West Region.  The programme could be undertaken in other SE areas but rather than rolling this out from the West Region (as this is likely to be more difficult and less cost effective to deliver) it would involve: 

· other SE areas adopting the programme;

· SE in the respective region managing the programme and establishing the appropriate linkages; and

· SE West region providing some resource to help establish the model in other areas. 
For the next year, it is probably too late to implement a significant geographic expansion. However, it is our understanding that initial discussions with the University of the West of Scotland have revealed a desire to participate, and a first step in the expansion of EDGE could be to include this institution, thereby increasing the Programme’s reach in the West region. Thereafter, wider geographic expansion could be implemented as described above.  
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Scottish Enterprise

Jim Watson

Andy Boyle

Jim Timmoney

Mags Letham

Scottish Government

Michael Cross

Scottish Universities

Greig Sinclair – University of Glasgow

Carl Bow – Glasgow Caledonian University

Gordon McVie – University of Strathclyde

Overseas Universities

Heather Cohen – University of Columbia

Josephine Chan – University of Hong Kong

Amy Lee – Simon Fraser University

Igor Postula – University of Warsaw

Tony Munro – University of Waterloo

Think Different Events
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Appendix 2: Consultation Proformas

Scottish Enterprise

1. What are the key aims/objectives for this Programme?  To what extent have these been achieved to date?

2. What is the Programme’s strategic rationale and market failure justifications?  Have these changed over time – has the market adjusted in light of the Programmes?
3. Do you feel that the Programmes fit with SE’s new strategic focus? How do they fit with SE’s equality and equity objectives?

4. What do you perceive as the Programme’s strengths and weaknesses? 

5. What are your perceptions of the role and adequacy of the delivery of the Programme? Is there need for any changes in the delivery of the support in the future?
6. How do the Programmes link to other support provided by the public and private sectors?

7. Are you aware of other initiatives which provide a similar service?  Is there any duplication/overlap?

8. Should the Programme be rolled out into other geographic areas?  What would be the most appropriate model for doing this?

Scottish Universities

1. What is your organisation’s role in the Programme?

2. What were your organisation’s objectives in taking part in the Programme?

3. To what extent have these objectives been achieved?

4. How are the students selected for participation in the Programme?

5. What have been the benefits to you as an organisation from taking part in the programme?

6. What have been the benefits to the students that took part in the Programme?

7. What are the Programme’s strengths?

8. What are the Programme’s weaknesses?

9. Do you have any suggested improvements for the Programme?

10. Would you like to participate in the Programme in the future?

11. Are there ways in which your role could be developed further in the future?

12. In what ways do you contribute to the delivery of the Programme? (Please provide details)

a. Financial contribution

b. In kind support

13. Are there other ways you could contribute to the Programme in the future?

14. Are you involved with any other similar Programmes that involve students working with businesses?

a. In Scotland (for example Graduates for Business, STEP, Knowledge Transfer Partnership, others)

b. Outwith Scotland

15. To what extent do you think that these Programmes complement or duplicate/overlap with the EDGE Programme?

16. Are there any other comments you would like to make?

Overseas Universities 

1. What is your organisation’s role in the Programme?

2. Did you have representation in Scotland during the 2008 Programme?  If so, how many and in what capacity (observer, involvement in immersion programme, etc)?

3. What were your organisation’s objectives in taking part in the Programme?

4. To what extent have these objectives been achieved?

5. How are the students selected for participation in the Programme?

6. What have been the benefits to you as an organisation from taking part in the programme?

7. What have been the benefits to the students that took part in the Programme?

8. What are the Programme’s strengths?

9. What are the Programme’s weaknesses?

10. Do you have any suggested improvements for the Programme?

11. Would you like to participate in the Programme in the future?

12. Are there ways in which your role could be developed further in the future?

13. Would you be willing to make a contribution to the costs of the Programme?  If no, why not?

14. If yes, what sort of level of contribution would you be prepared to make?  Either as a fixed lump sum or per student participating?

15. Are there any other comments you would like to make?

� Each team consists of two Scottish students, two foreign students and two local school 5th year pupils.


� As they cover the most recent impact assessments.
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