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South East Business Innovation and Growth Evaluation
Summary and Conclusions

Summary and conclusions

In April 2011 the South East England Developmeneray (SEEDA) commissioned SQW to
evaluate the South East Business Innovation andi@nprogramme (Innovation and Growth
Teams (IGT)). This report provides a summary offthdings and the emerging conclusions
of the evaluation.

The IGT programme...

Driven by the over-arching aim to maintain the $dgast's position as a world class region,
and in particular the need to ‘invest in succetb®,South East IGT programme was launched
in 2009/10 to: “unlock the potential in businesaéth real global ambition through targeted
support in order to drive economic growth in thetBdEast™.

The IGT programme was to be delivered by eightregfienal partnerships that were either a
formally constituted partnership organisation akéd together by an agreed shared purpose.
The eight teams were:

. Buckinghamshire and Milton Keynes

East Sussex and Brighton & Hove

. Gatwick Diamond and West Sussex
. Kent and Medway

. Oxfordshire

. Solent

. Thames Valley

. West Surrey and North East Hants

These partnerships were responsible for puttinglate a team of experienced business
advisors and experts able to deliver high qualifgp®rt to businesses —of varying sizes and
stages of development — on a day-to-day basiss imbiuded SEEDA funded support, as well

as other sub-regional and local services — alllitivwere delivered under the “Solutions for

Business” national brand. These partnerships eaohs were established with the specific
objectives of:

. developing a broader approach to innovation
. targeting the top 2,000 high growth potential basses in the region
. raising the levels of business to business colktimr and knowledge exchange

! South East England Development Ageriggveloping communities of innovation to stimulateremic growth
— Invitation to Apply for Grant FundinfAugust 2008)
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. bringing together the local drivers of innovation.

SEEDA originally allocated £20.5 million to delivéinese objectives across the eight sub-
regional teams. However, the decision to close [FkEesulted in a curtailment of the
programme from July 2010, with final closure in Aigg2011. Consequently the budget was
substantially reduced from £20.5 million to £11.@lion. This premature closure of a
programme, that was originally expected to runtfoee years, had a clear impact on the
achievements of the programme, curtailing momentbat was beginning to build and
interrupting structures and procedures that weggnbéeng to be optimised. In particular, for
those IGTs that had started relatively late, thes@nges meant that not only were they in
operation for less than one year, but that year ehasacterised by budget cuts and related
recruitment freezes.

The UK economic recession that started in late 20Q0&t as the IGT programme was being
launched — also had implications for the programasethe slow-down and contraction in
economic growth meant that a number of potenti@ntd struggled to survive — let alone
grow.

However, despite the reduced resources, limitegtidie of the IGT programme and the
serious economic recession it has been possihildgetdify a number of findings about the
operation, delivery, impact and value for moneyhef IGTs.

..Its operation

Across the range of different partners and stakihslconsulted there was consensus that the
IGT programme had been based on a strong ratioadidressing a multi-faceted market
failure that limited the growth potential of compasof all sizes. The programme’s intention
to move beyond supporting lifestyle businesses spetifically to target those that could
significantly contribute to the economic compestiess of the regional economy was
particularly welcome. The programme’s focus on dowtion and collaboration and to
establish communities of innovation were widelyrsas vital components to both the success
of the programme and local partnership working Ioelydhe lifetime of SEEDA. The
programme itself was also felt to have been paditiinformed by other previous business
support programmes (most notably the Enterprise ptagramme).

Perhaps the only major concern with the programmlgianed operation was whether it was
ever going to be feasible to work with 2,000 higbvgth potential businesses as there was
some uncertainty if there was even 2,000 high dndwisinesses in the south east, and that
even if there were it was never going to be posgibengage them all.

The partnership approach was seen as an effectamsrof delivering high-quality business
support as it helped bringing together the key ligtayers and created a ‘team’ with the
necessary breadth and depth of experience; thasieqrange of skills, competencies and
knowledge; and the capacity to be able to ideratifg work towards addressing needs. The
partnership approach was also attributed with redutocal competition between support
providers; creating a broad but complimentary kralge base on which to draw; adding
credibility and legitimacy to delivery by enablingsues to be addressed by the most
appropriate organisation; and providing access touah wider network than would have
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otherwise been possible. The membership of thegrhip (as opposed to its structure) was
seen as key to its effectiveness, both in termghaf was involved (which varied between the
eight IGTs) but also how they were involved, anéititommitment to making the IGTs a
success.

Similar findings were also true of the deliveryrteawith partners and stakeholders noting in
particular the complementarity of the skills helddifferent team members; the commitment

of the team to delivering the most appropriate effielctive solutions to their clients; and the

credibility of their experience and skills derivie|dm direct involvement in the management

and operation of a business. As a result, theeot&ls of the teams were widely regarded as
one of the strengths of the programme.

...Its delivery

Across the consultations and electronic survey wittide range of partners and stakeholders
there was extensive feedback on the effectivenktiseadelivery activities — with six broad
points emerging:

. across all eight IGTs, support to businesses wagiged, within the context of the
five national Solutions for Business (SfB) productsa tailored and bespoke way,
directly addressing the specific needs of individili@nts. This required a significant
investment of time to understand both what cliemésited and what they actually
needed (with the two often being different as malignts needed help and support
with issues they had not been aware of). Thisstment of time and human contact
was seen by some as central to the programme’stigfaess. It did however make
the unit cost of delivery expensive;

. Whilst the support was delivered in line with thi& $ortfolio, it was tailored to the
individual needs of businesses. This approach felado set the IGT apart from
other public funded business support provision. T3f8 products were never
explicitly referred to and the portfolio directokgre not put in a position of having to
‘sell’ a particular business support product butlddocus their energy on delivering
the most effective solution for their client;

. the IGT programme’s client base has as a whole fm®rsed more on pre-start and
early stage companies (with less than £1 million)aver rather than larger and more
mature businesses — which were felt to have begnifisantly harder to engage than
expected. A range of different reasons were gfeenvhy this might have been the
case, the most common of which were: doubts abdtiver the offer contained
services of interest to large companies. Equallyats felt there was a general
reticence about public sector business supporadadk of credibility amongst larger
organisations; and difficulties in engaging withgler companies

. it was apparent across all of the IGTs that idemgf high growth potential in
companies is difficult, especially in smaller ptars companies (which formed a
large share of the IGT client base). Identificatiof clients relied solely on the
judgement call of the relevant portfolio directand while on balance consultees
argued that the experience and competence of teambers enabled them to make
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appropriate decisions about selecting client corngsanothers reasoned that the
imperative of recruiting companies at the requiaaget levels may have meant that
companies without strong growth potential were dthi

the IGT programme relied heavily on partner netwdidr the referral of clients —

something that was not the intention at the outfé¢he programme. In accordance
with the principles of the SfB framework, Busindssk was to act as the primary
access channel for the IGT programme. For a numiberasons this did not happen.
Also, IGTs were not permitted under the SfB framdwto market their services. So,
in order to fill this gap the teams had to presavilg on their partner networks to

ensure that a suitable flow of quality referralsemething that, while it took up a
significant amount of time and effort, was felthave paid off eventually.

...Its impact

In terms of the quantitative impacts the evaluataentified the proportion of benefits which
could be considered additional as a result of @iE $upport. The regional net impact of the
IGT programme has been estimated at an additiaB@8Emillion of GVA to the regional
economy and an additional £72.5 million of investinmised for businesses in the South

East.

In addition it has also been possible to identilyrough various anecdotes and client
testimonials a number of qualitative impacts ad®@ik programme was considered to have:

provided highly valued support to companies, asklng long-term underlying
issues rather than short-term symptoms (such asracpsh flow)

raised investment for high growth companies throaglombination of working with
individual clients to improve their investment resss and improving linkages into
angel networks and the wider funding landscape

increased the speed of growth in terms of GVA, lewd investment and size of
business

improved the survival chances of clients by prawidaccess to services that they
would not have been able to fund themselves; ptpilie role of critical friend; and
mentoring and coaching them through a period ohgba

helped to build and nurture an innovative commuratross key partners and
companies

created belief in the value of business support @refcome the scepticism about
engaging with public sector support.

...Its value for money

Based on an assessment of the effectiveness, eganmirefficiency of the IGT programme
the IGT programme has broadly been good value tovayp. The programme has delivered a
positive return on investment, albeit at a hight gost and with mixed performance in terms
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of the outputs delivered. However, comparison$ wither similar programmes show that
this result is typical for RDA investment in entésg support.

...Its Strategic Added Value

The IGTs have added strategic value in the Soust iBaboth different forms and different
ways. In terms of their leadership and catalytte rthe IGTs were seen to have driven
forward the development of business networks amdnaenities of innovation. With their
focus on peer to peer networking and creating aenmmhesive funding landscape also
considered to have had a catalytic impact on basiggowth. The programme was also
attributed with a valuable leadership role in thegagement with and enhancement of
business angel networks and banks.

With regard to synergy and engagement, the IGTsewdought to have improved
relationships with and access to various intermestiaensured greater alignment across the
myriad of different business support providers — some cases resulting in greater
collaboration; created a process of two-way refdretween partners; and ensured that there
is a shared view across partners of the need fmosupigh growth and innovative businesses.
It is early days but there is some evidence thatfticus of the programme and its delivery
model have raised awareness and understanding athenig=Ps of the issues facing high
growth potential firms and also on the best waypmviding and focusing business support
for them. The learning from the IGTs has also fad BIS’ thinking in relation to its soon to
be launched Business Coaching for Growth programme.

Conclusions

Through this evaluation we have been able to drenfdllowing conclusions about the IGT
programme:

. identifying high growth businesses is difficult particularly when they are at a pre-
or early-start stage. While the general consensas that theexperience,
competence and intuitionof the team members enabled them to make apptepria
decisions around the selection of clients tkkills could have been supported with
the use of relevant dad. It is the intention of the soon to be launclBesiness
Coaching for Growth Programme to combine a dateedriapproach with personal
expertise and given the experience of the IGT @nogne this is commendable

. for some IGTsthe imperative of recruiting clients — coupled with the difficulty of
identifying high growth businessesteok away from the focus of only working
with high growth innovative businesses IGTs became caught up in the ‘numbers
game’ as theachievement of targets became more important thathe original
rationale for the programme to: “unlock the potential in inesses with real global
ambition”

. the limitations imposed under the SfB framework, in particular the resimits on
IGTs marketing their services, haaiplications on the ability of the IGT's to
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engage customersesulting in IGTsstruggling to achieve the level of referralghat
enabled them to be truly selective about who thegked with

the positive return on investment delivered by the IGT programmmould have
been increased if the high unit cost of delivery lthbeen reduced This is not to
say that the programme should have lost its focubespoke, tailored support — this
was one of its unique selling points (USP) — btiherit could havemproved its
cost-effectiveness with greater ‘commaoditisation’ fothe support provided making
better use of diagnostic tools, standardised swigtiand the provision of training
programmes (as some IGTs did).

further efficiency gains could also have been madarough working with groups

of companies with similar issues and need#\n approach that would have also
enhanced the delivery of peer-to-peer support aglgeld foster communities of
innovation — another of the programmes USPs.

the unit cost of delivery could have been further redued by delivering the
programme through a more centralised, regional teanworking with a number
of local expertsrather than eight separate teams each with their associated
infrastructure/back office

there wadittle collaboration, formal learning or indeed shaing of good practice
between the IGTsand the initialintention of each IGT leading on a different
specialist topic did not work In part this was due to the premature closurthef
programme and the impact that this had on fordiregdelivery teams and associated
partners to look inwardly and protect their ‘asset$lowever, it does raise the
guestion as to whether such a devolved approadhesmost effective use of
resources and knowledge

each of the IGTs took different approach to engaging large companies and
seeking to drive forward a process of open innovaih. For some thehallenge of
engaging and working with large companies was tooignificant a barrier —
notably harder than originally expected. However,otherswhere they were able
to engage larger businesses there were significanenefitsto smaller companies,
particularly in terms of supply chain opportuniti@sd networking. Had this good
practice been better shared across the IGTs (seegimve) the benefits could have
been maximised

the IGTs have helped talevelop and foster sub-regional communities of
innovation. The partnership approach has achieved what ibweto do as it not
only created an effective and experienced delivery teaibut it helped to reduce
local competition between solutions providers and d&d a catalytic effect in
creating a sub-regional network and knowledge basén doing so the IGTs have
provided access to a much wider network than woulchave otherwise been
possible(including various intermediaries such as banks aswbuntantsas well as
helpingfoster a level of trust and respect between partnerand businesses that
will be retained beyond the lifetime of the IGT
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. through theprovision of tailored business support, the IGTs hee provided highly
valued support to companiesthat hashelped them to address long-term
underlying issues rather than just short-term sympbms In doing this the IGTs
have also created — or rekindletbelief in the value of business suppoithelping to
overcome a widespread scepticism around engaginiy mblic sector support.
However, despite this there is a danger that tAHeg@gramme — and others like it —
have actually‘spoiled’ the business support market as it has ceded an
expectation that support it free and reinforced a eticence and reluctance to pay
for it

. the quality of the delivery team has been one of thergingths of the programme
The teams not only had the necessary support, t@aeimd mentoring skills but
many of thenremained directly involved in the management and ogration of a
business This gave them aredibility and respect with clients and was centrhin
building trust and openness

. themembership of the delivery partnerships rather thanthe formal structure of
the partnership was the greater driver of effectivaess In particularwho the
members were and how they were engaged as this whg central determinant
in not only how committed they were to making the GT a success but the extent
to which they could make it happen
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