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1 Introduction

This draft final report represents the evaluation findings of the Profit through Knowledge (PTK) programme.  Commissioned by Scottish Enterprise Glasgow (SEG), its main purpose is to inform the future design and delivery of the programme as well to secure further ERDF funding.

1.1 BACKGROUND TO STUDY

The PTK programme has been delivered by Glasgow Opportunities on behalf of SEG since April 1999.  It is an amalgamation of two previous programmes aimed at placing graduates and undergraduates in companies respectively.  It is currently funded by SEG and attracts match funding from ERDF funding for the project period of April 1999 to March 2001.

1.2 STUDY OBJECTIVES AND METHODOLOGY

The overall objectives of the evaluation are to review the programme’s progress made towards the achievement of its aims, objectives and targets. In doing this the study will explore and quantify the following areas:

· programme costs; leverage ratios; net additional effects and cost effectiveness;

· performance in relation to targets set out in the European funding application;

· the design and delivery of support with recommendations on improving effectiveness; and

· integration with the wider business development support activities of SEG and partner organisations.
The research and fieldwork was carried out during February and March 2001 and involved the following:

· desk research and analysis of: 

· previous studies and reports

· population data for both companies and graduates

· project approval papers and other project information;

· consultations with GO staff and LDO account managers;

· 3 focus groups with undergraduates;

· a telephone survey with 15 graduates;

· face-to-face and telephone interviews with  36 companies participating on the programme; and

· an analysis and interpretation of all the data.

1.3 Structure Of Report

The remainder of this report is set out as follows:

Chapter 2 provides a description of the project and presents a review of operations; 

Chapter 3 provides the results of the focus groups and graduate survey conducted;

Chapter 4 provides the results of the company survey;

Chapter 5 presents the economic impact of the programme; and

Chapter 6 presents our conclusions and recommendations. 

Overview of Profit Through Knowledge programme

1.4 Introduction

This Chapter presents an overview of the Profit Through Knowledge (PTK) programme. In detail it:

· presents the strategic aims and the economic rationale for the programme; 

· provides a description of the programme aims, objectives, key operational features and costs; and

· a review of the operational aspects of the programme resulting from the consultation with executives.

This Chapter reflects the characteristics of the PTK programme as set out in programme documentation and through consultation with programme executives.

1.5 Strategic Aims

As stated by SE Glasgow, PTK is an initiative aimed at helping companies to develop a business opportunity or address a business need via a targeted application of graduate and undergraduate skills and knowledge. In addition to a business development tool, the programme is a means of creating better and more diverse partnerships between Glasgow’s Universities and its small and medium sized enterprises (SMEs).

1.5.1 Fit with SEG Strategy

It is a stated aim of the programme that it concurs with SE Glasgow and Glasgow City Council’s joint strategy of supporting local industry. The programme is also intended to contribute to SE Glasgow’s objectives of supporting indigenous industry by providing an established business development tool and through attracting and retaining skilled and qualified persons in local industry.

A stated aim of the programme is that the placement activities should form an integral part of the company’s wider business development strategy and in particular that it be co-ordinated with other types of support and assistance being provided by the business development network in Glasgow.

1.6 Strategic Objectives

The strategic objectives of the programme are:

· to enable SMEs in Glasgow to develop their business and improve their competitiveness through access to graduate and undergraduate skills and expertise;

· to improve the infrastructure links between Glasgow’s universities and SMEs in Glasgow;

· to encourage SMEs to recruit a graduate for the first time; and

· to provide graduates and undergraduates with structured, high quality placements in SMEs, through which they can gain insight into, and experience of, working in SMEs.

1.7 Key Operational Features

1.7.1 Programme Management

Glasgow Opportunities (GO), were contracted to deliver the programme on behalf of SE Glasgow.  They were previously involved in the management and delivery of SEG’s undergraduate placement programme.  

The PTK team comprises a programme manager, three executives and a project administrator.  The manager and executives are all involved in graduate recruitment and company interviewing and appraisal.  All executives are involved in all three sub-programmes, i.e. graduate, summer and term-time placements.

The programme manager and one executive are responsible for liaison and promotional activities with LDCs and SEG company development staff.  They also take the lead on promotion and negotiations with local University partners to the programme.

The programme administrator manages the company and graduate database as well as being responsible for all administration relating to individual projects and graduate/undergraduate recruitment.

1.7.2 Target Markets

Companies

The programme is targeted at SMEs in Glasgow employing fewer than 250 people with a turnover not exceeding £27 million per annum. Within this overall eligibility criteria there is a requirement that at least 50% of the placements are in companies employing fewer than 100 people and that no company can host more than three projects in any one year.

Graduates and undergraduates

The main target groups for graduates and undergraduates are those graduating from or studying at Glasgow, Strathclyde or Glasgow Caledonian Universities. Graduate recruitment is aided by advertisement in the national press three times a year. In addition, recruitment is assisted by the university careers services and course co-ordinators at the three Glasgow universities. Lastly, targeted presentations are made to students in University Departments by GO executives, particularly for undergraduates.  Latterly, the Universities of Paisley and Stirling have been also participated in the Programme.

1.7.3 Project Formats

Three project formats are supported. These are Graduate Placements, Undergraduate Summer Placements, and Undergraduate Term Time Placements. The details of these are set out below.

Graduate Placements

Graduate placements run from 3 months up to 1 year on a full-time basis. These are viewed primarily as business development tools. It is generally recommended by GO that these projects run for no longer than 6 months. If longer than this, a formal job offer is encouraged.

Undergraduate Summer Placements

Undergraduates can secure a placement for up to 14 weeks during the summer vacation on a full-time basis.

Undergraduate term-time Placements

Undergraduates in their third or fourth year of study can obtain a placement for a specified period, usually one day per week, during term-time.  This is October to April for students from Glasgow University and February to May for Glasgow Caledonian University students, these two universities being involved in the term-time Programme.

1.7.4 Project Stages

This section describes the process of project referral, assessment and delivery. Error! Reference source not found. provides a general overview of the various stages followed.

Figure 2.1 Project Stages
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Source: Adapted from SE Glasgow

Stage 1 Recruitment of Companies

GO programme management follow project selection criteria stipulated by SE Glasgow. These are designed to ensure that the project:

· is part of an agreed business development strategy for the business;

· would not proceed without the support from PTK;

· has definable qualitative and quantitative outputs; and

· secures a high level of commitment from the company’s senior management for implementation of the project.

Referrals to the programme are secured from various organisations involved in delivery of business development support (SE Glasgow, Glasgow City Council, Local Development Companies, Small Business Gateway, Business Ventures, The Chamber of Commerce etc.). This helps ensure a fully integrated approach.

It is noted that non-account managed companies accounted for approximately 35-40% of total assisted companies within the first year of the programme. This was in part due to the necessarily high level of advertising and awareness raising activity required at the programme’s outset.  

Stage 2 Visit by PROGRAMME Executive

Stage 2 comprises a visit to the company by a GO executive. Project terms of reference and specification are established as well as company contacts.  In some cases the LDC/SEG account manager accompanies the GO Programme executive.

Stage 3 Matching Companies to Graduates

Stage three comprises the matching of students with companies. Following selection, students CVs are passed to the concerned company. The company then has responsibility for interviewing the students alone, without GO present.

The rationale for the assignment to a company of a particular project format is based upon a number of criteria as follows:

· cost involved per project for the company;

· flexibility required from placements;

· the management resource within the company that is available for the placement projects; and

· the nature and complexity of the project itself.

It is noted that graduates are most commonly involved in projects that involve seeing an activity through to implementation, whereas undergraduates usually work on activities that are research based.

For undergraduates there is a requirement to balance evidence for academic needs against the needs of the business. This is not the case for graduates.

Stage 4 ACCEPTANCE

At stage four the student or graduate is accepted by the company. Terms of reference and a contract are then agreed. This is a three-way agreement between GO, the student or graduate and the company. The graduate has a temporary contract of employment with the company.

Payment of Participants

The participating companies are responsible for the payment of wages, salaries, National Insurance Contributions etc.

A minimum of £180 per week for a 35-hour week for graduates, and £150 for undergraduates, must be paid by SMEs to participating graduates and undergraduates involved in summer placements.  

For term-time placements Glasgow University pays £300 per project (cost of placing two students since they work in pairs) and Glasgow Caledonian University pays £150 per project (cost of placing one student).  This income generated contributes towards the cost of overall Programme delivery; students are not paid a wage.

Stage 5 Project Monitoring

The company is required to select a ‘host firm manager’ as monitor for the student or graduate. In the initial period of the placement a meeting will be held between the host firm manager, GO and the individual. Graduates are required to draw up a work plan. An account manager may be involved in managing the project on a case by case basis if it is of a more technical nature for example.

Graduates are visited by a GO executive a minimum of 3 times per year. For summer placements at the mid-project point a progress meeting is held over a half day using a group format.

Participant Training

Summer placement undergraduates receive 3 days pre-project induction training at GO. Graduates have the opportunity to participate in training sessions during the project, for which SMEs must allow time off as training is off-site. 

It is noted that there have been problems of scheduling training to suit all graduate placements and that approximately 50% of graduates have not been on training. However, a new approach is being developed that will offer a modular approach, for example a different topic every week, rather than the current 3 times per year block system.

Stage 6 Evaluation

Outcomes from company and student/graduate perspectives are evaluated at the close of the project period. Opportunities for further company involvement in the programme are identified at this time.  Companies can participate in more than one project per year, however a £200 management fee is charged to cover additional administration costs for the second and third graduate placed.  In addition, if a company recruits its graduate to fill a full-time permanent position, a £100 retention fee is payable to GO.

1.8 Programme Costs AND TARGETS

Table 2.1 below details the Programme targets for the period April 1999 to December 2000.

Table 2‑1 Programme Targets April 1999-December 2000
	Activities
	Apr’99-Mar’00
	Apr’00-Dec’00
	Total

	Number of businesses assisted
	120
	90
	210

	Outputs and Impacts
	
	
	

	Number of new FTE jobs created
	43
	43
	86

	Increase in turnover in assisted businesses
	-
	£3,875,000
	£3,875,000

	Private sector leverage
	£299,800
	£299,800
	£599,600


The Programme budget and expenditure is shown below at Table 2.2.

Table 2‑2 Programme Budget and Expenditure April1999-December 2000

	Item of Expenditure
	Apr’99-Dec’99
	Budget
	Jan-Dec’00
	Budget

	Staff costs
	84,547
	79,287
	93,831
	123,801

	Direct o/heads
	21,998
	35,147
	40,809
	38,850

	Consultancy fees
	1,400
	800
	2,895
	6,100

	Total
	107,945
	115,234
	137,535
	178,751


As can be seen from the above the cost of delivering the Programme has been within budget by some 94% and 77% respectively.

1.9 Operational Review

This section presents the findings resulting from our consultations with GO executives, and LDC and SEG account managers.  Where appropriate, views obtained from the company surveys have been incorporated. The Chapter covers: company targeting and marketing; company and graduate selection procedures; and monitoring and reporting.

1.9.1 Targeting and Marketing

With respect to graduates, targeting tends to be demand driven, e.g. there is always a high demand for marketing graduates therefore contact with the appropriate University departments is ongoing.  As detailed earlier maintaining already established relationships with local University departments, placement officers and careers services is a key aspect of the Programme management.  Tried and tested promotional methods are in place and new methods are always being examined, e.g. Attendance/presence at University Recruitment Fairs.  The number of graduates and undergraduates applying to the Programme, some 800 per annum, reflects the success of the programme promotional activity.  This is some four or five times the number of company projects available per annum.

With respect to companies, there is currently a high level of repeat business from previous participant companies and those moving through the different sub-programmes.  This is due, in part, to the benefits experienced by companies from previous participation, and in part, as a result of GO marketing to the existing client base in the absence of new referrals and leads.  Both have implications for the company appraisal system in that it must ensure that each project and graduate brings added value to the company.   

In order to reach new companies, the Programme management is highly dependant on referrals from the local economic development network, otherwise costly and resource intensive promotional methods would have to be used.  The latter activity would also not necessarily ensure that support was being targeted to companies as part of a wider strategy to develop their business.  The extent to which the current level of referrals is satisfactory is discussed in a later section.  However, the number of company enquiries dealt with by the Programme has dropped by a third, from some 280 during 1999, to 190 in 2000.  This is in part due to a change in definition of a company enquiry, however, although Programme targets have been met for 1999-2000 (see Chapter 5), a decline in the number of enquiries will make it increasingly difficult for GO to reach future targets at current levels of referrals and marketing activity.

1.9.2 Company Selection Procedures

In principle a company referred to the programme by SEG or an LDC has already been appraised as being suitable for participation.  However, there is a degree of confusion in the ‘marketplace’ about whether the Programme is a graduate placement programme or a form of business development support which aims to put the company’s rather than the graduate’s needs first.  It is account managers’ and business advisers’ views that it must be made very clear in promotional material, marketing messages and during contact with companies and graduates, as to the raison d’être of the Programme.  The former implies the availability of a financial incentive; the latter implies proving ‘your case’, i.e. level of additionality.  Findings from the company survey show that it is most companies’ understanding that the programme is about placing graduates first and helping companies second.

With respect to companies approaching the Programme directly, there is a need for clear appraisal guidelines for PTK executives and a requirement for the latter to have the appropriate diagnostic skills.  In the absence of either or both of these, the impact of the Programme will be affected through inappropriate company selection.  However, it was pointed out that the pressure of achieving programme activity targets can also result in less than robust appraisal procedures.  This will also be the case if company enquiry levels are flagging as pointed out above.

1.9.3 Graduate Selection Procedures

The procedures in place for selecting graduates/undergraduates for programme participation involve initial application sifting, and the interviewing of the majority of applicants by PTK executives.  The volume of applications, especially during the summer months when both the full time graduate and summer placement programmes are running concurrently, is substantial and although part of the individual executive’s job, is resource intensive.  Executives are of the view that this activity as currently organised may not be a cost effective use of their time; some 40-50% of time is spent on interviewing graduate/undergraduate applicants leaving less time available to work with companies to define project requirements and the latter’s fit within wider business development activity.  

The rationale for executives being involved in applicant interviewing was to be able to better match the individual with the company across a range of personality and experience factors.  However, given that executives have to rely on colleagues' assessments of graduates when matching them with a project/company, and that there can be a lack of consistency across executives, with respect to selection anyway, it may be equally effective but more resource efficient to outsource the recruitment process.  This would include application fulfilment, screening, shortlisting and interviewing.  Executives would then be freed up to be involved in more promotional activities, as well as project monitoring and post-project company follow-up.

1.9.4 Integration with the Network

As mentioned earlier there is evidence that the level of referrals from SEG and LDC account managers has declined from year one to two: from 60% in the first year to less than 55% account managed company participants in year two.  However, some of the companies in year 2 will be repeat clients and will have been targeted directly by GO or may have approached GO themselves.  This implies that the level of referrals is actually less than 55%.  This may be attributed to the following factors. 

Firstly, there has been significant change within the network in the last 12 months in terms of business support delivery.  SEG now employs contractors to deliver account manager/specialist business development support on a part-time basis; there is only one full-time SEG account manager.  It is therefore difficult for PTK executives to meet these individuals to promote the Programme, and to engage them in the delivery and follow-up process.  The recently launched Small Business Gateway is now responsible for signposting companies, in the main, non-account managed, to appropriate sources of help.  This represents perhaps a new set of relationships to be established.

Secondly, there is a degree of conflict between the account manager approach adopted in the delivery of business support to ‘portfolio’ companies by LDCs and SEG, and the promotion and delivery of a distinct business development programme like PTK, by a separate executive team.  This results in a division of roles and responsibilities that is perhaps not in the best interests of promoting the benefits of programme participation to both account managers and companies. In the majority of cases, the company’s account manager has little input to detailed project specification, project/graduate monitoring or follow-up of post project outcomes.  Participation on the programme is, especially in non-account managed company cases, not fully integrated into the wider package of business support received by the company.  This is evidenced by company survey findings where the company reports that the main contact with respect to all aspects of programme participation is GO executives and not their account manager if they have one.  This has implications for the level of referrals if account managers are not well informed of the delivery process and/or outcomes of participation for the company.

Thirdly, there appears to have been less time spent promoting the programme in year two compared to year one to LDC partner organisations.  This is due in part, to a reliance on repeat business and due to the amount of time and resources currently devoted to sourcing graduates and students for the programme; there does seem to be a degree of imbalance between the number of company enquiries and graduate applicants.  

1.9.5 Monitoring and Reporting

The monitoring aspects of the programme relate in the main to the visits conducted by GO executives to the company to assess project progress from both the company and graduate/undergraduate perspectives.  In very few cases is there an account manager involved in these visits.

However, a key aspect of the programme is the strong focus on company personnel building a relationship with the graduate/undergraduate and mentoring him/her accordingly.  GO’s role is to oversee that this is working. According to GO executives they have problems with a relatively large number of companies who do not seem to have the ability to do this.  This is backed up by the findings from our graduate survey and focus groups, in that more commitment and/or supervision by the company would be desirable.

This may be a result of the company choosing an inappropriate ‘Host Firm Manager’, or the latter may not have been briefed correctly and/or does not appreciate the importance of his/her role.  It may be that input from the company’s account manager (where there is one) at these meetings would add value to the process as the project can be viewed in the wider context of the company’s business development activity.

With respect to recording and reporting of company outcomes, this is the responsibility of the PTK executive at the final evaluation meeting with the company.  The PTK team also try to conduct company surveys at a later stage, six months post participation, to assess sales and employment impacts which can be attributed to PTK.  As mentioned already, the fact that the account manager is not involved in this highlights a lack of integration of the programme with other support activity as well as a missed opportunity for him/her to better understand the company’s future business support requirements.  

Other aspects of programme monitoring to be highlighted relate to the systems in place and the management information generated.  For example, the PTK programme manager does not, as a matter of course, record and monitor the trends in number and source of company enquiries versus promotional activities conducted. This is crucial information, which should drive the design and focus of operational activities.

1.9.6 Developments for the Future

With respect to targeting, executives have highlighted that there is a segment of the SME market, which comprises more newly established companies with growth potential.  However, these companies can have cashflow issues and the lack of a subsidy may inhibit participation.  It is however, likely that these companies would not be account managed by LDCs. PTK project management would therefore require additional resources to promote the programme directly to them or more appropriately they should integrate promotional activities with the business start-up activities of the LDCs.    

 Executives consulted consider there to be opportunities for raising more private sector funding, in particular from IT sector companies.  It is their view that they would be willing to pay more in terms of a finders fees, retention fees and management fees for repeat participation.  This is evidenced by the company survey findings to a certain extent in that a proportion of companies stated that they were using the programme as a low risk graduate recruitment method.  Obviously the low cost is an added advantage, however, it is not the main motivating factor.

2 Results from Participants

2.1 UNDERGRADUATES: fOCUS gROUP RESULTS

This chapter reports the findings from a number of focus groups held with undergraduate participants in the PTK programme. Focus groups were held with three groups of students. The first of these meetings was held with management students at Glasgow University. All of these students were term time placements. The second group was held with marketing students from Strathclyde University. These were summer placements. The third and final focus group meeting was held with computing science students from Glasgow University. This latter group was also summer placements.

Focus groups were led by experienced staff from Ekos and held at respective university premises. The group meetings generally lasted for approximately one hour.

2.1.1 General comments

Participants in the focus groups made a range of general comments on the positive and negative aspects of the placements they had participated in. These are grouped together in Error! Reference source not found. below. 

Table 3‑1 General comments on PTK placements

	Positive Comments
	Negative Comments

	General Comments

	Placement looks good on CV
	Company unsure of aims/purpose of placements

	Provides useful work experience
	Used as cheap labour/low pay

	Boosts self confidence
	Company did not take on board ideas

	Permits course work to be applied
	Project of limited value

	Source of references for future job applications
	Unsure of project impacts

	Allowed access to a good summer job (not always available to students)
	Lack of subject expertise to draw on

	Term time placements relatively flexible as regards timing
	Didn’t use course skills



	Informs career choices
	Task too simple

	Opportunity to learn new skills
	Conflict between course work and completion of placement project

	Pay
	Prospective employers are not as aware of PTK as other schemes (diminishes value on CV)

	Opportunity to work in a small company
	

	GO-related Comments

	GO were keen to help/support students
	Hard to contact

	GO were easy to contact
	Limited supervision from GO or Company/lack of monitoring

	
	GO representative of little help

	
	Lack of information from GO


Source: Ekos Economic Consultants

2.1.2 Strathclyde University Marketing

Marketing and Motivation

Discussion with focus group participants indicated that a range of methods were important in participants finding out about the PTK programme. These consisted of a lecture from a GO executive, career fair information, and word of mouth, 

The main motivation for participating from the perspective of many in the group, was to improve their CV. In addition, general work experience was also put forward as a prime motivating factor. A number of participants cited the opportunity to stay in Glasgow as an important reason for participation, which contrasts with other placement opportunities or general summer work opportunities.

Project Specification

The majority of participants felt that the projects suited the skills they had learnt at university, although one participant felt that the project was of a general nature and not particularly relevant to their course.

In general it was felt that projects helped to develop personal and workplace skills. For many, there was a satisfaction from ‘being dropped in at the deep end’. In other, words the projects had presented a challenge, but one that was manageable and worth the effort. 

However, a number of participants indicated that their company was not open to ideas or receptive to project outputs.

Personal Outcomes

The majority of participants felt that their employability had been improved and that the placement has been beneficial for their CV. One participant commented that while the specific project was not worthwhile, the process was still beneficial and a useful addition to their CV.

A general consensus was that the placements had been of primary value in developing personal skills, but there was little gained in the form of new marketing skills.

Company Outcomes

General comments from participants were that they were relatively unaware of the impact of their work on the company. In most cases the presumption was that the placement had been beneficial, but that the likely impacts of this would be long term.

Training Issues

Participants perceived that GO training was helpful in helping participants to deal with people and solve problems with their placement. In general the training was regarded as useful. However, participants commented that not much support was received from the university and that it may have been useful to have university members of staff to approach with marketing related difficulties.

2.1.3 Glasgow University Computing Science

Marketing and Motivation

The sole means of learning about the placements was via an e-mail about the placement programme from the department industry liaison officer (Richard Wilson). However, it is noted that a number were aware of placements opportunities from more senior years and other courses. 

The primary motivation for participation that was expressed by participants was an opportunity to improve their CV and for general work experience.

Project Specification

A number of participants indicated that their project was not suitable for their interests/skills and that the participating firm had not thought through the project need. 

Other comments indicated that their projects were a relatively simple task that no-one else in the company had wanted to undertake. However, others present thought that the project was indeed worthwhile.

In general, the comments received indicated that project specifications vary widely. For some, project briefs were not detailed enough. 

Personal Outcomes

Most present thought that their employability had been improved. One participant commented that the requirement for presentation skills was a very useful outcome and not something strongly emphasised on their course. For example, submitting reports within their company.

Company Outcomes

As indicated above, a number of participants thought their contribution as very worthwhile and that their company had receive a very good deal from the placements.

In other cases the students were unsure of the company impact of their projects, as there was little feedback or follow-up on completion. Many present would like more feedback of the impact of their work. 

2.1.4 Glasgow University Management

Marketing and Motivation

Within the Glasgow University management course, placement was an integral part of their course. The placement was organised as one elective on the management programme. A GO executive gave the students choosing the placement elective a presentation

Project Specification

A number of students stated that the companies were unsure or unclear of the purpose and aims of the programme. Many companies were unaware of what they were expected to contribute and what being part of the programme entailed. Some companies centred on the projects changing once the students had arrived at the company.

Personal Outcomes

Most students reported a generally positive experience. The placement gave them a chance to experience different skills such as communication skills and helped them to attitudes towards careers and working. 

Company Outcomes

Most students expressed concern that they were unaware of the outcome of their work, as no follow up was in place and others felt that they had made companies aware of issues but that nothing had been acted on.

Other issues

Comments were made that clearer guidelines should be given on how money for travelling expenses is paid out. A number of students felt that asking the company for expenses was embarrassing, while some companies just didn’t pay out. 

2.2 telephone survey of Graduates

As part of the evaluation of the PTK programme, EKOS conducted telephone interviews with former graduate participants in the placement programme. Contact details on former graduate participants were supplied by GO as indicated in Chapter 1.

In total, some 15 graduates were contacted as part of the survey. A range of graduates was contacted as indicated below.

2.2.1 Background details of Graduate Participants

Of the graduates contacted for the survey there was an even split between male and female participants (53% male, 47% female). In terms of age, the largest group of participants was between 23 and 25 years of age. A further 27% were over 25 years. The remaining 13% were between 22 and 25 years of age.

A wide range of participants was questioned as regards the main basis of their first degree (see Error! Reference source not found.). However, the most common backgrounds were in Marketing or Science & Engineering. It is also noted that most participants in the survey, some 71% were placed during the year 1999. The remaining 29% being placed during the year 2000.

Figure 3.1 Main basis of first degree, graduate placements
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2.2.2 Marketing & Motivation

Respondents to the graduate telephone survey were questioned on the marketing of the PTK programme. For the graduate participants included in the fieldwork, newspaper advertisements were the principal means of finding out about the PTK programme. University Career Service information, word of mouth and departmental information followed this. The results are set out in Error! Reference source not found. below.

A number of features of the programme attracted participants. As expected the two principal reasons for participating were the need for work experience for the participant’s CV and the related theme- ’need to obtain employment’. Other motivating factors are listed in Error! Reference source not found. below.

Table 3‑2 Method of finding out about programme

	
	Number
	%

	Newspaper advert
	9
	60

	University Careers Service
	3
	20

	Word of Month
	2
	13

	Departmental Notice
	1
	7

	Other
	1
	7


Source: Ekos Economic Consultants, n=15

Table 3‑3 Features attracting participants to programme

	
	Number
	%

	Need to get work experience on CV
	9
	60

	Need to obtain employment
	7
	20

	Ability to use degree skills
	3
	13

	Ability to complete a real work project
	2
	7

	Other
	1
	7


Source: Ekos Economic Consultants, n=15

2.2.3 About your work project

Participants were asked about the project work they undertook as part of the placement. Of those participants engaged in the survey, some 40% were involved with a marketing-related project and a further 40% worked on an ICT related activity (see Error! Reference source not found.4). On the whole participants felt that their skills and experience were well suited to project work they undertook. Some 13 out 15 respondents indicated that their skills and experience were relevant or very relevant to their project work (see Error! Reference source not found.5). Only 2 of the respondents felt that the project work was not relevant to their skills and experience.

The level of involvement of participants in the design of the work placement was variable. Some 7 out of 15 respondents had been engaged in the design of their project. However, a further 6 had not. While these projects will include ones that were relatively discrete and pre-determined, the findings do illustrate the opportunity for graduates to take a more proactive role in defining the precise requirements of the relevant projects. It is noted that 2 respondents did not indicate a specific ‘project’. 

In addition, it is noted that some 6 out of 15 respondents reported that they did not receive specific objectives or targets for their project. This finding suggests scope for greater dialogue with participants with regard to specific goals for the placements (see Error! Reference source not found.7).

Table 3‑4 Main basis of project

	
	Number
	%

	Marketing
	6
	40

	ICT
	6
	40

	Finance Related
	0
	0

	Product development
	0
	0

	Human resource development
	1
	7

	Export development
	0
	0

	Other
	2
	13


Source: Ekos Economic Consultants, n=15

Table 3‑5 Relevance of participant skills and experience to project

	
	Number
	%

	Very relevant
	7
	47

	Relevant
	6
	40

	Neither/nor
	0
	0

	Not relevant
	2
	13

	No answer
	0
	0


Source: Ekos Economic Consultants, n=15

Table 3‑6 Involvement in project design

	
	Number
	%

	Yes
	7
	47

	No
	6
	40

	No project
	2
	13


Source: Ekos Economic Consultants, n=15

Table 3‑7 Participant given objectives of targets for project

	
	Number
	%

	Yes
	9
	60

	No
	6
	40


Source: Ekos Economic Consultants, n=15

2.2.4 Programme training

A feature of the graduate placement programme was the provision of dedicated training for graduate participants. The graduate survey examined the uptake of this training. The findings suggest that the majority of graduates did not participate in the PTK training. Indeed, some 10 out 15 participants did not take part in the training. As discussed in Chapter 2, problems with the format of the training have been identified by GO resulting in a move towards a modular training programme which permits more flexible attendance. 

The findings of the graduate survey support the requirement for a training format that permits a higher level of uptake (see Error! Reference source not found.8).

Of the 5 respondents who did participate in the off-site training most found the training either relevant or very relevant as indicated in Error! Reference source not found.9.

Table 3‑8 Receipt of off-site training through the PTK programme

	
	Number
	%

	Yes
	5
	33

	No
	10
	67


Source: Ekos Economic Consultants, n=15

Table 3‑9 Relevance of of-site training provided through PTK programme

	
	Number
	%

	Very relevant
	3
	60

	Relevant
	1
	20

	Neither/nor
	0
	0

	Not relevant
	1
	20

	No answer
	0
	0


Source: Ekos Economic Consultants, n=5

2.2.5 Company outcomes

Graduate participants were asked about the perceived impact of their placement project on the performance of the company with which they were placed. A strongly positive reaction was gained from the graduates. Some 14 out 15 respondents indicated that their projects had a beneficial effect on the overall company performance. A further 1 respondent indicated that the placement project had ‘not yet’ had an impact on overall company performance (see Error! Reference source not found.).

However, the type of impact took various forms. For most projects the key improvement, as perceived by respondents, was to increase operational efficiency. Other responses were widely distributed across the remaining categories as illustrated in Error! Reference source not found.11.

The generally beneficial outcomes reported by participants are associated with a positive perception of the ability of employers to effectively manage the participant and their placement project. Some 11 out 15 respondents indicated this. However, it is noted that some 4 respondents felt that the company concerned did not have adequate skills to effectively manage the participant or their project.

Nonetheless, some 13 out 15 respondents felt that the outcomes of the completed project were either good or very good, as indicated in Error! Reference source not found.13. 

Table 3‑10 Contribution of project to overall company performance

	
	Number
	%

	Yes
	14
	93

	No
	0
	0

	Don’t know
	0
	0

	Not yet
	1
	7


Source: Ekos Economic Consultants, n=15

Table 3‑11 Area of project influence on company performance

	
	Number
	%

	Increase sales
	2
	14

	Increase profitability
	3
	21

	Increase operational efficiency
	7
	50

	Open up new markets
	2
	14

	Introduce new products/services
	2
	14

	Other
	6
	43


Source: Ekos Economic Consultants, n=15

Table 3‑12 Participant perception of company skills for management of projects

	
	Number
	%

	Yes
	11
	73

	No
	4
	27

	Don’t know
	0
	0


Source: Ekos Economic Consultants, n=15

Table 3‑13 Participant perceptions of completed projects

	
	Number
	%

	Very good
	7
	47

	Good
	6
	40

	Neither/nor
	0
	0

	Poor
	0
	0

	Very poor
	1
	7

	Don’t know
	0
	0

	Not completed yet/too early to say
	1
	7


Source: Ekos Economic Consultants, n=15

2.2.6 Participant outcomes

As well as asking participants about the impact of their placement project on the relevant companies, they were also asked about the perceived impact of the work placement on their own situation. In response 12 participants were able to state that they were now in full time employment. Further all 12 commented that the placement programme was important or very important in obtaining employment. Indeed some 7 of the respondents were employed with the placement host company. A further 6 were now employed with another employer.

However, it is noted that salaries were generally low. The Association of Graduate Recruiters ‘Graduate Salaries and Vacancies 2001’ indicated a median starting salary for UK graduates of £18,000. Some 7 respondents indicated current annual salaries of less than £15,000 A further 5 respondents indicated salaries of between £15 and £20 thousand pounds.

It is noted that of the three participants not currently in full time employment, one was unemployed while the remaining two gave no answer.

Table 3‑14 Number of graduates in full time employment

	
	Number
	%

	Yes
	12
	80

	No
	3
	20


Source: Ekos Economic Consultants, n=15

Table 3‑15 Participant views on importance of project in obtaining employment

	
	Number
	%

	Very important
	9
	69

	Important
	3
	23

	Neither/nor
	0
	0

	Not important
	1
	8

	Don’t know
	0
	0


Source: Ekos Economic Consultants, n=15

Table 3‑16 Employment of participant with host company

	
	Number
	%

	Yes
	7
	54

	No
	6
	46


Source: Ekos Economic Consultants, n=15

Table 3‑17 Current annual salary of participant

	
	Number
	%

	Less than £15,000
	7
	58

	£15,000-£20,000
	5
	42

	More than £20,000
	0
	0


Source: Ekos Economic Consultants, n=15

COMPANY SURVEY

2.3 INTRODUCTION

A survey of participating companies was conducted to determine their attitudes and opinions of the PTK programme. The survey comprised of face to face and telephone interviews and a total of 36 interviews were completed. The PTK programme is delivered through three types of projects:

· Graduate placement for up to 1 year on a full time basis;

· Undergraduate placements for up to 14 weeks in the summer on a full time basis; and

· Undergraduate placements for a specified period on a part time basis during term time.

Several companies were involved in more than one project, the sample analysed broke down as follows:

· Graduates (40%);

· Summer (40%); and

· Term time (29%).

Due to the size of the sample the three projects will be analysed on an overall basis. 

2.4 MARKETING AND AWARENESS

Error! Reference source not found. reports how contact was first made with a view to using PTK.

Table 4‑1 How Was Contact First Made
	
	No
	%

	Approached by GO
	21
	58

	Word of mouth
	4
	11

	Approached by Local Development Company account manager
	2
	6

	Can't remember
	2
	6

	Approached by SEG
	1
	3

	Other
	6
	17


Source: Ekos Economic Consultants

The most common means of introduction to the programme was an approach by GO (58%) followed by word of mouth (11%), and referral by account management system (9%). Other responses include ‘previous knowledge of the programme’ or being just generally being ‘aware of its existence’. A third of respondents had previous knowledge of the PTK programme but the majority had no knowledge until contact had been made. 

Although 67% of respondents stated that the programme's overall aims were explained to them, several companies understanding of the programme aims are somewhat different to those given by PTK. One reason for this may be the time-lapse between using PTK and being interviewed. Their understanding of the aims of the PTK programme was to give graduates experience or to get them into employment rather than the programme’s stated aims, which were to enable businesses to develop and improve their competitiveness. Some company comments on the programme’s aims were:

· get graduates employment; 

· vehicle to help students, secondary to help companies; and

· graduates to get experience in real business.

Other companies were aware of the aims stating they were to:

· help small businesses and give graduates experience; and 

· assist companies with a commercial project.

When compared to their initial expectations:

· 46% felt it was better than expected - this was mainly due to the matching of graduate/undergraduate to project;

· 36% felt it was as expected; and

· 18% felt it was worse than expected - Several companies had a bad experience of the programme due to the graduate/undergraduate they employed.

2.5 MOTIVATION AND MARKET FAILURE

The main reasons companies sought support were:

· to bring new skills and ideas to companies;

· the need to press forward with a particular project; 

· the reduced risk of taking a subsidised graduate for a limited period; and

· to bring a new perspective to projects/problems.

The main reasons that they were unable to complete the project on their own were:

· lack of internal skills;

· cost; and

· a lack of time and / or resources.

These reflect closely the reasons for seeking support.

Companies were then asked if they had ever considered employing graduates in the past but had not done so:

· 11% said yes;

· 26% said no; and

· 63% said they already employed graduates.

The main reason that 11% considered it but had done nothing was due to the lack of a relevant project. This was also the main reason given by those that had not previously considered employing a graduate. Other reasons were that they had never really thought about it until it had been brought to their attention by GO. 

2.6 APPLICATIONS AND SELECTION

Most companies had identified a suitable project for participants to undertake. The majority of projects contained elements of either marketing or IT. Marketing projects involved building/designing databases, devising marketing plans, market research and promotional advertising. IT projects covered a number of areas such as problem solving and updating/ introducing new systems. In a number of companies the IT and marketing areas were connected with the promotion and setting up of web sites as the project for a number of participants. Other projects involved the HR and business systems areas of the company. These projects dealt with Health and Safety, IiP and introducing information and management systems. 

Companies took part in a similar selection process although not all were involved in the full process. Generally GO would discuss a suitable project with the company, follow up with matching suitable students to the project and pass on their CVs for interview selection and arrange interviews. Final selection was left to the company. In some cases GO allocated a particular student to a company. Generally companies were happy with the process although a number commented that some of the graduates that were sent for interview were unsuitable and the matching by GO could be improved.

Error! Reference source not found. reports on how efficiently companies' felt their application was dealt with. There is clearly general satisfaction with this process.

Table 4‑2 Efficiency of Application Process
	
	Number
	%

	Very efficiently
	18
	50

	Efficiently
	14
	39

	Neither / nor
	1
	3

	Inefficiently
	2
	6

	Very inefficiently
	0
	0

	Don't know
	1
	3


Error! Reference source not found.3 reports on perceptions of the ease with which companies were able to access assistance through PTK. Again, there is general satisfaction, reflecting the findings of Error! Reference source not found.2, above.

Table 4‑3 Ease of Access to Assistance through PTK
	
	Number
	%

	Very easy
	15
	47

	Easy
	13
	41

	Neither / nor
	1
	3

	Difficult
	1
	3

	Very difficult
	2
	6


2.7 ROLE OF GO / SEG
Some 89% of respondents considered that they had or have sufficient contact with GO. This is reflected in their comments on the ease with which they are able to contact them with 95% feeling it was easy or very easy to contact GO:

No problems or issues were reported during the progress meetings between GO executives and the companies. 

GO's understanding of the companies’ product and project is reported in Error! Reference source not found.4. 

Table 4‑4 GO's Understanding of Product and Project

	
	Understand very well
	Understand well
	Neither / nor
	Do not understand
	Not relevant

	
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	Product / service
	5
	14
	21
	58
	3
	8
	4
	11
	3
	8

	Project
	5
	14
	21
	58
	1
	3
	3
	8
	6
	17


GO has a good understanding of companies products/services with 72% stating that they understood well/very well. The same number also show that GO have a good understanding of the projects to be carried out. 17% of companies didn't think this was relevant that GO should understand the project, this may have an affect on the matching of graduates to projects during the selection process.

Companies were asked how helpful GO had been in four specific areas. Responses are shown in Error! Reference source not found.5. 

Table 4‑5 How Helpful Were Go

	
	Very helpful
	Helpful
	Not helpful
	Not relevant

	
	No
	%
	No
	%
	No
	%
	No
	%

	Selecting the graduate/UG
	17
	49
	10
	29
	5
	14
	3
	9

	Defining the project
	3
	8
	11
	31
	5
	14
	17
	47

	Managing the project
	0
	0
	8
	24
	8
	24
	18
	53

	Accessing other SEG assistance
	2
	6
	8
	22
	7
	19
	19
	53


Selection of the graduate/undergraduate was GO's most helpful contribution in the programme process. 39% recognised the help that GO had given them in defining the project which may be a result of GO passing on their experience to those companies that are unsure of exactly what they want. Nearly half (47%) didn't think it was relevant that GO helped to define the project. Many companies had a specific project with clear objectives and were better placed to define the project. This also applied to managing the project where over half (53%) felt that there was no need for involvement from GO and 24% thought the help given was in fact a hindrance. 28% thought that GO had been helpful in accessing other SEG assistance. A number of companies had a very good working relationship with GO and several were involved in working with them on the Investors In People programme (IiP). 

Our sample stated that SEG had no involvement with them regarding the PTK programme. Only a small number thought that they should be more involved. This may be where the company has an SEG account manager.

2.8 GRADUATES, OBJECTIVES AND TARGETS

The great majority of the sample (91%) report specific objectives and targets being set for the projects. The variety of targets is as great or even greater than the variety of projects but most do seem to have been SMART (Specific, Measurable, Attributable, Realistic, and Time-bound).

Respondents were asked to rate the graduates placed with them in terms of their suitability for the project, their understanding of the company's business needs and the relevance of the project outcomes. Error! Reference source not found.6 reports the responses.

Table 4‑6 Company Rating Of Graduates 

	
	Very good
	Good
	Not good
	Don't know

	
	No
	%
	No
	%
	No
	%
	No
	%

	Suitability for project
	35
	74
	6
	13
	6
	13
	0
	0

	Understanding of business needs
	26
	55
	11
	23
	4
	9
	6
	13

	Relevance of project outcomes
	25
	56
	12
	27
	1
	2
	7
	16


Overall graduate and undergraduate placement has rated quite highly amongst participating companies. 87% rated their suitability as good or very good. Over three quarters (78%) considered their placement had a good/very good understanding of business needs and further 83% gauged the project outcomes to be relevant to their business. These outcomes suggest close matching of student skills to company projects during the application stage discussed earlier in this chapter. Matching is vital to give each project a chance to succeed. Further evidence to support company satisfaction is the fact that:

· 83% of companies regarded the use of graduates in this programme as value for money;

· 46% felt the outcomes were better than expected; and

· 36% felt the outcomes were as expected.

Companies were less impressed with the pre-project training that was given to participants. Only 16% thought it was helpful and relevant. 45% didn't know if it was helpful, while 11% thought it was unhelpful. Results suggest that any pre-project training is either inappropriate or as in some cases it is unclear if any training has taken place. Most companies were in favour of participants being released for training during their placement as long as the training was appropriate.

2.9 OUTPUTS AND IMPACTS

A more detailed examination of the economic impacts of the programme and its performance against its targets is presented in Chapter Error! Reference source not found.. This Section seeks to present a more qualitative view of the outputs and impacts of the projects. 

Interviewees were asked specific questions on the impact of assistance on areas of business performance. Results are shown in Error! Reference source not found.7.

Table 4‑7 Influence of Support

	
	Yes
	No
	Don't know

	
	No.
	%
	No.
	%
	No.
	%

	Operational efficiency
	14
	40
	18
	51
	3
	9

	Investment intentions
	14
	39
	18
	50
	4
	11

	Sales performance
	13
	36
	18
	50
	5
	14

	Employment levels
	12
	33
	23
	64
	1
	3

	Profits
	12
	33
	19
	53
	5
	14

	R & D spend
	11
	31
	21
	60
	4
	11

	Costs
	10
	28
	22
	61
	4
	11

	Exports
	4
	12
	28
	88
	2
	6


Although there is difficulty in clearly attributing the effect of a project it is apparent that they have had or will have an impact across all areas of company performance. The largest potential influence is expected in:

· operational efficiency;

· investment intentions; and

· sales and exports.

A number of companies who had recently used the programme were unable to attribute any effect as it was too early to say.

Little impact has been made on export activity although the figure may be misleading, as many of the companies were not involved in exporting. In addition, the elapsed time required for marketing and sales activity to impact on export sales can be lengthy.

2.10 QUALITATIVE EFFECTS

Interviewees were asked about the impact of their support in a number of qualitative areas. Results are summarised in Error! Reference source not found.8. 

Table 4‑8 Qualitative Impacts of PTK Support

	
	Yes
	No
	Not yet

	
	No
	%
	No
	%
	No
	%

	Transferable skills from graduate
	17
	47
	19
	53
	0
	0

	Increased technical / managerial capacity
	14
	39
	21
	58
	1
	3

	Investment in new technology / procedures
	13
	36
	22
	61
	1
	3

	New areas of business development
	12
	33
	23
	64
	1
	3

	Improved technological capability
	10
	28
	26
	72
	0
	0

	Recruitment to specific functions
	4
	11
	31
	86
	1
	3


The main areas in which qualitative impacts are reported are:

· transferable skills learned from the graduate;

· increased technical and managerial capability; and

· investment in new technology and procedures.

These results relate back to the matching of students skills to particular projects which gives them a chance to pass on those skills to others. Some companies also pointed out the participants brought fresh ideas and different ways of working. 

Some 29% of companies who took placements through the graduates project took their placement on full time while one other company waited until their placement had graduated before taking them on. 58% of respondents stated that they were more likely to employ graduates in the future as a consequence of PTK support. This was mainly due to having a good experience of the programme first time round. Although 28% of companies answered no to this question it should be noted that doesn't necessarily mean that they are against employing graduates in the future. A smaller majority (58%) stated that they placed more emphasis in certain functional areas as a consequence of support. This is mainly due to the large number of marketing and promotional related projects. 

2.11 
FUTURE DESIGN ISSUES

Companies were asked to review their participation in PTK supported projects retrospectively.

· 92% though they were worthwhile;

· 97% thought they were the appropriate thing for the company at the time;

· 77% thought they would make lasting changes to how the company operates; and

· 81% thought they would have a lasting effect on company performance.

These are positive findings, suggesting that the projects concerned were well targeted and will have long lasting impacts on the companies and the local economy. Even some of those companies that had a negative outcome from the programme were in agreement that some positive impacts had been obtained from the programme.

A wide variety of strengths and weaknesses were identified, making consensus difficult, particularly in regard to weaknesses. The main strengths identified were:

· chance to recruit in a low cost/risk way;

· access to someone with a fresh outlook/new ideas; and

· close matching of students to project.

The most commonly mentioned weaknesses were:

· lack of support for participant (from GO and University);

· the quality and screening of candidates; and

· placement not long enough.

A number of respondents didn't think the programme had any weaknesses.

Companies were asked if they would be willing to contribute a fee, in addition to the salary paid, to participate in the programme. 39% said they would but this would depend on the size of the fee. Nearly half (47%) stated that they would be unwilling to contribute any kind of fee, 30% also stated that if a fee was introduced it would use the programme less or not at all. 55% of respondents’ use would be determined by the fee introduced. 

2.12 
CONCLUSIONS

The following conclusions can be drawn from the company survey:

· companies are motivated by the opportunity to access new skills and ideas, reduced employment risk and the need to complete a particular project which they lack the skills, time and / or money to complete themselves;

· the application and selection process appears smooth and satisfactory although some companies do not go through the full process;

· screening and matching of participants to projects is a particularly strong area;

· general satisfaction with GO in dealing with the process and understanding the companies’ products and project needs;

· companies also express high levels of satisfaction with the graduates placed with them and the project outcomes.;

· the main benefits to the businesses were an increase in operational efficiency, an effect on investment intentions and an increase in sales;

· main qualitative impacts have been transferable skills from graduates, an increase in technological capability and an increase in new technology and procedures; and

· participation is regarded as a worthwhile and appropriate decision;

· being approached by Glasgow Opportunities is the most common means of introduction to the PTK programme; and

· confusion as to the programme's overall aims. This could partly be due to the time between using the programme and being interviewed.

PROGRAMME PERFORMANCE

2.13 Introduction

This Chapter presents a quantitative assessment of the performance of the PTK Programme delivered between April 1999 and December 2001.  Based on programme information and the results of our fieldwork, it covers method, financial inputs, activities, output measures and economic impacts.

2.14 Method

We have assessed the programme against the following relevant measures:

· inputs:
· SEG’s direct programme costs;

· activity measures:

· number of companies assisted;

· number of graduate/undergraduate projects

· number of graduates;

· output measures:

· increase in sales and decrease in costs; and

· impact measures:

· jobs created

In order to report performance against the above measures we have used programme monitoring data for the population as a whole for activity measurement, and the company survey sample results as being representative of the population as a whole for output and impact measurement.

2.15 SEG Inputs

Table 5.1 below presents the total costs of the programme.  It should be noted that the evaluation covers the period from January 1997 to December 1999.
Table 5‑1 Programme Costs, April 1999 – December 2000 (£000s)
	
	Apr ‘99-Mar ’00
	Apr-Dec 2000
	Total

	Total costs of project
	456.2
	478.6
	934.8

	Total net eligible expenditure
	115.2
	178.8
	294.0

	% rate requested
	
	
	50%

	ERDF grant requested
	57.6
	89.4
	147.0

	SEG contribution1
	156.4
	178.8
	335.2


1 comprises matchfunding and ineligible costs not covered by private sector revenues

The total costs of the programme are offset by the private sector contributions made in the form of graduate and undergraduate salaries.

2.16 Activity Measures

2.16.1 Activities

This section reports a range of activity measures for the Programme and covers:

· number of companies assisted; 

· number of company assists;

· number of graduate and undergraduate projects completed; and

· number of graduate participants.

Table 5.2 Activity Measures
	Measure
	April 1999-Dec 2000

	Number of companies assisted
	217

	Number of graduate projects
	106

	Number of undergraduate projects
	121

	Number of graduate participants
	249


There have been instances where companies have taken more than one graduate in any one year (1999 or 2000); these amount to 32 graduates and if counted would increase the number of company assists to 249 over the period being evaluated.

2.16.2 Performance Against Targets

Programme activity targets as outlined in Chapter 2 are presented below against actual performance in Table 5.3 below.

Table 5.3 Performance Against Targets, April 1999 – December 2000
	Activity
	Target
	Actual
	%

	Number of companies assisted
	210
	217
	103

	Number of graduate projects1
	94
	106
	113

	Number of undergraduate projects1
	120
	121
	101

	Number of graduate participants1
	253
	249
	98


1 targets are SEG not ERDF project  targets; they are based on 1999 actual performance and 2000 forecasts

The programme has met all its targets to date excepting falling just short of the targets for the number of graduate participants secured.

2.17 Output Measures

2.17.1 Introduction

This section reports a range of output measures for the 36 companies surveyed as part of this evaluation, and is shown at Table 5.4 below.


Table 5‑4  Output Measures

	Output
	Number Reporting
	Total increase 
	Average Increase

	Sales
	3
	£227,000
	£75,670

	Investment
	5
	£127,000
	£25,400

	R&D
	1
	£40,000
	£40,000

	Cost Reduction
	3
	£21,500
	£7,200

	Exports 
	2
	£270,000
	£135,000


Only 3 companies (8%) were able to report increase in sales as a result of participating in the programme.  However, an additional 9 companies reported an impact on sales although they were unable to quantify this.  Overall, a third of companies surveyed are likely to have increased sales as a consequence of programme participation.  However, this number represents only some 6% of the total population of companies assisted and therefore it is not possible to gross this up to the Programme as a whole.  The ERDF target for increased turnover in an assisted business is £18,452.

In the same way, increases in investment were reported by an additional 9 companies; increases in R&D levels were reported by another 7 companies; cost reductions being experienced/expected by an additional 10 companies and increase in export levels by another 2 companies (from a lower base of only 14 companies from the sample who are exporters).

2.18 Impact Measures

2.18.1 Introduction

This section reports on the stated impacts of the Programme in terms of:

· gross employment;

· additionality;

· displacement;

· linkage and multiplier effects;

· net additional employment; and

· cost per job estimates.

2.18.2 Gross Employment

Table 5.5 provides details of gross direct FTE employment creation as reported by the survey sample.  It includes those graduates who had been retained by the companies.

Table 5‑5 Gross Direct Employment Increases
	Total Reported
	18

	Average per Company
	1.5


A total of 12 companies reported actual or projected employment increase with the remainder (24) indicating that participating in the programme had/would have no impact on employment.  We are unable to gross this figure up to the population as a whole due to the absolute numbers reporting.

2.18.3 Additionality

Non additionality was taken as the proportion of gross direct employment impacts that would have been expected to occur even if the companies had not participated in the Programme. Where the company kept on the graduate at the end of the project, the job was considered as fully additional if the company only created the vacancy as a direct result of the project being completed.  It was assessed by asking a number of questions regarding the influence of the Programme on:

· whether the sales and employment increase would have occurred in the absence of the Programme; 

· if not, what action would the companies have taken;

· timing of any reported changes which would be undertaken in the absence of the Programme;

· quality and scale issues of any alternatives; and

· any impacts upon reported business performance.

Businesses were assessed according to a hierarchy of additionality factors. Absolute additionality, where all gross direct employment impacts are additional, was taken to apply where the changes to business performance would not have occurred, in the absence of the project.  Where there was no evidence of absolute additionality we made allowance for time additionality. Where participating in the Programme enabled the reported changes to happen sooner, we allocated 10% additionality for every year the reported changes were brought forward. 

We found that, of the 12 companies where there was an employment impact: 

· two cases were fully additional; and

· five cases showed partial time additionality.

2.18.4 Displacement

Our investigation of displacement considered those factors which would dilute the gross impact of any increases in business activity. It included collecting information on:

· location of competitors;

· level of exports;

· location of markets; and

· current trading conditions.

Displacement was then assessed according to the following factors:

· high displacement: where the company sold most of their products or services in Glasgow and where there was a high level of local competitors. We assumed a displacement range of 70-90% with a norm of 80%.

· medium displacement: where the company was a partial exporter with limited Scottish competition and operated in a growing market. We assumed a displacement range of 30- 50% with a norm of 40%.

· low displacement: where the company operates mainly in export markets with only a few Scottish based competitors and their market is growing. We assumed a displacement range of 10-30% with a norm of 20%.

The average displacement factor was some 43% at the local level, and 53% at the Scottish level.

2.18.5 Linkages and Multiplier Effects

Linkages refer to the indirect employment impact generated by the purchase of goods and services by businesses started through the programme.  Multiplier effects refer to the induced employment generated by the consumption expenditures of new additional employees.

We have assumed the following range of coefficients as recommended by SE.  These are:

· 1.05 for linkages and 1.10 for multiplier effects at the local level; and 

· 1.10 for linkages and 1.20 for multipliers at the Scottish level.

2.18.6 Net Additional Employment

Applying these additionality, displacement, linkage and multiplier effects to gross employment yields the estimates of net additional employment shown in  Table 5.6.

Table 5‑6 Net Additional Employment
	FTEs
	Local level
	Scotland

	Gross Direct
	17.5
	17.5

	Non Additional
	13.3
	13.3

	Displaced
	1.7
	1.9

	Supplier Linkage
	0.3
	0.23

	Multiplier
	0.26
	0.5

	Net Impact
	2.9
	3.1


In considering grossing the sample up to the population as a whole, the sample reporting only represents 5.5% of the population of the 217 companies assisted during the review period.  It would not be possible therefore to gross up the sample results to the population as a whole.  Cost per job estimates therefore cannot be calculated, but we can examine the cost of delivering activities and achieving certain outputs.

2.18.7 Cost Effectiveness

The figures shown in Table 5.7 below present the cost of achieving programme activities and outputs based on the total programme cost, the net cost to SEG, and ERDF costs.

Table 5‑7 Cost of Activities and Outputs
	
	Total 
	SEG
	ERDF

	Cost per company assisted
	£4,308
	£1,545
	£677

	Cost per graduate project
	£8,819
	£3,162
	£1,387

	Cost per undergraduate project
	£7,726
	£2,770
	£1,215

	Cost per graduate participant
	£3,754
	£1,346
	£590

	Cost per graduate employed
	£10,870
	£3,898
	£1,709


2.18.8 Other Quantifiable Outcomes

Business Benefits

As well as reporting on the programme in terms of quantifiable outputs and impacts, other business benefits did accrue to the companies surveyed and these were reported earlier in Chapter 4, section 4.9.

Labour Market OUTCOMES
As well as the range of benefits accruing to company participants, the programme has also generated a range of labour market benefits.  Gathered from the Programme monitoring system, these are shown in Table 5.8 below.

Table 5.8  Labour Market Benefits
	Benefit
	Number

	Number of Graduates Retained in Company
	52

	Number Graduates Employed Immediately after Project
	36


Performance against targets as set out in the ERDF application, see Table 2.1, is some 102% of target for the number of new FTE jobs created.

Conclusions and Recommendations

2.19 Introduction

This Chapter presents our conclusions and recommendations under the following headings: programme management, and programme performance.

2.19.1 Programme Management

Targeting and Marketing

With respect to marketing the programme to graduates, there are a number of tried and tested promotional methods in place and new methods are always being examined.  The number of graduates and undergraduates applying to the Programme, some 800 per annum, reflects the success of the programme’s promotional activity and the established relationships with local higher institutions.  

With respect to companies, there is currently a high level of repeat business from previous participant companies and/or those moving through the different sub-programmes.  However, the number of company enquiries dealt with by the Programme has dropped from some 280 during 1999, to 190 in 2000 resulting in a conversion rate of 1:1.7 compared to 1:2.5 in the previous year.  A continuing decline in the number of enquiries will make it increasingly difficult for GO to reach future targets at current levels of referrals and marketing activity.

Recommendation 1: Programme management requires to proactively re-engage with those organisations which can refer new companies to PTK, as well as implement marketing activity to target non-account managed companies whilst using partner organisations, e.g. SBG.  This may involve a shift in focus and effort away from graduate to company recruitment activity.

Company Selection Procedures

There is a degree of confusion in the ‘marketplace’ about whether the Programme is a graduate placement programme or a business development tool.  This is borne out in that the company survey shows that it is most companies’ understanding that the programme is about placing graduates first and helping companies second.  This has implications for company appraisal and selection by partner organisation staff.  There is also a need for clearer appraisal guidelines for PTK executives and a requirement for the latter to have the appropriate diagnostic skills.  In the absence of the above, the impact of the Programme will be affected through inappropriate company selection.

Recommendation 2: A clear set of guidelines require to be drawn up and issued to both programme management staff and all LDC and SEG account managers, which will detail company eligibility criteria and appraisal procedures.  In addition, consistent marketing messages must be assured in all promotional materials and other forms of marketing communications, e.g. seminars, talks to partner organisations.

Graduate Selection Procedures

Executives are of the view that the current approach to recruiting graduate participants is not an effective use of their time; some 40-50% of time is spent on interviewing graduate/undergraduate applicants at the expense of  working with companies to define project requirements and the latter’s fit within wider business development activity.  However, a new system has just been implemented which will streamline and ensure consistency in the graduate selection procedures.  This will result in a more cost effective use of executives’ time.

Recommendation 3: It may be useful to monitor the amount of time spent on graduate selection compared to company selection for future programme design.

Integration

There is evidence that the level of referrals from SEG and LDC account managers is declining: from 65% in the first year to less than 50% account managed company participants in year two.  It is difficult for PTK executives to meet relevant individuals, either because of time and resource constraints, and/or lack of awareness of individuals, in order to promote the Programme, and to engage them in selection, delivery and the follow-up process.

On the partner organisation side, there is a degree of conflict between the account manager approach adopted by LDCs and SEG, and the promotion and delivery of a distinct business development programme like PTK.  This may have resulted in less integration of the programme with other activity, as evidenced by a lower level of company referrals in year two.

Recommendation 4: In addition to the proactive marketing to partner organisations outlined above, the inclusion of the company’s account manager, where applicable, in the detailed project specification, project/graduate monitoring and the follow-up of post project outcomes will help ensure the full integration of PTK into the wider package of business support received by the company. It will also help to increase the level of referrals if account managers are better informed of the delivery process and/or outcomes of participation for the company.

Monitoring and Reporting

Both PTK executives and the findings from our graduate survey and focus groups, report that more commitment and/or supervision by the company would be desirable.  

Recommendation 5:  Input from the company’s account manager (where there is one) at project monitoring meetings is likely to add value to the process and thereby gain more commitment from the company, as the project can be viewed in the wider context of the company’s business development activity.

The PTK team try to assess sales and employment impacts which can be attributed to PTK.  The fact that the account manager is not involved in this not only highlights a lack of integration of the programme with other support activity, but a missed opportunity for him/her to better understand the impacts of the PTK programme and the company’s future business support requirements.  Being part of the monitoring process can also aid the account management process.

Recommendation 6: Account managers should be made responsible for monitoring programme outputs and impacts.

2.19.2 Programme Performance

The key findings from the company survey were very positive suggesting that the projects concerned were well targeted and will have long lasting impacts on the companies and the local economy.  Companies’ opinions on the projects were as follows:

· 92% thought they were worthwhile;

· 97% thought they were the appropriate thing for the company at the time;

· 77% thought they would make lasting changes to how the company operates; and

· 81% thought they would have a lasting effect on company performance.

The programme has met all its targets to date excepting falling just short of the targets for the number of graduate participants secured.

Table 6.1 Performance Against Targets, April 1999 – December 2000
	Activity
	Target
	Actual
	%

	Number of companies assisted
	210
	217
	103

	Number of graduate projects1
	94
	106
	113

	Number of undergraduate projects1
	120
	121
	101

	Number of graduate participants1
	253
	249
	98


1 targets are SEG not ERDF project  targets; they are based on 1999 actual performance and 2000 forecasts

Overall, a third of companies surveyed are likely to have increased sales as a consequence of programme participation and the programme also exceeded targets as set out in the ERDF application for the number of new FTE graduate jobs created.
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