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1.0 
EXECUTIVE SUMMARY
1.1 
Introduction
1.1.1 T.L. Dempster Strategy and Research was commissioned by Scottish Enterprise Ayrshire in December 2005 to evaluate the High Growth Start Up Programme (HGSU) which was launched across the Scottish Enterprise network area during October 2000. The objectives of the research were to evaluate: 

· the impact of the HGSU Programme

· the appropriateness of it’s activity

· the outputs achieved

· the measurement of it’s impacts

· the value for money it represents

· the effectiveness of the contractor appointed to deliver HGSU.

1.1.2 The aim was to survey 43 start up companies and 15 pre-start up projects (a total of 58) with whom the project has engaged during the three year period of this evaluation, i.e. January 2003 to December 2005 as well as consultations with the contractors and S.E. Ayrshire executives involved. 

1.2 The High Growth Start Up Programme

1.2.1 The HGSU Programme was launched across the Scottish Enterprise network area during October 2000 and targets new business start up projects where: 

· employment is expected to be 15 jobs or more by year 3


and / or

· the prospective business' targeted turnover is in excess of £750,000 by year 3

1.2.2 SE Ayrshire have contracted out delivery of the project to The Maitland Partnership (TMP) since August 2002 and support given to clients ranges from guidance on the development of business plans to assessments on market potential and advice on finance and funding.  TMP also delivers post start up support to HGSU companies for up to 24 months after start up.
1.2.3
Of the 58 projects there are 2 exceptions where delivery of HGSU support is contracted to Company Creators.

1.3 The Evaluation

1.3.1 T.L. Dempster did not encounter any problems in meeting with and speaking to the contractors and SE Executives who formed the stakeholder survey. 

1.3.2 Furthermore, the level of response from both start up and pre start up companies was very encouraging, the majority of which were conducted at 1 hour long face-to-face meetings. Telephone interviews were only used when no other option was available.

1.4
The Stakeholder Survey
1.4.1 The contractors interviewed and their relationship to HGSU were as follows: -

· The Maitland Partnership (TMP) (main contractor to the programme and responsible for the marketing and delivery of pre and post start up services)

· Alba Smart Thinking Limited (SE Ayrshire contractor for the management of Business Gateway, source of referral to HGSU)

· Company Creators (specialist contractor delivering HGSU services to 2 participants for whom they introduced to HGSU).

1.4.2 SE Ayrshire looked at this evaluation to inform their views on possible changes to HGSU delivery and present the customers’ view of HGSU. No one at SE Ayrshire expressed any concerns about the administration and reporting elements of the Programme as managed by TMP. Furthermore, TMP were very happy and positive about their relationship with SE Ayrshire.

1.5
Outputs from the Programme against Target

1.5.1 During the 3 year period of this evaluation 58 projects with plans to meet or exceed the HGSU criteria have been supported.

Of these projects 43 have started trading and a further 8 projects from the pre-start ups will start trading during 2006.  The target of 45 actual start ups has, therefore, been met and exceeded.
1.5.2 Of the 43 start up companies 14 (34%) have ceased trading; within the remaining 29 the estimated level of jobs so far created is 308.
1.5.3 Companies participating in HGSU are collectively well on course to meeting the targeted annual sales level of £22.5 million by the time a start up company is 3 years old. Furthermore, target levels of additional investment for both public and private sectors of £1.4 million have been met and exceeded.

1.6
Additionality and Attribution
1.6.1
Between 22% and 33% of pre-start up businesses felt that their HGSU participation would have a positive impact in the future of their businesses across a range of 7 key business indicators, such as sales, profitability etc.
1.6.2
When asked the same question on current direct impacts on the same 7 key business indicators between 5% and 18% of start up businesses were able to attribute a positive impact due to their HGSU participation.

1.6.3
Notwithstanding the above result in terms of direct impacts, the evidence is that the funds raised by companies assisted by HGSU participation will have an indirect impact on all 7 key business indicators used.

1.6.4
Most specific initiatives or actions identified by companies as attributable to HGSU participation were funding related.

1.6.5
In 5% of responses, absolute additionality was attributed to HGSU participation (see Sections 5.5.13 - 5.5.15), 24% identified additionality in terms of timing, 10% identified additionality in terms of scale and 57% were unable to identify any additionality.

1.6.6
There were 4 respondents who were able to identify actual or possible displacement of business within Ayrshire.  None of this displacement is attributable to HGSU.

1.7
Overall Experience of Programme and Qualitative Outputs

1.7.1
The majority of referrals to HGSU came via Business Gateway or SE Ayrshire with many companies having taken considerable steps towards start up status before engaging with the Programme. The majority of individuals interviewed already had considerable business knowledge in their respective fields.

1.7.2
For many companies, both pre and post start up, their first action with TMP took the form of preparing a development plan and for many those initial discussions had helped them to more effectively identify the key issues relating to their business. However, at the same time there were many companies who already had a business plan in place and were clear on the key issues facing them. 

1.7.3
Accessing finance was the key issue facing both pre and post start up companies prior to HGSU participation although it is clear that pre start up companies were also concerned about identifying contacts and accessing relevant networks, typical traits of pre start up companies.

1.7.4
Notwithstanding the above pre and post start up companies were seeking a broad range of advice based assistance although the key differences lie in more pre start companies seeking financial and funding advice, advice on business planning and patenting. However, companies appear to have received less specific advice on wider issues through HGSU than they initially sought.
1.7.5
Around 50% of companies did not feel that the HGSU assistance was developed in line with their needs, whereas 50% did feel that it was.
1.7.6
More positive were the figures relating to the efficiency of the HGSU advisors although there were a few circumstances where the advisor had not been in touch with some clients for significant periods of time or were slow at firming up offers of support.

1.7.7
Overall, companies felt that their HGSU advisor was flexible in their approach and able to meet at times that suited the company.

1.7.8
Whilst the majority of companies felt that the HGSU advisors were competent at providing general business advice, there was the feeling that some of the advice was perhaps a little too basic and what they required was more specialist assistance.

1.7.9
In terms of the time that advisors were able to dedicate to their clients, many companies, particularly the post start ups, felt that the time they had to spend with their advisor was relatively limited.

1.7.10
The vast majority of respondents felt that they were able to dedicate sufficient time to the development of their project with many acknowledging that the time they had dedicated was significantly greater than what would be considered a normal working week.

1.7.11
Companies believed that whilst the advice given to them by their advisors was competent, it was, at the same time, too general in nature and in that sense, they had not learned a lot from them. The requirement for bespoke assistance is again highlighted here both in terms of general advice and assistance with the business plan.

1.7.12
The majority of both pre and post start up companies have not developed new networks as a result of the HGSU.  This is an area worthy of consideration for the future development of the programme.

1.7.13
Although companies were unable to identify any specific quantitative outputs relating to HGSU, there is evidence that the programme has generated qualitative outputs relating to business awareness and organisational change.

1.7.14
The above results report on TMP delivered support.  Both companies supported by Company Creators were very positive about all aspects of their assistance.

1.8
Strengths, Weaknesses and Areas for Improvement

1.8.1
The key strengths companies associated with the Programme were as follows:

· Access to advice

· Sounding board

· Access to funding

· Flexibility

However, a concerning 23% of companies interviewed did not associate any strengths with the HGSU Programme. 

1.8.2
The main weaknesses that companies associated with the programme were as follows:

· Quality of advice

· Lack of ongoing contact

· Poor links to other programmes

· No assistance at all

18% of companies did not associate any weaknesses with the Programme.

1.8.3
The principal improvements suggested by post start up companies related to the provision of specialist advice to companies and clarity on the scope of assistance available through HGSU. It is not that companies felt that the assistance or advice given was unhelpful or incorrect, rather that it needed to be more specifically tailored to suit their needs.

1.9
Future

1.9.1
Only 55% of post start up companies said that they currently had a contact with either SE Ayrshire or Business Gateway which could explain why companies were unaware of the nature of support available to them. 

1.9.2
Of those companies still receiving assistance, ongoing HGSU was their most common form of support.

1.9.3
A lack of finance for growth was the main issue both pre and post start up companies believe they will face over the next 2 years. However, accessing markets and recruiting technically qualified staff were also regarded as major issues. 73% of post start up companies believe that SE Ayrshire has a role to play in helping them address these issues, mostly in the form of information, grants and loans and advice.

1.10
Conclusions and Recommendations
1.10.1
The emphasis of HGSU support at present is in the signposting to and application for funding.  In many instances more specialist support is required.

We recommend that a 'knowledge bank' of both general and specialist experts is created in order to create more flexibility in responding to the needs of different types of HGSU client.

1.10.2
There is inconsistency in the level of ongoing contact with SE Ayrshire in HGSU companies after start up.


We recommend that greater responsibility for delivery of the Programme is taken within SE Ayrshire and that an account / client manager is appointed to each HGSU client even at the pre-start up stage.

1.10.3
We report upon the fact that HGSU has achieved its target.  However, there are issues regarding the attribution and additionality which HGSU clients associate with the Programme on the achievement of these targets.


Consequently the same issues apply to the success of the numbers of jobs created and sales levels achieved.


We recommend that more internal delivery activity and more specialist support will lead to clearer recognition of attribution and additionality.

1.10.4
There is no doubting the effort put into marketing HGSU by TMP.  There is little evidence of its effectiveness, however.


We recommend that HGSU does not have discreet marketing but rather is packaged within the promotion of business start up services from BG and SE Ayrshire.

1.10.5
There are criticisms of TMP's delivery of HGSU support services from some clients, especially where specialist and post start up support was required.


There is recognition from client companies of the fundraising contribution made by TMP and the external mentoring role they provided to some projects.

1.10.6
Recommendation is made for changes to the delivery responsibilities for HGSU which we believe will lead to better value for money than was experienced during the period of the evaluation.

1.10.7
Most of the changes referred to above relate to greater internal delivery of the HGSU Programme.
2.0
THE HIGH GROWTH START UP PROGRAMME
2.1
Background and Positioning
2.1.1
The High Growth Start Up Programme (HGSU) was launched across the Scottish Enterprise network area during October 2000.
2.1.2
Delivered locally by each Local Enterprise Company (LEC), the Programme targets new business start up projects where:

· employment is expected to be 15 jobs or more by year 3

AND / OR
· the prospective business’ targeted turnover is in excess of £750,000 by year 3.


This positions the Programme between the Business Gateway (BG) Volume Start Up service, which supports smaller projects, and a High Growth start up programme managed by SE National and targeted at larger projects.

2.1.3
The HGSU Programme forms part of the BG product range, but is marketed separately.  Within the SE Ayrshire area the delivery of the Programme has been contracted out to The Maitland Partnership Limited (TMP) from August 2002 to the present time.


The Maitland Partnership Limited has delivered the Programme, therefore, throughout the period to which this evaluation refers.

There are 2 companies who are the exception to this rule, where the particular nature of support required and the source of their introduction to HGSU has led to the appointment of Company Creators as their Project Managers.  Where relevant, the evaluation reports separately on these 2 companies.

2.2
Services Provided
2.2.1
Clients for HGSU are segmented into traditional and development clients.  Traditional clients are potential businesses whose products or services can be supported by traditional financial and management advice; development clients might require more time and specialised resources to get started.
2.2.2
Regardless of status, a client of the HGSU Programme will be offered:

· After an initial meeting, a development plan outlining the assistance required

· Guidance to develop a Business Plan to a stage where it is investor ready

· Support in other areas of the business’ development such as

· assessment of market potential

· technical feasibility

· IP and other legal issues

· management team development

· finance and funding

· facilitation of completed investment packages

· On start-up, ongoing assistance for a period of 24 months including the provision of regular periodic reviews of progress and reports by the HGSU adviser.

2.3
Criteria for Client Eligibility
2.3.1
The ‘core’ eligibility for a new business start up project to be classified as ‘high growth’ has already been stated as:

· employment is expected to be 15 jobs or more by year 3

AND / OR
· the prospective business’ targeted turnover is in excess of £750,000 by year 3.

2.3.2
In addition to the above ‘core’ criteria, businesses to be supported by HGSU should also meet the majority of the following:

· market potential beyond the UK

· performance likely to double over a 3 year post HGSU period in terms of sales, jobs and profits

· prior management or business experience

· personal commitment of owners

· innovative product or service

· limited displacement.

2.4
Objectives and Output Targets
2.4.1
Key Activities
i)
The marketing of HGSU in collaboration with other relevant SE National or Ayrshire Programmes, to attract sufficient referrals to the Programme to achieve the targeted level of new start up businesses.

ii)
The provision of tailored start up advice and support to organisations and individuals with the potential to achieve the HGSU targets for sales and/or employment.

iii)
The provision of ongoing support to start up businesses once established for a further period of 24 months.  During this period an effective transfer to SE Ayrshire’s business base customer management system is expected.
2.4.2
Key Outputs
i)
To contribute to the achievement of 15 start up business projects per year which have the potential to meet the high growth criteria already referred to.
Over the 3 years of this evaluation, therefore to contribute to 45 such start up projects.
ii)
To contribute to the attraction of £700,000 additional Public Sector support to these start ups and £700,000 Private funding inputs.

3.0
THE EVALUATION
3.1
Objectives
3.1.1
The objectives for this evaluation were established by SE Ayrshire and confirmed during the tendering process for this evaluation.  They are:

3.1.2
To evaluate the impact of the HGSU Programme during the agreed dates in terms of:

· the appropriateness of its activity

· the outputs achieved

· a measurement of its impacts

· the value for money it represents.

3.1.3
To survey the 58 projects (43 start ups and 15 pre-start up) with whom the project has engaged during the three year period of this evaluation.

3.1.4
To consult with the contractors and S.E. Ayrshire executives involved.

3.1.5
To assess the effectiveness of the support provided to High Growth Start Up businesses in Ayrshire through the delivery of the Programme by TMP.

3.1.6
To consider the advantages and disadvantages of the future delivery of HGSU continuing through an external provider or through SE Ayrshire’s internal customer management systems.

3.1.7
To present other relevant conclusions and recommendations emerging from the consultation process which are relevant to the future of HGSU.

3.2
Methodology
3.2.1
T.L. Dempster and S.E. Ayrshire agreed the following approach to the work involved.
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3.2.2
The purpose of the desk research was to provide T.L. Dempster with the background, objectives and operational issues relating to HGSU.

This, in turn, facilitated the survey and questionnaire design processes.


The actual surveys are discussed in the following sections of this report.

3.3
Acknowledgements
3.3.1
T.L. Dempster found no problem at all in meeting with / speaking to the contractors / SE Ayrshire executives who formed the stakeholder survey.

3.3.2
The level of response from both start up companies and pre-start up companies was also very good with the majority of contact being at face-to-face meetings, usually of 1 hour or longer duration.


Telephone interviews were only used where no other option was available, however, even in these cases interviews averaged at 30 minutes duration.

3.3.3
T.L. Dempster gives great care to commercial confidentiality during the reporting of surveys such as this HGSU evaluation.  Participating companies and individuals were given assurances in this regard.


There are, however, some areas of reporting where the information is easier to put into perspective when specifically, or collectively, attributed to a respondent or group of respondents.


This has only been done where it is reasonable to assume that SE Ayrshire would already have access to this information through the reports submitted by their contractors.


Comments are also attributed to individual respondents where they have asked for or authorised this to be done.

3.4
Levels of Participation / Accuracy of Results
3.4.1
The Pre-Start Up Company Survey

There was a total of 15 companies who were advised to T.L. Dempster as being ongoing HGSU projects that as at December 2005 were prospects which had not yet started up.
3.4.1.2
During the survey 2 of these prospects were identified as having been abandoned or postponed.  


The 2 were:
· Derek Cowell

· Kirsty Wood (due to ill health).

3.4.1.3
Of the remaining 13, 9 (69%) took part in the survey; 2 refused and 2 failed to respond to 3 or more messages asking them to make contact.  


The 4 non-participants were:
· Environmental Test Centre Limited (too busy / limited dealings with HGSU)

· Mark McLean (4 messages left)

· Inter Dependent Purchasing Limited (unable to contact)

· Graham Kennedy (refused)

3.4.1.4
Where averages of the 9 responses have been extrapolated to show a possible total for the 13, the extrapolated figures are indicative only.


The 9 participants were:

· Billy McLoune, Meikle Garlaugh Farm

· Dorothy Duff, Beauty By Silk

· Graeme Davidson, Prestwick Aircraft Maintenance

· David Gallagher, LeeGal Contracts Limited

· Ashley Bell, Kingswell Developments

· Peter McLaughlin, Kattrak Limited

· Tom McGhee, Infiniti Limited

· Alasdair Armstrong, Armstrong Cranes Limited

· Martin Hunter

3.4.1.5
The 9 prospects’ projects cover the following industry sectors:

	
	Civil Engineering / construction
	2

	
	Textiles
	1

	
	Food & Drink
	1

	
	Software
	1

	
	Aerospace
	1

	
	Call Centre
	1

	
	Tourism & Leisure
	1

	
	Vehicle / plant manufacture
	1


3.4.1.6
Of the 9 prospects interviewed:

· 6 (67%) anticipate starting trading now or within 6 months

· 2 (22%) anticipate starting within 7 - 12 months

· 1 (11%) was unable to respond to this question.

3.4.2
The Post Start Up Company Survey
3.4.2.1
There was a total of 43 companies advised to T.L. Dempster as being reported as ‘start ups’ during the period January 2003 to December 2005.


Of the total, 41 were from the Programme managed by TMP and 2 were managed by Company Creators.

3.4.2.2
During the survey 14 (34%) of the businesses within the TMP managed programme were identified as having ceased trading / gone away.


The 14 were:

	
	· Amberdeep Limited
	· LRD Displays Limited

	
	· Hume Trading Limited
	· SCM Metalwork Limited

	
	· Next Dimensions Limited
	· Sigma Engineering Product Design

	
	· Smart Maintenance Solutions
	· Thistle P1 Limited

	
	· Tubeworld Limited
	· www.dotdirectory Limited

	
	· Discount Line Limited
	· Trustcare Health

	
	· EMK T/A The Sweet Depot
	· Burnswell Spring


3.4.2.3
Of the remaining 29 companies, 23 (80%) took part in the survey; although no longer trading, Burnswell Spring also took part.  We have been unable to arrange an interview with 6 companies who either did not respond to any of our messages, or where we were unable to arrange an interview within the required timescales.

The 6 non-participants were:

· Local Tackle Limited (unable to contact)

· Olrac UK Limited (unable to contact)

· Troon Fish Market Limited (Mr. Buisseret in Spain until 7/3/06)

· Steven Ord,
UPE Cooling Services Limited
· Steven Ord, Town & Country Refrigeration Limited
· Xyrex Limited (meeting not attended by Mr. McTurk).


The 24 participants were:

	
	· 360 CRM
	· AA Material Handling

	
	· Accura Health Limited
	· Airframe Components Europe Limited

	
	· Alba Tyre Management Limited
	· Burnswell Spring (ceased trading)

	
	· Business Communication Solutions
	· Culzean Construction Limited

	
	· Culzean Medical Devices
	· Cunningham Truck Parts Limited

	
	· Enrich Consulting Limited
	· Meesaw Media Limited

	
	· Peacekeeper International Limited
	· Rescu Solutions Limited

	
	· RRP Metals Limited
	· The Bothy Lodge Company

	
	· Ultrascent
	· Wearable Technologies

	
	· Otterburn Activity Centre Limited
	· Shred Fast (Scotland) Limited

	
	· SRE Engineering Limited
	· Stodheart Carpets Limited

	
	· Edpax Limited (Company Creators)
	· Vector Aircraft Services Limited (Company Creators)


3.4.2.4
The 24 participants cover the following industry sectors:

	
	Outsource service provider
	3

	
	Tourism & Leisure
	3

	
	Medical
	2

	
	Software / e-business
	2

	
	Aerospace
	2

	
	Transport / vehicle maintenance
	2

	
	Engineering design
	1

	
	Textiles
	1

	
	Food & Drink
	1 - Burnswell Spring

	
	Education
	1

	
	Communications
	1

	
	Civil Engineering / construction
	1

	
	Defence
	1

	
	Metals
	1

	
	Retailing
	1


3.4.2.5
Where the averages of the responses have been extrapolated to show a possible total for the 29, the extrapolated figures are indicative only.
4.0
THE STAKEHOLDER SURVEY
4.1
Introduction
4.1.1
The contractors interviewed and their relationship to HGSU were as follows:


The Maitland Partnership - TMP is the main contractor to the Programme responsible for marketing and delivery of pre and post-start up services to participants.


Alba Smart Thinking Limited - is the SE Ayrshire contractor for the management of Business Gateway.  Alba is, therefore, a source of referral to HGSU.


Company Creators - is a specialist contractor delivering HGSU services to 2 participants for whom they were responsible for introducing to HGSU.

4.2
The Maitland Partnership
4.2.1
T.L. Dempster met with Gary McEwan (Director) and Colin Orr (Consultant) who, between them, are either responsible for the SE Ayrshire contract or provide support to the majority of participants.


The start up and pre-start up surveys identified 5 consultants from TMP who have, to various degrees, supplied support to HGSU participants.

The names mentioned were:

	
	Gary McEwan
	1

	
	Colin Orr
	15 (+ 2 transferred from David Cunningham)

	
	Lee McCallum
	8

	
	Phil McArdle
	4

	
	David Cunningham
	3 (2 transferred to Colin Orr)



TMP is also responsible for HGSU delivery in the LEC areas of Renfrewshire, Dunbartonshire, Grampian, Tayside and Fife.  This gives them the opportunity to compare and report on HGSU achievements from one area to another.

4.2.1.1
Marketing

The principal marketing activities mentioned by TMP are:

· A periodic search of Companies House records for newly incorporated companies in Ayrshire.  This particular activity was seen as a major source of the number of referrals passed from TMP > Alba.

· The development of local networks through introductory visits, HGSU and other Programme event attendance, direct mail and visit follow ups.


An example given by TMP was referrals from local Business Managers of Banks where the Banks feel they can’t support a project or that the business plan presented to them is in need of reformulation.


The suggestion was made that the level of referrals from TMP > Alba was greater than those from Alba > TMP.  The view that “real high growth companies do not approach Business Gateway” was opined.

4.2.1.2
Nature of Referrals

TMP felt that the majority of referrals / enquiries received by them were from pre-start up situations, that is to say, either individuals with an idea, or in some cases being a bit further down the line in terms of planning.


In some cases TMP feel they have to make a judgement on the appropriateness of referrals to HGSU.

4.2.1.3
Key Tasks for HGSU Clients

TMP feel that their main task for HGSU client companies is fundraising.


They make the point, however, that in order to address that task, clarification of other business issues is required.  They feel they:

a) Identify weaknesses in business plans and assist in addressing them.

b) Help clients to realise the full potential of their proposed business thereby raising ambition

c) Input into marketing issues

d) Develop clients self belief

e) Develop the network of support providing contacts which the HGSU clients need

f) Prepare a development plan for each client, a copy of which is not left with the client.  Rather, broad agreement is reached on the main points for action.

4.2.1.4
TMP Relationship with SE Ayrshire

TMP is very happy and positive about their relationship with SE Ayrshire.


One observation made was that sometimes SE Ayrshire can be slow (relative to client expectations) to respond to funding or grant applications.


The practice of transfer of clients from TMP to the SE Ayrshire account and client managed systems was also referred to as sometimes premature with the loss of TMP influence on the clients concerned.

4.2.1.5
TMP Relationship with Client Companies

TMP believe that what HGSU client companies need is advisory support based upon entrepreneurial experiences.  Their contention is that they deliver this.  While it is normal practice for one consultant to engage with companies, that consultant accesses different areas of expertise within the TMP team as required.
4.2.1.6
Ideas for the Future

TMP suggest that within Ayrshire they would like to identify and prepare a register of people whose profile and status suggest that they would have access to £30,000 - £50,000 of investment funding.


The theory is that such a group would:

· provide a source of entrepreneurial start ups

· create a business angel facility in Ayrshire providing investment funding and business experience to local start ups.

4.2.1.7
TMP’s Statistical Analysis of HGSU Activity

TMP was appointed to the HGSU delivery contract during July/August 2002 and have kept an analysis of projects from then up and until 31st January 2006.


There are, therefore, 7 months of activity in their analysis outwith the timings set for this evaluation.


The TMP analysis is:

	Total referrals to HGSU from 07/2002 - 01/2006
	-
	127

	Total start ups (41 between 01/2003 - 12/2005)
	-
	53

	Current project list (all included in this evaluation)
	-
	15

	Total referrals, therefore, no longer active or currently suspended
	-
	59


4.3
Alba Smart Thinking Limited
4.3.1
Alba is the SE Ayrshire contractor for the management of Business Gateway and the programmes and services provided through that particular customer service channel.


Alba’s involvement with HGSU is as a source of referrals.

4.3.2
T.L. Dempster conducted a telephone interview with David Gardener of Alba.
4.3.3
Alba referred to the early collaboration between themselves and TMP where, for example, they would attend each other’s promotional events.  This practice had ceased.  While still having respect for one another; nowadays, they “just get on with their own activities”.


Alba referred to the practice in other LEC areas where BG and HGSU contractors met every 6-8 weeks expressing the feeling that this should be reintroduced in Ayrshire.


Alba described the current relationship with TMP as “at arms length”, being restricted to the exchange of referrals.  Alba did not seem to think that referrals from TMP to them (mainly from TMP’s incorporation monitoring) were a robust source of ongoing projects.


Alba had every confidence in TMP to deal effectively with any referrals they passed to them.

4.4
Company Creators
4.4.1
Company Creators was formed by 3 partners 5 years ago. While they operate throughout Scotland, the partner based in Ayrshire is Elie Chilton who T.L. Dempster spoke with on the telephone.


The company initially specialised in providing assistance to pre-start up entrepreneurs although, through ongoing client demand, this has evolved into post start up activity as well.

4.4.2
The Company Creators business model is:
· Source new clients through networking (e.g. membership of the Entrepreneurial Exchange) and existing client referrals, and put non-chargeable time into assessing the projects

· Provide pre-start up support averaging 3 consultancy days per month over a six month period 

· During the first 6 months of trading, provide on average a further 10 days of input

· Design the support to be intensive, focused, hands on, strategic and involved in the execution of plans

· Company Creator’s expertise extends from financial planning to most other business disciplines.
4.4.3
Company Creators’ links to the HGSU Programme have been formed in their opinion as:

· Introducing clients to the Programme (in Ayrshire’s case 2)

· Seeking 50% funding for the services they provide.  
· Requesting the nomination of an Account or Client manager from SE to be appointed 3 months into the pre-start support

· Acting as a facilitator between the company and the SE Account / Client manager.

4.4.4
Mr. Chilton believes that his approach to high growth start ups is a very efficient, and cost effective, method of support.


Of the 10 client companies (not necessary in Ayrshire) he has worked with from idea generation to start up over the last 5 years none have failed.


His contention, therefore, is that his system minimises wastage.

4.4.5
Mr. Chilton has a very high regard for the people and the services provided by SE Ayrshire.

4.4.6
He believes his engagement with the HGSU Programme merges with the Investor Ready Programme and that his services are relevant to and supported by both.

4.5
SE Ayrshire
4.5.1
While this evaluation is being managed by Maryse McMaster, from a stakeholder perspective, T.L. Dempster has met with Joy Love (SE Ayrshire Executive) and Linda Hanna, Manager, Growing Business.

4.5.2
Both Joy and Linda, as has Maryse, have been at pains to point out that they are looking to this evaluation to:

· inform their views on possible changes to HGSU delivery

· present the customers’ view of HGSU.

4.5.3
No one at SE Ayrshire has expressed any concerns about the administration and reporting elements of the Programme as delivered by TMP.

4.5.4
Both Joy and Linda have suggested that the main ‘drivers’ in the decision to contract out management of HGSU have been:

· Concerns about the time available to internal staff to provide the levels of support needed by HGSU clients

· Trying to ensure that HGSU clients have access to the relevant range of skills and experience necessary, which might not be able to be consistently provided across the relevant SE Ayrshire team.

· That the ‘core’ skills of relevant SE executives is in the facilitation of support rather than its provision.
5.0
OUTPUTS FROM THE PROGRAMME AGAINST TARGET
5.1
Target - 15 Companies Per Annum Meeting the HGSU Criteria
5.1.1
Number of Companies
5.1.1.1
During the 3 year period of this evaluation 58 projects with plans to meet or exceed the HGSU criteria have been supported.

Of these projects 43 have started trading and a further 8 projects from the pre-start ups will start trading during 2006.  The target of 45 actual start ups has, therefore, been met and exceeded.

5.1.1.2
Trading Status

Of the 43, 14 have ceased trading, leaving the ‘live’ total at 29.


As at January/February 2006 the ‘live’ companies had started trading, or invoicing sales for the following periods of time:

	
	Period
	No. of Responses
	% of 
Responses

	
	Not started
	2
	9%

	
	1 - 6 months
	5
	22%

	
	7 - 12 months
	5
	22%

	
	13 - 18 months
	3
	13%

	
	18 - 24 months
	2
	9%

	
	24 months +
	6
	26%

	
	
	23
	



The 2 companies who have met the ‘start up’ criteria but have not yet started trading are:

· The Bothy Lodge Company (first sales anticipated Feb/March 2006)
· Wearable Technology Limited (first order invoiced February 2006)

5.2
Jobs Created
5.2.1
Number of Jobs Created

The reported employment levels amongst HGSU start up companies are as follows:

	
	
	No. of Responses
	No. of Jobs
	Average
	Extrapolation to 29

Companies

	
	No. of Jobs at actual start up
	23
	68
	2.95
	86

	
	No. of FTE jobs at Jan/Feb 2006
	23
	244
	10.6
	308


5.2.2
Above / Below Business Plan Projections

The companies were asked how their present levels of employment compared to their business plan projections at this stage of their development.

	
	
	No. of Responses
	% of Responses

	
	Higher
	4
	17%

	
	Lower
	8
	35%

	
	On target
	11
	48%

	
	
	23
	


5.2.3
No. of Employees Analysis

The analysis by company of the number of jobs created is as follows:

	
	No. of Jobs - Created at February 2006

	
	
	
	
	
	
	

	
	1 - 5
	6 - 10
	11 - 15
	16 - 20
	21 - 30
	31 - 50
	51 - 100

	Responses
	12
	5
	1
	3
	1
	-
	1

	%
	50%
	22%
	4%
	13%
	4%
	
	4%


5.2.4
No. of Employees by How Long Trading

By interrogating the data produced by the survey we are able to compare the number of employees within each company against the length of time it has been trading.

The figures are:

	
	
	No. of Employees

	
	Period of Trading
	0
	1 - 5
	6 - 10
	11 - 15
	16 - 20
	21 - 30
	31 - 50
	51-100

	
	Not started
	-
	2
17%
	
	
	
	
	
	

	
	1 - 6 months
	-
	4
33%
	1
20%
	
	
	
	
	

	
	7 - 12 months
	-
	3

25%
	1

20%
	
	
	
	
	

	
	13 - 18 months
	-
	-
	-
	-
	2

67%
	1

100%
	-
	1

100%

	
	18 - 24 months
	-
	-
	1

20%
	-
	1

33%
	-
	-
	-

	
	2 years +
	-
	3

25%
	2

40%
	1

100%
	-
	-
	-
	-


5.2.5
At this point in time 6 (26%) of the reporting companies have met one of the two high growth criteria options, that of creating 15 jobs.


However, 12 (52%) of the reporting companies have been trading for under 2 years and, therefore, might create 15 or more jobs within the 3 year target period.

There were 6 companies who have been trading for 2 years plus who are still in the 1-5 employee category.

5.3
Turnover Levels Achieved
5.3.1
The reported turnover reported by the start up companies is as follows:
	
	
	Total
	No. of Respondents

	
	Total Sales Reported on an annual basis as at February 2006
	£14,860,000
	22



The 22 reports total £14,860,000 which if extrapolated to 28 companies brings the estimate to £18,912,000.
5.3.2
The breakdown of the turnover figure is:
	
	Turnover Achieved
	
	0
	<50K
	50K - 250K
	250K - 500K
	500K - 1m
	1m- 5 m
	5m- 10m

	
	No. of responses
	22
	2
	2
	9
	3
	1
	4
	1

	
	% of responses
	
	9%
	9%
	41%
	14%
	5%
	18%
	5%


5.3.3
Analysis of Turnover Achieved by Number of Employees
	
	What is your current annual turnover

	How many employees do you have now
	0
	<50K
	50K-250K
	250K-500K
	500K-1m
	1m-5m
	5m-10m

	0
	-
	-
	-
	-
	-
	-
	-

	1 -5 
	-
	-
	2
100%
	2
100%
	5
55%
	2
67%
	1
100%

	6 - 10
	-
	-
	4

44%
	1

33%
	-
	-
	-

	11 - 15
	-
	-
	-
	-
	-
	1

25%
	-

	16 - 20
	-
	-
	-
	-
	-
	2

50%
	-

	21 - 30
	-
	-
	-
	-
	-
	1

25%
	-

	31 - 50
	-
	-
	-
	-
	-
	-
	-

	51 - 100
	-
	-
	-
	-
	-
	-
	1

100%


5.3.4
Analysis of Turnover Achieved by how long Trading
	
	What is your current annual turnover

	For how long has this business been trading
	0
	<50K
	50K-250K
	250K-500K
	500K-1m
	1m-5m
	5m-10m

	Not started
	2

100%
	-
	-
	-
	-
	-
	-

	1 - 6 months
	-
	-
	1

11%
	3

100%
	1

100%
	
	

	7 - 12 months
	-
	1

50%
	3

33%
	-
	-
	1

25%
	-

	13 - 18 months
	-
	-
	-
	-
	-
	2

50%
	1

100%

	18 - 24 months
	-
	-
	1

11%
	-
	-
	-
	-

	2 years +
	-
	1

50%
	4

44%
	-
	-
	1

25%
	-


5.3.5
At this time 27% of reporting companies have achieved a turnover of £750,000+.  A further 14% have achieved sales of c.£500,000 within their first 6 months of trading.  A further 36% of the reporting companies are still within their first 2 years from start up.  There are 5 (23%) companies who have been trading for 2 years+ and have not yet achieved sales of £750,000 per annum.
5.4
Investment Levels
5.4.1
It is targeted that in addition to the SE Ayrshire expenditure on the HGSU Programme that over a 2 year period (2003/4 and 2004/5) a further £700,000 of public funds and £700,000 of private funds would be attracted.

5.4.2
Respondent companies were asked to provide details of the levels of shareholder investment in their businesses.  There were 22 companies willing to provide that information who between them had invested £2,093,000 in equity.

Of the above total £1,773,000 was investment by the principals working in the 22 businesses.

5.4.3
In addition a further £1,583,000 in funding has been attracted from both private and public sector sources.

5.4.4
The information to hand does not allow a complete breakdown of the £1,583,000 as not all companies provided details on different sources.


There were 6 responding companies who referred to the West of Scotland Loan Scheme, 2 of whom were specific about loans of £30,000 each.


There were 3 companies who referred to equity investment from UK Steel, in one case this amounted to £25,000 and in another £200,000.


One company referred to SCIS.


One company referred to a DTI low interest loan of £25,000.


2 companies referred to the Small Firms Loan Guarantee Scheme, in one instance for a sum of £130,000.


One company referred to RSA, identifying a grant of £80,000.

5.4.5
Loan support appears more frequent than grant support.
5.5
Additionality and Attribution
5.5.1
This section will consider the quantitative impacts to date of HGSU, both on pre start and post start businesses.

5.5.2 By definition, pre start businesses will not yet have generated any significant direct economic impacts. However, they were asked to quantify, if possible, the impact of the HGSU on key business indicators over the next few years. Only four companies were able to forecast what this impact might be. On the basis of this small sample, it is impossible to derive any meaningful forecast data. 

5.5.3 However, Figure 1 shows where pre start up firms felt the key impacts would be experienced.


Figure 1

	Output
	Positive Impact
	No Impact

	Increased sales
	33%
	67%

	Increased profits
	22%
	78%

	Increased jobs
	33%
	67%

	Safeguarded jobs
	22%
	78%

	IPR registrations
	22%
	78%

	New products/services introduced
	22%
	78%

	New processes introduced
	22%
	78%


5.5.4 With regards to post start up companies, their responses are shown in Figure 2.

Figure 2


	Output
	Positive Impact
	No Impact

	Increased sales
	18%
	82%

	Increased profits
	18%
	82%

	Increased jobs
	9%
	91%

	Safeguarded jobs
	9%
	91%

	IPR registrations
	5%
	95%

	New products/services introduced
	5%
	95%

	New processes introduced
	14%
	86%


5.5.5 Whilst a significant proportion of businesses do not attribute any major business impacts to HGSU, we believe that the role of HGSU in assisting many companies to access sources of finance will have generated an overall positive impact.

Supporting evidence for this statement is provided in 5.4 where a range of public sector support funds accessed through HGSU have been identified by companies.

5.5.6 Figure 3 shows what impact these companies believe the programme will have over the next two years on the same business indicators.


Figure 3
	Output
	Positive Impact
	No Impact

	Increased sales
	9%
	91%

	Increased profits
	14%
	86%

	Increased jobs
	9%
	91%

	Safeguarded jobs
	5%
	95%

	IPR registrations
	0
	100%

	New products/services introduced
	0
	100%

	New processes introduced
	5%
	95%


5.5.7 Over the next two years, companies on the whole do not believe that the support received through HGSU will have any significant impact on them.

5.5.8 Whilst these figures will obviously be of concern to SE Ayrshire, we believe that they are a function of the nature of the advice and support available through the HGSU. Many companies, particularly post start companies, whilst they welcomed the advice provided on their business plan they did not feel that this was where they required assistance.  Many of them believe that they were already experienced in business and business planning and required consultancy advice of a more specialised nature.  The requirement for this advice was on a short, medium and long term basis.  Companies felt that the advice offered through HGSU was too general to add real value and did not address their need for immediate to long term support.
5.5.9 A number of companies have stated that the programme directly influenced their projects. However, they were unable to quantify in any meaningful way the extent to which the HGSU impacted specifically.   In some cases they simply did not know what impact and advice the support had had; in others they felt it was too early to quantify the business impact.  Consequently, it is not possible to calculate gross or net quantitative business outputs as they would relate to HGSU assistance.  However, we would again reiterate the impact that HGSU has had in assisting some companies to access sources of public sector finance.  We would also point out that some of the projects that were undertaken as a result of HGSU specified in 5.5.11 related to funding applications and securing new contracts.
5.5.10 Seven post start up and four pre start up companies were able to identify specific actions they had undertaken directly as a result of HGSU although again, they were unable to associate any specific measurable impacts with HGSU. 

5.5.11 Post start up actions are summarised in Figure 4.

Figure 4

	Action Taken as Result of HGSU

	Made application for funding and Website development

	Reviewed pricing structure

	Got new contract

	Made application to UK Steel and Investor ready funding application

	Database management system

	Got grant for listing fee with Boots

	West of Scotland loan application and

Review of banking arrangements


5.5.12 Pre start up actions are summarised below in Figure 5.

Figure 5




	Action Taken as Result of HGSU

	Development of strategy process

	Funding applications and review of business plan

	Application to RSA and applied for Investor Ready scheme

	More in depth research


5.5.13 Overall additionality relating to these actions will now be considered. To measure additionality, we used the following definitions:


Absolute: Where an action would not have been undertaken at all without the intervention of HGSU


Time: Where an action was carried out faster than it would otherwise have been without the intervention of HGSU


Scale: Where an action would have carried out on a smaller scale without the intervention of HGSU


Quality: Where an action would have been undertaken to a lower degree of quality without the intervention of HGSU


Deadweight: This occurs where an action would have been undertaken to same degree of scale, quality and timescale regardless of whether HGSU intervened or not

5.5.14 Figure 6 shows the feedback from post start up companies;


Figure 6
	Nature of Additionality
	% Response

	Without HGSU we would not have achieved these actions / outputs at all
	5%

	Without HGSU we would have achieved some of the actions / outputs, but at a later date / over a longer timescale
	24%

	Without HGSU we would have achieved some of the actions / outputs but on a smaller scale
	10%

	Without HGSU we would still have achieved the same action / outputs at the same time
	57%

	Don’t Know
	5%



A relatively high degree of deadweight is associated with the HGSU, due mainly to general nature of the support that companies feel they are receiving. The majority of companies justified their ‘deadweight’ response by saying that the HGSU Adviser did not tell them anything that they didn’t already know.


Where outputs had been achieved faster as a result of HGSU, companies stated around 6 months had been saved. However, companies were unable to quantify the impact of this time saved.

5.5.15 From a pre start up perspective, we believe that the sample is too small to draw any meaningful conclusions. However, of the nine companies surveyed, 3 gave a ‘deadweight response; 1 said that they had undertaken their action quicker and 2 said they would not have achieved their outputs without HGSU. 2 were unable to say what impact the programme had had.

5.5.16 In terms of displacement, there is evidence that companies will take some business from local companies. However, it is difficult to attribute any of this displacement to HGSU since companies themselves do not attribute any business impacts to the programme.

5.5.17 Figure 7 shows where post start companies believe their main competitors are located. 


Figure 7
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5.5.19
Four companies felt that they would actually displace business form local competitors. These companies estimated that between 60% and 80% of their turnover would come from displaced business. Based on their current turnover, we estimate total displacement at around £1.5 million pounds. However, none of this displacement is attributable to HGSU.

6.0
OVERALL EXPERIENCE OF PROGRAMME

AND QUALITATIVE  OUTPUTS 
6.1
Introduction
6.1.1
This section of the report refers to the effectiveness of the delivery of the HGSU Programme by TMP.

6.1.2
There are two surveys referred to throughout this section, which are:

i)
Pre-Start Companies - that is the 15 companies (9 responses) advised to T.L. Dempster as projected in the business planning stage during the January 2003 - December 2005 period of the evaluation.

ii)
Post-Start Up Companies - are the 41 companies (22 responses) advised to T.L. Dempster as having ‘started up’ during the relevant period of the evaluation.


As a separate category, there are, of course, the 2 companies (2 responses) managed by Company Creators.

6.2
Source of Referral to HGSU
	6.2.1
	Source
	Pre-Start Companies
	Post-Start Up Companies (TMP)
	Post-Start Up Companies

(CC)

	
	Business Gateway
	3
	33%
	5
	23%
	
	

	
	SE Ayrshire
	3
	33%
	11
	50%
	
	

	
	Local Council
	1
	11%
	1
	5%
	
	

	
	Advertising / News
	1
	11%
	0
	
	
	

	
	Colleague
	1
	11%
	0
	
	
	

	
	Promotional event
	0
	
	0
	
	
	

	
	Chamber of Commerce
	0
	
	0
	
	
	

	
	The Maitland Partnership
	0
	
	1
	5%
	
	

	
	Company Creators
	0
	
	0
	
	2
	100%

	
	Website
	0
	
	0
	
	
	

	
	Others
	1

	
	4

	18%
	
	


6.2.2
The majority of referrals to HGSU came via Business Gateway or SE Ayrshire.  There may be some overlap between the two, however, when mentioning SE Ayrshire companies referred to Liz Napier and the High Growth Team on a few occasions.


The mention of accountants does suggest that the networking activity reported by TMP has some effect.  On the other hand, in the direct sense, promotional events are ineffective unless as an indirect recruitment through Business Gateway.

6.3
Initial Engagement with HGSU
6.3.1
Status of Business When First Involved
	
	Status
	Pre-Start Companies
	Post-Start Up Companies (TMP)
	Post-Start Up Companies

(CC)

	
	Business Planning Stage
	
	
	11
	55%
	2
	100%

	
	Already formed / trading
	
	
	9
	45%
	
	


6.3.2
Actions Already Taken Before Initial Engagement
	
	
	Pre-Start Companies
	Post-Start Up Companies (TMP)
	Post-Start Up Companies

(CC)

	
	Initial idea
	
	
	1
	50%
	
	

	
	Business Plan in place
	3
	37.5%
	12
	58%
	
	

	
	Bank approached
	1
	12.5%
	0
	
	0
	

	
	Premises identified
	1
	12.5%
	2
	10%
	0
	

	
	Market identified
	3
	37.5%
	10
	52%
	0
	

	
	Market research started
	2
	25%
	5
	26%
	1
	50%

	
	Suppliers sourced
	1
	12.5%
	1
	5%
	0
	

	
	Branding / packaging designed
	1
	12.5%
	0
	
	0
	

	
	Concept in place
	1
	12.5%
	0
	
	1
	50%

	
	Products developed
	1
	12.5%
	3
	16%
	1
	50%

	
	Funding contacts made
	2
	25%
	1
	5%
	0
	

	
	Outline business plan
	2
	25%
	2
	10%
	0
	

	
	Trading established
	
	
	
	
	
	

	
	Network in place
	0
	
	1
	5%
	0
	

	
	Special licenses applied for
	0
	
	1
	5%
	0
	

	
	Everything done
	0
	
	4
	21%
	0
	


6.3.3 Many businesses, both pre and post start, had already taken considerable steps towards start up status prior to engaging with HGSU. Many businesses felt that they already possessed a high level of business knowledge, based on prior experience. Very few individuals interviewed would be termed as business novices. 

6.3.4
41% of post start up companies said that their first action with TMP involved defining the scope and scale of their project by preparing a development plan. 56% of pre start companies said that this was the case. The companies that did not prepare a plan had said that they already had a business plan in place, and were looking for specific assistance, mainly relating to accessing funding. 


Development plans are not left with client companies, so it is not surprising that a number of companies were not aware of or recall its preparation.
6.3.5 36% of post start up companies felt that the initial discussion helped them to identify more effectively key issues relating to their business. In other cases, the individuals behind these businesses said that they were already quite clear on the issues that were facing them and their plans for development. The key issue they were facing related to accessing funding as opposed to a requirement for general business advice. 

6.3.6 Similarly with pre start ups, the 44% of the sample that felt the initial discussion did not help them to identify key issues said they already had a clear view of where they wanted to be, and required assistance on specific issues, mainly accessing funding.

6.3.7 59% of start up companies and 67% of pre start ups said that milestones had been set for them at the outset of their relationship with HGSU Adviser, and that these milestones had included a review of progress. These milestones related to activities such as completing a business plan; agreeing banking details etc.

6.3.8 Having established the actions that companies had undertaken prior to engaging with HGSU, we then established from them the issues they were facing relating to developing their business prior to HGSU engagement. These are summarised in Figure 8.

Figure 8


High Growth Start Up: Key Issues pre HGSU
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Clearly, post start businesses were facing issues related to accessing finance, with over a third facing difficulties in accessing networks and contacts. Relatively few felt that business knowledge or management skills were an issue for them.


There is a clear difference with the 2 projects delivered by Company Creators where both participants admit to a lack of key business skills; their strengths being in their practical knowledge and experience of the services they deliver.

6.3.9 The picture is slightly different for current pre start companies, as shown in Figure 9:


Figure 9
6.3.10
In the case of pre-start ups, issues relating to accessing networks and identifying key contacts are of principle concern, in addition to accessing finance. This is, in our view, typical of the challenges faced by pre-start businesses.  In our experience, the ability to establish a network of contacts and identify and engage customers are equally as important to long term sustainable growth as accessing finance.

6.4 Assistance Received Through HGSU
6.4.1 In this section, a number of companies in post start up mode also detailed their support requirements whilst in pre start up. We have included these figures in the pre start up category in the following figures. Figure 10 shows the nature of the assistance that both pre start and post start up companies were seeking through HGSU.
Figure 10
6.4.2 It is interesting to note that both pre start and post start companies were seeking a broad range of advice based assistance, relating to areas such as business planning, legal advice, patenting advice etc. It would appear that, despite companies earlier statements that they felt they already possessed the knowledge and experience they needed to grow their businesses, they do, in fact, have a requirement for external expert advice in specific areas.

6.4.3 There are key differences in the support being sought by companies in pre and post start mode. The principal differences lie in more pre-start companies seeking financial and funding advice, advice on business planning and patenting.  This reflects, in our opinion, the issues pre start companies face with regards to developing business plans to raise finance and the early stage development of products.

6.4.4 On the other hand, many more post start companies are seeking access to other areas of SE support. This will be linked to their ongoing growth, and the issues that they will face attached to this growth such as e-trading, exporting, property and training. 

6.4.5 Figure 11 shows the nature of the assistance that companies actually received through HGSU. 
Figure 11


6.4.6 Companies appear to have received less through HGSU than they were initially seeking. We believe that this is caused by companies simply looking for whatever assistance they can get in the initial stages of engagement with the programme. Once they have actually engaged and have agreed an appropriate level of assistance, then it is possible that the support they receive will be far narrower in scope.

6.4.7 There are key differences between what companies in pre start up mode received when compared with post start up.

6.4.8 Many more pre-start up companies received business planning advice and marketing advice than post start ups. On the other hand, more post start ups have received assistance through other Scottish Enterprise programmes. This could be due to post start ups requiring a broader range of support to meet their growth requirements, or having to address differences in actual as compared to planned targets. 

6.5 Overall Experience of HGSU

6.5.1 Companies were asked for their views on a range of different components of the HGSU programme. They were asked to respond using either strongly agree, agree, neither/nor, disagree or strongly disagree. This section of the report summarises these responses. The reader should note that, as above, the pre start up responses are based on the nine responses from companies currently in pre start up mode and twenty two companies that are in post start up mode but also received assistance through HGSU during pre start up. 

6.5.2 HGSU assistance was developed in line with my needs

Pre Start Up: 


31% strongly agreed with this statement and 23% agreed, 31% disagreed and 15% strongly disagreed. 


Post Start Up:


39% strongly agreed and 11% agreed with this statement. 28% disagreed and 22% strongly disagreed. 


Overall, the above figures will be slightly concerning for SE Ayrshire, in that a large proportion of companies interviewed did not feel that HGSU assistance was developed in line with their own perceived needs. However, we would suggest that a large number of these companies had gone into HGSU with the priority of securing financial assistance. The financial assistance that they felt they needed is not necessarily available through the HGSU programme. Consequently, we believe that many companies had expectations of the programme that it could never deliver. However, this does suggest that there is an issue with the communication of the HGSU to companies, and what exactly they can expect from it.


While pre-start up needs tend to channel into fundraising, post start up needs are more individually demanding.


This requires post start up support to be more issue specific rather than general.


There was less evidence of TMP engaging with SE Ayrshire products on behalf of their post start up HGSU clients than there was with Company Creators.


My HGSU Adviser was efficient in their dealings with me


Pre Start Up:


58% strongly agreed with this and 8% agreed. 25% disagreed and 8% strongly disagreed. 

Post Start Up:

47% strongly agreed and 16% agreed. 21% disagreed and 16% strongly disagreed.


Overall, there is agreement as to the efficiency of the HGSU Advisers. However, our research did indicate that some companies felt that their Adviser was slow in firming up any offers of support, and that the follow up process had not been particularly effective. In some cases, companies said that they hadn’t heard from their Adviser for a number of weeks or months.


I was able to arrange meetings with my HGSU Adviser that were convenient to my own needs


Pre Start Up: 


67% strongly agreed and 8% agreed. 25%  disagreed and 8% strongly disagreed. 


Post Start Up:


56% strongly agreed and 22% agreed. 11% said neither/nor with 6% disagreeing and 6% strongly disagreeing.


This feedback was very much echoed in our face to face interviews. Overall, companies felt that HGSU Advisers were flexible in meeting their own needs, and were prepared to meet at times that suited the company rather than times that suited the Adviser. 


My HGSU Adviser had the necessary skills to help me

Pre Start Up:


50% strongly agreed and 8% agreed. 8% said neither/nor, 17% disagreed and 17% strongly disagreed.


Post Start Up:

50% strongly agreed and 17% agreed with this. 6% said neither/nor, 17% disagreed and 11% strongly disagreed.


In part, this is a reflection on the type of assistance that companies required. Whilst they felt in general that the HGSU Advisers were competent at providing business advice, they felt that the advice was perhaps too basic, and that more specialist advice in specific areas was what they required. One company suggested that what was required was a ‘poor man’s Ernst and Young’. What was meant by this was that subject matter experts would be available to assist 
them in specific areas such as finance, investment, e-trading etc.


My HGSU Adviser was able to dedicate sufficient time


Pre Start Up:


58% strongly agreed and 8% agreed. 8% said neither/nor, 8% disagreed and 17% strongly disagreed. 


Post Start Up:


44% strongly agreed and 11% agreed. 6% said neither/nor, 22% disagreed and 17% strongly disagreed.


This is a concerning figure, particularly relating to post start up companies. In our view, companies felt that the time they had to spend with their Adviser was relatively limited. Many said that they had spent one or two hours with their Adviser and then had had no further dealings apart from occasional telephone calls. They felt that their Adviser should have been more involved with their project, and, related to the point made above, been able to add real value to their business growth plans.


I was able to dedicate sufficient time and resources to the project

Pre Start Up

67% strongly agreed and 25% agreed with this, with only 8% disagreeing. 


Post Start Up


67% strongly agreed and 22% agreed. 11% disagreed.


Whilst most companies felt that they were able to dedicate sufficient time to the project, many acknowledged that the time they dedicated was significantly beyond what would be considered a normal working week. This is not untypical in early business growth stages, and our research indicated that business owners did not resent the amount of time invested in their companies. 

I learned a great deal from my HGSU Adviser


Pre Start Up:


33% strongly agreed with this and 8% agreed. 17% said neither/nor. 25% disagreed and 17% strongly disagreed.


Post Start Up:


28% strongly agreed and 6% agreed. 17% gave a neither/nor response. 28% disagreed and 22% strongly disagreed. 


The responses given to this statement give a critical insight into how companies 
view the HGSU. This links to statements made earlier in this report. Companies believe that they do require business support and advice, but this advice needs to be of a highly specialist nature and bespoke to their own requirements. Companies believe that the information available to them through the HGSU Advisers is too general to meet their specific needs, although, as stated earlier, HGSU Advisers are competent in delivering this advice.


My business plan benefited significantly as a result of HGSU



Pre Start Up:


33% strongly agreed and 8% agreed with this statement. 17% said neither/nor. 17% disagreeing and 25% strongly disagreed.


Post Start Up:


22% strongly agreed and 11% agreed with this. 11% said neither/nor. 22% strongly disagreed and 33% strongly disagreed.


In our view, this links closely with the previous question relating to learning from the HGSU Adviser. Companies in general did not feel that their business plan benefited to any significant degree as a result of HGSU. As stated earlier, the reason for this is that the HGSU Advisers were not able to add anything of significant value to existing business plans, in the view of the companies.  Many stated that it was useful to have a second opinion on the plan and morale support, but did not alter their plan to any significant degree.


I have developed new networks as a result of HGSU

Pre Start Up


8% strongly agreed and 0% agreed with this. 25% said neither/nor. 17% disagreed and 50% strongly disagreed.


Post Start Up

6% strongly agreed and 6% agreed. 17% said neither/nor. 28% disagreed and 44% strongly disagreed.

In our opinion, accessing networks is a key component to sustainable business growth. Networks can provide access to key contacts and information that might not be available via more conventional channels. Whilst we recognise that accessing networks may not have been a major initial component of the HGSU scope, it is an area that would be worthy of consideration for the future development of the programme.

6.5.3
The above results report on TMP delivered support.  Both companies supported by Company Creators were very positive about all aspects of the assistance provided.

6.6
Qualitative Impacts
6.6.1 Although companies were unable to identify any specific quantitative outputs relating to HGSU, there is evidence that the programme has generated qualitative outputs relating to business awareness and organisational change. 

6.6.2 Post start up companies identified a range of these impacts, as shown in Figure 12

Figure 12
	Business Indicator
	Response

	More confident about starting my business
	41%

	Greater understanding of marketing
	27%

	Take a more strategic view of the business
	27%

	Network to a greater degree than before
	27%

	Greater understanding of business issues
	23%

	Deeper understanding of innovation
	14%

	Better understanding of IPR process
	9%

	Developed a management team
	5%

	Developed technical or innovation skills
	5%

	Implemented change in the business
	5%

	Developed a culture of innovation in the company

	0%


6.6.3 Figure 12 shows that almost half of businesses in their post start up period felt more confident about starting the business as a result of HGSU. This relates to earlier comments made by companies about the importance of moral support and an independent view being taken of their business plan.

6.6.4 Confidence in the early stages of a business start up is vital if the business is to overcome the early stage challenges it will face. Consequently, the HGSU has had an important impact in this area. However, it is debatable whether this impact required an independent programme of support to achieve it.

6.6.5 The remaining qualitative impacts were felt by a quarter or less of the post start up companies. Many businesses felt that they either possessed these attributes and that the HGSU did not increase their overall understanding of business issues.  Many also felt that the assistance was not relevant in helping them achieve this understanding.

6.6.6 Slightly higher qualitative impacts were experienced by pre start up businesses as shown in Figure 13.

Figure 13
	Business Indicator
	Response

	More confident about starting my business
	44%

	Take a more strategic view of the business
	44%

	Network to a greater degree than before
	33%

	Better understanding of IPR process
	22%

	Greater understanding of marketing
	22%

	Greater understanding of business issues
	11%

	Deeper understanding of innovation
	11%

	Developed technical or innovation skills
	11%

	Greater understanding of business issues
	11%


6.6.7 Although the sample of pre start ups was relatively small, these impacts are very much in line with what might expected in a pre start up. Impacts related to confidence and strategic awareness. Interestingly, relatively few businesses felt that they had developed a greater understanding of business issues, perhaps indicating that also felt that they were experienced enough in business to appreciate the issues they were likely to face.

7.0 STRENGTHS, WEAKNESSES AND AREAS FOR IMPROVEMENT 

7.1
Strengths
7.1.1 Whilst it is premature to finally measure the quantitative economic impacts of the HGSU programme, participant companies have identified a number of strengths associated with the programme.

7.1.2 In order to present the strengths of the programme, we categorised company responses as follows. These responses represent the responses of post start up companies engaged through the TMP managed programme:

· Access to Advice

· Sounding Board

· Access to Funding

· Flexibility

· None


Figure 14 shows these responses. 
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7.1.3 Access to advice is the key strength of HGSU according to post start up companies. However, company feedback indicates that whilst advice is valuable to them, the nature of the advice available through HGSU is not focused enough on their own needs, and is not sufficiently long term.  Companies were keen to point out that they were not criticising HGSU advisers.  Indeed, many were highly complimentary.  However, they felt that the scope of the HGSU and the role of advisers was too general, and, therefore, did not add significant value.

7.1.4 It will be of some concern to SE Ayrshire that almost 25% of companies interviewed did not associate any strengths with the HGSU programme. In our opinion, this relates to the general nature of advice available through HGSU and an identified company need for advice of a more bespoke and specialist nature.

7.1.5 From a pre start up perspective, companies identified the following strengths of the programme:

· Access to funding contacts

· Credibility of SE backing

· Access to advice

7.1.6
Two companies did not identify any strengths associated with the programme. These strengths were identified across the remaining seven. 

7.2 Weaknesses

7.2.1 Companies were them asked what weaknesses they felt were associated with the programme. We have categorised their responses as follows:

· Quality of advice

· Lack on ongoing contact

· Poor links to other programmes 

· No assistance at all

· No weaknesses

Figure 15 summarises these responses


Figure 15
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7.2.2 Quality of advice was felt to be the greatest weakness of the programme. That is not to say that companies felt they had been given poor or incorrect advice. Rather, as stated elsewhere in this report, they felt the advice was too general for their own specific needs. A number of companies said that they had received more valuable business advice via their accountant or lawyer.

7.2.3 The issue of ongoing contact was also identified as an overall weakness. Companies felt that the HGSU support was not sufficiently long term to have any real impact. 

7.3
Areas for Improvement
7.3.1 Nine companies suggested improvements to the HGSU. These improvements are summarised below:


“Need to be clear on what HGSU offers”

  
“Difficult to say as we received nothing”


“Need to meet specialists in different areas. Only met one person through HGSU who was effective”


“Stay flexible”


“Need to spend more time with more specialised advisers. Best advice came from our accountant.  HGSU didn’t do anything in the process for us

“More intensive assistance and more joined up working with other SE initiatives”


“Need to provide tangible assistance”


“Wider network of funding avenues, information about funding avenues”


“Review level and nature of support”


“More transparency; provide advice; point you in the right direction”
7.3.2 The principle improvements suggested by post start companies relate to the provision of bespoke and specialist advice to companies and clarity on the scope of assistance available through HGSU. 

7.3.3 The provision of bespoke advice is a recurring theme throughout this evaluation and is the principle reason why companies have attributed relatively few outputs to the programme. In order to add value to these companies growth plans, business advice needs to address issues of which companies have little or no knowledge. The issue relating to HGSU is that the advice provided did not address gaps in knowledge to any meaningful extent, and consequently the added value was limited.

7.3.4 Another issue which came through company research relates to clarity of support available and links with other SE/SE Ayrshire initiatives. This can be a consequence of using external contractors to deliver direct business support. Whilst support will be delivered within the terms of the project scope, an external contractor will not necessarily have the knowledge of other relevant SE programmes, or indeed the authority to recommend them.

7.3.5 To be effective, there needs to be close links between the contractor and SE Ayrshire staff to ensure that the overall needs of the company are being met, and that assistance is being delivered in a holistic manner. 
7.3.6
The comments made by pre starts relating to improvement opportunities reflect what was said by post starts. 

“Provide mentors more specifically qualified rather than generally qualified”


“Needs to be more company specific”


“Faster on decision making and more responsive to needs”

8.0 FUTURE

8.1 Relationship with Scottish Enterprise Ayrshire

8.1.1 55% of post start up companies said that they currently had a contact with either SE Ayrshire or Business Gateway. The vast majority of this 55% said that their current relationship was with SE Ayrshire.


100% of the companies managed by Company Creators had SE contact.

8.1.2 Given the high growth nature of these companies, we would have anticipated that a higher percentage, if not all companies would have a SE Ayrshire contact. This could in part explain why some companies felt that HGSU support was not fully linked with other SE/SE Ayrshire initiatives and that they were not clear on the nature of the support available to them.   Given the high growth nature of these companies, we would have expected that they would have been better integrated into the overall SE Ayrshire portfolio of assistance.


We believe that TMP delivery of post start up support is not as effective as it should be.

8.1.3 In our view, the relationship with these high growth companies should be managed directly via an SE Ayrshire staff member. HGSU support, if appropriate, would be managed via SE Ayrshire staff, with the input of an external contractor being controlled and managed within the context of a wider programme of support. 

8.1.4 Figure 16 shows the nature of the assistance that these companies are currently receiving:


Figure 16
8.1.5 Almost one third of companies currently receiving assistance from SE Ayrshire said that HGSU was their main support programme. Relatively few companies are receiving assistance in other areas of company development.  Overall it appears that HGSU companies are relatively from SE Ayrshire.  This could be due to the structure of HGSU and the fact that they are managed by a third party.

8.2 The Future

8.2.1 Figure 17 shows the key issues that post start companies believe they will face over the next two years,


Figure 17

8.2.2 Perhaps unsurprisingly for companies experiencing high growth, the major issue for them is accessing finance to fund growth and accessing markets. A number also believe that recruiting appropriately qualified staff will also be an issue.

8.2.3 73% of post start companies believe that Scottish Enterprise has a role in helping them to address these issues. The nature of this role is shown below:


Figure 18
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8.2.4 Many companies are seeking information and advice as well as access to finance. Indeed, their support requirements are very much in line with the stated aims of the HGSU. 

8.2.5 68% of post start up companies felt that an ongoing relationship with an SE Ayrshire account/client manager was the most appropriate framework through which to deliver their support requirements. 41% felt that continuing provision of support services would continue to be relevant.

8.2.6 Of course, support programmes can still be developed and delivered through a relationship between company and account/client manager. It is the relationship between SEA, high growth companies and the HGSU advisers that will form the cornerstone of our recommendations.

8.2.7 From a pre start perspective, the key issues that they believe they will face over the next two years are as follows:

Figure 19

8.2.8 These business issues are very similar to those being faced by companies already trading and relate principally to accessing finance and markets.

8.2.9 67% believe that SEA has a role in helping them address these issues as follows:

8.2.10 As with post start companies, access to finance together with information and advice provision are the key areas where pre start companies believe that SEA can help them.

8.2.8
68% see an ongoing relationship with an SE Ayrshire Account/Client manager as their preferred support delivery mechanism.

9.0
CONCLUSIONS AND RECOMMENDATIONS
9.1
Appropriateness of HGSU Activity
9.1.1
It is our opinion that there continues to be a requirement for a model to support high growth pre and post start companies.  It is clear from our research that companies have a requirement for expertise in a wide range of business areas, particularly funding.  This expertise, however, in many instances, needs to be highly specific and focused on particular business issues.  Whilst companies welcomed the external view that HGSU provided on their business plan, this is not the only area where the potential value added assistance lies.

Our overall impression is that the model in its current guise is principally a signposting service for funding sources.  This signposting can be extremely valuable when accompanied by assistance to apply to a particular fund.  However, we do not believe that the HGSU model should only be appropriate for this purpose.  Whilst it does facilitate access to these funds, we believe that there are more efficient ways of doing this.  Indeed, it is possibly a role that SE Ayrshire executives themselves could fulfil or it could become one of the specialist skills in the 'knowledge bank' we recommend is created.

Recommendation

HGSU is continued but the nature of expertise and advice offered is both general and of a more specialised nature that could not be delivered via SE Ayrshire executives themselves.  HGSU is developed as a “knowledge bank” consisting of a range of specialists who can deliver bespoke support and expert advice over a period of time.


There are some projects (maybe around 50%) within HGSU where general advice is required, very often linked to fundraising assistance.  This occurs where the entrepreneurs involved have an idea, often good product knowledge but limited business experience.


The 'knowledge bank' therefore needs generalists such as TMP as well as specialists in areas such as IP in marketing.  In most cases support is needed over a period, rather than a 'one off' input.

9.1.2
Many of the HGSU companies do not have an ongoing contact with SE Ayrshire.  Their principal point of contact is through TMP.  In our view these companies need to be better integrated into the SE Ayrshire support mechanism.


Recommendation


All HGSU clients have an ongoing contact in SE Ayrshire that delivers an integrated package of support.  HGSU forms part of that support package if appropriate and is managed by an SE Ayrshire executive.


The Company Creators model where an account or client manager is involved even at the pre-start up stage seems to better ensure effective engagement with SE Ayrshire into the post start up situation.  The HGSU role, post start up, should be helping companies identify and address variances from the business plan to actual experience.  Communication of these issues to the SE Ayrshire account / client manager will help to clarify the type of ongoing support that is needed.


We suggest, therefore, that referrals to HGSU are channelled to the SE Ayrshire executive responsible for HGSU management, who then seeks the appointment of an account / client manager.


The joint role of the account / client manager and HGSU Programme manager, therefore, is firstly identifying the nature of HGSU support required whether 'general' or 'specialist'.  The task for the account / client manager thereafter involves working with the adviser(s) appointed to ensure access to other SE Ayrshire programmes as appropriate.  The task for the HGSU Programme manager is the maintenance of the 'knowledge bank'.

9.2
Outputs Achieved
9.2.1
As already reported the HGSU Programme has engaged with 58 start up business projects during the 3 year period of this evaluation.

The fact that 34% of those start ups who had started trading have failed, while disappointing is in line with the national statistics for the new business failure rate.

9.2.2
The surviving companies will collectively exceed the new jobs created or annual sales targets which define a high growth start up.  The HGSU companies have also attracted a level of public and private sector financial support above target.

9.2.3
There are issues of attribution and additionality for the HGSU Programme.


We believe that the poorer perception of the support delivered by TMP to post start companies will have created an environment where the funding advice and support received is undervalued.

9.2.4
Our earlier recommendation of creating a 'knowledge bank' to provide bespoke support to HGSU businesses will lead to more practical benefits to the companies involved and, therefore, clearer recognition of attribution and additionality.
9.3
Effectiveness of The Maitland Partnership Delivery of the HGSU Programme
9.3.1
One element of TMP's delivery of HGSU is the marketing of the Programme.  While we do not doubt the level of effort put into this task, there is little evidence of its effectiveness.


The process of identifying newly registered companies from Ayrshire has not produced any referrals and is not highly thought of as a source of new clients by BG.


Networking with Ayrshire Accountants, Bank Managers and the like is important and has an effect.

9.3.2
Our recommendation is that in future no specific marketing is carried out specifically for HGSU.  Rather the emphasis of advertising, events and networking should be on SE Ayrshire and BG, the sources for the majority of HGSU referrals.


All promotional activities should make it clear that BG/SE provide effective support whether the new business idea is for a sole trader or much larger enterprise.  Another key message for entrepreneurs and intermediaries/advisers is that support is relevant to different sources of new ventures from the individual to spin outs from existing companies.

9.3.3
There is no doubting that in many cases TMP's pre-start up support in fundraising has been very important to the companies involved.  There is also no doubt that many HGSU companies have found it useful to discuss their progress with TMP.


The criticism is that in some cases where more specific expertise was required in addressing specific business issues such as developing market networks, or international trade regulations, TMP did not delivery or signpost.

9.3.4
Perhaps the strongest criticism was for TMP's delivery of post start up support.

A very good example of this is with one start up project within the aviation sector where the first interview with the Managing Director and Finance Director failed to identify any engagement with TMP.  However, a subsequent conversation with the company's Chairman identified the key role which TMP had played in maintaining the founder's interest in the project pre-start up and the eventual formation of the funding package achieved.

9.3.5
TMP has in our opinion brought strengths (mentoring, fundraising networks and procedures) and weaknesses (specialist and post start up support) to their delivery of HGSU.


If the recommendation of a 'knowledge bank' was adopted then they could be an effective generalist within such a resource, and/or specialist in certain types of fundraising.
9.4
Value for Money
9.4.1
In our opinion, HGSU in its current format has the potential for a more efficient use of SE funds.  The nature of the service currently offered in our view is too general and short-term to have any meaningful impacts, and in all likelihood could be delivered for less using SE Ayrshire staff or general business advisers.  This is evidenced by he overall lack of quantifiable business impacts that would allow for an accurate value for money calculation.


It is also evidenced by a small relatively small return on the marketing resources expended.


Recommendation


HGSU contracts specialist business advisers within similar budget levels, as per the 'knowledge bank' already referred to.
9.5
External -v- Internal Delivery
9.5.1
In order to maximise the effectiveness of HGSU delivery and achieve maximum impact and recognition for the average annual expenditure (over the period of this evaluation) of £160,000, more aspects of delivery should be carried out internally by SE Ayrshire.
9.5.2
An SE Ayrshire executive, appointed as HGSU Project Manager, should have responsibility for:

· Maintaining HGSU awareness amongst all business start up promotional activity carried out by BG and SE Ayrshire

· Maintaining HGSU awareness amongst all relevant networking activity between BG / SE with (a) sources of new business start ups, (b) intermediaries and advisers and (c) funding support providers

· Providing the access point for all HGSU referrals regardless of their source

· Providing the link between HGSU companies / projects and the SE Ayrshire account / client management teams
· Working with the account / client management teams to determine the types of support, 'general' or 'specialist', required by referrals
· Establishing a 'knowledge bank' of general and specialist advisers and maintaining its effectiveness

· Monitoring through the account and client management teams the successes and failures of individual projects.

9.5.3
The SE account and client management teams should be appointed to each HGSU referral at a very early stage.

9.5.4
The 'knowledge bank' should be responsible for delivering general, fundraising or specialist support services to HGSU clients throughout their pre-start up period and for 6-12 months (depending on need) after trading starts.



Stakeholders	Start Up Businesses	Pre-Start Up Businesses





































































































Figure 14
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� Initial referral from the Hunter Centre, Strathclyde University then SE Ayrshire.


� In two cases their accountants made the referral.  A Jim Reid and a Walter Finlay were also mentioned by name.
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