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Subject: 

WEST OF SCOTLAND TRADE 

DEVELOPMENT PARTNERSHIP - 
EVALUATION 

T h s  report seeks to inform members of the findmgs of an evaluation carried out by EKOS Ltd ( E c o n o m i a  
Consultants) for the West of Scotland Trade Development Partnership. 

Introduction 

The West of Scotland Trade Development Partnership was launched following local government re-organisation 
in 1996 and provides the international trade development services previously provided by Strathclyde Business 
Development. The partnership comprises of 12 uni- local authorities and 2 local enterprise companies. 

The evaluation reviews the programmes activities and performance during the period from April 1996 to August 
1998. 

The basis of the partnership, is that 5 of the 12 partner authorities have dedicated staff who deliver the 
programme of events for the 12 members of the partnership and small and medium sized companies in the 
former Strathclyde area. Over the period of review, these authorities have organised some 32 events. Organising 
authorities bear the costs of staffing and organising all events, however, non organising authorities contribute to 
the cost of company participation by payng a logistics fee to the event organiser for each company in their 
council area who participate in an event. 

Delivery of the programme 

Responsibility for the promotion of the event programme and the targeting of individual companies currently lies 
with the event organisers. (i.e. 5 partner authorities with de&cated staff. namely Glasgow City Council, 
Renfrewshire Council, East Renfrewshre Council, South Lanarkshre Council and North Lanarkshre Council.) 
Once a company has expressed an interest in participating on an event the local council is then informed. 
Interest is generated through referrals from the enterprise network and through marketing activity. Once the 
company has expressed interest in participating in an event, the local Council is then informed. A company 
appraisal should be carried out prior to approval of participation within the event. Organisers are responsible for 
pre event briefings to companies, arranging group travel and accommodation, purchasing and project managing 
stand build up and break down and appointing freight forwarders for shpping companies samples and display 
kit. 

M e r  an event, each participating company requires to report back to the organiser via post event questionnaire. 
The receipt of t h s  triggers payment of the companies travel and accommodation grant from the local council and 
the payment of the logstics fee to the event organiser. 
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4 

4.1 

Funding 

The programme receives 50% funding as part of the “Business Development for SMEs” Measure w i h n  the 1997 
- 1999 West of Scotland Objective 2 European structural fund programme. The cost for North Lanarkshire, 
excludmg staff costs and net of any logistics fee transfers between authorities during the evaluation period is as 
follows: 

April 1996 -March 1997 552,400 
April 1997 -August 1997 519,800 
TOTAL 572,100 

The total cost of the programme between 1997 to 2000 across the West of Scotland is expected to be 53,746,223 
with an ERDF contribution of 51,415,612. 

5 

5.1 

Evaluation and Research 

EKOS Ltd were commissioned to carry out the programme evaluation after consideration of bids by three 
consultants. The focus for the evaluation was to measure: 

5.2 

6 

7 

7.1 

a) the operational quality and efficiency - this includes quantitative measures such as the number of companies 
participating in events and qualitative assessments such as participants comments on administration and service 
provided. 

b) the impact of the project on participating businesses and especially the additional benefits which are brought 
to the local economy. When an event finishes it takes time for sigmficant business/economic benefits to be 
realised. Orders must be confirmed, service delivered and payment maintained. Establishing the value of new 
orders is usually apparent but assessing the impact on the business can be more difficult. 

c) to establish a mechanism for the creation of impact measurements as part of quarterly monitoring reports to 
be submitted with claim for payments of ERDF grant. 

The consultants responded well to the brief and their evaluation tackled each of these issues. Given the size of 
the geographcal area and the number of partners involved the evaluation process is not straight forward. There 
is still some ongoing debate among partners about the conclusions reached withm the evaluation. Having 
considered the findings, the Economic Development Unit accepts and intends to use the findmgs of the report as 
a basis for reviewing the programme. This review is the subject of a separate report. 

Executive Summary & Recommendations 

The main findings of the evaluation and recommendations are reported in an attached executive summary 
(appenlx 1). 

Conclusions 

The evaluation has highlighted a whole range of issues whch relate to poor performance of the programme, 
question value for money and a lack of monitoring systems of the programme. The West of Scotland Partnershp 
are still considering how they will respond to this, however, the Economic Development Unit have already 
agreed with the Lanarkshre Export Partnership a number of steps which they intend to take which will tackle 
the shortcomings hghlighted in this report and are presented in an adbtional report for your consideration. 
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8 Recommendation 

8.1 It is recommended that the Committee: 

a) note the content of the report and 
b) accept the findlngs of the evaluation. 

Stanley C Cook 
Director of Planning & Development 

For further information please contact Caitriona McAuley, Senior Marketing & Policy Officer. 
Telephone : 01236 616279 
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The evaluation has identified a number of important process related themes from 
conducting the company survey and consulting with Programme partners. These 
are: 

3 few authorities outside of those with an organising role are actively promoting the 
programme of events 

3 there is wide variation in practices regarding company appraisal and selection 
among partner authorities 

few companies are asked to set targets for the outcomes of participation and on- 
going monitoring of company performance, post-event, does not take place 

3 there is a lack of integration of the programme with other business support 
functions within council economic development departments, and with Local 
Export Partnerships (LEPs) 

3 a lack of management responsibility for the Programme has led to partner 
dissatisfaction with respect to events attended and sectors targeted for 
participation 

PROGRAMME PERFORMANCE 

The following summarises the Programme performance: 

Events and ParticiDants 

266 participants have been involved in the 32 events organised by the WSTDP, 
comprising 181 unique companies 

sj GCC organised events accounted for 35% of total participation 

3 Of the 266 participants, 31% were companies based within the organising 
councils' own areas 

sj 73% of companies have participated in only one event during the period of review 

3 only 63% of the targeted number of companies were assisted and only 73% of 
the targeted number of events were staged 

7 

-1 



105 

Proararnme Costs 

The following summarises the key findings of the quantitative assessment of the 
WSTDP Programme for the period under review. 

3 total eligible programme expenditure between April 1996 and August 1997 was 
€661,300 and this attracted 50% ERDF support 

3 the average total public sector cost per event is estimated at f27,700 or €16,600 
net of ERDF support 

3 the average total public sector cost per participant was €3,700 or f2,200 net of 
ERDF support 

3 the average total public sector cost per company assisted was f5,400 or f3,300 
net of ERDF support 

3 92.5% of total costs are borne by the five organising authorities 

Proararnme Outputs and Impacts 

The Programme has generated a range of economic benefits which are listed a$ 
follows: 

= an increase in export sales of between f2.003 million and €2.026 million 
-.- . . _. 

5 additional export sales have generated between 47 and 48 gross FTE jobs 

2 net additional exports for the population of companies as a whole was estimated 
to be between f2.5 and €2.9 million 

3 the Programme is estimated to have generated between 85 and 100 net 
additional FTE jobs 

= the net cost per additional job is f9,300 for all public sector support 

The overall performance of the Programme highlights some areas for concern. 
There is evidence that the Programme is lagging behind its forecast targets. This is 
due to a failure to achieve forecast activity levels and has thus had a knock on effect 
on the number of participant companies, the levels of gross and net outputs and 
impacts to date. Other factors contributing to the above include the following: dead: 
weight was assessed at 43%, and may reflect in part, the variable level of appraisal 
effort that is extended. In addition, many companies who reported that they had not 
benefited from participation indicated that their participation was not wholly 
appropriate. Low market penetration also points to unsuitable events, poor targeting 
and poor Programme promotion. 

- 

.. 
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CONCLUSIONS AND RECOMMENDATIONS 

Our overall conclusion is that there are benefits and economies of scale to be gained 
form adopting a collegiate approach to international trade development. However, it 
is crucial that the detailed delivery mechanisms and programme operational 
arrangements are efficiently managed in order to maximise the performance of the 
programme. 

Our recommendations are summarised under the following headings: Programme 
delivery, and monitoring and evaluation. 

,, 

Proaramme Deliverv 

3 responsibility for company targeting should lie with all partner councils, not solely 
event organisers 

= the content and method of company appraisal must be reviewed and should 

= there is a need to appoint a Programme Manager with responsibility for liaising 

integrate with other council business development support, and LEPs 

I) with all Partner authorities 

a in order to improve market penetration rates, company targeting and content of 
the event programme, a comprehensive market survey of companies in the 
Programme area should be conducted 

= given the evidence of disproportionate costs being borne by certain partner 
councils, we recommend that the WSTDP consider alternative methods of 
funding each event 

._ - - 

Monitorina and Evaluation 

The evaluation has highlighted a serious lack of monitoring data, as evidenced in our 
difficulty in obtaining accurate data for the purpose of the evaluation. In addition, 
adequate monitoring systems require to be put in place as soon as possible in order 
to be able to evaluate the Programme for future European funding applications. Our 
detailed recommendations are to be found at Chapter 6. 0 

. .  

- .  . .. . .. 
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6 RECOMMENDATIONS 

6.1 INTRODUCTION 

This Chapter summarises our recommendations and are presented under the 
following headings: 

- Programme delivery; and 

- monitoring and evaluation. 

6.2 PROGRAMME DELIVERY 

6.2.1 Process Issues 

1. More effective targeting of companies in ‘ the Programme area  needs to b e  
undertaken. Current methods a r e  far from comprehensive and the perception is 
that certain local council a reas  a re  not being fully exploited. 

a 
We recommend that all partner councils must become actively involved in 
identifying appropriate local companies for potential participation in 
specific events; ownership of this task should be passed from organisers to 
all partner councils. 

2. As highlighted in Chapter 3, Section 3.4.3, there a r e  concerns relating to the 
consistency of the company appraisal and appraisal methods employed. These 
concerns a r e  allied to the Programme’s lack of integration with internal council 
business advisers, LEPs and other providers, as well as the method employed. 

We recommend that ownership of the company appraisal lies with business 
advisers within each partner council or resources within LEPs. In addition, 
all appraisals should take the form of a face-to-face interview with the 
company and should be integrated with a more general investigation of a 
company’s support needs. 

W e  feel that individual event organisers d o  not have the time to carry out this 
important part of the company selection process. T h e  organiser resource should 
be dedicated to  event planning and organisation. There may be a n  issue about 
the appraiser‘s knowledge of specific geographic markets but liaison with 
organisers should help address  this, as well as encouraging integration of the 
Programme with other business development support offered to companies by 
councils. It should not b e  forgotten that in many cases business advisers are 
already familiar with companies applying to participate on the Programme. 

3. As reported in Chapter 4, section 4.4, there is a lack of consistency in the 
content of the company appraisal, which has implications for the availability of 
company monitoring information. 

45 
EKOS Limited 
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Our recommendation is that an appropriate set of appraisal criteria is 
agreed between Partners and implemented consistently in all councils. 

This must be addressed by the WSTDP to ensure that appropriate companies are 
being selected for and supported by the Programme, as well as ensuring that 
future Programme outcomes are robust. 

4. As highlighted in Chapter 5, section 5.2.4, there was a wide variation in the 
number of participants per event. This ranged from two to 17. 

Bearing in mind DTI guidelines, we recommend that minimum company 
participation levels are set for exhibitions and trade missions at six 
participants. 

6.2.2 Future Developmental Issues 

1. Management responsibility for the programme has been identified as an issue for 
the WSTDP at various points in this report. (see Section 3.5). 

We feel, therefore that there is a need for a clearly identified individual to be 
appointed to manage the Programme at the strategic level. 

As well as giving the Programme a sense of direction, this would serve to re- 
engage the nonsrganising partners which have clearly distanced themselves 
from the Programme. 

2. The concerns consistently raised about the Programme design and development 

serve the needs of the company base in all council areas. The annual planning 
process needs to formally involve all partners to ensure buy-in and co-operation 
for subsequent targeting and recruitment for events. (see Section 3.5) 

must be addressed in order to produce a more appropriate Programme which will __ 

A regular forum, where partners' representatives can discuss and review 
the management of the WSTDP and the Programme content, should be 
organised and put in place as soon as possible. 

3. As a starting point for improved targeting methods and Programme design, we 
recommend that a comprehensive market survey of companies in the 

.. - Programme area should be conducted. . . - -  - 

This will inform a review of current Programme events and sectors targeted, as 
well as identify potential new participants for future Programmes; results should 
be the basis for a centralised marketing database for the Programme. As 
discussed in Section 3.4.1, the imminent LEPs/STI exporter database may be a 
starting point for this exercise. 

4. Following on from recommendation number three above, we recommend that 
the Programme Partners formalise their policy on the type of companies to 
be targeted, i.e. new exporters, passive exporters etc, within appropriate 
sectors. (see section 3.4.2). 

This will further improve the targeting of the Programme, aid Programme design 
and thus maximise the benefits delivered to companies, as well as increase 
Programme effectiveness. 

46 
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5. As discussed in Section 3.6, and highlighted in Chapter 5, section 5.3.2, some 
organising councils have raised the issue of value for money and the 
disproportionate cost borne by some of the organisers compared to others, and 
compared to non-organising councils. In order to ensure ongoing Partner co- 
operation and continuation of the programme at the West of Scotland level, we 
recommend that Partners consider alternative methods of funding each 
event organised. At the minimum, consideration should be given to 
ensuring that non organising councils bear the true costs for companies 
sponsored. 

6.3 MONITORING AND EVALUATION 

6.3.1 Proaramme Data 

1. There is an immediate need to review the details held centrally. There are 
inaccuracies in the activity information available on basic features of the 
Programme such as the number of participants. 

We recommend that a final list of participants on each event for which a 
claim has been, or is, submitted is returned to the Programme 
Administrator. This must cover all events and activity including that 
sponsored by participating LECs. 

2. The company database currently forms an inadequate basis for monitoring. More 
detail is required. 

We recommend that the Partners make it mandatory that claims are 
accompanied by confirmed lists of participants and that these lists identify: - 

- the name and address of the participant company; 

- its sponsoring authority; 

- whether or not the company has received financial support from 
its sponsoring authority for that event; 

- the amount of financial support that company was provided with 
towards travel and other costs; and . .  _ _  

- any contributions the company made to logistics or other costs, 
and to travel costs, separately. 

3. Data are not held currently regarding basic characteristics which will inhibit future 
monitoring and the final Programme evaluation. 

We recommend that the minimum characteristics which the database 
should capture are: 

- productlservice sector (using SIC 92 codes); 

47 
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- level of sales for the last financial year for which full data are 
available; 

- value of export sales (all sales outside Scotland and overseas 
separately) for the same year; and 

the number of full time and part time employees at the time of 
participation. 

- 

6.3.2 Programme Monitoring 

1. Chapter 5 has identified a need to implement procedures to follow up companies 
and to assist the preparation of quarterly reports. The scope of quarterly reports 
need only extend to financial and activity information. Provided central information 
is improved then this level of monitoring will be relatively easy and low cost. These 
reports should also be disseminated to partners. 

e We recommend that quarterly reports are prepared and circulated to all 
partners, covering: 

- levels of eligible expenditures and cumulative progress towards 
the expenditure targets for the 1997/1999 Objective 2 
Programme; 

- number of events over the previous quarter along with details of 
cumulative progress towards ERDF targets. Individual event 
costs should be identified for those undertaken during the 
previous quarter; 

- number of participants, broken down by event, and cumulative 
progress towards ERDF targets; and 

- number of unique companies assisted over the previous quarter, 
and cumulative totals. 

2. New European Commission guidance on monitoring Objective 2 Programmes will __  

require regular reporting on outputs. In the current context this extends to the 
targets established for export sales, and gross direct jobs. There is little alternative 
to regular surveys of participant companies. This could make use of an amended 
postal questionnaire similar to that delivered as part of this study. - 

We recommend that an annual monitoring survey is undertaken of all 
participants over the previous year. The first survey should be scheduled for 
March 1999. Questionnaire design should be agreed in consultation with the 
partners, and delivery should be the responsibility of sponsoring authorities. 
All completed questionnaires must be returned for central processing, 
analysis and report compilation. 

48 
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The quantitative information requested must cover: 

- overall performance over the previous year, in terms of sales, 
exports and employment; 

estimated scale of export and direct employment benefits from 
participation; and 

- 

- details of any joint venture or other arrangements secured while 
participating in events 

3. Annual monitoring surveys can also generate information on qualitative aspects of 
the Programme. This information is useful to informing authorities needs to satisfy 
Best Value requirements, as well as future event targeting and design. 

We recommend that as part of the annual monitoring survey, information is 
collected on participants': 

- satisfaction ratings of the services delivered; 

- views on appropriate events in future; and 

- other support needs. 

4. There is a need to inform Partners of the results of the annual monitoring survey, 
to help them assess the benefits of the Programme and on future use. 

We recommend that the results of annual surveys are circulated to all of the 
Partners, and discussed at the recommended forum. Wherever possible, 
results should be broken down by unitary authority. 

5. To encourage company co-operation with data collection we recommend that 
companies are made aware that providing access to performance data is a 
condition of funding support. _ _  . --- 

6.3.3 Taraets 

1. Chapter 5 has demonstrated that some of the Programme targets will need to be 
revisited in light of progress to date. In particular, activity, output and cost 
effectiveness levels seem over ambitious and the likelihood is that these will not 
be achieved. 

We recommend that the partners revisit the Programmes targets at the 
earliest opportunity and re-cast these in light of current plans and the 
results of this study. 

EKOS Limited 
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