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1. INTRODUCTION  

The Social Economy Growth Programme (SEGP) was introduced by Scottish Enterprise Glasgow, initially as a pilot programme, in October 2002 running to the end of March 2003.  The pilot was intended as a transitional ‘year’ of support to help Scottish Enterprise Glasgow move closer to mainstreaming support services for the social economy.  It is managed by Community Investment in Strathclyde (CIiS) and delivered by a consortium involving Community Enterprise in Strathclyde (CEiS) and the 8 local economic development companies (LEDCs) in the city. 

The services delivered under the SEGP are targeted towards social economy organisations identified as having a degree of commercial development and trading maturity, or at least having the potential to achieve these.  The programme’s aim overall is to strengthen the existing social economy.

The targets for the pilot programme were to provide the following inputs to the social economy organisations.

· Deliver organisational support to 75 organisations 


· Provide pre-IiP/human resource development support to 30 organisations

· Provide mentoring to 35 organisations 

· Assist with the start up of 30 organisations 

Assisted organisations could receive more than one of these inputs.  It is important to reiterate that the programme commenced towards the latter half of the financial year. In the restricted timescale for delivery it was expected that the majority of the delivery would be around organisational supports.

These inputs were expected to lead to range of outcomes or impacts in the following categories:

· organisational growth – measured through employment gain and increase in volunteers;

· improvements in service provision – measured through increases in the quality of service provision and increases in the diversity of services;

· changes in the funding base – measured through increased diversity of the funding mix,  growing revenue from services or service contracts, increases in private sector revenue and development of an asset base in the assisted organisations;

· improvements in management and leadership – measured through an increase in take up of management development training,  enhancement in the skills and the quality of the management committee and growth in commitment to staff development and upskilling.

No targets in relation to these outcomes were set. 

The programme was designed with a common monitoring framework and consistent documentation and delivery criteria, but allowed a model of delivery to develop that enabled partners to respond to local client need and circumstances.  As a consequence, the types of consultancy services delivered and the characteristics of social economy organisations assisted has varied from locality to locality.  

The overall funding for the pilot year was £230,000.  Partners made bids into this funding pot on the basis of their appraisal of the number of social economy organisations in their area which they felt could benefit from the programme.  

This evaluation looked only at the period October 2002 to the end of March 2003.  Because, in the pilot year, the focus was on getting the programme up and running and establishing relationships, the evaluation concentrated on describing and assessing:  

· the inputs which have been delivered;  

· how the pilot has been delivered, including the effectiveness of partnership working.

Some work was also done on potential outcomes, although these are difficult to measure so close to the delivery of the programme.

A range of methods was used to gather the information needed for the evaluation, including:  

· collation and analysis of the monitoring information held by the partners to describe the nature of the organisations which had benefited from the support and the extent to which these meet the programme’s eligibility criteria;  

· interviewing a small sample of the assisted organisations to generate a series of case studies in an attempt to assess the impact of the programme in a more qualitative way;  

· interviews with the partner organisations and the members of the SEGP’s management group to review programme delivery.

2. PROGRAMME PROFILE

Meeting the Eligibility Criteria 

The SEGP aims to assist organisations which meet certain eligibility criteria.  These are: 

· turning over between £250,000 and £3m per annum;

· employing at least 10 employees;

· earning at least 20% of their income from sales;

· operating in certain sectors – housing issues and housing stock transfer; employability; childcare; or financial services.     

The assisted organisations were required to meet at least one of these criteria to be eligible for assistance.  The criteria were set to ensure the programme focused, in the main, on medium sized, growing social economy organisations in Glasgow, although there was some scope to assist smaller organisations with the potential to move into these categories.  

The programme’s monitoring information has been used to assess the extent to which these assisted organisations met the eligibility criteria laid down for the programme, as well as to develop a profile of the kinds of organisations assisted by the SEGP.  

In the pilot year, the SEGP was used to assist 61 organisations. Table 1 assesses the extent to which the assisted organisations met the eligibility criteria.  

· A minority of organisations met all four of the criteria, but 84% met at least one.  

· 16% of the organisations did not meet any of the eligibility criteria.   

Table 1: Assisted Organisations by Eligibility Criteria (%)
	Met none of criteria
	16

	Met 1 criterion
	36

	Met 2 criteria
	27

	Met 3 criteria
	13

	Met all 4 criteria
	7


 Table 2 shows that:

· 53% of organisations met the turnover criterion;

· 47% of assisted organisations had a lower turnover; but 

· 9% had a turnover substantially higher than the £250k threshold.     

Table 2: Turnover of Assisted Organisations (%)

	Less than £250,000
	47

	£250,000 to £3m
	44

	More than £3m
	9


On the percentage income from sales, with eligible organisations expected to earn at least 20% of their income from sales, Table 3 shows that just over half of the assisted organisations met this criterion.  Although information on income from sales is available for only 48 of the 61 assisted organisations, the great majority of organisations with no income from sales information met at least one other eligibility criterion.         

Table 3: Percentage Income from Sales for the Assisted Organisations (%)

	0 to 19%
	46

	20% and over
	54


Table 4 shows that the assisted organisations delivered a broad range of services. Childcare services, leisure services, community development activities, employability and supporting vulnerable groups account for the majority of assisted organisations.   Taken together 42% of the organisations are engaged in services in the four eligible sectors (childcare, employability, financial services and housing). 

Table 4: Main Business of Assisted Organisations (%)  

	Community development/regeneration   
	16

	Childcare services 
	15

	Community facilities/leisure 
	15

	Employability 
	15

	Supporting vulnerable groups
	15

	Financial services 
	7

	Supporting young people and families 
	7

	Housing and housing stock transfer
	5

	Money advice services 
	5

	Drugs services
	2


Table 5 proxies the size of the assisted organisations by number of employees.  The majority of assisted organisations employed less than 10 people, with only 39% of the organisations employing 10 or more.  

Table 5: Number of Employees Within Assisted Organisations (%)

	Less than 10 employees 
	61

	10 to 29 employees 
	19

	30 to 49 employees
	5

	50 to 99 employees
	10

	Over 100 employees 
	5


In summary:

· 44% of the organisations met the turnover eligibility criterion;

· 54% met the percentage income from sales criterion;

· 42% were in the eligible sectors; 

· 39% met the employment size criterion; and 

· overall 84% met at least one of the eligibility criteria. 

Further information about the types of organisations assisted is given in Tables 6 and 7. 

Table 6 shows the start year of the assisted organisations.  In terms of age, a range of organisations was assisted, although the majority of the organisations were established in the last 10 years.   
Table 6: Start Year of the Assisted Organisations (%) 

	Pre 1970   
	7

	1970 to 1979
	7

	1980 to 1989
	21

	1990 to 1999
	54

	2000 to 2002
	11


Table 7 indicates that organisations covering a range of geographical areas were assisted:

· 18% offered services city wide;

· a quarter covered the north of the city;

· there was a spread across other geographical areas, but with a big variation in the percentages.

Table 7: Geographical Coverage (%) 

	Glasgow North 
	25

	City wide  
	18

	East End
	10

	Easterhouse 
	10

	Castlemilk 
	8

	Drumchapel 
	7

	Govan 
	7

	Glasgow West
	7

	Glasgow South 
	5

	Greater Pollok
	3


This variation is partly a reflection of the number of assignments delivered by the partner agencies, which in turn was partly determined by the nature and developmental stage of the social economy sector in each of the areas.  Some of the areas have a well developed social economy, but in others it is more limited.  Some of the delivery partners argued that they found it quite difficult to identify organisations meeting the eligibility criteria.

This is confirmed by Table 8, which shows that delivery of the programme was skewed towards two of the delivery partners (Glasgow North and CEiS) which together delivered assistance to almost half of the assisted organisations.

Table 8: Assisted Organisations by SEGP Partner (%)

	Glasgow North 
	23

	CEiS
	23

	East End Partnership 
	10

	Greater Easterhouse Development Company 
	10

	Castlemilk Economic Development Agency 
	10

	Drumchapel Opportunities 
	10

	Govan Initiative
	7

	Greater Pollok Development Company
	5

	Gorbals Initiative 
	3


3. PROGRESS TOWARDS OUTPUT TARGETS

Delivery Targets

Our assessment of progress towards output targets is based on the monitoring information compiled by each of the partners to provide an overview of delivery, with a limited number of case studies developed from interviews with assisted organisations to provide examples of the way that the programme has operated and what the impacts have been. 

In the pilot year, the SEGP delivered 64 assignments to the 61 assisted organisations.  This was below the anticipated number of 75 organisations but, as pointed out earlier, this was due partly to the programme’s late start.      

Although the SEGP was delivered by the city’s eight local economic development companies and CEiS, in many instances external consultants appointed by the LEDCs and CEiS delivered the assignments.  Delivery of the programme can be broken down by number of days delivered and number of assignments progressed by each partner, as well as the percentage of the assignments delivered by external consultants (Table 9).  

Table 9: SEGP by Partner Organisation Showing Days Delivered, Number of Assignments and % of Assignments Delivered by Consultants 

	
	Days Allocated
	Days Delivered
	Assignments
	Average  Days Per Assignment
	External Consultant Input (%)

	GEDC
	58
	58
	6
	10
	50

	Gorbals
	30
	30
	2
	15
	0

	EEP
	64
	57
	7
	8
	100

	Drum Opps
	44
	40
	6
	7
	66

	Govan 
	45
	45
	5
	9
	0

	GPDC
	28
	20
	3
	7
	100

	CEDA
	89
	89
	6
	15
	0

	GNL 
	70
	70
	14
	5
	0

	CEiS
	212
	205
	15
	14
	13

	Total 
	640
	614
	64
	10
	-


Source: SEGP Monitoring Reports March 2003     

A number of points about delivery can be made from the information in this table.

· In most cases the number of days allocated to each project matched what was actually delivered, although overall the number of days delivered was less than allocated in the pilot year. The difference between the days allocated and days delivered was due to assignments running on beyond the end of the pilot year.  The balance of 36 days was delivered in subsequent months.   
· There was variation in the numbers of assignments carried out and days allocated across the partners, with a range from two to fifteen assignments.  There were also substantial variances in the length of assignment, with 10 days the average.
· The use of external consultants varied markedly among the partners, with some using none and others using external consultants in all of their assignments.  These external consultants in most cases delivered specific technical support, such as marketing, but this cannot explain all of the variation.

These findings suggest wide variation in capacity to deliver the programme across the delivery partners in terms of the number of clients assisted and the need for additional expertise, generally in specific technical areas. In these cases, the SEGP allowed the client organisations access to tailored support services.  However, variations may also be related to differential experience across the partners of working with the social economy.  A number of points suggest themselves here.

· Such variation in capacity perhaps reinforces the potential benefits of a partnership approach to both the development and ongoing delivery of the programme, and the need for the programme management and delivery group to be focused on capacity building across the partners. However, it remains to be seen whether SEGP has raised the delivery capacity of the less experienced partners.  This will be a key question for the evaluation of the second year of the SEGP.  

· Alternatively, if there has been no or low capacity development there may be a need to focus delivery on the smaller number of partners which appear to have the capacity.  Presumably the fundamental objective of the SEGP is to build the capacity of social economy organisations, not the capacity of all organisations in the city capable of delivering this service.  

Case Studies 
As the SEGP was a pilot, a full survey of assisted organisations was not carried out.  Instead a sample of the 61 organisations was visited to prepare the case studies which are presented in the Appendix.  Each case study considers briefly: 

· how the clients engaged in the programme;

· what the SEGP delivered for them;

· SEGP’s organisational impacts; and 

· whether there has been any added value.

Delivery 

The case studies show that organisations had different motivations for engaging in the programme.  These included clear cut objectives such as achieving Investors in People, improving IT systems, responding to threats, exploring a range of development areas, etc.  This made the assignments very varied in terms of their scope and complexity. However this complexity was managed because the programme was designed to be flexible and responsive to client needs and circumstances.  

Some specific contexts within which the SEGP was used include: 

· working with credit unions to help them to carry out feasibility studies to identify new opportunities to expand their services;

· developing business plans with a number of different types of organisations from childcare providers to youth projects;

· assisting organisations providing care services in the social economy to improve their management and IT systems to enhance the quality of their services;

· preparing and strengthening funding applications;

· facilitating organisational reviews to see where there is scope for development.

Although the SEGP was used in a range of circumstances and contexts, the case studies show that delivery partners were generally involved in the following processes: 

· identifying shared objectives;

· deciding on the support needed and how it should be delivered; 

· supporting the client throughout the consultancy process (often involving capacity building);

· reviewing and assessing what additional help may be needed in the future by the organisation.   

Feedback from the assisted organisations suggested that delivery was also characterised by: 

· the development of close working relationships with the client;

· a hands-on approach, where the consultants were very accessible and approachable; 

· a tailored approach to address the particular needs of the organisation;

· a flexible approach to objective setting and timescales;

· setting a pace that suited the organisations and did not compromise their service delivery.       

Progress Towards Output Targets

Table 10 provides an overview of the assignment outputs, projected impacts and any actual impacts to date in the case study organisations.  These help to illustrate the kinds of inputs delivered by the programme, the outputs and impacts expected and the extent to which these have been achieved.  Some of the impacts have been realised already, while others are projected to come through in the next one to three years.  

The table shows how it is sometimes difficult to see how the impacts anticipated at the outset relate to the actual and projected impacts subsequent to the SEGP delivery.  However, in the majority of cases there have been significant and generally positive impacts on the organisations.  In the longer term, these improvements in organisations should strengthen the social economy in the city.  Reading across the case studies these impacts include the following.   

Increases in staff and management committee skills in a range of areas.  These   areas include financial management, strategic planning, human resources management and quality assurance.  As a by-product of this several of the interviewees from the  case study organisations said they felt staff and management committees were working together better and more effectively. 

Creating or sustaining jobs in the social economy. In the majority of case studies some impacts around jobs were anticipated.  These included creating jobs in new service areas or ensuring that existing jobs are more likely to be sustained because organisations have been strengthened.  

Increases in the extent to which the social economy organisations are networked into their local areas.  These links have the potential to develop more productive links across organisations which can be used to improve existing services or generate new ones. In some cases the interviewees described how this was the first time they had attempted to develop such links.  For example, Drumchapel Credit Union and Greater Easterhouse Money Advice Project provide two good examples of the way that the SEGP has stimulated the development of local links which may provide opportunities to increase funding for each organisation in the future.   

Raised profiles for the social economy organisations.  The Nolly Barge and Greater Easterhouse Money Advice Project are examples of organisations where staff said that the SEGP has raised their profile, not only among other local projects in their community, but also with key funders.  

Helping organisations to carry out developmental work more quickly and efficiently. Several of the case study organisations, including Castlemilk Childcare Consortium and Summerston After School Care, highlighted how the support offered through the SEGP helped them to move forward more quickly than they would have been able to do on their own.

Preparing voluntary organisations to be more enterprising and grasp the opportunities in the social economy.  For the majority of the case study organisations this was perceived to be the programme’s key impact area.  Good case study examples which illustrate this include the way that the programme helped Crossroads and Drumchapel Law and Money Advice to work out how they would need to develop as they moved towards the social economy.    

Raising the efficiency of the organisation leading to improvements in the quality of the services they offer.  A good example of this is the way that the SEGP was used to help PI Care Services improve their IT systems so that they were able to see when there were any gaps in client coverage, ultimately leading to a more efficient and better quality service being delivered.   

Table 10:  Assignment Outputs, Anticipated Impacts and Actual and Projected Impacts in the Case Study Organisations

	
	Assignment Outputs
	Anticipated Impacts 
	Actual Impacts 
	Projected Impacts

	Castlemilk Childcare Consortium
	· Business plan for new integrated service

· Funding strategy for local provision

· Number of joint funding applications


	· 73 jobs safeguarded
	· 70 jobs safeguarded (2002/03)

· c. 200 childcare places safeguarded (2003)

· c. £636k secured (2003)

· Legal integration of voluntary sector childcare services (2003)

· Recruitment and training for 12 new directors (2003)

· Creation of new holding company (2003) 
	· 1 new management post (2003/04)

	Crossroads
	· Business plan

· Completed contract documentation for Supporting People 
	· 7 jobs created

· 23 jobs safeguarded

· £20,000 increase in turnover
	· Contract to deliver services under 'Supporting People' secured (2003)

· Capacity and expertise of board increased (2003)

· 1 new director recruited (2003)

· 6 new sessional working opportunities created (2003)
	· Investigate new service offerings and client groups (ongoing)

· 3 new income streams secured and increased income c. £130k – ongoing due to changes in citywide funding available

	Deaf Connections
	· Increase commercial revenue via successful completion of IiP and increasing capacity to offer additional commercial services
	· Management/

· staff development,

· quality assurance and strategic planning
	· 1 new job (2003)


	· Achieving IiP recognition (2003/04)

· Management team to develop systems and processes (ongoing)

· Understanding of management development and quality assurance (ongoing)

· Encouraging the linkage of training being undertaken to team and organisational objectives (ongoing)


	
	Assignment Outputs
	Anticipated Impacts 
	Actual Impacts 
	Projected Impacts

	Drumchapel Credit Union


	· Development and income review to inform existing business plan
	· Increase income by £30,000
	· £24k increase in revenue from contracts (2002) 

· 2 sessions development training (2002)

· 1 ft job created (2003)

· Investigate funding  (ongoing)

· New volunteer policy (development ongoing)
	

	Drumchapel Law and Money Advice Centre
	· Development Plan
	· 2 jobs created

· 2 jobs safeguarded
	· 1 ft and 1 pt job (2003)

· Introduction to SIP and Supporting People funding (2002)

· Increase in revenue from contracts (2004)

· 3 Development training sessions and management training session (2003)

· Improved personnel management system 
	

	Glenoaks Housing Association and Rosehill Housing Cooperative
	· Feasibility study and business plan for the start up of a new joint not for profit organisation
	· Joint service development and creation of a jointly owned not for profit company providing environmental services

· 6 jobs created in initial phase
	· Decision to form joint venture shelved

· Increased networking (2003)

· Some staff development around working with consultants (2003)
	


	
	Assignment Outputs
	Anticipated Impacts 
	Actual Impacts 
	Projected Impacts

	Greater Easterhouse Money Advice Project


	· Business plan

· Participation in business mentoring programme

· IiP
	· Increase turnover

· jobs created
	· 1 Job created (2002)

· 1 Volunteer recruited (2003)

· Achieved IiP (2003)

· Diversity in funding mix - £44,900 (2002/03)

· Increase in revenue from contracts £80,000 (2003) 

· Development training for staff (2002/03)
	

	Haghill and Dennistoun Credit Union
	· Feasibility study

· Business plan 

· Marketing plan
	· Increase jobs/volunteers

· Increase quality of service provision
	· Development training (2003)

· Increase in skills/quality of management committee (2003)


	· 1 job gained (2004)

· Increase in volunteers (Dec 2003)

· Increase quality of service through increase in staff/expansion of premises (Dec 2003)

· Increase in private sector revenue and diversity of services via Pay Point/Links (Date tbc)

· IT Up-skilling (Dec 2003)

	Kidcare


	· Management Progress Plan 

· Report on invoicing software

· Report on accounting systems and credit control

· Cash flow forecast 
	· Service development

· Increase funding by £116,000

· Improved financial stability
	· Secure existing jobs (2003)

· Improve management skills and processes of organisation (2003)

· Management development programme including marketing (2003)


	· Increase revenue by 10% (2004)

· 10% increase in private sector revenue (2004)

· Improve management structure (ongoing)


	
	Assignment Outputs
	Anticipated Impacts 
	Actual Impacts 
	Projected Impacts

	PI Care Services


	· Report and implementation plan 


	· 1 job
	· Training on new software system for all relevant staff (2002/03)

· TNA for all relevant staff (2002/03)

· Assistance with the implications of Care Commission regulations (2002/03)
	· Skills training (SVQ) (2004/6)

· Improved management processes (2004/6)

	Summer -ston After School Care


	· Three year business plan

· Incorporation

· Development of directors
	· 5 new jobs

· additional income of £63,000
	· Management committee development (2003)

· Management committee to become board of directors (2003)

· Commitment to training/up-skilling (ongoing)
	· 10 jobs (November 2003)

· New family learning centre (Nov. 2003)

· Funding secured £160k (Nov. 2003)

· New revenue stream from new services (Nov 2003)

	The Prince and Princess of Wales Hospice


	· Four members of staff competent in PageMaker

· risk management strategy to minimise current & potential risks 
	· Staff development HR systems overhaul
	· Risk Management system and committee established (2003)

· Desk top publishing training delivered for key staff (2003)
	· 

	The Nolly Barge

 
	· Market research

· Assist develop boat masters training programme

· managing strategic change course

· Assist project focus on business plan recommendations

· Identify funding sources to increase sustainability

· New service development
	· £80,000 increase in grant funding

· 4 extra jobs

· £8,000 increase in revenue

· Marketing strategy

· 4 extra training places

· Operational review

· Develop new strategic partnership
	· £40k increase in revenue from contracts (2003)

· £10k increase in private sector revenue (2003)

· Boatmasters training programme (2003)

· Revamped marketing (2003)


	· 3 jobs (2004)

· 4 volunteers (2004)

· Additional services (2003)

· Additional barges (2004)

· £0.5m diversity in funding mix (Dec 2003)


	
	Assignment Outputs
	Anticipated Impacts 
	Actual Impacts 
	Projected Impacts

	The Pavillion 
	· IiP

· Business Plan
	· Sustainability 
	· Management committee decided IiP inappropriate for organisation

· 1 job (2002)

· Business plan completed (2002)

· 6 volunteers (2003)
	

	Urban Fox
	· Business plan

· Strategic marketing plan
	· Increase jobs/volunteers

· Increase service diversity and revenue


	· 7 fte jobs (2003)

· Increase quality of service via employment of skilled staff (2003)

· Diversity of services (2003)

· Diversity in funding mix –£10,000  (2003)

· Explored increase in revenue from contracts (2003)
	· Development training (Dec 2003)

· IiP (April 2004)

· Commitment to staff up-skilling (ongoing)


Greater incidence of more proactive approaches to increasing the sustainability of the organisation.  Several of the organisations felt that they were likely to be more proactive about looking for opportunities which could help develop the sustainability of the service in the longer term.  This often meant seeking to diversify their services or funding base. Drumchapel Law and Money Advice Centre and the two Credit unions at Haghill and Dennistoun and Drumchapel illustrate this impact.  In Haghill Credit Union’s case the purchase of their own and adjacent premises helped the organisation to build their asset base, a significant factor in sustainability.   

Additionally, in a general sense the programme appears to have increased the understanding among the assisted organisations of the support structures that are available to them in the city and of the role that the partners may be able to play in furthering their development.       
Success Factors

Certain features of the SEGP seem to be important determinants of these outcomes.

· It provided useful additional resources, both financial and staffing, for organisations which have limited  spare resources especially for what can be essentially speculative development work.  

· In most cases, care was taken to ensure that the consultancy was delivered at a pace that suited the organisation, and effort was made to ensure that staff and management committees were involved in all stages of the process.  Even when external consultants delivered the programme, partners provided support and continuity. This was an essential element of the added value of the SEGP.

· Typically, the support was closely tailored to each organisation’s needs because the SEGP allows a very flexible approach to be taken. The assisted organisations particularly valued this feature of the programme.

· It allowed the organisations to source an external perspective on their operations, which could often be a stimulus to a different approach to old problems or to organisational change.

· It was delivered by organisations which in many cases have a better understanding of the nature and needs of the social economy than other support bodies.

· These organisations also generally had wider strategic links and knowledge which could provide the assisted organisations with very useful contacts and the potential for future developmental opportunities.

4. REVIEW OF SEGP MANAGEMENT AND DELIVERY 

Introduction

This evaluation covers the pilot, first year of a 3-year programme. Nevertheless, the evaluation has explored some key areas that are important for the ongoing development of the SEGP. These are discussed below, based on interviews with the various key players and our judgment on the effectiveness of the arrangements.   
Programme Management 

The management of the delivery of the SEGP was contracted to CiiS, and the programme was delivered by CEiS and the eight LEDCs.  As noted earlier, a number of the individual delivery bodies then subcontracted further by using self-employed consultants.  The contracting and subcontracting chain is, therefore, quite lengthy for what is a relatively simple programme.  Typically, the more links in the chain:

· the more can go wrong in terms of delivery;

· potential economies of scale in delivery are dissipated;

· the harder it is to deliver a uniform service;

· the harder it is to monitor delivery performance – and at the same time it is more important to monitor closely because more can go wrong.

The management of the delivery process was carried out by the Programme Management and Development Group, consisting of representatives of all the delivery partners and Scottish Enterprise Glasgow.  This group had the role of trying to ensure all the partners delivered the service in a uniform way, at the same time refining procedures and tools to deliver the programme.  The Group had to deal with  a number of operational matters, including getting the programme up and running, interpreting of eligibility criteria and finding clarity around the inputs and the processes.  

The Group also provided support and guidance for delivery partners lacking a developed social economy support programme, with limited resources for social economy development and relatively little previous experience.   

The Programme Management and Development Group posed two problems.

· It was a bit large for effective programme management.

· It had two quite distinctive roles which did not necessarily always coincide.  

As we understand it, in the second year of the delivery of the SEGP a smaller core management group has been set up, but the larger group also still meets.  This appears to be a sensible tidying up of the programme management structure.

Programme Delivery  

The delivery partners argue that the SEGP pilot has demonstrated the benefits of delivering the programme as a partnership.  This helped to develop the tools and procedures for the programme, and promoted the dissemination of information and good practice.  As we described above, a key aspect of this was helping those partners with less involvement in the social economy sector to date to increase their knowledge about current issues and enhance their capacity to support social economy organisations.

The delivery partners felt that the Group had been useful in the development of networks to facilitate more effective joint working.  Networks were created not only across the LEDCs, but also importantly between the LEDCs and CEiS. This networking has: 

· helped the partners to identify whether there is duplication of activity and whether joint work could be undertaken;

· increased communication;

· led to a greater willingness to share practice;  

· widened the partners’ perspectives on how to work effectively in the social economy.  

One issue, however, is the extensive use of consultants for SEGP delivery by a number of LEDC partners.  This raises questions about their capacity to deliver and about whether the SEGP is able to secure the added value that is expected to flow from LEDC involvement.  Moreover, it seems to cut across the capacity building which was an expected outcome for the pilot year.  

The results in terms of capacity development will need to come through in the second year of the programme.  Are the organisations which played a modest role at the pilot stage now more fully engaged in delivering the SEGP? Is a larger proportion of the delivery now in-house?  These and other questions need to be asked as part of the performance monitoring for the 2003/04 SEGP delivery.  

The delivery of the SEGP at a local level appears to have proceeded fairly smoothly for those partners using fewer external consultants and who therefore had more control over delivery. Although the partners identified few delivery problems in general, two issues emerged.    

· At the beginning of the programme, some delivery partners argued that there was lack of clarity around the programme’s priorities and which organisations were to be targeted.  Much of this was due to the fact that the programme was being piloted and these issues appear to have been resolved.    

· The timescale for the delivery of the pilot was from October 2002 to the end of March 2003, which meant that the partners often had only a short time to engage and negotiate the brief with clients. Although the difficulties around this were minimised because many of the partners worked with existing clients, several commented on the need to get the programme running as quickly as possible in each financial year.  This issue does not seem to have been resolved in the current year as the partners still did not know how much funding they had been allocated at the time of the completion of the fieldwork for the evaluation (early October 2003).  

Programme Design 

The delivery partners reported that they felt that the eligibility criteria excluded some organisations which could benefit potentially from the programme, and also made it difficult for some partners with less developed social economy sectors to identify potential clients.  Some partners want more flexibility around eligibility criteria to ensure that those social economy organisations which have the potential to grow can be included.  
We found these complaints a little unconvincing.  

· There clearly was some operational flexibility insofar as in the pilot phase 16% of assisted organisations met none of the eligibility criteria, and 36% met only one.  
· Given that a number of delivery partners had to contract out the delivery some doubt is cast on their capacity to identify social economy organisations with growth potential outside of the set eligibility criteria.  
However, on the issue of flexibility of delivery there is a lobbying role to be played, particularly if good results can be demonstrated from the social economy organisations assisted which did not meet the eligibility criteria, once a more systematic evaluation has been carried out.  

Monitoring Performance  

The monitoring framework attempted to capture a range of quantitative outcomes (e.g. growth in employment) flowing from the services delivered through the SEGP.  Some of the partners pointed out:

· it is difficult to capture all of the additional support the organisations receive in the process of delivering the consultancy;

· as with many other local economic development programmes it is very difficult to measure soft outcomes which may be a key result of the support work; 

· one missing impact area was safeguarded jobs, but we understand this was added for the 2003/04 contract.    

However, there are two clear difficulties with the monitoring processes that should be addressed in subsequent years of the programme.

The first of these difficulties is that there are gaps in the information collected, due to failure to record on a systematic basis.  To overcome this:

· it is important that all partners ensure that the necessary information is collected routinely;

· the instruments developed to capture the information should be standardised so that the same information is being collected by all partners and at the same time;  

· all documentation associated with the programme – both the brief templates and the progress reports – should be standardised;

· partners should collect information on inputs, outputs and outcomes from clients at set periods and at regular intervals after the assignments are completed to check for progress against projected impacts.      

The box below summarises the analysis and recommendations.  

	Activity 
	Problem 
	Action Needed

	Drawing up initial bids 
	Incomplete information about eligibility criteria collected 
	Incorporate % income from sales as eligibility criteria 

Ensure all partners clear about information they are being asked to provide 

Ensure no gaps in final bid information submitted

	Completing Assignment Briefs
	Not standardised brief across the partners 

Briefs should incorporate anticipated outputs from the Bids and type of support offered 

No recording of anticipated impacts in the Briefs 


	Agree standard content and layout with all partners

Ensure that anticipated outputs are recorded in the Briefs   

Include an estimate of the expected anticipated and projected impacts and how these relate to the anticipated impacts specified in the Bids

	Completing the Progress Reports 
	Inconsistency in collecting and reporting across the partners

Lack of clarity about what has been reported
	Produce guidance to ensure that all partners know procedures for reporting

Consider reporting interim impacts 

Provide clear definitions of impacts and what information should be recorded for each


Second, some of the impacts may take some time to come through.  It is important, however, that some measure of the progress towards these impacts is recorded, perhaps through identification of interim impacts.    

Added Value 

The delivery partners felt that the SEGP has added value to their work with the social economy in a range of ways.  

· Most obviously, it provides additional resources for the partners which means that they can provide a higher level of service to the social economy organisations.  

· Several of the partners also perceived that the delivery of the programme as a consortium had added value because it had helped some of the more inexperienced partners to build their capacity and it had also helped to keep the programme focused.  

· The programme also provided a link to Scottish Enterprise Glasgow, hopefully allowing the partners to gain a better understanding of its tools, procedures and expectations around support for the social economy.  

· For the social economy organisations a clear aspect of added value was the fact that the assistance was delivered free of charge.  

Future Delivery Issues 

There was some concern that the Scottish Enterprise Glasgow’s involvement in the next phase will be through the Business Gateway rather than the social inclusion section of the organisation.  There were arguments that staff working in the Business Gateway had less experience of working with and a more limited understanding of the social economy.  The delivery partners also felt the involvement of the Business Gateway would mean that they would have to provide a more standardised set of services and that they would not be able to work as flexibly with the social economy organisations as they had done during the pilot phase.  The perception of the delivery partners was that this flexibility had been viewed as one of the most positive aspects of the programme by the assisted organisations.    

However, there are limitations on what can be done on the role of the Business Gateway more generally as Scottish Enterprise is operating under ministerial guidance to mainstream its support for the social economy through the Business Gateway.  If the LEDCs and CEiS are unhappy at the prospect of working to a Business Gateway contract they have the option of not tendering and trying to find social economy support resources from other funders to deliver more flexible support services.  This is discussed more fully later.

5. CONCLUSIONS AND KEY ISSUES

Conclusions

1. On the targets set for the pilot ‘year’, the SEGP delivered:

· 64 assignments to 61 organisations, against a target of 75 organisations to be assisted;

· 614 days of assistance against the target of 640.

Given that the SEGP delivery did not commence until October 2002, this is a creditable performance.

2. The SEGP has certain eligibility criteria.  Of the assisted organisations:

· 44% met the turnover eligibility criterion;

· 54% met the percentage income from sales criterion;

· 42% were operating in the eligible sectors; 

· 39% met the employment criterion.   

Overall 84% met at least one of the eligibility criteria.

3. In the majority of the case studies of assisted organisations, the anticipated outputs and impacts had achieved and that there was a positive impact on the organisations.  

4. Certain features of the SEGP seem to be important determinants of these outcomes, including the way that it supplies additional resources and is delivered at a pace suiting the organisation. 

5. The pilot gave CEiS and the LEDCs an opportunity to work together and this generated:

· a more solid working relationship;

· the spreading of learning on how to support the social economy across the delivery organisations.

6. The monitoring framework could be improved.   The main difficulties are that there are gaps in the information collated and that the monitoring information is insufficiently standardised. 

Issues for the Future 

In this section, we consider a number of issues that cropped up during the evaluation process.  These are things that require to be discussed and agreed between the various players – where some fall more to the responsibility of SEG and others require decisions to be made by CEiS and the LEDCs. 

Programme Goals 

What is the SEGP trying to achieve?  There are certainly different views on what it should be trying to do and for whom.  Given the changing nature of the Scottish Enterprise Network with a much increased emphasis on more standardised delivery, typically target driven, SEG has a lot less room for manoeuvre.    This means that clarity of goals is probably even more important, with the goals communicated clearly to delivery partners – but with a full explanation as to where these come from.

These changes within the Network also carry potential implications for who gets assisted, with an apparent emphasis on organisations with growth potential.  For some parts of the social economy, sustainability and enhanced quality of service delivery may be as important considerations.  Again, there needs to be an attempt to generate clarity here, while recognising that different funders will have different priorities.  

Programme Design

Eligibility Criteria

The delivery partners criticised the eligibility criteria for lack of flexibility.  Eligibility criteria need to be reviewed on an on-going basis.

· Key sectors will differ over time.

· For SEG, eligibility will need to fit the targets set for them in relation to the social economy, and these may change over time.

Within this, our view is that flexibilities should be made more explicit.  Delivery organisations should be allowed to work with, say, 10% of organisations which do not meet the criteria – restricting this to organisations below the SEGP threshold.

Programme Inputs 

Some of the assignments under the SEBG in its pilot year were relatively slight, involving only a handful of days.  Is this type of intervention going to have any significant impact on larger social economy businesses whose growth we are trying to promote?  Does the SEGP need to offer more help to fewer organisations?    This need to be debated and a defensible stance agreed.

Desired Delivery Infrastructure 

General Requirements  

SEG need to come to a view on the nature of the infrastructure needed to deliver effective business development services to the section of Glasgow’s social economy where they focus their efforts.  The starting point is to ask – what are we trying to deliver to whom?  The next question is then – how best can this delivery be organised?  In coming to this judgment SEG need to draw on the expertise of some of the organisations with extensive experience of working with the city’s social economy.  The model deployed to deliver the SEGP to date is based on:

· a large number of providers, with a significant element of local delivery; 

· organisations with specialist expertise in relation to the social economy. 

Is this the right delivery infrastructure?

The evaluation cannot answer these questions – and it would be essential to test any proposals thoroughly on the potential client organisations – but the questions need to be debated and answers found.

Localised Delivery 

The rationale for working with such a large number of delivery organisations, most defined by their geographical coverage, is that localised delivery is important.  SEG need to re-examine this assumption.  

· The social economy organisations being targeted are already quite sizeable bodies.  They are not fragile community-based bodies solely dependent on volunteer inputs.

· If these organisations are to grow in a sustainable fashion it is possible that many will need to deliver their services beyond the immediate neighbourhoods they service.

· More localised delivery is probably more appropriate to the type of developmental support to smaller organisations Communities Scotland will be expected to provide.

Holistic Service Delivery

From the side of CEiS and the LEDCs, another set of questions can be posed.  Their operating ethos focuses around delivery fitted to client need rather than rolling out a standard product. Business Gateway has been designed specifically to produce a standard service, and the presumption must be that this will apply also to social economy clients.  This is the essence of the mainstreaming requirement placed on Scottish Enterprise by the Scottish Executive in relation to the more business-like social economy organisations.  If CEiS and the LEDCs believed the standard service model is inappropriate for the clients with which they work, they have two basic choices.

· Do not tender for the Social Economy Growth Programme at the next round.

· Tender, but source additional funds from Communities Scotland, Scottish Executive or the European Structural Funds to:

· build customised supports onto the standard Business Gateway service;

· deliver support services to social economy organisations below the Business Gateway thresholds, so bringing forward new – and possibly better prepared – Business Gateway clients with the passage of time.

The tendering option is the preferred one from the perspective of developing Glasgow’s social economy – and it should also make it more likely that the Business Gateway service will yield significant outputs and outcomes.

APPENDIX – THE CASE STUDIES 

1. Castlemilk Childcare Consortium 

The Organisation

Castlemilk Childcare Consortium was established in 2002. It brings together three established childcare organisations in the area, St Martin’s Extended Day Care Nursery, the CASC project and Castlekids which each have a long history of providing childcare services in the area. 

Getting Involved in the SEGP  

Each of the childcare organisations was facing an uncertain future in the light of diminishing SIP funding.  The SIP suspected economies of scale could be achieved by bringing together the three providers and that this could help to sustain childcare provision at current levels. The childcare organisations needed support to move through the reorganisation process and in particular needed advice and information about their options so that they could decide how to proceed.  CEDA offered this support through the SEGP.   

Delivery

The SEGP helped in the process of engaging a consultant, providing assistance with training and review as the consortium moved towards the status of a holding company.  This was a complex assignment, requiring the facilitator to engage all of the organisations and to bring them together.  While the consultancy helped the organisations to do this, there have been some difficulties developing ownership of the process.  Sometimes the expectations of the management committee and the consultants did not always coincide and it took some negotiation before things began to move forward in a style that the management committee members were comfortable with.   

Organisational Impacts 

The new steering group is working more effectively together.  There is a better understanding that partnership is the best way to move forward and that they do not really have an alternative. However, they recognise that there is greater potential as a larger organisation as it is more likely that they will have greater access to potential opportunities including other sources of funding.

Steering group members also feel they have increased their skills and have a more business like approach.  However, there is a clear need for ongoing support and the provision of additional training.  The directors have identified some training that they feel will be beneficial and funding for this is being sought.     

Added Value 

The SEGP was a key mechanism helping the childcare organisations to move beyond dependency on SIP funds and increase their sustainability. The organisations feel more confident about engaging with consultants again in the future and recognise the value of getting an external perspective.  

The objective of establishing a holding company has been achieved, however some of the directors feel that their capacity has been raised to only a limited extent so far.  Additionality could be enhanced further if the support was not only about achieving the objective – but also about enhancing community capacity and developing the skills of the local community.     

2. Crossroads 

The Organisation

Crossroads provides a domiciliary care attendant service to carers looking after people with mental, physical or sensory impairments to take a break.  It is based in Castlemilk, but covers the south of the city, including Greater Pollok.         

Getting Involved in the SEGP  

Crossroads had had some contact with CEDA in the past and had usually approached the third sector team when they needed some assistance.  When CEDA approached them about the SEGP they were looking for support to develop a new business plan which they needed as part of their quality assurance procedures.  

Delivery

Crossroads did not want to merely commission someone to write a business plan for them.  They were very keen to learn how to do a business plan and to make sure that they retained ownership of the process.  They also wanted their plan to be accessible to a wide variety of readers, from potential funders to service users. They were also beginning to recognise that the voluntary sector is changing and wanted to examine how processes such as business planning were relevant to their organisation. The consultant worked closely with a small group of the staff and management committee to ensure that these delivery objectives were achieved.   

Organisational Impacts 

The SEGP was a very positive experience for Crossroads.  In addition to delivering a business plan which met their needs the process helped them to identify their strengths and weaknesses as an organisation and this will be helpful to identify where they need to take action to move forward.  They are beginning to see themselves as a business and feel more confident that they will be better able to compete with other organisations which may be looking to win the same contracts.  As part of this shift, they recognise that they need to become more strategic in their thinking and the manager has been developing this role, whereas in the past more of her time was taken up with operational issues.  

Added Value 

The SEGP has enabled Crossroads not only to develop a business plan but also to increase their understanding of the process and of the skills that they will need to develop as a social economy organisation.  The business plan will be a useful tool in their future development work as it can be used as a support for funding applications. In addition to contributing to the sustainability of their existing services, participating in the SEGP has widened their perspective and they are looking to where they might be able to add value to their operations, for example through developing accredited training for staff.        

3. Deaf Connections

The Organisation

Deaf Connections is a charity which provides a diverse range of services to deaf people or people who are hard of hearing living in the west of Scotland.  This includes respite services for elderly people, training and communication support. The organisation employs people with and without hearing problems.   

Getting Involved in the SEGP  

Deaf Connections expanded recently and as part of this wanted to attain some form of quality branding.  They felt that they needed some support to identify an appropriate system and to help them identify where they needed to make changes, but had been unable to find support.  They had had some assistance from Gorbals Initiative in the past, but this had been limited as they are a charity. They were then contacted about the SEGP and decided to use the programme to access some capacity building support to help them work towards IiP.  

Delivery

The consultancy support provided the impetus to begin the process of moving towards better personnel management which they had found easy to move down their list of priorities despite a desire to achieve it.  The consultant carried out an assessment of the organisation’s procedures, met with staff to discuss changes, identified gaps and suggested where they needed to make changes to achieve recognition.   

Organisational Impacts 

The organisational review suggested that they needed to make only a few changes before proceeding to IiP assessment and so they applied for assessment at the end of the consultancy.  Unfortunately they did not achieve IiP recognition as the assessor felt that they had not yet consolidated their procedures after their expansion. On reflection, Deaf Connections management feel that there was some discrepancy between their own expectations of whether they were ready to progress to assessment and the consultant’s expectations and that perhaps they needed a longer timescale to get ready.  

However they are more confident about achieving IiP recognition in the future because they have been through an assessment already.  Generally they feel that they have increased the quality of their systems and are beginning to get the right paperwork in place.  They have been reassured that their practice does not have to change dramatically to achieve recognition.  There is greater understanding of their particular context and the areas that they need to work on because of the complexity of their organisation. Management are more committed to developing staff support systems and are taking more cognizance of the need to keep staff informed about organisational change.  

Added Value 

The SEGP allowed the organisation to maintain a focus on IiP. They may have been less likely to make time for this without the encouragement of an external consultant.  Increased contact with the LEDC has helped to link them into other potential development support opportunities around for example, training and developing employment opportunities for deaf people. They are also more positive about seeking further assistance from the LEDC in the future because they perceive that their services are now more tailored towards the social economy.      

4. Drumchapel Credit Union

The Organisation

Drumchapel Credit Union has over 2000 members and provides a range of financial services to people who live or work in the Drumchapel area.

Getting Involved in the SEGP  

The Credit Union had a good relationship with the social economy team at Drumchapel Opportunities prior to becoming involved in the SEGP and they had often been their first point of contact when they were looking for support to undertake some developmental work.  Faced with a looming reduction in the grant assistance the credit union wanted to review current activities and investigate service development opportunities. They had identified two development possibilities: developing relationships with the local housing associations to attract more members and increasing the range of services that they offered to include bill paying and money advice services. However they felt that they needed some support to investigate these possibilities further.  

Delivery

The SEGP consultancy provided research on other funding possibilities, appraisal of development opportunities, negotiation with possible development partners and an organisational impact assessment.  Delivery was very flexible and was tailored to their needs.  
Organisational Impacts 

A major impact has been the development of links with the local housing associations through their wider action programmes. It is unlikely that these would have been established in the absence of the SEGP. This is the first time that the credit union has established external developmental links, but they now feel that these are essential to growth and they feel now more confident about developing further external partnerships.

The links with the housing associations have already been helpful in safeguarding a money advice post in the credit union, and there may be further developmental opportunities for other services in the future.  

Added Value 

Without the SEGP they feel that they would not have developed as productive links with the housing associations, may have lost staff and not identified the potential benefits of diversifying services.  

The credit union would have been unlikely to commit funds to such development work because they have low margins and would have been unable to risk spending any funds on a speculative piece of work where tangible benefits may not have been realised.  

As they had little development experience they had found it difficult to identify development models and so it was useful to have access to an organisation that has wider strategic overview and links that they do not have the time to develop. Like many other social economy organisations they are very caught up in the day-to-day running of the services and this can make it difficult to develop motivation or commitment for development work.   

5. Drumchapel Law and Money Advice Centre

The Organisation

Drumchapel Law and Money Advice Centre (DLMAC) has a long history of operation in Drumchapel.  

Getting Involved With the SEGP 

Although they are a successful organisation which has grown since being established, they were beginning to feel that they had begun to stagnate and needed to look again at development planning.  They were also well aware that their operating environment was changing and they needed to evolve to take advantage of the opportunities that might be afforded by these changes.  In particular they wanted to carry out an operational review, take stock and develop a vision so that they could begin to move forward.  

Delivery 

DLMAC had already had a lot of contact with Drumchapel Opportunities through local networks. The SEGP provided facilitators for a development day involving DLMAC’s staff and management committee, a review of the organisations performance management systems and an assessment of the market opportunities available to the organisation. The brief for this work was developed with the management and staff with support from Drumchapel Opportunities to help them to increase their knowledge of consultancy tendering processes.  The consultancy work was delivered in such a way that they had time to look at all of the issues that they needed to without compromising their service delivery.   

Organisational Impacts 

DLMAC has decided that they want to try to maximise the opportunities afforded by an increasing shift from grant funding to tendering for contracts within the voluntary sector. As a result of their development planning they feel more prepared to develop tenders. They are currently going through the process of changing their status to become a limited company which will be a more appropriate form for this kind of work.   

DLMAC perceive that as a result of the consultancy they have become more business like and this is likely to help them increase the confidence that their funders have in them. This represents a significant shift in the thinking of both staff and management committee members and their acceptance that they can no longer rely solely on grant funding.

Ultimately, they hope that such a perspective will enable them to attract more funding, perhaps from new sources, and this will help them to retain staff and services. They also feel that they have become more proactive around looking for additional funding and are more likely to be looking for development opportunities than in the past and to consider funding options that they may have been unlikely to prior to being involved in the SEGP.    

Added Value 

DLMAC is a successful organisation, but its management had recognised that it had become stagnant and could benefit from a review.  A key benefit of the SEGP is that it can be used to provide consultancy support which can provide an external perspective.  As DLMAC’s case shows, this can often provide an impetus for organisational change.       

6. Glen Oaks Housing Association and Rosehill Housing Co-operative Ltd 

The Organisation

Rosehill Housing Co-operative was established in 1987 and manages some 730 new and rehabilitated houses in the Priesthill, Nitshill, Househillwood and Craigbank.  Glen Oaks Housing Association was established in 1991 and currently manages some 1550 properties throughout the Greater Pollok area.  The organisations were interested in investigating whether they could expand their existing services to include environmental services and whether it would be feasible to do this through a jointly owned not for profit company.

Getting Involved in the SEGP  

Both organisations had had regular informal networking contact with GPDC and worked together on some joint projects in the Greater Pollok area.  The SEGP provided an opportunity to fund a feasibility study to examine whether they could expand their existing operations to incorporate environmental works.  The organisations felt that they did not have the capacity to do this themselves, nor could they allocate funds for what was essentially speculative work which was not entirely housing related.  They expected that the feasibility study would help them to determine whether the proposal was viable and if so to deliver a workable model for the proposed business development and would also provide a plan of how to develop – clearly setting out the next steps.

Delivery

The SEGP funded a feasibility study which was delivered by external consultants.  The study looked at the potential market for the new business, what funding sources might be available in addition to the fees for services (e.g. training grants), the structure of a potential company and how the development of the company would fit with the wider strategic priorities in Pollok, principally the SIP strategy.    

Organisational Impacts 

Although both clients were entirely satisfied with GPDC’s role in the programme, the feasibility study did not meet their expectations.  The report seemed to overstate the potential market and predicted profits that seemed unrealistic. It did not set out a clear plan for delivery and did not make the organisations feel confident about taking the proposal forward.  

Both of the organisations have decided not to progress with the original development proposal and have instead, decided to investigate further ways of progressing environmental activities on their own. One of the organisations carried out further research and has decided that partnering with a larger company may be a more productive approach. The other has decided to expand their existing operations to incorporate these activities. 

Added Value 

Although the outputs were not as expected, both feel that the consultancy work flagged up that a joint company was not feasible and helped them to clarify thinking about the best way forward.  As very busy organisations with housing service delivery priorities it is unlikely that they would have reached this point as quickly if they had had to carry out the work themselves.        

There have also been some wider impacts. For example, Rosehill’s relationships with GPDC have been cemented and this may lead to the development of some more joint work in the future, perhaps related to promoting training or digital inclusion strategies. Glen Oaks has further developed their understanding of how they can link wider action activities with their core business.  

7. Greater Easterhouse Money Advice Project

The Organisation

Greater Easterhouse Money Advice Project (GEMAP) is a registered charity which provides a range of welfare benefits and money advice services to people who live in Easterhouse and Glasgow’s east end.  

Getting Involved in the SEGP  

A GEMAP staff member met a member of Greater Easterhouse Development Company’s social economy team at a meeting.  After some discussion they both felt that the SEGP could be a good way of helping GEMAP achieve its development plans. In particular, GEMAP wanted to investigate opportunities within its sector including the possibility of diversifying income through selling services to voluntary and public sector bodies.  It also wanted to develop a business plan and carry out some organisational development to become more business like.  

Delivery

Initially, GEMAP were unsure whether the SEGP could deliver the expected outputs.  GEMAP had had some consultancy support in the past to develop an earlier business plan but they felt that they had had no ownership of the process and had been unsatisfied with the resultant plan.  However, the SEGP programme was very different as the consultant helped to identify shared objectives and as a result GEMAP were far more comfortable with the resultant plan for the work. The consultants appeared to have a better understanding of GEMAP’s aims and objectives, carried out a better needs analysis and overall implemented a more participative approach, more tailored to the organisation’s objectives.       

Organisational Impacts 

The SEGP was delivered while GEMAP was undergoing a period of considerable organisational change and growth and the external consultancy support was very beneficial in terms of supporting the staff through this process.  

A critical change has been the management committee’s acceptance of the need for business planning and the need to exploit wider external opportunities.  This has been assisted by the development of management committee training linked to the overall organisational goals of building capacity to sell their services and to expand.  The management committee is accessing higher level training in business development which they now feel is appropriate for their organisation. Acceptance of the need for change and growth is embedded in the organisation and that the management committee is more proactive about the need for development.     

They have also achieved IiP and feel that the SEGP helped them to identify whether this was appropriate for the organisation and achieve it quicker.    

Added Value 

Additional benefits have been delivered beyond the scope of the original consultancy.  GEMAP has developed its relationships with GEDC and is now more involved with the wider local economic development activities supported by other sections of GEDC, including employment programmes. GEMAP believes that this has strengthened relationships and increased the profile of the social economy sector as well as its potential within the development company.  An unanticipated outcome has been a higher profile for GEMAP too and a perception that they have increased their credibility with key local strategic bodies.   This may have the potential to widen their funding base.        

8. Haghill and Dennistoun Credit Union 

The Organisation

Haghill and Dennistoun Credit Union operates in the east end of the city, providing financial services to people living in the G31 and G40 post code areas.  

Getting Involved in the SEGP 

The credit union had received support on several occasions in the past from East End Partnership.  When the SEGP came on stream they were considering a number of ways of expanding their service, through extending the geographical boundaries of their common bond, looking for funding to provide money advice services and securing larger premises.  They also needed to develop a new 5 year business plan.  They needed support to consider these options and to write the business plan.  

Delivery 

The SEGP funded a feasibility study for the expansion of their premises and also helped them to develop a business plan and a marketing plan. The feasibility study helped the organisation to make a decision to purchase their existing premises and those adjacent. Although the consultants worked mainly with the treasurer the Board of Directors were consulted during the process.  The credit union were very satisfied with the delivery of the consultancy work.  In particular they were happy with the way that they consultant helped them to feel that they had ownership of the Business Plan which was developed eventually.  This has been different from previous experience when they had merely commissioned their auditor to produce a plan. Partly this was because the consultants did a lot of the work on the credit union premises, so were easier to contact and approach.  

Organisational Impacts        

The credit union has become much more aware of the need to promote growth by trying to attract new members.  They are more aware of the need to market their services and are active in researching the best way to reach new members. They have postponed expansion of their common bond in the mean time in favour of trying to attract a larger proportion of the population living within the boundaries of their existing common bond.        

The Board is taking a more active role in the development of the credit union whereas in the past they tended to focus on service delivery issues.  As part of this change in focus they have become more proactive about issues like the recovery of bad debt and attracting new members.     

Added Value 

It is unlikely that the credit union would have been able to pay for the consultancy work to prepare the feasibility study as their budget is heavily committed elsewhere.  They would have paid their auditor to prepare their business plan as having an up to date plan is a regulatory requirement, however they feel that the resultant plan is better product than they had in the past and they will be able to use in a number of ways in addition to satisfying the Financial Services Authority. For example it can be used as the basis of any grant applications and it will inform their future development planning. 

9. Kidcare 

The Organisation

Kidcare was established in 1990 as a partnership between One Plus and SASCA to provide direct childcare to assist parents to move back into employment, education and training.  It provides more than 380 nursery and out of school care places and a mobile crèche across the city.      

Getting Involved in the SEGP  

Kidcare provide services in Pollok and therefore were contacted by Greater Pollok Development Company (GPDC) about the SEGP and offered assistance.  Kidcare were keen to take up the offer of assistance as at the time they had been considering carrying out a review of the organisation to examine issues related to their organisational structure, strategic development and how to use their resources, particularly their human resources, more effectively.  In particular they felt that it would be useful to get an external perspective to work with the staff to identify issues that they felt were important.        

Delivery

GPDC and CEiS worked in partnership to deliver the assistance.  They worked with the Chief Executive of Kidcare and the childcare service managers to carry out a financial review, and  reviews of staffing posts and options for development, particularly in Greater Pollok.  Some of this was delivered in a series of development days involving Kidcare’s nursery and after school care managers.           

Organisational Impacts 

As senior management within Kidcare had hoped, involvement of the staff in the facilitated development sessions has helped to introduce a new style of management in the organisation, based on more participative decision making processes than had been used in the past.  The sessions appear to have raised the nursery and after school care managers’ confidence in their own expertise and ability to develop their own support networks.  This will be helpful for the longer term development of the organisation as it should free up more of the senior management team’s time to deal with strategic, rather than operational matters.   

Added Value 

A key benefit of the SEGP identified by Kidcare was that the work was delivered by an external consultant. Some of the issues that needed to be resolved in the organisational review were sensitive and it was helpful to have an external perspective on this.  Having an external consultant to facilitate the sessions also helped to convey that management were serious about change and about helping the staff to build their self confidence and capacity. In the longer term the changes in the confidence of individual managers should increase organisational capacity and should enable Kidcare to take advantage of development opportunities in nursery and after school care sectors.   

10. PI Care Services 

The Organisation

PI Care Services is based in Govan and provides home care services to a range of clients with different needs across mainly the south side of Glasgow.  It was established in 1995 and now employs around 80 carers providing around 1200 care hours per week.  PI Care services is funded through charges to individuals and contracts with commissioning agents such as the local authority.

Getting Involved in the SEGP 

PI Care services had had some involvement with Govan Initiative through the Small Business Gateway in the past.  They were introduced to the social economy team when the team  moved into the same building. At this time PI Care Services felt that they would benefit from IT support to help them to utilise their computer systems more effectively and assistance to carry out a benchmarking exercise to help them to ensure that they were meeting the care commission standards.  

Delivery       

The SEGP was used to help PI Care Services to identify a way of funding on site IT support for sufficient time to get the computer systems established, phase them in, ensure that they were  working effectively and to train staff in the systems.   PI Care Services had a graduate placement through Scottish Enterprise Glasgow’s Graduates Into Business Programme.  The placement has been so successful they are currently making an application through the Key Fund to extend the term of the placement.    

The SEGP was also used to provide an external consultant to assist with benchmarking their services against standards necessary to satisfy the care commission and to produce an action plan and a timetable to work to achieve the standards. PI Care Services feel that it was particularly beneficial to have a person external to the organisation to conduct the exercise to ensure that it was carried out in an impartial way.  

Organisational Impacts 

Although setting up and implementing the IT systems has taken longer than anticipated, PI Care Service’s operations have changed dramatically as a result of the IT consultancy.  Previously they worked out wages and staff rotas manually whereas now they can do this on computer. The computerised system is faster, more efficient and improves the quality of the services provided to PI Care Service’s customers as it has a failsafe feature to highlight where planned care is not being covered due to staff absence.  The biggest impact has been an improvement in the time taken to generate invoices. Prior to computerising the invoices, the time taken to generate them had often led to serious cash flow problems.  A number of staff are now able to operate these systems whereas previously they relied on one worker to do all of the planning and invoicing. Staff have increased their skills and they have also a better distribution of staff work loads.  

They have been unable to implement any recommendations of the benchmarking exercise to date but have identified that they will need further resources to do this effectively.  

Added Value 

The SEGP has helped PI Care Services to see the value of having an external perspective and have seen that there are opportunities for social economy organisations within local economic development structures.  The SEGP has raised their capacity to provide a better quality service, which, in turn, has increased customer satisfaction with their service. Such improvements in overall organisational efficiency are contributing greatly to the sustainability of the organisation.  

11. Summerston After School Care

The Organisation

Summerston After School Care (SASC) was established 8 years ago as a response to demand for childcare in the area.  From its original 24 places, it has expanded to offer 40 evening after school places as well as 24 morning places. It recently became a company limited by guarantee and is in the process of opening a new family centre which will provide a range of family support services in the area.    

Getting Involved in the SEGP  

SASC wanted to carry out business planning to help them identify opportunities to increase the sustainability of their services and also organisational development to help the management committee to implement their development aims.  They also wanted legal advice on the implications for the management committee of becoming a company limited by guarantee. Having worked with CEiS in the past they sought their help for this work.      

Delivery  

CIiS delivered training for the management committee, advice and information on legal status as well as helping SASC draw up their memoranda and articles.  An important aspect of the work was supporting the manager in a range of ways as she was carrying out fundraising and developmental work for the proposed family centre. 

SASC were very satisfied with the delivery of the programme.  In particular they valued the flexible way that the consultancy was delivered.  The consultants made sure that the inputs met SASC’s needs and were delivered at a pace that suited them.  This meant that they were often flexible around timescales.

Organisational Impacts 

The consultancy support assisted the organisation to make a smooth transition into a new legal structure and in the process of expansion.  The after school service has become self financing and the development of the new family centre should also help to support the sustainability of the service.              

SASC is likely to develop its links with external organisations and programmes such as health services, social work and Surestart who may become involved in service delivery in the new family centre.  The manager feels that much of this will be enabled because SASC staff and management committee members’ skills were enhanced through their involvement in the SEGP.

A key impact is that the management committee have freed up some of the manager’s time by reducing her responsibility for the delivery of childcare services so that she has time to devote to development.  The manager also feels more supported.      

Added Value 

SASC doubt whether they would have been able to afford external consultancy in the absence of the SEGP as they have very little extra funds that could be used for this purpose.  While they would have worked towards opening the family centre in the absence of support through the SEGP, it is likely that progress would have been slower and more difficult. They also feel that by strengthening the organisation through the SEGP they may be more likely to attract potential funding in the future.

12. The Prince and Princess of Wales Hospice

The Organisation

The Prince and Princess of Wales Hospice has been providing care and support to terminally ill people and their families from its riverside base in Carlton Terrace for some 20 years.

Getting Involved in the SEGP  

In the past Gorbals Initiative had offered the Hospice some support to improve security of the building and provide IT training. The Hospice wanted to carry out a comprehensive risk management assessment and draw up an action plan to deal with any identified weaknesses as well as helping staff to acquire desktop publishing skills so that they could produce more professional publicity materials in house.  As well as increasing staff skills this would help the organisation to reduce some of its costs.  They did not feel that they had the expertise to do any of these themselves, so sought assistance from Gorbals Initiative.      

Delivery

The SEGP supplied an on site trainer to tutor in desk top publishing.  They also suggested that the Hospice take on a graduate placement through Scottish Enterprise Glasgow’s Graduates into Business Programme to carry out the risk management assessment and develop a strategy.  

A flexible approach to the desktop publishing training was delivered to suit the trainees’ needs and to fit in with their other commitments.  Initiative staff helped the Hospice management with the recruitment process for the graduate placement.  Thereafter the hospice managed the recruit.   

Organisational Impacts 

The hospice management staff feel that they no longer pay lip service to risk management and have a clear process in place.  They have established a risk management committee who oversees the implementation of the risk management strategy. They believe that the risk management strategy formalises their processes and will help them to approach risk management issues in a more systematic way in the future. Staff have increased their desktop publishing skills which fits well with the Hospice’s desire to assist staff to develop their skills as well as saving them money by making them a little more self sufficient.  

Added Value 

The Hospice management are very positive about the SEGP.  They feel that the quality of the assistance was high and represented a significant saving to the organisation.   They also feel that they benefited from an external presence which increased internal staff awareness of the importance of risk management.

The SEGP gave the Hospice the additional impetus it needed to address a quality issue that could easily be side lined in an operating environment where resources are tight.  If they had not had access to the graduate trainee they do not believe that they would have developed as thorough a risk management process, nor would it have been delivered within such a short timescale.  

They also value the fact that it is delivered by a local organisation.  Although their services are delivered across the Greater Glasgow Health Board area they see benefits in forging better linkages with local organisations.        

13. The Nolly Barge 

The Organisation

The Nolly Barge is a canal barge which offers a residential facility for community groups.  It has operated since 1991 along the Forth and Clyde Canal.  The barge is funded by a combination of grant funding and charges to users.  

Getting Involved in the SEGP  

The project leader had contacted Glasgow North when she joined the project in 2002 to find out if they could offer any support.  Specifically, they were looking for assistance to carry out market research and support to strengthen their business planning processes.  With cuts in grant funding pending, the project has to look at ways to increase its revenue. However,  the completion of the Millenium Link has increased the potential for growth in the project’s services.    

Delivery

The SEGP provided a range of assistance including a market research study assistance to develop a training programme, training for board members and assistance to identify other potential sources of funding.       

Organisational Impacts 

The training helped strengthen working relationships among the Board members, built up their confidence and helped them to develop their forward planning skills.  

The project staff and Board members also feel that as a result of the assistance they are more productive – they have defined their short and long term strategies, they have better marketing resources and they are a leaner, fitter and more professional organisation.  An important impact has been the development of networks which has helped them to approach some of their development projects in partnership with other organisations.  This has helped them to diversify and develop new solutions to some of the difficulties that they were facing. An important example of this is the development of a joint training project with Govan Initiative.  Such approaches have helped to increase the sustainability of the project.  

They also think that they are better placed to take advantage of some of the local opportunities presented by, for example, the further development of the canal and an increasing interest in environmental education which they are well placed to provide.            

Added Value 

An important aspect of the consultancy has been the way that the LEDC has helped the Nolly Barge to develop networks, which has helped them to increase their profile locally.  The SEGP has also contributed to helping the LEDC achieve its objective of developing the Forth and Clyde Canal as a local resource.  

14. The Pavilion 

The Organisation

The Pavilion is a youth project in Greater Easterhouse, offering a range of activities for young people living in the area.    

Getting Involved in the SEGP  

The project had had some support from the community support team at Greater Easterhouse Development Company (GEDC) in the past.  They were keen to develop a new business plan and to investigate the options for HRD including the possibility of IiP and had approached the social economy team for assistance.  The project was particularly concerned to develop an accessible business plan that could be used by a range of audiences, including potential funders and would set out how they would work towards their project goals.

Delivery

The SEGP assisted the project staff to draft their business plan by providing guidance templates and regular and ongoing advice and support as they moved from a draft to a final plan.  The project felt that the consultants took a very hands on approach and worked hard to meet their needs.  They were able to speak to the consultant whenever they needed advice or information.  The consultant also put them in touch with other services which might also be of potential assistance.       

Organisational Impacts 

The organisation expects that the benefits of the consultancy will come through in the next two to three years.  The business plan was invaluable in developing a recent lottery application, which, if successful will allow them to create new services.  They also feel that the business plan will improve the quality of any future funding applications. They have also established clear development goals and are working towards these.  

The project decided not to proceed with IiP as they feel that this is not feasible for them financially.

Added Value 

Developing a new business plan was a priority for the project and they would have sought consultancy services to support them to do this in the absence of the SEGP.  However, they feel that they have a better quality document and it better fits the purpose that they intend to use it for - developing funding applications - than they may have had delivered by other consultants.         

The project has formed good relationships with the social economy team at GEDC and has established links with other parts of the organisation that they had not worked with before.   Like some other social economy organisations, they were sceptical in the past that economic development companies could do anything for social economy organisations, but now this scepticism has been reduced.  

15. Urban Fox 

The Organisation

Urban Fox started as a football coaching programme and has diversified to provide a variety of education, coaching and leisure services for young people aged 5 to 17 years living in the East End SIP area.       

Getting Involved in the SEGP  

The project manager has a long experience of working in the community and was familiar with the local social economy support infrastructure in the area delivered through the East End Partnership.  The project was looking for ways to access sustainable funding at the time and has been approached by the SIP to develop a SIP programme bid.  The project was looking for a way of strengthening the bid and had been encouraged by East End Partnership’s social economy staff to develop a longer term funding strategy through the development of a 5-year business and marketing plan.

Delivery

Two consultants facilitated sessions with the management group to develop business and marketing plans.  This included identifying how the organisation could attract more sustainable income and how the project could be more effectively marketed to potential funders.  

The project was very happy with the way that the consultancy services were delivered.  They felt that the consultants were very accessible, produced outputs that were clear and worked effectively with the management committee.  An important aspect of this was the way that the consultants pointed out the implications of the plan for the management committee members’ roles and responsibilities.     

Organisational Impacts 

The SEGP has been very beneficial to the project.  The management committee feel that having the business plan has given them an edge over other applicants chasing the same funding and increased funders’ confidence about their ability to deliver a quality service. The project has secured three year funding from the SIP and has been able to employ 7 members of staff.  

They feel that they are operating in a more business like way and feel that external organisations also see them as more business like.  They have developed strong partnerships with other organisations which are potentially able to make financial and in kind contributions to the project.  They have diversified their services and increased the number of young people using the service on a weekly basis to a great extent.    

Added Value 

They feel that if they had not had a business plan they would have not got as much assistance from the SIP and it is likely that their funding would have been for a shorter period.  They have now secured the project to 2006.  The assistance has also given them more ideas about possible future development routes.  They now think about sustainability in a different way.  For example they are more aware that they have a product that they could sell potentially to other local authorities and are currently refining the product to create a package and this may bring benefits in the future.  
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