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Summary of Key Issues
	Conclusions 

strategic Rationale and Management of the Project 

There is a demonstrable fit of the proposed project activities with both previous and existing economic strategies.

Convincing evidence is presented in the Project Approval papers with regard to the potential benefits to businesses of embracing good equality and diversity practices.

The project objectives and target outputs and outcomes would have benefitted from being articulated more clearly.

Inconsistency of organisational arrangements and staffing has militated against the effective delivery of the Project.
Profile of Project Activities and Outputs
Key output targets in relation to attendance at events and workshops have been achieved.

Widespread networking has taken place.

There has been substantial internal training but the target output for this has not been achieved due largely to organisational reasons.

Good quality training materials have been developed.

Selected external communications activity has been delivered. However, the impact of above-the-line marketing (e.g. press advertising and direct marketing) on communicating the complex messages required to have an impact on firms’ attitudes and behaviour is as yet uncertain.

A Help Desk has been established but take-up has been extremely low.

Some key outputs have, therefore, been delivered in terms of engagement with firms. However, the actual number of “assists” is few in number and unlikely to achieve the overall outcomes at the level of the Scottish economy as a whole.
Companies and Other Organisations  

Those organisations that have engaged with the Project have generally been very positive about the quality of this input.
However, there is a need to consider further how harder to reach firms can be engaged with, using people such as business advisers and other intermediaries as a route to achieve this.
There is evidence of the work done with these participant firms having had an impact on firms’ awareness and understanding of equality and diversity issues.
However, organisations are still much more likely to have addressed legal and employment issues rather than the commercial opportunities.

Some degree of additionality was apparent amongst over half of the organisations interviewed. There is also some evidence of firms accruing financial benefit from their involvement with the Project but the extent of this remains unclear.

It should be said, however, that the absolute number of firms that have engaged with the Project is relatively small and one might conclude that this is unlikely to address the broader market failure identified, in any meaningful sense.

Business Advisers

There is some evidence of improvement in advisers’ awareness, knowledge and comfort levels, brought about by the support offered by the Project.

Advisers are now significantly more likely to initiate discussions with clients about such issues than was the case previously.

Continued support for advisers is likely to be required on these issues, including access to wider sources of support and information.

Wider Stakeholders
There is widespread stakeholder support, in principle, for a service that promotes the business benefits of equality and diversity, both to businesses directly and to intermediaries.

There is a need for greater clarity to be communicated as to the purpose and functions of the Project amongst at least some stakeholders.

Engagement with businesses regarding the business opportunities that arise from equality and diversity is recognised as a significant and ongoing challenge.

The work delivered by the Project Team is well regarded and a number of stakeholders note the effectiveness of their engagement with them. There is, however, a need to broaden this engagement to other stakeholders and to address certain operational issues in relation to client targeting, timescales for delivery and aspects of stakeholder communication.

There is a recognition that personal contact with businesses is paramount, both in terms of “selling” the opportunity to them and in helping them to exploit that opportunity.

There is a common view that the work of the Project should be sustained but no clear consensus as to where such a function should sit (although it is felt that it needs to be positioned in such a way as to maximise its credibility with businesses).

Summary Recommendations
The continued market failure and benefits that have accrued to some firms suggests that there is a sound rationale for continuation of some suite of interventions that seeks to encourage businesses to seek commercial benefits from the equality and diversity agenda across each of the three themes of legal, employment and business opportunities.

We believe that the focus of this should be on the following:

· Continued training and support to advisers within the Scottish Enterprise and HIE networks, including working to embed this within existing programmes such as Premier Adviser.

· Greater focus of this work on intermediaries in the private sector, such as lawyers, trade bodies and other business advisers.

· Targeted events aimed at engaging with firms and other organisations at a local level, building on materials already developed.

· Continuation of a Help Line, in the context of the revised positioning we have described below and with a particular focus on marketing of this through intermediaries; however, this should be carried out in a low-cost, internal and informal manner (as is the case at present).

· Continued networking with other stakeholders to deepen their appreciation of the business benefits of diversity.

We would question whether the broader aspects of external communications (i.e. those that would be focused on affecting a process of cultural change as opposed to supporting specific elements of project delivery) should continue to play a key role as part of this Project specifically.

We envisage that the current staff complement would be reasonable to continue to pursue this activity but recognise that a dedicated resource may be a requirement to effectively move this work forward within HIE. 

We also recognise that a full Business Case is required which details activities and identifies the associated costs and timescales. Key measurables should be developed according to the following model:

· Specific outputs in relation to: firms attending events, firms receiving support through the Help Line, advisers receiving support, other intermediaries receiving support, other stakeholders engaged with.

· Outcomes that measure improvements in awareness, understanding, capability and organisational behaviour within all of the above groups (the feedback captured in the primary research should form a useful starting point for this.

Taken together, these outputs and outcomes would be seen as SMART (Specific, Measurable, Agreed, Realistic, Timeframed) objectives, for which a robust monitoring and evaluation process needs to be put in place  to track progress and feed into any future evaluations.

The likelihood is that central Scottish Government funding will be required to support this continuation although the required budget is likely to be significantly less than the original £1m over two years that was anticipated for the EMB project.

We believe that consideration should be given to this function being continued for a further period of, say, two years and that consideration should be given to housing it within either the Scottish Government’s enterprise function or within an independent “business-focused” organisation but with strong Scottish Government support. Such support will help to achieve the necessary buy-in across partners. The project would need to have a continued partnership ethos, working closely with Scottish Enterprise, HIE and the Local Authorities but also with the wider network of intermediaries and stakeholders that have been alluded to.




1.0
Background, Objectives and Methodology


Background
1.1 The Equality Matters in Business project was developed initially by the Scottish Government, in conjunction with Scottish Enterprise, with the overall aim of enhancing the advice and support available to Scottish-based SMEs on the business benefits of having good equality and diversity practices and policies in the workplace. The intention was to move the emphasis away from a situation where the delivery of such practices was seen as a burden or threat rather than an opportunity. 
1.2 Following consultation, funding was provided to Scottish Enterprise to deliver the project from November 2006 onwards, for an initial period of two years. It should be noted, however, that this is a Scotland-wide project that has been delivered through a partnership of Scottish Enterprise and Highlands and Islands Enterprise (HIE).


Objectives
1.3 IBP was commissioned in June 2008 to conduct an Interim Evaluation of the Project that would examine performance against targets, achievement of objectives, outputs achieved and resulting economic impact (where possible, given the interim nature of the evaluation). The report is also intended to inform discussions about the future direction and delivery of the Project.

1.4 The specific objectives of this interim evaluation, as set out in the study brief, were to:
· Assess how the Equalities Matters in Business project is meeting its overall objectives and aims.

· Consider the continued validity of the project, particularly with regard to its market failure justification.

· Measure (to date) the performance on value for money of the project.

· Develop an improved understanding of the success of the different components of the project in meeting the overall study objectives.

· Suggest developments to the management and delivery of the project that would optimise future service delivery and economic impact.

· Determine appropriate performance measures for the ongoing monitoring and management of the project.

This document sets out in detail our conclusions with respect to each of these issues and makes specific recommendations as to the future of this programme of work in the final chapter.

Methodology
1.5
The overall methodology adopted for the assignment is illustrated below:
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1.6
The key inputs into the evaluation have been:

· A review of background information and internal project information, details of which are set out in the Bibliography that is included as Appendix 1.
· Three consultation interviews with “internal” stakeholders, including the current Employees Matters in Business Team.
· Eleven consultation interviews with external stakeholders (although not all of these were able to provide substantive feedback on the Project). The Topic Guide for these discussions is set out as Appendix 2 and a full list of consultees is set out as Appendix 3.
· Telephone interviews with a total of 48 attendees at events run under the auspices of the Equalities Matters in Business Project (these included a mix of commercial organisations and others (mainly public sector organisations) who had attended these events; the company survey questionnaire is included as Appendix 4 and the list of respondent organisations as Appendix 5.
· An online survey of advisers who had attended Equalities Matters in Business training events to which there have been 27 responses, including a number of follow-up interviews conducted by telephone (the text of this survey is included as Appendix 6 but details of respondents cannot be provided due to the confidential nature of the survey).

The key findings arising from each element of this work are described herein and, where appropriate, further details of the methodology are provided.

Definitions
1.7
Throughout the report we use the following key definitions, derived from Scottish Enterprise’s own Guidance
 and glossary of terms:
	Market failure – Market failure occurs where for one, or a number of reasons, the economy is not operating efficiently. Market failure can be caused by information deficiencies, externalities, risk aversion, scale, institutional barriers or another factor which can prevent a market from operating efficiently. 
Input – The resources (costs) committed to a project by SE and other public sector partners.
Activity – A clearly identifiable and measurable means of implementing the project.

Objectives – The general goals of the project (which) express the general benefits to society that would arise if the project were successful.

Outputs – The direct results of project activities undertaken in pursuit of objectives.

Outcomes – The eventual effect on society that a project is designed to achieve….outcomes represent the change that a project should bring about so as to address a market failure.
Market adjustment – Changes in the operation of the market effected by a project or other influence.


2.0
Strategic Rationale and Management of the Project

Strategic rationale
2.1

The original strategic justification for the Equality Matters in Business was 


derived from the “Smart, Successful Scotland” strategy
.  In this strategy the 


aims for equal opportunities were set out under the cross-cutting theme of 


Equal Opportunities.
2.2
The supporting appendix to the initial Approval Paper
 highlights the overall 
economic rationale for the project as ensuring that “the state and employers 
take steps to ensure they employ people from the widest possible talent pool” 
since “it does not make sense to exclude anyone from making an economic 
contribution”.

It is noted that laws on equality place duties on employers that place duties on 
all employers, including SMEs. The paper also notes that workforce diversity is 
associated with policies to recruit, retain and develop employees from diverse 
backgrounds. It notes specifically the six strands of equality and diversity: 
gender, race, disability, sexual orientation, age and religion / belief.
2.3
A number of underlying drivers were noted:
· A changing environment for business, including a fall in Scotland’s population.

· Globalisation (and the diversity of customer base that this brings).

· The decline of many traditional male-oriented industries in Scotland.

· The existence of skill shortages in particular occupations.

· The significant spending power associated with specific equalities groups.

Evidence is presented to illustrate that, for example, economic inactivity is greatest amongst the Black and Minority Ethnic population.

2.4
Within the initial Literature Review that forms part of the Appendix to the 
Approval paper, a number of claims are made for the impact of delivery of 
good practice in relation to equality and diversity:

· Workforce development policies can encourage the recruitment, development and retention of high quality people.

· Investment in equality and diversity can improve “organizational capital” in respect of issues such as reputation with government and other stakeholders, marketing image and cultural values within the organisation.

· There is potential for cost reductions by avoidance of legal costs, reduced labour turnover and lower absenteeism.

· Investments in diversity can help companies overcome labour shortages.

· Workforce diversity policies can help companies to gain access to the purchasing power of diverse groups.

· Companies can achieve higher productivity and greater customer satisfaction within their existing markets.

Clearly, the extent to which such benefits would arise within individual firms would vary according to their specific situation and the policies implemented.

2.5
In summary, the EMB project aimed to promote the benefits and enhance the 
advice and support given to Scottish based SMEs on the business benefits of 
good practice in equality and diversity. The advice would cover all strands of 
equality including gender, race, disability, sexual orientation, age and religion 
/ belief.  It would focus on demand for diversity and set out to address the 
business issues and 
barriers that prevent the supply of a diverse workforce. 
The project was to be Scotland-wide covering both Scottish Enterprise and 
Highlands & Islands Enterprise networks
2.6
In 2007, the “Smart, Successful Scotland” strategy was replaced by the 
Scottish Government’s “Economic Strategy for Scotland”
.  This strategy 
sets 
out, under its learning, skills and well-being theme, the need to “create 
the 
conditions for talented people to live, work and remain in Scotland”. In this 
strategy, rationale for the project is provided through the priority to “provide 
opportunities – and 
incentives – for all to contribute to Scotland’s 
sustainable 
economic growth” and through the ambition to reduce inequality that is set out 
in the “equity” theme. We conclude that the current strategy provides a 
continued strategic fit with the EMB Project.

Project Objectives and Targets
2.7
The Project Approval paper
 cites research into the business benefits of 
diversity, which found that there was a market failure around information 
deficiency.  This fell into three categories: (1) Recruitment, (2) Legal and (3) 
Business Opportunities for SMEs.  The objectives for the project were 
developed to address the barriers in each of these categories and these are set 
out in full over the page:
	Issue
	Overview from Approval Paper
	Project Objectives

	Recruitment
	The labour market in Scotland is buoyant.  Evidence indicates that whilst skill shortages are not prevalent, there are variations across occupations and sectors.  It is expected that between 2003-2008 there will be 500,000 job opportunities that will require o be filled.  This leads to the conclusion that high levels of employment participation by the working-age population needs to be encouraged, including recruiting from non-traditional groups. SMEs need to make the most of the available Working Age Population.  They need to employ from the widest possible talent pool.
	· Raise awareness about the benefits that workforce diversity can bring.  Challenge perceptions and assumptions.

· Develop, and encourage SMEs to develop, stronger links with under-represented groups.

· Help and encourage SMEs to recruit from the widest possible talent pool.
· Contribute to and influence the skills, training and careers agenda by highlighting the need for diversity when training and developing people e.g. encouraging more women to train in skilled trades

	Legal
	SMEs are vulnerable if they do not comply with equalities legislation.  They can be confused by the variety and amount of information and number of commissions previously providing equality information.  They can also view these channels as being ‘policing’ bodies rather than advisory and support bodies. SMEs need guidance, signposting and a translation service.
	· Provide SMEs with a one-stop shop delivering guidance, signposting and a translation service.

· Provide SMEs with a wider more joined up service.  Add to the existing provision and reach of the Business Gateway, Account Managers and HIE LEC staff.

· Help SMEs capacity build in relation the equal opportunities legislation.

· Support HIE with the equalities agenda.
· Opportunity to join-up equal opportunities with business services.


	Business Opportunities for SMEs
	SMEs tend to concentrate on compliance issues when considering equality and diversity and lack awareness of the business opportunities that can arise from having a diverse workforce and supplying diverse markets.  
	· Raise awareness of the business opportunities that diversity can bring e.g. access to new markets (disabled, ethnic markets).
· Raise awareness about links between employee and customer satisfaction.



Essentially, these Project Objectives can be categorised thus:

· Awareness raising about the business benefits of each of these three elements, with a particular focus on SMEs

· To then assist SMEs to put in place elements of good practice in relation to these issues.

Specific reference is also made to the provision of a “one stop shop” and “joined up” services to SMEs with respect to these issues. In addition to this, the general objective to “support HIE with the Equalities agenda” should be noted at this stage.
2.8
The Project Approval paper also cites a number of “outcomes and targets”. In 
reality these 
are a mix of outputs and outcomes and we have re-stated these 
below. In some cases, we would note that there is a lack of clarity as to certain 
of the targets, particularly those relating to outcomes.
	
	“Planned Outcomes / Targets”
	IBP’s

Categorisation
	Comments

	1
	No of Companies attending diversity event/workshops
	100
	Output
	

	2
	No of Companies assisted to implement equal opportunity policies
	50
	Output
	It is assumed that this is a sub-set of (1) above although this is not well defined

	3
	SMEs (or business community) more engaged with equal opportunity/diversity
	Sub-set of

1 & 2
	Outcome
	Again, there is a lack of definition in relation to this outcome

	4
	Increase in under-represented workforce employed by SMEs involved in the project
	5-10% 
	Outcome
	There is again a lack of both a baseline and a clear definition here.

	5
	Training of Enterprise Network/Gateway Staff to provide diversity support/advice
	325

(at Dec 2007)
	Output
	

	6
	Meeting the statutory duty to promote race equality, gender and disability
	No target set
	Outcome
	

	7
	Assisting SMEs involved in the project to meet their legal responsibility relating to equality
	No target set
	Outcome
	



These targets are not well aligned with the overall objectives described above 
(which are themselves generally unclear). One issue is the lack of measurable 
definitions (for example, it is unclear what would be meant by “SMEs more 
engaged with equal opportunity / diversity” or “Increase in under-represented 
workforce”. In addition to this, however, there is also a lack of specific targets 
for outcomes in relation to awareness raising and implementation of good 
practice within SMEs. As discussed below, external communications was 
anticipated to represent a significant strand of the Project but this is not 
effectively reflected in the Project targets.

Overall, the Project would have benefitted from clearer articulation of a small 
number of key objectives and clearer definition of the outputs and outcomes 
associated with these.
2.9
EMB was established as a demonstrator project, for an initial period of two 
years.  The following was the intended model for this Project Team during this 
two year period, highlighting the key responsibilities and activities.  
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Some specific elements of this model should be highlighted:

· External communications (including general marketing and specific signposting) is specified as a specific strand of activity.

· Mainstreaming of knowledge, through internal communications and, in particular, training of Gateway and HIE / LEC staff was identified as an issue.

· Specific training and development of SMEs is identified as a specific strand of work as is the establishment of a Help Desk and web support.

Specific reference is also made to the need for stakeholder management within 
this.

2.10
It is worth noting that certain target outputs are implicit in this model and are not made explicit in the Approval Paper. For example:

· Delivery of external communications activity
· Development of training materials and “how to” packs
· Establishment of web support
· Establishment of a Help Desk.
Progress towards these “implicit” outputs is commented on briefly in the following section.

2.11
There are also certain outcomes that are implicit within this (albeit specific 
quantifiable targets are not set). Specifically:

· Increased awareness of business benefits amongst the business community as a whole
· Improved awareness and knowledge amongst Gateway and HIE/LEC staff.

This latter point is of particular importance given the declared aspiration of “mainstreaming the tasks of the project team into the wider work of the Enterprise Networks”.

Again, we consider progress towards these outcomes in the relevant section.


Project Inputs and staffing
2.12
The project outputs and outcomes need to be set against the financial inputs. 
These were originally budgeted at £1m in total over the two-year life of the 
project (£417,000 in salaries and £583,000 in project spend). Actual 
expenditure is now estimated at £704,468 for the duration of the project, 
according to the May 2008 Bi-annual Report
 (£353,750 on salaries and £350,718 
on project spend, including marketing).
2.13
EMB initially operated as part of the Cross Cutters Directorate in Scottish 
Enterprise. Since the restructuring of Scottish Enterprise, the project team has 
moved to the Enterprise Directorate to work alongside other business growth 
activities until November 2008 when the project is due for completion.  

2.14
The initial project planned for a team of five members: Project Manager, 
Project Co-ordinator and three Senior Executives.  Following staff shortages 
from July until September of 2007, the team had been operating at full 
strength.  However, since March 2008 the team has experienced a steady loss 
of staff, largely brought about by restructuring within Scottish Enterprise.  The 
Project is working currently with two team members: Project Manager and one 
Senior Executive.    


We understand that restructuring within HIE has also had an affect as the 
Senior Responsible Officer for the project has since left the organisation, 
leaving the existing team member being shared between HIE Human Resources, 
HIE Enterprise Equality work and also the EMB project in the Highlands. It was 
clear in our internal consultations that such inconsistency had militated 
against sustained progress with the Project.
	Key Points

There is a demonstrable fit of the proposed project activities with both previous and existing economic strategies.

Convincing evidence is presented in the Project Approval papers with regard to the potential benefits to businesses of embracing good equality and diversity practices.

The project objectives and target outputs and outcomes would have benefitted from being articulated more clearly.

Inconsistency of organisational arrangements and staffing has militated against the effective delivery of the Project.


3.0
Profile of Project Activities and Outputs

Diversity Events and Workshops
3.1 A range of diversity events and workshops were delivered between October and December 2007. These were attended by a combination of SMEs, other pubic organisations and representatives of the Project and SE / HIE. Contracts to manage these events were awarded to the Scottish Council for Development and Industry and Denvir Marketing.
A basic profile of participation is set out below (some assumptions about attendance levels have been made when full data is not available but we do not believe that these affect these results materially)
:

	Location
	Number of Firms Attending

	Total Number of Participants from Firms
	Number of Other Organisations Attending

	Total Number of Attendees from Other Organisations
	Number of “Internal” attendees


	Borders
	10
	12
	5
	7
	6

	Glasgow (1)
	11
	11
	11
	13
	9

	Glasgow (2) – in partnership with Shepherd and Wedderburn solicitors
	6
	8
	7
	9
	Not known

	Aberdeen
	30
	35
	20
	25
	Not known

	Elgin
	5
	5
	9
	16
	2

	Dundee
	20
	24
	13
	16
	Not known

	Stirling
	7
	7
	3
	6
	10

	Inverness
	13
	15
	8
	8
	2

	Edinburgh
	10
	12
	7
	9
	Not known

	Total
	112
	129
	83
	109
	Not known


We conclude that, thus far, 129 attendees from 112 companies have attended such events and that the project has achieved the specified target for this. Indeed, were the substantial number of participants from other organisations is taken into account (for which no target was set) then it would already be well ahead of this output target.
3.2 
EMB Project staff have also attended a significant number of other business and 
stakeholder events, including a number of such events where short 
presentations have been made
. Such events have included, for example, 
Learn 
Direct events, various conferences, Chambers of Commerce meetings, 
public sector procurement seminars and a diverse set of other events hosted by 
an extended network of stakeholders. Information provided to us by the 
Project makes illustrates an impressive list of 76 such events between February 
2007 and April 2008. 
Training of Enterprise Network / Gateway Staff
3.3
The information provided by the Project on this issue suggests that 87 Business 
Gateway staff and 7 Account/Client Managers were trained over the period 
from August to December 2007. This represents approximately 27% of the total 
and is below target (this is particularly the case with regard to Account 
Managers).

The delivery of these programmes has been hindered by changes in contractor 
at a local level and by the aforementioned organisational changes within 
Scottish Enterprise and HIE. It is clear, however, that there is some distance to 
go to achieve widespread coverage of the network of Business Advisers.

We note from our discussions with the Project Team that efforts are now being 
made to integrate the content of equality and diversity training materials into 
wider mainstream training and this approach would appear to be a reasonable 
one, subject to the continuation of good quality delivery.

Delivery of External Communications Activity
3.4 
Examples of the external communications activity includes:
· Press advertisements (e.g. Scottish Business Insider, Dundee Courier)
· Direct mailing of an EMB brochure (which we understand was issued to approximately 4,000 firms)
· Editorial coverage (e.g. Sunday Herald, IIP Scotland Newsletter, The Women into Business Networker magazine, Glasgow Chamber of Commerce magazine)

· E-zines (e.g. Business Gateway, STUC)

It is also understood that resources such as pull-up stands and other basic marketing leaflets have been designed and produced.

3.5
Unfortunately, we have not been able, within the scope of this interim 
evaluation study, to determine the outcomes of this activity in terms of 
improved awareness and understanding of the business benefits of diversity. 
We would, however, note the relative complexity of the messages that the 
Project has sought to put forward in terms of each of the legal, recruitment 
and business opportunities themes. The communication of such complex 
messages is best achieved through methods such as direct communication and, 
to some extent, in-depth communication of written information and detailed 
press coverage. In reality, this has been the general focus of marketing 
activity.


It is likely to be impractical to communicate the depth of such messages 
through more general advertising communications. It would be reasonable to 
suggest that such efforts are likely to have limited impact and should be 
confined to the communication of simple awareness issues.

Development of Materials
3.6
The Project has successfully developed a suite of workshop delivery materials 
that include the following:
· A set of “what if” scenarios

· Supporting overheads
· Background material

· References to other sources of information.

As noted in the following section, this material has been well received.

Web Support and Help Desk
3.7
As noted, a certain amount of information has been presented online and in the 
form of e-zines. No specific web-based support tools have been developed, 
however.
3.8
In 2007, a contract was established with ACAS to provide a specialised equality 
support helpdesk service; the “front-end” of this was routed through the 
Business Gateway Enquiry Service with enquiries being forwarded on to ACAS 
for action. Training support to Enquiry Service staff was provided to help them 
identify equality and diversity enquiries.


Unfortunately, only a handful of such enquiries have been received. Whilst this 
may be in part due to a lack of awareness it more generally reflects the need 
that was identified in the 2007 Baseline study for the benefits of good equality 
and diversity practice to be proactively “sold” to companies.


Following an initial “break point” in the contract with ACAS, this helpdesk 
facility has been managed in-house in that any such enquiries are now passed 
on directly to the EMB team. Team members report a modest increase in calls 
over the past few months but the number remains relatively small.

Summary of Outputs
3.9
In the table below, we have commented briefly on the attainment or otherwise 
of the declared project outputs (both the “explicit” and “implicit” outputs):
	
	Targets
	Categorisation
	Comments

	1
	No of Companies attending diversity event/workshops
	100
	Explicit
	Target has been achieved; in addition, a significant number of individuals from other public bodies have attended

	2
	No of Companies assisted to implement equal opportunity policies
	50
	Explicit
	Not achieved, other than through involvement in events or workshops, largely due to delays in establishing a Help desk facility

	3
	Training of Enterprise Network/Gateway Staff to provide diversity support/advice
	325

(at Dec 2007)
	Explicit
	The specific numbers of participants has not been achieved although this is partly due to internal organisational changes 

	4
	Delivery of external communications activity
	
	Implicit
	A range of marketing materials has been developed. Selected direct marketing and above-the-line press activity has been delivered and some editorial coverage has been achieved

	5
	Development of training materials and “how to” packs
	
	Implicit
	Good quality training materials have been developed

	6
	Establishment of web support

	
	Implicit
	Not achieved although some information has been provided on the web

	7
	Establishment of Help Desk.

	
	Implicit
	Now achieved, although  relatively modest uptake to date.


	Key Points

Key output targets in relation to attendance at events and workshops have been achieved.
Widespread networking has taken place.

There has been substantial internal training but the target output for this has not been achieved due largely to organisational reasons.

Good quality training materials have been developed. However, the impact of above-the-line marketing on communicating the complex messages that would impact on firms’ attitudes and behaviour is as yet uncertain.

Selected external communications activity has been delivered.

A Help Desk has been established but take-up has been extremely low.

Some key outputs have, therefore, been delivered in terms of engagement with firms. However, the actual number of “assists” is few in number and unlikely to achieve the overall outcomes at the level of the Scottish economy as a whole.


4.0
Primary Research Findings

Context – The Equalities Matters Baseline Study

4.1
Before proceeding to summarise the primary research undertaken for the study, which has focused on the outcomes achieved by participants, it is worth reflecting on the challenging context which the project has faced in seeking to influence behaviour amongst Scottish firms. Particular evidence on this is available from the Baseline Study
 that was conducted by IBP on the Project’s behalf in summer 2007, which involved a large-scale telephone survey of 1,000 businesses across Scotland.

It should be noted that the Vaseline study does not form part of the “evidence of need” as such, given that it was conducted well into the Project’s life. It does, however, provide a statistically robust picture of attitudes to the opportunities afforded by equality and diversity amongst Scottish businesses. It was also designed to inform planned marketing communications by providing an insight into the views of these potential “customers” of the EMP Project.
4.2
We do not propose to go into detail as regards the underlying content of this but would highlight the following conclusions, which are pertinent to this evaluation:

· It was apparent that many firms already considered themselves to have a good understanding of equality and diversity issues but that such confidence was often misplaced; the report concludes that complacency is a significant barrier.

· There was some appreciation amongst businesses of the opportunities available to them of attracting a diverse workforce.

· There was much less appreciation of the business development opportunities afforded by equality and diversity issues, with firms rarely taking any kind of proactive or strategic approach to this.

· Information barriers were also apparent in that firms had a limited understanding of what the law required from them in terms of equality and diversity had only limited appreciation of the organisational benefits of a diverse workforce and, in particular, limited understanding of potential commercial benefits.

Such findings represent strong evidence of the market failure of information deficiencies identified within the initial Project Approval Paper.

4.3
With regard to the marketing communications challenge, the Baseline Study 
suggests that a distinction needs to be drawn between the messages that the 
Project would wish to embed within firms as part of its overall relationship 
with them and the messages that would encourage firms to engage in the first 
place. It suggests that firms already have a high regard for their knowledge of 
what is required of them (sometimes misplaced) and that legislative 
compliance is therefore unlikely to be a “hook”. It suggests that benefits 
relating to immediate, short-term issues such as a wider pool of job candidates 
is likely to have the greatest effect but states that interest: “is lukewarm and 
engagement with Equality Matters in Business will have to be “sold””.

The information provided in the Baseline Study as to where firms would go for 
advice and information is also of interest. Across each of three categories 
(legal issues, recruitment issues and commercial benefits), the internet is seen 
as the most common source, followed by lawyers, independent industry 
organisations (the small number of respondents mentioning Scottish Enterprise 
or HIE at the time are included in this category) and industry-specific 
Associations or professional bodies. These potential channels of engagement 
need to be borne in mind.

Primary Research for the Evaluation
4.4
The primary research data (focused mainly on outcomes) that we summarise 
here is based on three elements of work:

· A survey of 48 individual companies and other organisations who have had some involvement with the Project

· An online survey of advisers within the SE and HIE networks (to which there were 27 responses)

· The 14 internal and external stakeholder consultations that have been undertaken to date.

The approach to each element and key findings are summarised in turn below.


Companies and Other Organisations
4.5
As noted, a total of 48 organisations were interviewed (we have included in this number one organisation where two representatives were interviewed as they attended separate events). Of these 48 respondents, 34 were from commercial organisations
 and 14 were from non-commercial organisations. The commercial organisations were the original target of the survey and the 34 responses are from a total of 112 firms attending (30%). On the whole, this could be considered a mediocre response rate. However, it should be noted that in one case (a Glasgow event) no contact names were available meaning that no interviews could be sourced from this list. In other cases, telephone numbers of organisations were not available and could not be traced. It is our view that these circumstantial factors, allied to a number of people within these organisations having moved job, served to constrain the response rate.

The additional non-commercial interviews were conducted following the initial  interview programme within a fairly constrained timescale so large numbers of interviews would not have been expected.

 Overall, we are confident that the results provide a strong indication of real attitudes and behaviour and are not skewed towards or away from, any particular type of respondent.

4.6
Most participants heard about the event through direct methods, with the “other” category below relating largely to “E-mail” and similar methods of contact. As with the majority of charts, the absolute number of responses (rather than percentages) has been used.


Figure 4.1: Could you tell me how you first heard about

the Equality Matters in Business project?


Base: 45
4.7
The evidence is that participants’ expectations in terms of the coverage of events have been realised (the figures in the table relate to actual number of respondents). It is worth noting that the base number of respondents has been discriminated to 45 in most cases as a small number of respondents had no substantive recollection of their involvement.
Figure 4.2: Areas of Interest and Coverage



Base: 45


In most cases, where organisations had a particular area of coverage this has been addressed and, indeed, in some cases areas were covered that were not initially anticipated.

4.8
Those organisations that have been engaged in the Project are complimentary 
about 
the quality of service that they have received, as shown over the page.


Figure 4.3: Service Satisfaction






Base: 45

Clearly, positive views are expressed with regard to issues such as staff, customer service and venues. Results were only slightly poorer (and still generally good) in relation to issues associated with content and information. It is worth noting briefly that ratings amongst commercial organisations were generally slightly more positive than amongst non-commercial organisations.

4.9
Amongst the 45 firms who provided full responses to the survey, individuals were typically able to identify 3 or 4 strands of the various equality strands.
Figure 4.4: Awareness of Equalities Strands

“Equalities and diversity covers six different groupings.

Off the top of your head would you be able to name any

of these?” (N.B. interviewers were instructed NOT to prompt)


Base: 45


Sixteen participants were not, however, able to provide any response to this question, suggesting a continued need to deepen their understanding of these issues.
4.10
Encouragingly, firms who have engaged with the Project are quite likely to 
perceive their involvement to have had some impact across a number of 
relevant business issues.

Figure 4.5: Impact of Involvement with Equalities Matters

in Business on Various Business Issues



Base: 45


The apparent impact is greatest in relation to the “recruitment” issues and is somewhat lower (though still positive) with respect to “commercial opportunities”. This reflects the more complex nature of the commercial opportunities that could potentially exist.
4.11
In addition, the evidence is that there has been some improvement across a 
number of measures of firms’ capability although most participants were 
starting at a reasonably high level in terms of their self-perception of their 
knowledge of such issues in any event. This is illustrated over the page.

Figure 4.6: Impact on Attitudes to

Equality and Diversity Issues


The high level in which participants rate themselves as a “starting point” illustrates the view (reflected in our stakeholder discussions) that more needed to be done to target firms who were not yet “the converted”. It seems unlikely that invitations to workshops would be most appropriate for this group and there is likely to be a greater need for these benefits to be proactively “sold” by people such as business advisers and other intermediaries.

4.12
Table 4.1 below summarises the extent to which these firms have taken steps relating to equality and diversity, covering each of legal, employment and business/commercial issues (the figures are based on the total of 45 completed interviews). These elements, taken in aggregate, might reasonably be seen as the key building blocks of an organisation’s equality plan.
Table 4.1: Changes in Organisational Behaviour

	Legal issues
	Employment Issues
	Business/Commercial issues

	Reviewed or re-written policies
	14
	Targeted any particular groups as employees
	4
	Made adjustments to physical goods and services
	4

	Taken steps to improve the monitoring of employee profile
	11
	Sought to widen your recruitment pool
	10
	Translated literature
	8

	Changed practices to take account of religious practices, dates and events
	4
	Reviewed HR Policies and Practice
	12
	Targeted your advertising at a specific equalities group
	2

	Trained your own staff on aspects of diversity and equality
	14
	Made changes to a workplace to meet specific needs of particular groups of employees
	3
	Developed products or changed existing products to target people specifically on the basis of equalities
	4

	Changed working practices to offer more flexibility
	11
	
	
	Involved people from specific equalities groups in market research
	3



These figures illustrate that a number of firms and other organisations have altered behaviour in some way in relation to legal and employment issues but that this is much less apparent in relation to business and commercial issues.

4.13
Eight of these 45 respondents identified were able to attribute some financial benefit to their organisation as a result of their involvement with the Project although none were able to quantify this. This should still be seen as an encouraging finding, however.

4.14
Just over half of these 45 organisations (24 people) suggested that the Project had made a difference to them; 16 described this as “some difference” and a further eight stated that any changes made would not have occurred without the project. Again, we would see these as generally positive findings.

	Key Messages

Those organisations that have engaged with the Project have generally been very positive about the quality of this input.
However, there is a need to consider further how harder to reach firms can be engaged with, using people such as business advisers and other intermediaries as a route to achieve this.
There is evidence of the work done with these participant firms having had an impact on firms’ awareness and understanding of equality and diversity issues.
However, organisations are still much more likely to have addressed legal and employment issues rather than the commercial opportunities.

Some degree of additionality was apparent amongst over half of the organisations interviewed. There is also some evidence of firms accruing financial benefit from their involvement with the Project but the extent of this remains unclear.

It should be said, however, that the absolute number of firms that have engaged with the Project is relatively small and one might conclude that this is unlikely to address the broader market failure identified, in any meaningful sense.



Business Advisers

4.15
The comments below are based on 27 completed responses (21 online and 6 by telephone). The survey was issued to 130 people and we consider the response rate of 21% to be relatively poor. The numbers do, however, provide useful indicative data.

4.16
Figure 4.7 below summarises advisers’ perceptions of the impacts of the project on their awareness of equality and diversity issues.


Figure 4.7: Impact on Advisers’ Awareness




Base: 27



Clearly, the evidence that does exist suggests there has been a positive impact across the Board although this is generally expressed as “some” rather than “significant” impact, perhaps suggesting a need to further deepen advisers’ knowledge and understanding.

4.17
Figure 4.8 over the page profiles advisers responses to a number of capability statements relating to diversity and equality issues addressing self-perceptions of these capabilities both now and before involvement with the Equalities Matters in Business Project.


Figure 4.8: Impact of Project on Advisers’ Capabilities


As with firms, there is evidence of “distance travelled” and the extent of this is even greater in this instance. It might also be suggested, however, that advisers had a more realistic initial view of their own awareness of knowledge of these issues.
4.18
Looking at this from another angle, a number of these statements were put to advisers in a baseline survey conducted by Edinburgh Business Development on behalf of the project in advance of any significant support being provided to advisers (this reported in June 2007). Given the different samples for this research and the comparatively low response to the evaluation element of this, we have not felt it appropriate to illustrate a formal comparison of these figures. We would, however, note that the general pattern of there being at least some positive improvements in advisers’ self-rating of their capabilities is again present when the data is looked at in this way. 
4.19
Clearly, a desirable outcome would be for advisers to feel more comfortable in initiating discussions with clients about diversity and equality issues and to do so more often. There is, as yet, little evidence of this being a demand-led process. At present, 42% of advisers say that SMEs review request information about diversity and equality issues from then and only 27% say that this happens on at least a monthly basis (although it is worth saying that in the advisers baseline survey these figures were 58% and 5%).


Figure 4.10 profiles the extent to which advisers themselves initiate discussions.


Figure 4.9: On average, I initiate discussions with

SMEs about diversity and equality issues…………


It is certainly encouraging to note the extent to which advisers are now significantly more likely to initiate such discussions.

	Key Points
There is some evidence of improvement in advisers’ awareness, knowledge and comfort levels, brought about by the support offered by the Project.

Advisers are now significantly more likely to initiate discussions with clients about such issues than was the case previously.

Continued support for advisers is likely to be required on these issues, including access to wider sources of support and information.



Wider Stakeholders
4.20
For this report we have briefly the key points to emerge from the range of internal and external stakeholder consultations. Whilst not all interviewees would agree with all of the following points, we believe that there is a general agreement to these key messages.Please note that we have not provided names alongside the illustrative quotes below to preserve respondents’ anonymity.
4.21
A mixed picture was apparent with regard to the understanding of the Project’s Objectives. In some cases, these were well understood:


“Raising awareness and understanding of equality and diversity as a business benefit”


“To promote the business case”.


However, this clarity of understanding was by no means universal:

“To ensure public sector workers understand equality issues”


“Something about ethnic diversity”.


It is quite likely that this ambiguity, where it exists, is at least partly caused by staff changes within stakeholder organisations. This highlights the requirement to reinforce continually the core messages relating to business benefits.

4.22
Internally, there was a strong recognition that Equalities Matters in Business should be seen as a “demonstrator” project, with a strong emphasis on mainstreaming knowledge and capability across Scottish Enterprise and HIE as well as other organisations.
4.23
There is, however, widespread acceptance of the importance of the challenge of “selling” the business benefits of diversity to SMEs:

“There is a need for information and guidance related to equality and diversity but there needs to be clarity of the business case”.

4.24
The extent of this challenge is recognised to be a substantial and ongoing one:


“SMEs are not easy to engage………… this is the key issue”


“Most people know Equality is important but whether businesses do this is another matter”.


This was reflected in the views of a “business” consultee who, in reality, did not have contact with the Project but in any case felt that:


“This is too much motherhood and apple pie for us”.


A common view is that priority should be placed on those intermediaries who engage with, and are trusted by businesses:


“EMB missed the opportunity to upskill practitioners, not just Business Gateway, instead of focusing on employers who do not have the time or interest”.

4.25
“Internal” stakeholders commented particularly on the inconsistency of staffing and organisational arrangements during the lifetime of the project; this was seen as having militated against effective project delivery. It was noted, for example, that five Job Specifications were prepared for the Project and that these roles have not been filled consistently over the lifetime of the Project. There have also been a number of Business Advisers (a key target audience for the Project) who left over this time.

Allied to this, questions were raised as to the extent of the “push” behind the Project in both Scottish Enterprise and HIE. Within the former, the Project’s position in the organisation was moved as a result of internal re-organisation. In the latter case, changes were also made, resulting in the relevant staff member having a wider role of co-ordinating the organisation’s Equalities Schemes (the initial intention was that this would be a dedicated role).


From our consultations, we would also infer that the changes of Scottish Government in May 2007 led to some uncertainty as to the continued priority that would be placed on the Project’s objectives at this level.

4.26
On occasion, some external stakeholders highlighted some operational weaknesses in relation to the Project:

“They were over-ambitious with the events………… too many in a short period of time”


“Steering Group meetings were irregular”.


There were some suggestions that feedback to partners could also have been improved:


“Feedback for partners about outcomes would have been good”


“We got no feedback about the events or what SE is doing next”.

4.27
Having said this, with very limited exceptions there was an impressive degree of positive feedback with regard to the events delivered and other aspects of the Project’s work:


“The events were great from the point of view of the large geographical coverage and the perspective they took of business advantage”


“The evidence presented to employers is good”.


Feedback on the team’s performance amongst those stakeholders it had engaged with was also generally positive:


“The team are very approachable and good at sharing resources”


“A small but committed team”.

4.28
Weakness were identified, however, in relation to the profile of participants. A number of stakeholders suggested that a disproportionate amount of those engaging with the Project were public sector participants rather than SMEs:

“It was often large public sector clients………… client targeting was a problem”.


It was also felt that a significant proportion of participants were “the converted” and that it had been harder to engage with those firms who did not yet see equality and diversity as an issue for them.

4.29
These comments should be seen in the context of the wider marketing communications efforts. On the whole, these were seen as having had only limited impact in affecting firms’ attitudes and behaviour:


“Part of the problem in getting the right clients was doing it via marketing rather than front-line staff such as Business Gateway advisers”.


In considering the issue of marketing communications, we would reinforce the comments set out in Section 3.5 above in relation to the clarity of key messages and the appropriate communications methods.


It is apparent that the messages concerning the various elements of benefit to business from embracing equality and diversity issues are relatively complex ones. As a general rule, “above the line” marketing techniques (such as press advertising etc.) are not effective in communicating such complex messages. Such communications methods are geared more towards awareness raising and the communication of more simple messages. More complex messages typically require a higher level of personal input accompanied by detailed supporting material.

The question has also been posed in the consultations as to whether a sectoral approach to targeting firms would have been more effective. It is difficult to draw firm conclusions on this (and we would re-state the point that the Project actually exceeded its targets for numbers of firms participating in events). However, firms themselves have not indicated that such a sectoral approach would have been more likely to engage them. What would appear to be the case, however, based on the findings of the Baseline Study as described in Section 4.3 is that firms will listen to people that they trust; this would include their Business advisers and other professionals but may also include some “sectoral” contacts, such as Trade Associations. 

4.30
On the whole, the Help Line facility is perceived to be ineffective at present and there are a number of reasons for this. There has been little take-up from individual businesses for this service and nor has there been significant demand via Business Advisers. The likelihood is that the reasons for this are demand-led; in other words, the appetite for the service amongst SMEs requires further development and it will take a longer period of time for the positive messages being put forward by the Project to become apparent to businesses. There was also little evidence of stakeholders themselves promoting this service.

Given the continued market failure that has been described, significant growth in demand for such a service in the short-term appears unlikely. Within the consultations, however, the suggestion was made that such a service could be provided online, by inputting to a number of relevant websites (including, but not being limited to, the SE, HIE and Business Gateway websites). It has been beyond our remit to test this idea in detail but it is certainly consistent with the requirement to utilise all relevant channels in engaging with businesses and to communicate information in a way that provides sufficient detail for organisations to act upon. The Equality Matters in Business Baseline Study also supports this view, concluding that: “the desire amongst firms for impersonal contact through the web is apparent”.
4.31
In these discussions, we did not come across any other examples of a similar business focus being applied by other initiatives:


“What else is available, who else is doing this?”


It is noted that a similar gap was identified in the pre-Project investigations.

4.32
In considering where any such function should sit in the future, there was no clear, single message from stakeholders. However, the most common view was that it should be seen as an “enterprise” function:


“It should not be the Equalities Commission as they are the legislative arm”


“Business Gateway advisers are key”


“Partnership locally”.


This was not a universal perspective:


“Local Authorities already have Equality Officers so this would be a duplication of effort”.


The question arises, however, as to whether such an approach would have the necessary business focus.

4.33
Overall, however, we would note the general view that the Project’s functions should carry on (although such views obviously did not benefit from a full appreciation of the Project’s costs and benefits):

“The ground has been laid………… it would be a great pity if it was lost”


“One strong message from EMB would be better than multiple agencies with variations or a theme”


“In principle it should continue but there should be more focus on mainstreaming it”.

	Key Points

There is widespread stakeholder support, in principle, for a service that promotes the business benefits of equality and diversity, both to businesses directly and to intermediaries.

There is a need for greater clarity to be communicated as to the purpose and functions of the Project amongst at least some stakeholders.

Engagement with businesses regarding the business opportunities that arise from equality and diversity is recognised as a significant and ongoing challenge.

The work delivered by the Project Team is well regarded and a number of stakeholders note the effectiveness of their engagement with them. There is, however, a need to broaden this engagement to other stakeholders and to address certain operational issues in relation to client targeting, timescales for delivery and aspects of stakeholder communication.

There is a recognition that personal contact with businesses is paramount, both in terms of “selling” the opportunity to them and in helping them to exploit that opportunity.

There is a common view that the work of the Project should be sustained but no clear consensus as to where such a function should sit (although it is felt that it needs to be positioned in such a way as to maximise its credibility with businesses).


5.0
Recommendations

Conclusions
5.1
Before proceeding to set out our recommendations, it is appropriate to recap on our findings in the light of the objectives that were established for the evaluation at the outset:

	Objective
	Comments

	Assess how the Equalities Matters in Business project is meeting its overall objectives and aims.


	The Project has been reasonably successful in delivering the outputs and outcomes set for it. However, it is questionable whether such outputs and outcomes are effectively aligned with the overall objectives set for the Project.

	Consider the continued validity of the project, particularly with regard to its market failure justification.


	It is clear that the existing market failure pertains, that there continues to be a strategic fit and that at least some firms are able to achieve significant organisational benefit by engaging with the Project.  We comment further on this below.

	Measure (to date) the performance on value for money of the project.


	There is evidence of the direct engagement with firms having the sort of impact on firms’ behaviour that is likely to have the sorts of long term benefits that were originally envisaged. As yet, however, there is limited evidence to support the detailed quantification of this. 

	Develop an improved understanding of the success of the different components of the project in meeting the overall study objectives.


	Those elements that have had the greatest demonstrable success have included the adviser training and, at least to some extent, the events and workshop programme. The impact of the wider communications activity is much more difficult to ascertain given the complexity of the messages being put forward. Measurable outputs and outcomes are identifiable from the events and adviser support but less so from the marketing activity. There has been little take-up of the Help Line.


	Suggest developments to the management and delivery of the project that would optimise future service delivery and economic impact.


	We comment further on this below.

	Determine appropriate performance measures for the ongoing monitoring and management of the project.
	Again, there is further comment below, but we do believe there is a need to refine the objectives, outputs and outcomes for the project.


5.2
At this stage, it is also worth commenting specifically on those elements of the Project that have worked well and those which have not (as well as where a mixed picture is evident):

	Worked well
	Mixed picture
	Did not work well

	Development of materials.

Company events and workshops (subject to some reservations about timing and targeting).

Good progress in mainstreaming the Project ideas within Scottish Enterprise.

Specific marketing materials produced have been of good quality.
	Stakeholder engagement (some cases where stakeholders have been engaged in detail and have begun to buy in to the Project concept but this needs to be broadened and deepened).

Adviser training (those attending have benefitted but wider buy-in and commitment to this was sought).

Less mainstreaming progress in HIE, largely due to resource constraints.
	Help Desk

Marketing communications activity in a strategic sense (delays in implementation and lack of agreement as to purpose and key messages)

Web support has not been delivered


The Future
5.3
The continuation of the Project needs to overcome a number of hurdles:

· Is there a continued strategic fit in terms of overall Scottish government strategy (this is clearly of particular importance given that the relevant strategy was not in place when the Project was conceived originally)?

· Does a market failure persist?

· Does the Project represent Value for Money (or could it, with some changes)?

We comment briefly on these issues in the table below:

	“Hurdle”
	IBP Conclusions

	Strategic Fit
	There is a demonstrable fit with the Scottish Government’s economic strategy.

	Market failure
	The Baseline Survey of 2007 provides strong evidence of a continued market failure. The Project has only engaged directly with a relatively small number of firms, which is unlikely to have changed this situation. There is no evidence of the external communications activity that has been delivered this far having had a major impact on business attitudes as a whole. Whilst some improvements are evident in advisers’ awareness, further work is likely to be required to embed this.

	Value for Money
	There is mixed evidence in relation to this. The study research suggests that direct engagement with firms in the form of events and workshops has had a positive impact on their awareness of equality / diversity issues and, more importantly, their organisational behaviour. The evidence on direct cost benefits to firms remains indirect and inconclusive, however. Clear benefits have been achieved by the training of advisers but there is no strong evidence of significant changes in attitude having been achieved through the marketing activity (and it would not have been reasonable to expect this external communications activity to have achieved this given the resources allocated and timescales).


We conclude that there is a sound case for continuation of elements of the work delivered by the Project. In particular, if such an intervention is to have a lasting impact, we believe that there needs to be a strong focus on broadening and deepening the mainstreaming elements of this work. This would include, for example, seeking to ensure the roll-out of the adviser training on a wider basis (or its integration into existing activities) and the extension of this to other intermediaries (the baseline study noted that such intermediaries as lawyers and accountants were seen as a more natural first point of contact by firms wishing to address equalities issues than their business advisers).
The above would represent the “broadening” component of this but it may also be fair to suggest that there is a need to “deepen” the knowledge that advisers and others require to effectively “sell” these concepts to their clients.

5.4
The “do nothing” option in this case would involve the project ceasing to exist 
as such in November 2008. In these circumstances, some degree of legacy will 
exist in terms of, for example, the creation of materials and the improved 
awareness and understanding that has been noted. However, it is likely that 
such benefits would diminish over time without the “broadening” and 
“deepening” of these benefits as described above.

5.5
It is, however, a different point as to which organisation should have 
responsibility for funding and delivering such work. A number of organisations 
(or types of organisation) could reasonably have an interest in the delivery of 
such work:

· Scottish Enterprise and HIE, given the business focus of this work and their role as Scotland’s enterprise and innovation agencies.

· The Local Authorities who now have responsibility for delivery of Business Gateway services and therefore target the majority of the business base in numerical terms.

· Independent organisations with a business focus (e.g. Federation of Small Businesses, Chambers of Commerce etc.)

· Independent organisations with an “equalities” focus.

A case might also be reasonably made for such activity to sit within the Scottish Government’s own enterprise function, depending on the nature of any anticipated role.

5.6
We believe that there are a number of factors that need to be taken into 
account in any such decision:
· The general credibility of the organisation in “opening doors” and influencing other stakeholders.

· The credibility of the organisation amongst businesses as being “on their side” (rather than having any “policing” role).

· The specific client focus of the relevant organisation.

We analyse this decision further in the following matrix. In so doing, it is worth reiterating that the envisaged role has a strong focus on enhanced mainstreaming of this activity within organisations that provide support to businesses in relation to equality and diversity issues.

	Potential organisation or type of organisation
	General credibility in opening doors and influencing stakeholders
	Seen by businesses as being “on their side”
	Specific client focus

	Scottish Enterprise / HIE
	Very strong fit
	Very strong fit
	Strong fit with HIE who target “all” firms. Medium fit in relation to Scottish Enterprise who have less focus on SMEs since Gateway services passed to Local Authorities (although it might be argued that Scottish Enterprise’s focus on “growth” sits well with the type of developmental activities that the Project would wish to promote within firms).

	Local Authorities (which could include a central body such as COSLA)
	Medium fit
	Medium fit
	Strong fit, since Business Gateways only target “the business base” in the Scottish Enterprise area, with Scottish Enterprise retaining the account management relationship with a number of significant businesses, including SMEs


	Independent organisations with a business focus
	Medium fit, unless Project were to have a strong endorsement from elsewhere
	Strong fit
	Strong fit

	Independent organisations with an “equalities” focus
	Medium fit, unless Project were to have a strong endorsement from elsewhere
	Potentially a weak fit if organisation were seen to have an “enforcement” role
	Potentially a weak fit unless organisation gas a strong track record in dealing with a wide variety of businesses.

	Scottish Government
	Strong fit
	Medium fit (in some circumstances might be perceived as having an “enforcement” role
	Medium fit 


In reality, there is no clearly apparent “natural home” for the continuation of this work, given the splitting of client focus in lowland Scotland between Scottish Enterprise and the Local Authorities (Business Gateways). Given the proposed emphasis on mainstreaming of improvements and stakeholder engagement, the potential for this function to sit within the Scottish government specifically or within an independent, business-focused organisation (but with a strong Scottish Government “imprimatur”) are worthy of further detailed consideration. Whatever “home” is found, the necessary support will be required across all partners (particularly Scottish Enterprise, HIE and the Local Authorities) to ensure that the mainstreaming aspect of the work is delivered effectively.

It also needs to be noted that the Project has been funded by the Scottish Government and that no other organisation will have made any budgetary provision for the continuation of this activity.

Recommendations
5.7
The continued market failure and benefits that have accrued to some firms suggests that there is a sound rationale for continuation of some suite of interventions that seeks to encourage businesses to seek commercial benefits from the equality and diversity agenda across each of the three themes of legal, employment and business opportunities.
5.8
We believe that the focus of this should be on the following:

· Continued training and support to advisers within the Scottish Enterprise and HIE networks, including working to embed this within existing programmes such as Premier Adviser.

· Greater focus of this work on intermediaries in the private sector, such as lawyers, trade bodies and other business advisers.

· Targeted events aimed at engaging with firms and other organisations at a local level, building on materials already developed.

· Continuation of a Help Line, in the context of the revised positioning we have described below and with a particular focus on marketing of this through intermediaries; however, this should be carried out in a low-cost, internal and informal manner (as is the case at present).
· Continued networking with other stakeholders to deepen their appreciation of the business benefits of diversity.
We would question whether the broader aspects of external communications (i.e. those that would be focused on affecting a process of cultural change as opposed to supporting specific elements of project delivery) should continue to play a key role as part of this Project specifically.

5.9
We envisage that the current staff complement would be reasonable to continue to pursue this activity but recognise that a dedicated resource may be a requirement to effectively move this work forward within HIE. 

We also recognise that a full Business Case is required which details activities and identifies the associated costs and timescales. Key measurables should be developed according to the following model:

· Specific outputs in relation to: firms attending events, firms receiving support through the Help Line, advisers receiving support, other intermediaries receiving support, other stakeholders engaged with.

· Outcomes that measure improvements in awareness, understanding, capability and organisational behaviour within all of the above groups (the feedback captured in the primary research should form a useful starting point for this.

Taken together, these outputs and outcomes would be seen as SMART (Specific, Measurable, Agreed, Realistic, Timeframed) objectives, for which a robust monitoring and evaluation process needs to be put in place  to track progress and feed into any future evaluations.
5.10
The likelihood is that central Scottish Government funding will be required to 
support this continuation although the required budget is likely to be 
significantly less than the original £1m over two years that was anticipated for 
the EMB project.
5.11
We believe that consideration should be given to this function being continued for a further period of, say, two years and that consideration should be given to housing it within either the Scottish Government’s enterprise function or within an independent “business-focused” organisation but with strong Scottish Government support. Such support will help to achieve the necessary buy-in across partners. The project would need to have a continued partnership ethos, working closely with Scottish Enterprise, HIE and the Local Authorities but also with the wider network of intermediaries and stakeholders that have been alluded to.
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� Scottish Enterprise, Economic Impact Assessment Guidance Note, January 2007; 


� A Smart, Successful Scotland: Ambitions for the Enterprise Networks, 2001


� Business Benefits of Diversity, Approval Paper, February 2006


� Scottish Government – the Government Economic Strategy, November 2007


� Business Benefits of Diversity, Approval Paper, February 2006


� Equality Matters in Business, Bi-annual Report, May 2008


� This information is drawn from attendee lists provided to us by the Project.


� Social enterprises are included under this heading as are organisations such as consultants and lawyers whose motivation may have related to service delivery to clients on equality and diversity issues.


� Examples of “other” organisations include Local Authorities, NHS, Equality Forums, Transport partnerships, Job Centre Plus and so on.


� Attendees from the EMB project, contractors working on their behalf, Scottish Enterprise and HIE are included under this heading.


� Derived from the list of events provided by the Project.


� Equality Matters in Business Baseline Survey, October 2007.


� We have included a number of social enterprises in this definition; a full listing is set out in Appendix 5.
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