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1 Introduction

The Women in Business (WIB) Mentoring Programme, was piloted in 2003/04, to support female-led businesses and act as a catalyst to achieving growth and development.  It is based on the premise that providing mentoring support to growing companies to achieve a step up in their development helps the business to recognise and assess critical business issues.  The programme is managed and coordinated by Scottish Enterprise (SE) and is delivered through the Renfrewshire Chamber of Commerce and Business Gateway (BG).

The mission of the WIB Mentoring Programme is to increase survival and growth rates of female-led Scottish businesses by assisting individual entrepreneurs develop their knowledge, ability, and confidence, to build stronger more sustainable businesses.  In meeting with Scottish Enterprise objectives and through consultation after the initial pilot, new increased entry criteria were established.  

Frontline Consultants was commissioned by Renfrewshire Chamber of Commerce to review the WIB Mentoring Programme for both Women’s One-to-One and Group Mentoring.

This evaluation was conducted after a separate operations review of the Business Mentoring (BM) programme in the last quarter of 2004.  The BM review identified a number of operational and infrastructure issues that have an impact on the One-to-One and Group programmes.  These included:

· process design and allocation of appropriate level of staff

· paperwork systems

· database and IT capability

· marketing and information materials

· relationship development processes for the new Business Gateway contracts

Action plans to define these issues formed part of that report and implementation of these plans is underway.  The One-to-One and Group programmes will benefit as the impact of these changes are realised.

Purpose

The purpose of the review is to identify and examine findings to inform the assessment of future financial options and the development of a way forward for the programme.  The overall requirements were to assess the:

· mentoring process

· effectiveness of the One-to-One and Group formats, and recommend any change to improve performance

· review the funding package and benefits generated

1.1 Revisiting ’04 Business Mentoring (BM) review

The Business Mentoring (BM) high-growth programme has recently been reviewed by Frontline Consultants, and much of the findings from this review run parallel with WIB Mentoring.  The key findings from the BM high-growth programme were:  

· BM produces a clear range of benefits to businesses as evidenced from the case studies and delivers real value at critical points of development 

· the programme is in a transitional phase and during the last year has undergone extreme change regarding:

· target increase

· LEC/BG referral guidelines

· introduction of LEC database system and improvement of Business Mentoring Scotland (BMS) database system

· restructuring, introduction of new project executives and a programme manager

· BM is disadvantaged because the referral supply chain system, where businesses are referred to from LECs and BGs is not effective nor efficient

Main recommendations for the programme to achieve success were: 

· establishing a referral supply chain that is effective and efficient

· building and sustaining trust-based relationships with LECs and BGs

· correcting inter-operational issues: people, process, system

1.2 WIB Mentoring inclusion criteria

WIB is for female-owned businesses with aspirations for growth.  Two strands exist: Women’s One-to-One Mentoring (WIB One-to-One) and WIB Group Mentoring (WIB Group).  Details of each programme and the criteria for inclusion are as follows: 

Women’s One-to-One Mentoring

· businesses must be trading

· achieving a current turnover of £70,000 - £250,000

· a strategy for growth

If the business is achieving above average revenue for their industry sector or for businesses in their geographical location, discretion may be used to determine if they can access the programme.  They will possibly be already engaged with their local BG and may be currently working with an advisor, if not it is recommended they do during the mentoring process.

WIB Group Mentoring

One mentor works with 8-12 clients.  The mentor, clients and project executive meet together every three to four weeks for up to one year.  The inclusion criteria are:

· businesses must be trading and forecasting a turnover of £20,000 - £70,000 in year one of trading

· have aspirations to grow the business

· may or may not be engaged with their local BG or working with an advisor

If a potential mentee is not engaged with an advisor or their local BG the BM team will encourage them to do so and refer them accordingly.  Many clients in this group are referred on from the Microcredit programme as a natural progression.  Participants of group mentoring can progress to one-to-one mentoring if they fit the inclusion criteria or are signposted to participate in a range of BG programmes.  The decision to have continued support is at the discretion of the participant. 

In addition to the inclusion criteria cited above the following flexibilities may also apply: 

· prospective clients who have just started trading and have growth potential may be allowed to join, however this should be discretionary and be the exception rather than the rule

· prospective clients whose companies are more than a year old should be indicating towards the middle range i.e. £40-50,000

Approach

The approach was based on an after action review process which is designed to ensure a detailed understanding of:

· what was supposed to happen

· what actually happened

· what the differences are

· why those differences occurred

· what changes could deliver additional improvements and benefits

In conducting the review, a mix of primary and secondary research was carried out.  This included:

· desk research to capture any attributable quantifiable benefits through analysis of previous evaluation and database

· review of the process to examine the current operating procedures

· gathering client evidence through postal and telephone survey and focus groups

· gathering mentor feedback through telephone discussions and face to face meetings

· gathering team feedback through face-to-face and telephone discussions

The remainder of this report details our findings.

Performance Overview

The following section assesses the overall performance of WIB mentoring utilising the information captured from the mentoring database.  Where possible, results have been subdivided by year and type of mentoring support.

1.3 Performance against objectives – recruitment 

WIB Mentoring has been in a year of major transition incorporating changes in structure, resources and guidelines to evolve into the new environment in which it currently exists.  The main emphasis for 2004/05 was ‘quality not quantity’.  Based on desk research conducted using the WIB Mentoring database, WIB has achieved 77% of the One-to-One programme and 78% of the Group targets during 2004/05 compared to 81% for One-to-One and 116% for Group during 2003/04.  The table below presents a summary of performance.

	Activity
	Target
	Prospects
	Actual Achieved

	Group 04-05


	(12 Groups) 120
	170
	(12 Groups) 93

	Group 03-04


	120
	--
	140


	Activity
	Target
	Prospects
	Actual Achieved

	One-to-One 04-05
	80-100
	120+
	69

	One-to-One 03-04


	108
	--
	88


In our discussions with the team, the following reasons were provided for falling short of targets during 2004/05:

· higher threshold for entry criteria requirements for One-to-One – increased from £50,000 to £70,000 in support of achieving quality targets

· higher threshold entry requirements for Groups – increased from allowing prestart companies, to minimum of £20,000

· as a result of higher entry criteria for both One-to-One and Groups, project executive activity levels (particularly with groups) increased, including time for additional recruitment (high attrition rate as prospects did not meet entry criteria), interviewing, matching and facilitating (for groups)

· poor promotion of programme ‘above the line’ – lots of activity occurs through WIB and Microcredit, however it was noted that there was no real national profile

· dependence on a referral supply chain system that does not work effectively enough – some LECs do not participate (opt out)

· internal restructuring of personnel, processes, and systems (databases)

· recruitment and training of new staff

As indicated above, a key reason for the WIB Mentoring staff not achieving their targets relates to the small number of eligible businesses available to match (supply chain referral process).  For example, to achieve the 93 businesses for the mentored Groups, 170 businesses were interviewed taking considerable time with 77 turned away because they did not fit the eligibility criteria.  The high level of ineligible candidates suggests the need for further improvement of links with Business Gateway at the outset to ensure greater understanding the eligibility criteria.  

Geographic profile

1.3.1 Group

During 2003/04 the most fertile areas for Group mentoring were:

· Edinburgh and Lothian (18%, 27 companies)

· Renfrewshire (10%, 15 companies)

· Borders (10%, 15 companies)

· Dunbartonshire (8.8%, 13 companies)

During 2004/05 there was a significant decrease in the numbers of referrals in the Edinburgh area (from 27 to 10).  Similarly, while the Borders generated a high proportion of groups in 2004/05, this was down from 15 to 0.  Despite having their own mentoring programme, a total of 11 mentees came from the Tayside area.  Since the programme started two LEC areas failed to produce any matches ie Borders and Dumfries and Galloway during 2004/05.

Geographic overview—2003/04
Figure 4.1a
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Geographic overview –2004/05
Figure 4.1b
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During 2004/05, SE Borders found the change in entry criteria as detrimental to their ability to recruit organisations citing both the smaller pool of businesses and smaller overall business size as a key reason.  This resulted in SEB deciding not to run a group to preserve the quality of output.  Those individuals who were eligible were subsequently signposted to another LEC area.  It may be beneficial in future to allow for some flexibility in the entry criteria for geographic areas which have a distinctly different corporate business base from those areas across the central belt.

Forth Valley which has one of the highest number of female start ups across the network, has produced very few group matches.  The reason provided related to lack of local promotion of events.  If this problem was overcome, this area could be a lucrative source of referrals in the future. 

1.3.2 One-to-One

During 2003/04 the most fertile areas for One-to-One mentoring were:

· Glasgow (21%, 23 companies)

· Edinburgh and Lothian (19%, 21 companies)

· Renfrewshire (13%, 14 companies)

· Dunbartonshire (9%, 10 companies)

During 2004/05, the LEC areas highlighted above continue to produce the majority of matches, although the figures within Glasgow and Edinburgh were significantly down on the previous year (both with 16%, 11 companies).  Within Glasgow the  likely reason relates to the  introduction of their own mentoring programme.  

Geographic overview 2003/04 
Figure 4.2a
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Geographic overview –2004/05 
Figure 4.2b
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1.4 Turnover and employment profile

1.4.1 Group overview

The following table presents the analysis of turnover banding for group mentees. 

Analysis of turnover
Table 4.1

	Banding (2003/04) (£)
	2003/04
	Banding (2004/05) (£)
	2004/05

	
	No of Companies
	% of Total
	
	No of Companies
	% of Total

	0 – 20,000
	93
	66
	0 – 19,999
	16
	17

	20,000 – 50,000
	42
	30
	20,000 – 69,999
	70
	75

	50,000 +
	5
	4
	70,000 – 249,999
	6
	7

	
	
	
	250,000+
	1
	1

	Total
	140
	100
	
	93
	100


Although direct comparisons cannot be made due to the change of entry thresholds ie must have a turnover of £20,000 (or be projecting that if start up), the majority of companies (83%) during 2004/05 met the entry criteria.  Of those who did not the following reasons were cited:

· 6 companies were directly referred from BG/LEC advisors

· 8 were accepted onto the programme under old criteria

· 2 had aspirations for growth that met the criteria 

It is interesting to note that during 2004/05, seven companies had turnovers of greater than £70k (including one with a turnover over £250k) and therefore would have been eligible for One-to-One support.  Was there a conscious decision to includes these mentees at this level when One-to-One support was an option or did these mentees want to be part of a group?  How did this affect other members of the group ie were they able to relate to this person?  Did their issues differ?

Table 4.2 presents the comparison of employment levels in absolute terms.  Although in both years the majority of companies only have one employee (the mentee), during 2004/05 this represented a smaller proportion of the total participants ie a direct result from the increased turnover threshold.

Analysis of employment 
Table 4.2

	Employee Numbers
	2003/04
	2004/05

	
	No of Companies
	% of Total
	No of Companies
	% of Total

	1
	116
	83
	66
	75

	2
	14
	10
	9
	11

	3
	9
	5
	7
	9

	4
	0
	0
	4
	4

	5
	0
	0
	0
	0

	6-10
	1
	2
	1
	1

	Total
	140
	100
	87
	100


Overall the change in entry criteria has had a positive impact on the programme as can be seen in Table 4.3. 

Summary group comparison
Table 4.3

	
	03/04
	04/05

	Turnover (£)
	2,526,200
	3,151,000

	Average turnover per company
	18,044
	33,881

	Employee numbers 
	173
	99

	Average employees per company
	1.2
	1.1

	Number of companies
	140
	93


NB Due to reporting employee, numbers are provided in absolute figures not FTEs
1.4.2 One-to-One

The following table presents the analysis of turnover banding for One-to-One mentees. 

Analysis of turnover
Table 4.4

	Banding (2003/04) (£)
	2003/04
	Banding (2004/05) (£)
	2004/05

	
	No of Companies
	% of Total
	
	No of Companies
	% of Total

	20,000 – 50,000
	43
	49
	20,000 – 69,999
	14
	22

	50,000 +
	45
	51
	70,000 – 249,999
	45
	70

	
	
	
	250,000 – 499,999
	3
	5

	
	
	
	500,000 +
	2
	3

	Total
	88
	100
	
	64
	100


Although direct comparisons cannot be made due to the change of entry thresholds ie must have a turnover of £70,000, as with group mentoring, the majority of companies (65%) during 2004/05 met the entry criteria.  Of those who did not the following reasons were cited:

· 11 had projected turnovers that met the previous criteria banding, were currently trading and had strategies/aspirations for growth and were recruited either before change or on the cusp of the change being implemented ie during March 04

· 3 were accepted onto the programme through special circumstances

Table 4.5 presents the comparison of employment levels in absolute terms.  In the first year of the programme, the highest proportion of companies (45%) had one employee, however with the changes to entry criteria, in the second year of the programme this changed to the highest proportion (35%) having two employees.  It is also interesting to note that there is a wider distribution of company size in year 2.

Analysis of employment 
Table 4.5

	Employee Numbers
	2003/04
	2004/05

	
	No of Companies
	% of Total
	No of Companies
	% of Total

	1
	40
	45
	16
	28

	2
	19
	22
	21
	35

	3
	11
	13
	8
	14

	4
	9
	10
	4
	6

	5
	7
	8
	1
	2

	6-10
	2
	2
	3
	5

	11-15
	
	
	5
	8

	16-20
	
	
	0
	0

	20+
	
	
	1
	2

	Total
	88
	100
	59
	100


Overall the change in entry criteria has had a positive impact on the One-to-One programme as can be seen in Table 4.6.  For example, turnover per company has more than doubled and the number of employees per company has increased by 1.1.

Summary One-to-One comparison
Table 4.6

	
	03/04
	04/05

	Turnover (£)
	5,255,000
	9,730,000

	Average turnover per company
	59,715
	145,223

	Employee numbers 
	217
	246

	Average employees per company
	2.5
	3.6

	Number of companies
	88
	66


NB Due to reporting employee numbers are provided in absolute figures not FTEs
Sectoral overview

In addition to geographic split, information was extracted from the database to present an overview of the industry sectors into which they were classified.  

1.4.3 Group

Table 4.7 presents the comparison of business sector levels in absolute terms.  The most noticeable change was the range of categories into which businesses had been segmented.  During 03-04 only 10 business segments were assigned increasing to 17 during 04/05, however 10 different categories were assigned during 04/05.  In addition the types of categories/segments across both years were ill defined and did not seem to follow a traditional classification model such as SIC classification.  

Analysis of business sector
Table 4.7

	03/04 Categories
	No of Cos
	% of Total
	04/05 Categories
	No of Cos
	% of Total

	Professional Services
	45
	32
	Professional Services
	36
	40

	Non-sector specific
	27
	19
	Non-sector specific
	2
	2

	Health and Education
	23
	16
	Health and Education
	3
	4

	Other services
	20
	14
	Other services
	4
	4

	Retail
	8
	6
	Retail
	3
	4

	Other manufacturing
	7
	5
	Other manufacturing
	3
	4

	Computing
	3
	2
	Computing
	4
	4

	Food and Drink
	3
	2
	
	
	

	Textiles and Clothing
	2
	1
	
	
	

	Unknown
	2
	1
	
	
	

	
	
	
	Other Comm/Social /Personal Activities
	10
	11

	
	
	
	Wholesale and Retail trade
	8
	8

	
	
	
	Manufacturing
	6
	7

	
	
	
	Health and Social Work
	5
	5

	
	
	
	Distribution
	2
	2

	
	
	
	Agriculture, Fishing and Hunting
	1
	1

	
	
	
	Financial intermediation
	1
	1

	
	
	
	Hotel and Restaurant
	1
	1

	
	
	
	Public Admin and Defence
	1
	1

	
	
	
	Real Estate, Renting Business Activity
	1
	1

	Total Matches
	140
	100
	
	91
	100

	Total Sectors
	10
	N/a
	
	17
	N/a


In terms of segments that were represented across both years, the highest proportions of companies belonged to Professional Services representing 32% in the first year and increasing to 40% in the second year.  During 03/04, a large proportion of companies were classified as Non-sector specific; this has decreased significantly by 04/05, such that only 2 companies were undefined.  In addition, segments such as Health and Education and Other services, also decreased dramatically by 04/05.  The key reason for this related to the widening of industry segments and the resulting improved classification of organisations by the Team by 04/05. 

1.4.4 One to one

Table 4.8 presents the comparison of business sector levels in absolute terms.  By 04/05, the number of business categories had increased from 12 to 14, however this included 6 different segments.  As with group mentoring, there seemed to be no model of classification.  

Analysis by business sector
Table 4.8

	03/04 Categories
	No of Cos
	% of Total
	04/05 Categories
	No of Cos
	% of Total

	Professional Services
	37
	42
	Professional Services
	19
	30

	Non-sector specific
	13
	15
	Non-sector specific
	2
	3

	Retail
	9
	10
	Retail
	5
	9

	Other services
	7
	8
	Other services
	6
	10

	Unknown
	6
	7
	Unknown
	1
	2

	Health and Education
	6
	7
	Health and Education
	4
	6

	Computing
	3
	3
	Computing
	1
	2

	Other manufacturing
	2
	3
	Other manufacturing
	7
	11

	Food and Drink
	2
	2
	
	
	

	Textiles and Clothing
	1
	1
	
	
	

	Distribution
	1
	1
	
	
	

	Transport and Communication
	1
	1
	
	
	

	
	
	
	Wholesale and Retail trade
	10
	16

	
	
	
	Other community, social
	3
	5

	
	
	
	Manufacturing
	2
	3

	
	
	
	Financial intermediation
	1
	2

	
	
	
	Hotel and Restaurant
	2
	3

	
	
	
	Education
	1
	2

	Total Matches
	88
	100
	
	64
	100

	Total Sectors
	12
	N/a
	
	14
	N/a


In terms of segments that were represented across both years, the highest proportions of companies belonged to Professional Services representing 42% in the first year and decreasing to 30% in the second year.  As with group mentoring, during 03/04 a large proportion of companies were classified as Non-sector specific; this has decreased significantly by 04/05, such that only 2 companies were undefined.  In addition, segments such as Retail, Health and Education and Other services, also decreased slightly by 04/05.  

WIB Process Overview

One-to-One and Group Mentoring are similar in some aspects and diverse in others.  For both programmes client businesses are recruited to the WIB Mentoring via:

· BG and LEC referrals

· websites

· word of mouth

· self-referrals

· women’s events

In addition, across both programmes, mentors are obtained at regional events and attend a seminar to explain their role before they participate.  A specialised training course is offered for new mentees, but to date uptake has been low.

1.5 One-to-One mentoring

In One-to-One Mentoring, as the name would suggest, each business is assigned one mentor.  Project executives’ interview, screen and match mentors and businesses.  This assessment and matching interview can vary in length but averages 1 to 2 hours and the majority are matched with a mentor in one month or less.  The match lasts formally for a maximum of 12 months where the client business and the mentor meet at their own discretion.  This is usually once per month, but it can be more/less frequently depending on the agreement reached between the mentor and business.  Both mentors and mentees highlighted that an ad hoc friendly relationship often sustains post mentoring.

Project executives carry out interim evaluations at 10-day, 4 month, then at 9 or 12 months after matching.  These are used to measure ‘additionality’ gained from the sessions.  

1.6 Group mentoring 

Groups generally consist of 8 to 12 client businesses, one mentor, and one facilitator who is a project executive.  The project executives interview, screen and match individuals as they do in One-to-One.  As a result of the increase in participant numbers, project executives can spend considerable amounts of time interviewing and screening prospective clients, many of which in 04-05 had to be turned away because they did not meet the new eligibility criteria.  

For a Group match, a mentor is chosen who has a wide range of business experience and skills, so they are better geared toward handling a more diverse client base.  The match lasts the same amount of time as One-to-One Mentoring, however, there is only one interim evaluation after 6-months and an exit evaluation after 12-months.  During these matching sessions the project executive facilitates the Group meetings, travelling to the site of the meeting and ensuring the agenda remains on topic.  In addition, the project executive takes meeting notes to monitor progress and ensure the agenda for the following session is current and relevant for the Group.  

During period 04/05 adjustments were made to Group Mentoring.  This altered the duration of sessions and substituted some project executives with external facilitators.  The main reason cited was linked to improving performance for the remainder of the financial year, and to ensure all the Groups would start on time in the next financial year.  Another motive behind this move was to free project executive time, so attention could be focused more on recruiting and matching more businesses.

In our discussion with advisors and project executives, establishing the targeted number of groups for 04-05 was difficult for a number of reasons.  These included:

· a backlog on activities from the previous year

· major staff changes including a new project manager who was not in place until 6 months into year 2

· changes to the eligibility affecting possible referrals  

As a direct result many groups started late and were smaller in number than the previous year. The impact on the group was minimal ie each group was to have the same amount of meetings and access to mentors except over a shorter time period.  

During the review, we attended numerous Group Mentoring sessions to conduct focus groups and face to face with clients.  These groups were well attended by mentees.  One group attended has less than six mentees and it was felt that both mentor and project executive were not required.  Although the project executive plays an extremely participative role, mentors are more than capable of managing groups with smaller numbers.  In a larger group session (10 to 12), the project executives’ role would be more beneficial and supportive for the mentor.  

It is recommended that the requirement for having both a mentor and project executive at every group meeting be reviewed.  We suggest that the project executives support is crucial if the mentor is new to the process or the group is larger ie 10-12 mentees.  For smaller groups and mentors with previous programme experience the project executive support maybe best kept to the start and end, or to align with evaluations.  This would help free up project executive time to enable increased programme recruitment and support target achievement.

1.7 Team feedback

1.7.1 Overview

Since starting in 2003, WIB mentoring has gone through a considerable amount of change, both in process and staffing.  In discussions with the team, they all agreed that the process had improved a great deal.  Groups were described as more labour/time intensive and more difficult to recruit the right mix of individuals, but were viewed as working better.

The team viewed the role of BG as pivotal in moving forward, stating that those team members who were more proactive in developing relationships with BG and LECs were starting to see the benefits in terms of referrals.

There were mixed views on the role of group facilitators.  Although seen as necessary to enable project executives to address a shortfall around recruitment, it was felt that they were brought in too late in the process and this disrupted the relationship built up with the group.  The role of the facilitators was also undefined, resulting in lack of clarity around purpose (the extent that facilitators were acting like mentors).

1.7.2 Mentoring relationships

Project executives play an integral role in setting up and managing the groups, and hence felt more able to feedback on the impact.  The groups were viewed as more time intensive than the one-to-one in terms of set up but still as rewarding for participants at this time in their business journey.

The changes to the recruitment criteria were viewed favourably across the team, but especially for groups.  Team members cited improved retention, sustainability of groups beyond support and that the majority of participants were more appreciative of the impact of the support in their businesses.

The role of the project executive was viewed as crucial in establishing the group, especially for new mentors.  However, all executives stated that they could have less ‘hands on’ involvement during sessions, ensuring that the back of office was running smoothly.  This would free up time for recruitment.

As for groups, changing the threshold entry criteria was viewed as increasing the quality of businesses supported which gave the programme more credibility and led to mentees seeing more value in participation.  The team felt that targets for one-to-one were too high, given new thresholds, however believed that improving the relationship with BG would help increase referrals.

1.7.3 Obstacles 

The main obstacle was the ability to balance the peaks and troughs in referrals of all three programmes.  The majority of project executives have a geographic focus rather than a programme focus, which has caused pressures in recruitment.  For example, when referral targets for one programme were too low, individuals would be asked to focus on these often to the detriment of programmes.  Increased management and more control of the BG relationship was viewed as essential in levelling any peaks and troughs, and to ensure that WIB is on their radar.

In going forward, the perceived lack of signposting was often cited.  BG have always been involved during a group session to help signpost clients, but the project execs felt that this was especially true for the group level, where businesses often did not meet the One-to-One criteria or did not want to have One-to-One support, and would therefore be out of the mentoring loop. 

Improvements

Although the process was viewed as improving substantially since starting, the team cited the following areas for development:

· the need to focus recruitment resources on the groups at the beginning of the year – it is important to get the groups started as soon as possible to enable the right number of sessions to be conducted, as well as ensure that groups do not run into following years, which can result in increased workload for mentor and project executive

· have more groups in areas which have higher demand – this has proven to work well in Edinburgh.  If an area is particularly problematic, due to high proportion of rural or low number of businesses, have a cut off date after the first quarter or offer them the opportunity to attend another group, or make an exception to run a small group if economically viable

· review of entry criteria – this could be in the form of a weighting which would be applied depending on whether an area is rural or urban, the number of new starts and possible referrals from an area.  For example recruitment criteria could be more lenient in rural areas which are less likely to have a high number of organisations that fit the current criteria  

· reduce repetition in paperwork – three forms have to be filled in and two of these were viewed as repetitive.  Perhaps linking this with the database or having an online/electronic version would help reduce this

· accuracy of information – project executives are responsible for the maintenance of client information/records on the database.  In conducting this evaluation it became apparent that the accuracy of the data was inconsistent and current query reports were inflexible.  To ensure an efficient service it will be important to have a degree of flexibility in the query reports as well as conduct further database training with project executives

· increased ownership of information – to ensure that the database records are maintained, project executives are required to update the database.  To date, this has been done on a somewhat ad hoc basis, which is often not checked for consistency.  There needs to be more ownership of the information as this is an essential monitoring and evaluation tool

· review of recruitment – referrals are often through BG, to date these are often not appropriate or can be ad hoc which often wastes project executive time due to lack of fit with recruitment criteria or inability to assess demand.  In going forward, the team noted that they intended to run a series of recruitment events, whereby project executives started the recruitment process at the event and finalised at a later date.  This would help to assess future demand on project executive time and also reduce the time implications of non-applicable mentees

· flexibility of group sessions – the maintenance of group size between 10 and 12 was seen as good, as this allows for some drop outs without being detrimental to the activities.  However, it was felt that sessions could have increased frequency, ie every 3 weeks and have more ‘group get togethers’ continuity of groups needs to remain a priority – team felt that it was important not to change mentors, project execs or mentees during the course of the programme if possible

· change of balance of project executive time away from mentor support (especially for groups) towards relationship building with BG/LECs – this was seen as critical to enable targets to be met and ensure continuity in referrals.  It also helps the BG executives’ understanding WIB offering and enables a more seamless service when mentees complete the programme and may require BG support, ie BG already understands needs of mentees.  It would also be important to inform Business Gateway of the recruitment criteria and work with them to identify possible recruits.  This has already been tried with a number of LECs and has so far been successful.  Have BG Executives in attendance and supporting the recruitment event would provide an additional opportunity 

· increased marketing – all project executives viewed the marketing of the service as poor, specifically highlighting the time taken for case studies to be approved and posted on the website.  They cited the need for more open days, recruitment events and general marketing materials

· improving signposting – project felt it would be good have something to ‘fill to the void’ after the group and one-to-one.  Often signposting from Business Gateway was inadequate.  Suggestions included some events after completion, eg after 6-12 months; these could be within groups, topic areas, sectoral, previous groups and one-to-one participants would be invited

1.8 In summary

The process is working better but still has room for improvement.  The team has tried a number of routes to increase referrals and believes that the biggest impact will be gained through improved relationship with BG and LECs who were seen as pivotal to the referral process.  Group size should be maintained at 8-12, with smaller groups (around 6) allowed in rural areas if economically viable.  The frequency of session should be agreed with the group and mentor at the start of the relationship.  The role of the project executive needs to be more focused on soliciting referrals and relationship building with Business Gateway and LECs.  To help ensure learning and good practice is shared, more networking events are required.  For instance, it will be important to build on the success of the WIB events which are already a lucrative recruiting ground and a good opportunity to get in front of the client group.  This is important for mentors and mentees, and a mentor conference at the start of each year was suggested.  A mentee conference for group and One-to-One, past and present would also be good.  Project executive need to take more ownership of client information captured on the database.  To ensure consistency of data input and management, further database training may be required.

The following sections present feedback from clients.  For the purpose of the review we have separated group and One-to-One feedback.  Within each section, further segmentation into year of participation was done to assess differences.

Client Feedback – Group Responses

A total of 44 Group responses were received of which 24 respondents were from 03-04 and 20 from 04-05.  As the initial response rate to the postal/electronic survey was poor, interviews were conducted over the telephone.  In addition to the survey, we attended a number of group sessions to conduct focus groups and get more in-depth face-to-face feedback.  The information gathered through the focus group route has been used to add value to survey feedback.  Around 15 to 20 individuals and four events were attended.

The remainder of this section provides a summary of the client’s findings.  Appendix 2 presents the questionnaire.  Please note that unless stated, figures are quoted in absolute values.

1.9 Awareness 

Respondents became aware of the WIB Mentoring programme through a variety of sources.  As the following table illustrates, ‘direct contact from Business Gateway (BG)’, the ‘BG website’, and ‘word of mouth’ were cited as the most common ways in which clients heard about the programme.  Other sources included advertisements such as leaflets.

Comparison in the awareness of the WIB programme
Table 6.1

	Awareness
	03-04
	04-05
	Overall

	Direct contact from Business Gateway/LEC
	6
	8
	14

	Business Gateway website
	5
	4
	9

	WIB meetings/conference/website
	5
	1
	6

	Word of mouth
	2
	2
	4

	WIB website
	2
	2
	4

	Microcredit
	1
	3
	4

	Chamber of Commerce
	2
	0
	2

	Total
	23
	20
	43


The highest proportion of mentees became aware of the WIB mentoring programme through direct contact with the BG (33%), followed by the BG website (21%).  When comparing the programmes during 03-04 and 04-05, it is noticeable the proportion of ‘direct contact from BG’ has increased.  This suggests that BG staff are taking a more proactive role in promoting and communicating the mentoring programme to interested parties, such that over half of respondents (53%) became aware in this way. 

1.10 Motivation for participation

Overall the top motivating factors for participation in Group mentoring were:

· grow my business (61%)

· to learn from others (55%)

· develop my confidence (52%)

· develop my network of contacts (50%)

For 03-04 and 04-05 groups, there were some differences as can be seen from the table below. 

Comparison of motivations for participation
Table 6.2

	Motivations for participation
	03-04
	04-05
	Total

	Learn from others experience
	10
	18
	28

	Grow my business
	16
	12
	28

	Develop my confidence
	11
	11
	22

	Develop a network of contacts
	11
	10
	21

	Develop knowledge and ability
	10
	9
	19

	Acknowledgement of critical issues
	5
	7
	12

	Sustain what I currently have
	2
	5
	7

	Total respondents
	22
	20
	42


The main difference was in the ability to learn from others which increase from less than half citing this as the main motivating factor to 90% during 04/05.  04/05 participants were less likely to want to grow their business, which gave them the opportunity to concentrate their effort on other areas.

Literal comments included:

“looking for objective guidance on how to progress”

“dialogue with experienced people”

“wanted to be with like minded people”

“to talk to other women in business”

“help and support direction of business”

1.11 Outcomes

In assessing the additionality of the support we asked mentees to rate their ability to survive and reach the current stage in their companies development without the support.  The following tables represent the findings, showing the difference over the last two years.

Perception of ability to reach stage of development without support 
Table 6.3

	Perceptions of survival
	03-04
	04-05
	Overall

	Would still have reached this stage without support
	4
	3
	7

	Probably would have reached this stage without support
	6
	4
	10

	Would have reached this stage but at a later date
	7
	5
	12

	Would have reached this stage but on smaller scale
	2
	2
	4

	Probably would not have reached this stage
	1
	2
	3

	Definitely would not have reached this stage
	3
	2
	5

	Total respondents
	23
	18
	41


When looking at the significance of these findings it is worth noting that 83% of respondents felt that they would not have reached this stage of company development without the support of the programme.  Of these, 20% stated that this programme had made significant contribution.  The highest proportion (29%) stated they would have reached this stage but at a later date, with a further 10% citing that they would have reached this stage but on a smaller scale.  

Perceptions of ability to survive without support
Table 6.4

	Perceptions of survival
	03-04
	04-05
	Overall

	Definitely would not have survived
	2
	1
	3

	Probably would not have survived
	2
	0
	2

	Probably would have survived
	10
	8
	18

	Definitely would have survived but would be smaller/less successful
	4
	5
	9

	Definitely would have survived as it is
	5
	4
	9

	Total respondents
	23
	18
	41


The majority of respondents (78%) stated that their survival has resulted to some extent from the mentoring support.  Of those who indicated they definitely would have survived, 50% indicated that they would have been smaller or less successful than at present.

Some specific feedback included:

“very valuable, and very important to catch business at the right time”

“taking part in the programme was very good for morale

1.11.1 Outcomes achieved

Respondents were asked to assess the extent to which the programme had influenced a range of business indicators.  The table below presents the findings.

Comparison of influence on business indicators
Table 6.5

	
	03-04
	04-05
	Overall

	
	Significant/

some influence
	No influence
	Significant/

some influence
	No influence
	Significant/

some influence
	No influence

	Business confidence
	21
	2
	17
	2
	38
	4

	Attitude to risk taking
	17
	5
	12
	7
	29
	12

	Business planning
	21
	1
	16
	3
	37
	4

	Sales and marketing
	22
	0
	16
	2
	38
	2

	Product development
	16
	6
	12
	6
	28
	12

	Leadership
	12
	10
	9
	9
	21
	19

	Attitude to business
	18
	3
	15
	1
	33
	4

	Business competitiveness
	18
	3
	10
	8
	28
	11


Base respondents varies per category.

The programme has had varying degrees of influence on all business indicators, with the biggest influence on sales and marketing (95%), business confidence (90%) and business planning (89%).  All of which provide the individuals and there companies a platform on which to build a successful business.  A more detailed breakdown of the perceived influence on business performance is presented in Appendix 3. 

The majority (80%) of respondents cited an effect on business performance.  The following table presents where mentees viewed this as greatest.  
Comparison of impacts on business performance
Table 6.6

	Impacts achieved
	03-04
	04-05
	Overall

	Helping to generate sales
	5
	3
	8

	Keeping costs down
	1
	1
	2

	Making us more profitable
	3
	2
	5

	Employing more people
	1
	0
	1

	Helping develop products/service
	5
	4
	9

	Move into new markets
	5
	4
	9

	Total respondents
	20
	15
	35


The biggest impact overall related to developing products/services and the ability to move into new markets, which had the greatest impact over both years.  Helping to generate sales had a greater impact during 03/04, which most likely relates to the change threshold entry turnover for 04/05.

1.11.2 Employment

95% of respondents reported current employment figures.  A total of 84 people are employed across 42 organisations i.e. average of 2.  The split is 49 full-time and 35 part-time.  

The majority of respondents (16, 62%) indicated that they expected their employment to increase over the next three years.  Of those, 13 clients provided further detail, projecting 55 jobs in total over the next three years i.e. an average of 4.2 jobs per client.  

The employment figures present a higher than average figure based on our analysis of the database.  It was felt that the sample was too small to say with full conviction that the average company size would increase by this amount over all companies, however the trend is very encouraging.

1.12 Process

1.12.1 Programme process

Mentees were asked to rank selection of programme process out of 10, where 10 is the greatest.  The table below presents responses from those who selected 8 or greater out of 10, and compares figures from 03-04 and 04-05.

Comparison of programme process
Table 6.7

	Programme process
	03-04
	04-05
	Overall
	Overall (%)

	Quality of mentor (24, 20)
	22
	16
	38
	86%

	Helpfulness of mentor (23,19)
	17
	14
	31
	74%

	Impact to my business overall (13, 17)
	9
	13
	22
	73%

	Knowledge/awareness of mentor (23,20)
	17
	14
	31
	72%

	Ability to increase awareness (18,17)
	13
	12
	25
	71%

	Value of mentor in developing business (24,20)
	17
	11
	28
	64%

	Ability to build self confidence (20,19)
	14
	12
	26
	67%

	Effectiveness of building networks (22,20)
	8
	12
	34
	48%


Note Base figures for each year are in brackets

As the table shows, ‘quality of mentor’, ‘helpfulness of mentor’, ‘impact of the WIB programme to business overall’ and ‘knowledge of mentor’ were rated highest amongst mentees.  With the exception of building networks all programme processes were rated 8 or greater out of 10 by over 50% of mentees.

When comparing the 03-04 and 04-05 clients, it is interesting to note that marked changes occurred in:

· effectiveness of building networks (increased of 24%) – this is a good indication of the impact that changing the recruitment criteria has had on mentees ie the majority of participants during 04/05 have an established, more mature business than the previous year and would therefore have the potential to benefit more from networking  

· value of mentor in developing business (decrease of 16%) – correlates with above assumption

Some literal comments included:


“my mentor has been especially dedicated to me and my company’s development” 

“the quality of the mentor is very high and accessibility to the programme straightforward”

“it has given me great support in brainstorming business ideas”

“my mentor has been a great inspiration”

Operational aspects 

Mentees were asked to rank the operational aspects of the programme out of 10, where 10 is the greatest.  The table below presents responses from those who selected 8 or greater out of 10, and compares figures from 03-04 and 04-05.

Comparison of operational aspects
Table 6.8

	Operational aspects
	03-04
	04-05
	Overall
	Overall (%)

	Ease of involvement and awareness (22,18)
	17
	15
	32
	80%

	Interview process (19,15)
	15
	12
	27
	79%

	Overall application process (21,18)
	15
	15
	30
	77%

	Matching process with mentor (21,19)
	17
	11
	28
	70%

	Follow-up and evaluation (21,14)
	11
	9
	20
	57%

	Signposting to other programmes (21,14)
	12
	8
	20
	57%

	Understanding of the next steps (14,11)
	8
	6
	14
	56%

	Ability to graduate to other forms of support (19,12)
	9
	6
	15
	48%

	Fit with other gender-specific progs (19,12)
	7
	6
	13
	42%


Note: Bases figures for each year are shown in brackets

The table shows that ‘ease of involvement and awareness’, ‘interview process; and ‘overall application process’, were rated highest amongst Group clients.  

Not surprisingly the ‘ability to graduate to other forms of support’ was one of the lowest rated areas, as this was cited on several occasions as a gap.  It is worthy noting that a high proportion of the 04/05 mentees surveyed were still actively participating in the programme at the time of the survey, which could explain the low level of understanding.

When comparing the 03-04 and 04-05 clients, the most noticeable change concerns the ‘matching process with mentor’.  While 81% of 03-04 clients rated the matching process from 8/10 to 10/10, this figure decreased to 58% in 04-05, a drop of 23%.  Our discussion indicated that there was a mixed opinion among clients on the matching process, with some praising the contribution of their mentor, and others citing that their mentor was inappropriate to their business needs.

Some literal comments on the operational aspects of the WIB programme included:

“I really enjoyed the dynamic of a group”

“I am very satisfied with my current group and mentor, however, the last group had such a poor mix and the mentor was easily distracted from the proposed subject and often seemed under-prepared”

“some people seem to get a lot of help due to the mentor’s business connections and correlations between industries whilst others are not so fortunate”

“the lack of commitment from some attendees was detrimental to the group”

“mentor was totally wrong – don’t know how they could match mentor with eight people”

1.12.2 Matching process

Overall, the matching process seems to work well with the majority of clients citing that they were matched within the first month.  When comparing the matching process for 03-04 and 04-05 clients (see the table below), there is a proportional decrease among clients matched during the first month, with 53% matched in 03-04 and 36% matched in 04-05.  On the whole, the matching process seems to be taking longer, with a higher proportion of clients waiting three or more months. 

Comparison of matching process
Table 6.9

	Matching Process
	03-04
	04-05
	Overall

	1 month
	9
	4
	13

	2 months
	3
	2
	5

	3 months 
	3
	3
	6

	More than 4 months
	2
	2
	4


Base is 17 and 11.

It is important to identify why it is taking longer to match clients with a mentor in the second year of the programme.  One reason may be that during 04/05 project executives were spending more time trying to ensure that there were sufficient mentees to host a group and in some cases groups were not established and therefore clients not matched until half way through the year.  In addition, there was both a backlog of matches from 03/04 and an issue of the team being under resourced at the start of 04/05.  

1.13 Overall experience 

Overall, Group respondents were very complimentary of the programme, describing it as “positive”, “excellent”, “very professional” and “wonderful”.  Clients cited that the programme was good for morale, of great benefit and satisfaction.  One client described the WIB programme as the most useful business programme she had ever participated in.  This speaks volumes on the impact of the programme to the businesses involved.  
Some further comments are presented below:

“invaluable…particularly for young entrepreneurs” 

“I have found this programme the singularly most useful business programme I’ve ever taken part in” 

“would like to get involved again in a year’s time to freshen up business” group”

“you leave with the motivation to do something”

“was previously a bit cynical about SE and their support, this programme has changed my views”

“it is good to have the group, we learn so much from each other’s experience as well as from the mentor”

“it’s great to be able to share ideas in a safe, non-threatening environment”

“I’ve already got two clients from the people that are in my group – this was an added bonus!”

1.14 Programme improvements

In total, 51% (20 clients), indicated that there were gaps in the existing infrastructure for business mentoring support.  Of the 20 clients, 18 provided comments for improvement, some of which are represented below:

· more frequent meetings – “prefer every 2 to 3 three weeks so we still have the impetus to do our homework!”

· intermediary mentoring group – “for businesses not turning over £50,000 or over”

· barriers to entry since businesses earning less than £20,000 could not access the programme

· follow-up service after businesses are matched up

· more drive in the programme

· more balanced set of businesses

· brainstorming sessions with other groups

· meet with other mentees/mentors 

Literal responses are as follows:

“there is no intermediary mentoring for those business well past the Group stages of mentoring, but who do not fit £50K entry barrier for the One-to-One programme”

“the only issue I found was that there was not enough meetings and the frequency of the meetings was not enough”

“the fact that access to the Group programme is dependent on your business turning over at least £20K”

“no information on importing regulations and VAT issues”

1.15 Client recommendations

Overall, clients were complementary of the programme, citing only a few areas for improvement, these included:

· frequency of meetings – clients on the group programme felt that 4 weeks between sessions was too long, citing loss of knowledge and impetus to do ‘homework’ as reduced.  They stated that they would like to meet more frequently eg every 2 or 3 weeks.  

· network meetings – clients like the idea of meeting others to develop their network of contacts and potential sales opportunities, 

· training – although enjoying the freedom of the mentoring support, a number of clients stated that they would also like access to formal training sessions which would help further build their confidence and ensure more structure to support 

· best practice examples – clients wanted to learn from the experience of others, perhaps those that had gone through the programme.  This could be achieved in a range of ways including inviting previous participants back to group networking sessions, developing case studies or inviting guest speakers from similar programmes

· bridging gaps – a high proportion of clients felt that the gap between completing the group support and then being able to gain additional support through One-to-One mentoring was outwith their reach at the time of Group Mentoring completion.  To reduce this gap, it might be beneficial to test a specific growth programme, which focused specifically on those individuals who really want to grow/develop their businesses to meet these criteria.  This programme would specifically focus on development of marketing plan, strategy for growth, business plan, product placement, all of which would drive the participant towards meeting the entry criteria required to access One-to-One support

· matching process – some clients believed that mentees could be matched more effectively.  Some suggested that groups be split by sector, and that the mentor would have specific sectoral knowledge and background experience relevant to the participating businesses
· promotion of the programme – some clients indicated that there was not enough promotion and communication of the WIB programme, and that it was not clear enough to the general public that such a service was available. 

· refresher programme – some clients would like to see a similar programme to take place a year or two after the WIB programme to freshen up their business ideas

Some literal comments included:

“the groups have to be selected very carefully.  They have to be complimentary to each other.  Would have been better if all businesses were at the same stage.  Concept of group idea is good but needs to be more refined.  Would do it again if done right.”

“would like to see alternative training provided for those who do not qualify for One-to-One mentoring”

“would like to see something of continued support in years 2 and 3”

“more shared experiences from those who’ve made it”

“specific mentors for specific areas of business advice”

Client Feedback – One-to-One

A total of 34 One-to-One responses were received of which 18 respondents were from 03-04 and 16 from 04-05.  As the initial response rate to the postal/electronic survey was poor, interviews were conducted over the telephone.  

The remainder of this section provides a summary of the client’s findings.  Appendix 2 presents the questionnaire.  

1.16 Awareness 

One to-One respondents became aware of the WIB Mentoring programme through a variety of sources.  As the following table illustrates, the BG website (41%), WIB meetings/conferences and direct contact from BG were cited as the most common ways in which clients heard about the programme.  When compared to group mentoring (Table 6.1), the proportion citing ‘direct contact from BG/LEC’ had dropped significantly.

Comparison in the awareness of the WIB Mentoring programme
Table 7.1

	Awareness
	03-04
	04-05
	Overall

	Business Gateway website
	9
	4
	13

	WIB meetings/conference
	2
	5
	7

	Direct contact from Business Gateway/LEC
	2
	3
	5

	Word of mouth
	3
	1
	4

	WIB website
	1
	2
	3

	Total Respondents
	17
	15
	32


With the majority of clients learning of the mentoring programme through websites and or WIB related events suggests that this types of contact is an appropriate medium for increased promotion to these individuals.  

1.17 Motivation for participation

For both years in which the programme ran, the top three motivating factors for participation were the same:

· grow my business (63%)

· learn from others (56%)

Comparison of motivations for participation
Table 7.2

	Motivations for participation
	03-04
	04-05
	Total

	Grow my business
	8
	12
	20

	Learn from others
	8
	10
	18

	Develop knowledge and ability
	4
	5
	9

	Acknowledgement of critical issues
	4
	4
	8

	Develop a network of contacts
	5
	3
	8

	Develop my confidence
	4
	2
	6

	Sustain what I currently have
	2
	1
	3

	Total respondents
	17
	15
	32


The main difference was in the ability to grow their business which increased from less than half citing this as the main motivating factor to 80% during 04-05.  04/05 participants also wanted to concentrate more on learning from others.   

Literal comments included:

“get another objective point of view”

“get help from established person”

“help on business issues”

“direction and expand client base”

“being member of a community”

When compared with group mentoring (Table 6.2), the ‘ability to learn from others’ and ‘grow my business’ continued to be significant motivating factors for participation.  The ability to develop their confidence has reduced in significance, with less than 1 in 5 individuals citing this compared to the majority of group participants.

1.18 Outcomes 

In assessing the additionality of the support we asked mentees to rate their ability to survive and reach the current stage in their companies development without the support.  The following tables represent the findings, showing the difference over the last two years.

Perception of ability to reach stage of development without support
Table 7.3

	Perceptions of survival
	03-04
	04-05
	Overall

	Would still have reached this stage without support
	6
	3
	9

	Probably would have reached this stage without support
	3
	3
	6

	Would have reached this stage but at a later date
	3
	6
	9

	Would have reached this stage but on smaller scale
	3
	1
	4

	Probably would not have reached this stage
	0
	2
	2

	Definitely would not have reached this stage
	1
	1
	2

	Total respondents
	16
	16
	32


When looking at the significance of these findings it is worthy noting that 72% of respondents felt that they would not have reached this stage of company development without the support of the programme.  The highest proportion (28%) stated they would have reached this stage but at a later date with a further 13% citing that they would have reached this stage but on a smaller scale.  

When compared to group mentoring, although a higher proportion of One-to-One clients indicated that they would have reached this stage without support, the general spread of responses was similar.

Perceptions of ability to survive without support
Table 7.4

	Perceptions of survival
	03-04
	04-05
	Overall

	Definitely would not have survived
	4
	2
	6

	Probably would not have survived
	1
	2
	3

	Probably would have survived
	3
	2
	5

	Definitely would have survived but would be smaller/less successful
	1
	4
	5

	Definitely would have survived as it is
	7
	6
	13

	Total respondents
	16
	16
	32


The majority of respondents (59%) stated that their survival has resulted to some extent from the mentoring support.  Of those who indicated they definitely would have survived, 28% indicated that they would have been smaller or less successful than at present.  It is interesting to note that more One-to-One respondents than group respondents stated that they would definitely not have survived without the support.

Some specific feedback included:

“wouldn’t have reach this stage without this support”

“would still have been flailing around somewhere”

1.18.1 Outcomes achieved

Respondents were asked to assess the extent to which the programme had influenced a range of business indicators.  The table below presents the findings.

Comparison of influence on business indicators
Table 7.5

	Impacts achieved
	03-04
	04-05
	Overall

	
	Sig/some influence
	No influence
	Sig/some influence
	No influence
	Sig/some influence
	No influence

	Business confidence
	13
	2
	13
	3
	26
	5

	Attitude to risk taking
	10
	3
	14
	1
	24
	4

	Business planning
	12
	2
	14
	1
	26
	3

	Sales and marketing
	11
	3
	10
	5
	21
	8

	Product development
	11
	2
	9
	6
	20
	8

	Leadership
	10
	3
	8
	7
	18
	10

	Attitude to business
	12
	1
	14
	2
	26
	3

	Business competitiveness
	10
	3
	10
	3
	20
	6


Base respondents varies per category.

The programme has had varying degrees of influence on all business indicators, with the biggest influence on business planning (89%), attitude to business (89%) and attitude to risk taking (86%).  This is a different response from the groups, with One-to-One viewing the influence on their attitude to risk taking as much greater.  A more detailed breakdown of the impact on business performance is presented in Appendix 3. 

The majority (79%) of respondents cited an impact on business performance.  The following table presents where mentees viewed this as greatest.  
Comparison of impacts on business performance
Table 7.6

	Impacts achieved
	03-04
	04-05
	Overall

	Helping to generate sales
	1
	1
	2

	Keeping costs down
	-
	-
	0

	Making us more profitable
	4
	3
	7

	Employing more people
	2
	3
	5

	Helping develop products/service
	4
	3
	7

	Move into new markets
	2
	4
	6

	Total respondents
	13
	14
	27


As with groups, one of the biggest impacts related to developing products/services, however unlike groups, mentees cited that the supported enabled them to become more profitable.  Interestingly keeping costs down was not cited at all.

1.18.2 Employment

100% of respondents reported current employment figures.  A total of 131 people are employed across 34 organisations i.e. average of 3.9.  The split is 77 full-time and 54 part-time.  

The majority of respondents (22, 69%) indicated that they expected their employment to increase over the next three years.  Of those, 17 clients provided further detail, projecting 78 jobs in total over the next three years i.e. an average of 4.6 jobs per client.  

As with group results, the sample is too small; however based on the high level of impact of the programme on business survival/sustainability these trends are encouraging.

1.19 Process 

1.19.1 Programme process 

Mentees were asked to rank selection of programme process out of 10, where 10 is the greatest.  The table below presents responses from those who selected 8 or greater out of 10, and compares figures from 03-04 and 04-05.

Comparison of programme process
Table 7.6

	Programme process
	03-04
	04-05
	Overall
	Overall (%)

	Quality of mentor (16,15)
	12
	13
	25
	81%

	Helpfulness of mentor (15,15)
	10
	12
	22
	73%

	Impact to my business overall (7,7)
	2
	7
	9
	64%

	Knowledge/awareness of mentor (16,16)
	12
	12
	24
	75%

	Ability to increase awareness (10,14)
	7
	11
	18
	69%

	Value of mentor in developing business (15,13)
	7
	8
	15
	54%

	Ability to build self confidence (12,15)
	6
	10
	16
	59%

	Effectiveness of building networks (15,17)
	3
	8
	11
	34%


Note Base figures for each year are in brackets

As the table shows, ‘quality of mentor’, ‘knowledge of mentor’ and ‘helpfulness of mentor’ were rated highest amongst One-to-One clients.  

When comparing the 03-04 and 04-05 clients, it is interesting to note that marked changes occurred in:

· impact to business overall – an increase of 71%, to 100% in 04-05

· value of mentor in developing business – an increase of 38%, to 85% in 04-05

· effectiveness of building networks – an increase of 27%, to 47% in 04-05

All areas of the programme process showed positive increases from 03-04 to 04-05, with the exception of ‘knowledge of mentor’, which showed no change.  Clearly, these are positive signs suggesting that the whole programme process has improved greatly in the second year of the programme. 

Some literal comments included:

“I’ve found opportunity to brainstorm with someone at arms length to the business most useful”

“great mentor – knew our challenge”

“I had a very successful mentoring relationship, which has grown into friendship”

“would have liked to have seen more communication between mentor, mentee and the business”

1.19.2 Operational aspects

Mentees were asked to rank the operational aspects of the programme out of 10, where 10 is the greatest.  The table below presents responses from those who selected 8 or greater out of 10, and compares figures from 03-04 and 04-05.

Comparison of operational aspects
Table 7.7

	Operational aspects
	03-04
	04-05
	Overall
	Overall (%)

	Ease of involvement and awareness (16,15)
	7
	9
	16
	52%

	Interview process (15,15)
	7
	10
	17
	57%

	Overall application process (15,13)
	8
	10
	18
	64%

	Matching process with mentor (14,14)
	8
	10
	18
	64%

	Follow-up and evaluation (15,12)
	10
	6
	16
	59%

	Signposting to other programmes (13,13)
	4
	3
	7
	27%

	Understanding of the next steps (7,8)
	4
	1
	5
	33%

	Ability to graduate to other forms of support (10,10)
	4
	3
	7
	35%

	Fit with other gender-specific progs (13,12)
	4
	5
	9
	36%


Note: Bases figures for each year are shown in brackets

One-to-One clients rated ‘overall application process’, ‘matching process with mentor’ and ‘follow-up and evaluation’ most positively.  ‘Ability to graduate to other forms of support’ and ‘signposting to other programmes’ were rated least favourably by clients. 

When comparing the 03-04 and 04-05 clients, the most noticeable change concerns the ‘understanding of the next steps’.  While 57% of 03-04 clients rated the matching process from 8/10 to 10/10, this figure decreased to 13% in 04-05, a drop of 44%.  This is an area that needs further development, and is commented in future sections.  Literal comments indicated that there was mixed opinion among clients on the matching process, with some praising the contribution of their mentor, and others citing that their mentor was inappropriate to their business needs, the need for follow-up support and more structure in the WIB programme.

Some literal comments on the operational aspects of the WIB programme included:

“my mentor has been especially dedicated to me and the company’s development and have spent considerable time putting together very well structured and hard hitting learning material for me”

“the quality of mentor is very high”

“not good luck with my mentor, no follow-up or direction afterwards”

“would like more guidance…too informal…lacks structure”

“think matches are not that great.  Took 3 attempts”

1.19.3 Matching process

Overall, the matching process seems to work well with the majority of clients citing that they were matched within the first two months.

When comparing the matching process for 03/04 and 04/05 clients (see the table below), there is a marked increase among clients matched during the first month, with 36% matched in 03-04 and 69% matched in 04-05.  However, there is also a considerable increase for those matched after four months, with this figure at 7% in 03-04, then 31% for 04-05.  The matching process is taking longer for a higher proportion of clients, and is an area that requires further investigation to learn the reasons behind this.  One reason may be that project executives are taking increased measures to ensure that clients are matched appropriately.

Comparison of matching process
Table 7.8

	Matching Process
	03-04
	04-05
	Overall

	1 month
	5
	9
	14

	2 months
	5
	0
	5

	3 months 
	3
	0
	3

	More than 4 months
	1
	4
	5


Base is 14 and 13.

1.20 Overall experience 

On the whole, One-to-One clients were very complimentary of the programme overall, describing it as “excellent”, “very easy to deal with”, “great” and “very effective”.  
While both client groups rated the overall experience very positively, One-to-One clients were more critical of the programme:

“the business mentoring programme is one of the best programmes I have been involved in”

“it is a very valuable programme to businesses”

“good idea, but had major problems with my mentor and was too late in the programme to find another one” 

“I spend more time filling out evaluations and having evaluation interviews than I do with my mentor”

“I don’t reckon that fit between mentees and mentors is good” 

1.21 Programme improvements

In total, 45% (13 clients), indicated that there were gaps in the existing infrastructure for business mentoring support.  Of the 13 clients, 12 provided comments for improvement, some of which are represented below:

· mentor and mentee to meet more frequently

· follow-up service to support direction of the business

· more drive in the programme

· increased promotion – “more awareness that it exists”

· brainstorming sessions with other groups

· meet with other mentees/mentors – “this would help to widen the network of contacts and supports and allow each partnership to lean from the others”

· more structure and formality in the programme

· more communication between mentor, mentee and the business

Client recommendations

Overall, clients were complementary of the programme, citing only a few areas for improvement, these included:

· agendas – increased planning, structure – although clients were complementary of the flexibility of support to fit their needs, they felt that more structure would be beneficial.  

· network meetings – these were viewed favourably by both groups.  One-to-One clients felt they needed to meet with likeminded people and share their mentoring experiences.  This would also be an important avenue for mentors to attend these groups and share their experiences

· training – although enjoying the freedom of the mentoring support, a number of clients stated that they would also like access to formal training sessions which would help further build their confidence and ensure more structure to support 

· practical advice – some clients cited the need for more practical ‘hands-on’ advice on financial and HR aspects of the business such as forecasting figures and recruitment

· promotion of the programme – some clients indicated that there was not enough promotion and communication of the WIB programme, and that it was not clear enough to the general public that such a service was available
· duration of mentor-mentee relationship – clients would like to see the programme last longer, and longer mentor-mentee relationships 
Specific feedback included:

“it is a very valuable programme to businesses although I feel it needs more exposure”

“a more structured approach”

“more practical hands-on advice on how to develop your business plan”

“longer relationships should be encouraged”

“network meetings where mentors and mentees meet up”

“some training material for mentors and mentees to work through to ensure we look at all aspects of business development”

Mentor Feedback

A total of 10 conversations were conducted with mentors, split equally across One-to-One Group.  The mentors were asked a series of questions concerning:

· motivation for participation

· impact of the programme

· how the programme operates

· fit within the SE network
· areas for improvement
1.22 Motivation for participation

The rationale for giving up a considerable amount of time to become a mentor was similar, whether in the context of Group or One-to-One.  The reasons cited are presented below:  

· to give back to business community, by sharing experiences, passing on learning and skills to helping young businesses avoid the mistakes that the mentor once made

· for the challenge of helping others overcome barriers to growth ie if these young businesses flourish then the local economy will benefit.  Many cared about the future of the Scottish economy, and one mentor said “these businesses although young and hungry, in many instances are unaware of how to grow a business and simply don’t know any better.”
· they felt that mentoring was fundamentally a good idea 

· altruistic for some, and for others, the chance to give something back to the community – some even seeing it as their charity or public service work

Overall, the majority of mentors wanted to give something back to the community, and viewed this as an opportunity to do this.

1.23 Impact of support

Mentors were asked to provide a relative assessment of the impact that their support had provided.  Reponses cited covered a range of benefits to both the mentees and their business including:

· more focused market awareness and ability to attack the market

· organised approach to development and expansion

· more stability in business plan

· better leadership skills

· growth and development in local and international markets

· better aligned outlook combined with core skills and values

· eliminating feeling of being alone in business – this was particularly important for group mentoring where mentors viewed the level of interaction between mentees as crucial in their development

Potential improvements

Although the majority of mentors had no/minimal concerns regarding how participants were recruited onto the programme (ie as they were unaware of the process), four respondents stated that there was some confusion amongst participants regarding process of recruitment.  

“the process is not clear, misunderstood by many and some view it as uncertain because of continuous change”

“the promotion of the programme is not widely seen if it occurs at all”

In terms of possible improvements, Group mentors suggested that gaps occurred in the support particularly during the initial stages.  Mentors viewed this as a crucial step in ensuring that the mentees knew exactly what was expected from the relationship and more detail on how the process would work.  It is worth noting that no respondents cited this as an issue.  

Another improvement related to mentor networks, it was suggested that it would be beneficial for all mentors to have the opportunity to get together every 6 or 12 months to enable them to share their experiences and provide a forum for assisting new mentors.  

The role of the external facilitator was highlighted as conflicting in some instances such that some mentors felt that the facilitator was competing with the mentor, and this took away from the Group experience.  This correlates with our view such that for small groups a facilitator and mentor could be overpowering.

Based on these comments, it would be beneficial to ensure that mentors are given appropriate training/induction prior to becoming a mentor and refresher courses to ensure that their knowledge of the SE/BG products remains current.  As mentors suggested “possible mentor networking” this would be a good avenue.  

Conclusions and Recommendations

The following section presents our conclusions and recommendations.

1.24 Conclusions

From the research conducted to date, the following conclusions can be drawn:

Performance:

· performance has been below target for both programmes during the 04/05 and has not reached the same levels as 03/04.  A number of reasons were cited for the failure to meet targets, many of which related to the heightening of entry criteria.  As a result of heightened criteria the quality of those participating in 04/05 far exceeds the previous year using turnover and employment numbers as measuring criteria.   Also related to the criteria increase as well as quality of companies is the deterrence of a significant amount of companies, which increased activity levels to only to deliver no return

· once matched, failure rate was only 6%, which suggests that the matching process is working effectively

· a backlog on activities from the previous year impacted negatively on the performance of the team during 04/05

· major staff changes including the recruitment of a new project manager who was not in place until 6 months into year 2 had an additional negative impact on targets

Process:

· similar to BM, the WIB programme would strongly benefit from continuous and reliable referrals supplied from the Scottish Enterprise Business Gateway and LEC network and only then can the entire potential of the programme be fully optimised

· after comparison between One-to-One and Groups what became obvious was that Groups were very much more activity orientated.  Recruiting, interviewing and screening for Groups was approximately ten times as long as the same process for One-to-One’s according to Project Executives.  Additionally for One-to-One Project Executives visited clients a maximum of five times, however for Groups, Project Executives would meet and facilitate the group at every meeting (twelve times).  Inevitably time taken for the construction and management of groups spent significant time that could be used matching for both programmes and recruitment for One-to-One

· although targets were not met during 04/05 – for reasons identified above – the referral processes such as the WIB conferences and BG were being used more effectively, and this is reflected in the volume of participants first becoming aware in this way 

Client feedback:

· the follow-up and evaluation process, the lack of signposting to other business programmes and ability to graduate to other forms of support was seen as an area for improvement.  Although half the respondents were from 04/05 and therefore were currently receiving this support, respondents from the previous year felt still felt that this was an issue (Group)

· a gap identified was for those business completing Group Mentoring not yet eligible for the £70,000 and One-to-One Mentoring.  This needs to be reviewed carefully so that participants do not feel they have to have continued support and fall into a process of ‘handholding’ (Group)

· the main impact cited by respondents was the development of products/services and the ability to enter into new markets/improve market awareness (One-to-One)

· within Groups 58% of matches were achieved in the first month and only 5% were not matched until a 4-6 month period – the fact that the majority of matches occurred quickly and had a low failure rate (6%) suggests that the matching process was working effectively.  For One-to-One there was a significant increase in those individuals matched within the first month of the second year of the programme ie 69% compared to 36% 

· 90% of clients that responded identified WIB as being a catalyst factor in their business accelerating their speed of development (Group)

Mentor Feedback:

· the main reason cited for participation was to share their experiences.  They viewed mentoring as a route to pass on learning and skills to helping young businesses avoid the mistakes that they had made

· mentors indicated many positive outcomes occurring as a result of the programme, but from their experience they stated that the recruitment process was often misunderstood and unclear

· many mentors suggested that a forum for mentors to network would be beneficial once or twice a year.  This would provide a forum to enable them to share their experiences and provide an opportunity for new mentors to learn from their peers
· lack of training/induction – mentors were unaware of the wider services that were on offer across the Network and stated that there was no formal training/induction process for new mentors.  To ensure consistency of offering a short induction course and refreshers is recommended

Recommendations

Based on our findings the following recommendations should be reviewed with the aim of improving the overall operation of WIB mentoring:

· review of administrative processes

· review of databases processes and information management

· maximisation of support and resources

· improved understanding at the BG/LEC level

· continued pipeline of recruits

· improved signposting

· mentor development

Review of administrative processes – existing processes are already being refined following the results of the Business Mentoring evaluation which took place at the end of 2004.  A new appointment to the team, an Operations Executive, will develop these changes further with support from the Mentoring Manager and the rest of the team.  They will look to remove unnecessary forms, stages in the process and any duplication of information capture as well as implementing new activities which have been/may be identified that will add value, like monthly database verification to ensure that there are no gaps in the data being held, mentor audits and follow ups to establish the level of company development in the 12-24 months after the match period.

Review of database processes and information management – our evaluation indicated that the database required a few adjustments to ensure that the information is captured in a consistent and accurate manor and is easily accessible.  Meetings are planned between the IT supplier and members of the team to make any necessary changes/enhancements to the database to ensure easy access to impact/additionality/longitudinal tracking information.  For example being able to track turnover on entry to the programme and compare it with that at exit or being able to identify profitability improvements even when turnover itself may not have changed.  In the development of an online pilot, it would be necessary to ensure that the database has a comprehensive online registration and filtering capability.  

Maximisation of support and resources – It is important that resources are allocated appropriately depending on the development stage of the clients and the potential benefits to the growth of the business.  In previous years group members received a disproportionate amount of BM resources and it is key for maximising efficiency and effectiveness in each of the programmes that the group recruiting, interviewing and managing is streamlined in order to ensure an appropriate level of input into One-to-One matches and LEC/Business Gateway involvement.  To ensure that groups start on time this year it would be beneficial to direct more resources toward group recruitment at the start of the year to enable groups to start and finish on time.  
Improved understanding at the BG/LEC level – it is important for the team to be able to work more proactively with Business Gateways and LECs, being clear about their objectives and what is expected of each of them, this will help to even out the workload that they are faced with and improve their motivation and job satisfaction.  The programme must be positively promoted on a consistent basis to the Scottish Enterprise network (especially since the network is the main channel to the programme) to portray a complementing role to network activities.  In our discussion, changes to the management and reporting processes are being implemented to bring about this focus for greater impact.  In summary, each project executive will produce an account plan for each LEC that they are responsible for, which will detail the way they will work in that area throughout the year.  Each project executive will have a document clarifying their targets and objectives for the year and performance measurements that will be applied.  The team will meet weekly to address any issues which arise, share successes and improve communication and teamwork.  More comprehensive monthly reporting is being introduced to increase transparency and build greater levels of trust between the team/SE National/LECs and Business Gateways.

Continued pipeline of recruits – effective marketing and collaboration with local Business Gateway/LEC teams becomes even more critical in light of the segmentation changes taking place within SE.  Many businesses that would have previously have been client managed, and therefore likely to be referred by an advisor to WIB Mentoring, will now revert to being part of the universal (or volume) group of companies, this raises the question of how those companies will now become engaged with the programme and it is possible that there will be a need to target them more directly in co-operation with Business Gateways and LECs.  New marketing materials are to be produced and other activities being explored/trialled include awareness raising events specifically for Business Mentoring, increasing press coverage for success stories, more effective use of case studies and networking events for clients/mentors.  It may also be beneficial to run a pilot for online recruitment.  The survey results indicated that the majority of One-to-One mentoring recruits became aware of the programme through either the Business Gateway or WIB websites, therefore this may be an ideal opportunity to encourage this groups to recruit online in the first instance.  The enhanced online facilities will help alleviate the administration burden on the team and speed up the process for the clients/mentors.

Improved signposting – our findings indicated that clients were uncertain as to the next steps once leaving the programme.  It will therefore be important to ensure that the routes to and from the programme must be made more accessible, clear and easily understood to the client, ensuring that they are aware of what is required from them at the outset and to present a series of options in going forward.  It is important not to create a dependency culture among clients, therefore after different forms of support it is important to provide time for reflection and bedding in of what they’ve gained to enable them to develop their business further.  For example, if group mentees have a gap after the programme to enable them to reach the next threshold of £70k turnover they get further help to make the next step change.  Project executives need to handle this sensitively during the interview process, interim and exit stages so that the client is not left feeling that they have been abandoned at the end of the group match, merely that they now have the chance to implement what they’ve gained and show what they can do on their own with their increased toolkit.

Mentor development – as the programme develops and moves into its third year, in going forward it will be important capture and share the experience of current mentors with new mentors.  The feasibility of mentor networking should be reviewed as many potential benefits have been identified from undertaking such an exercise for example, support for new mentors, sharing of techniques and methods, and educating mentors about the Scottish Enterprise Network.  Mentors should be made aware of the specific programmes and products that are offered in the BG in which they operate, so they can offer the client a more comprehensive service.  The ability to share good practice would possibly reduce the need to have formal mentor training ie this was suggested by some mentors as a route to provide a more consistent approach, but in out view maybe a more discouraging factor as mentors already give up a considerable amount of their time free of charge.

The Scottish Mentoring Network has created best practice guidelines for mentors and this could be incorporated during mentor induction phase.  In addition, the Small Firms Enterprise and Development Initiative (SFEDI) has recently created an accreditation for mentors.  Before introducing any form of development it will be important to test this with a sample of current and future mentors to determine the level of interest.
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Appendix 1

List of client respondents

03-04




04-05

AMG





Sunnyside Project 

Menopause Matters Ltd



Creative Displays 

KD Media




Touched by Scotland 

Doodles




Fizzogs 

Nail Lounge




Macarab 

Doodles




Mrs. Jeeves 

Secrets of Success



Sheer Face 
Activity Mix




Kopanska 

Triangulum Consulting



Scottish Weaving 

Retro Rebels




Phoenix Life Coaching 

Tapa Ltd




Ideas in Partnership 

Jarvis King




Edinburgh Wealth Management 

Place Rite




Cathy Global Trading 

Chi Ltd





Accountable 

AMAS





McKenzie Studios 

JM Professional Image Consultants

Mary Mitchell 

activitymix Ltd




Tapa Ltd

Lifelink Personal and Corporate Coaching
Intuitive Internet

Marin Dress Design



Retro Rebels

Hectic Life




Full Shilling Book-Keeping

3 C





Monicatait

PMI





Cupcake

Liz Kitely




The Fairytale Company 

Body Kneads




Flamus

Vipints





Pride of Lammermuir

Glenholm Training Solutions


Sri-Ann

Alison Patrick




Renfrewshire Group Meeting

Georgiana Dune



Polley Garden Design

Margaret Robertson Consulting


Tootsie Buff

Iona’s Childcare Agency



1st Step Therapy

Ellwoods of Dumfries



Diamond Care Services

The Tofu Factory



Murray Associates

Morag Tester




Janet Russell

Forever Living Products



Eildon Organics

AHA Architects




Anne Morrison

Anonimo




The Event Store 

CG:2D





Asten Wood Crafts

Pexel Limited




Broad Communications Ltd

Pink Porcupine




Joanna Pirie

Ros Mongan




Anderson Marketing Consultants

Ruby Flowers




Be all you can be

The ER Company/Pewter Ltd


Morven Shearlaw







The Mens Room

Appendix 2

Questionnaire

(attached separately)

Appendix 3

Detailed Influence on Business Performance

Detailed breakdown of perceived level of influence on business performance

Groups

	
	03-04
	04-05
	Overall

	Influence
	Signifi-

cant
	Some
	None
	Signifi-

cant
	Some
	None
	Signifi-cant
	Some
	None

	Business confidence
	11
	9
	2
	8
	9
	2
	19
	18
	4

	Attitude to risk taking
	6
	11
	5
	3
	9
	7
	9
	18
	12

	Business planning
	11
	10
	1
	3
	13
	3
	14
	23
	4

	Sales and marketing
	11
	11
	0
	8
	8
	2
	19
	19
	2

	Product development
	7
	9
	6
	7
	5
	6
	14
	15
	12

	Leadership
	5
	7
	10
	3
	6
	9
	8
	16
	19

	Attitude to business
	8
	10
	3
	4
	11
	1
	12
	21
	4

	Business competitiveness
	6
	12
	3
	3
	7
	8
	9
	19
	11


One to One

	
	03-04
	04-05
	Overall

	Influence
	Signifi-

cant
	Some
	None
	Signifi-

cant
	Some
	None
	Signifi-cant
	Some
	None

	Business confidence
	6
	7
	2
	6
	7
	2
	12
	14
	4

	Attitude to risk taking
	3
	7
	5
	4
	9
	7
	7
	16
	12

	Business planning
	6
	6
	1
	7
	7
	3
	13
	9
	4

	Sales and marketing
	5
	6
	0
	4
	6
	2
	9
	12
	2

	Product development
	3
	8
	6
	3
	6
	6
	6
	14
	12

	Leadership
	3
	7
	10
	3
	5
	9
	6
	12
	19

	Attitude to business
	3
	9
	3
	7
	7
	1
	10
	16
	4

	Business competitiveness
	5
	5
	3
	4
	6
	8
	9
	13
	11


Appendix 4

List of Mentors Consulted

List of mentors consulted

One-to-One Mentors

Muir Urquhart

Cameron Ramsey

Norma Kemps

Jenny Kopeland

Lynsey Bannerman

Ken Sturgeon

David Mackie

Gillian Ferguson

Group Mentors

Keith Stirling

Greame Isdale

Steve Ireland

Tina Beales

Julie Calder

Madeleine Allen

Jennifer Martin

Robin Thang
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Main Motivations Overall

		Main Motivations Overall

		Grow my business		87

		Sustain what I currently have		20

		Develop a network of contacts		43

		Learn from experience		90

		Acknowledgement of critical issues		43

		Develop knowledge and awareness		60

		Develop my confidence		60
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		Direct contact from Business Gateway		33
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Impact of WIB Overall

		Impact of WIB support been greatest overall

		helping to generate sales		14

		keeping costs down		7

		making us more profitable		11

		employing more people		11

		helping develop products/services		29

		new markets/increase market awareness		29
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main motivations group

		Main Motivations Group

		Grow my business		78

		Sustain what I currently have		22

		Develop a network of contacts		50

		Learn from experience		84

		Acknowledgement of critical issues		44

		Develop knowledge and awareness		67

		Develop my confidence		78
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Geo overview group 

		

		Group 03/04

		Ayrshire		11

		Borders		15

		Dunbartonshire		13

		Dumfries & Galloway		4

		Edinburgh & Lothians		27

		Fife		13

		Forth Valley		11

		Glasgow		11

		Grampian		11

		Lanarkshire		11

		Renfrewshire		15

		Tayside		7
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