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	Project Title: COMPASS – Community-based Business Support


*
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Background
	At each point of the compass throughout Devon, to embed a Start-Up and Micro SME support service in the most disadvantaged communities, so that by becoming part of those communities, individuals will have the confidence and trust to engage, develop their confidence and skills and develop business action plans that will be viable for the future’s developing economy.

To grow both new and established businesses can only be achieved effectively by raising the skills levels of the people involved.  This has been the primary lesson from the Devonport Business Support Service (DBSS), which has been one of the most successful Enterprise Support projects in Enterprise Plymouth’s (EPL) 24 year history.  It has developed a trusting relationship with Devonport Regeneration Community Partnership (DRC P), the funding agency and the project’s performance has proved to be and is increasingly, spectacular.

We believe that if the finance is available, the programme will transfer to the rural areas of Devon, building on EPL’s experiences in the Urban context.  Funding is being sought from the four LAGs, Devon CC as well as PS4D.



Briefly explains the context of the project and why it is needed and where the idea for the project initiated from. .Including the proposed source(s) of external funding.
Project Objectives
	DBSS has increased the business population in its area by a factor of more than 70% and that rate of increase is rising after more than three years’ work.  It is not only testimony to the drive and energy of those involved, but also to the underlying work & enterprise ethics of the people concerned, but it is essential to allow a long term approach which allows the delivery agencies to embed this new approach to business support within each community.

Its scope can spread across the Pre-Start, to Start-Up as well as Micro SME support.  All businesses employing fewer than 10 people will instinctively relate to the provision.  The project’s success is due to having the service based in the heart of the community, with both the Lead Adviser and a supporting Administrator embedded within, who become a part of the area’s fabric.  They deploy a range of ‘tools’ that encourage engagement:-

· Every business is visited personally every month (apart from those trading from residential properties)

· Low cost grants are available within specific criteria to support both Start-Ups (for important issues such as Insurances, Licensing, etc) and SMEs already trading (for Marketing, Training & Legalities)
· A Business Forum (Development Group) is created that connects SMEs with FSB, Business Link, etc

· Events for networking and skills development

· Increased levels of communication via newsletters, minutes, etc



Outlines the objectives of the project. What is the project intended to achieve?

Scope of the Project
	COMPASS will directly serve important priorities of Devon’s LAA, especially LAA 14, 15(b) & 19.  Its operation will cover each of the four LAGs, with the potential to attract support from Somerset for areas such as the Blackdown Hills and Wellington.  Coverage will focus on the priority areas of:- 
TORRIDGE & NORTH DEVON - Barnstaple, Ilfracombe, Bideford, Rural Torridge, Westward Ho!

GREATER DARTMOOR - Princetown, Bere Alston, Ashburton, Buckfastleigh, Totnes
BLACKDOWN & EAST DEVON - Tiverton, Honiton, Axminster, Seaton, Exmouth

SOUTH DEVON COASTAL – Dartmouth, Kingsbridge, Salcombe, Dawlish
The service is established in the heart of each community, with the attraction of grant funding being an important engagement tool – the ‘Ice Breaker’.  But the Lead Adviser and a supporting Administrator embedded in the respective areas and the outreach they provide is fundamentally important and highly valued.  From this DBSS was able to build a more accurate database and was able to develop the businesses as a distinct ‘community’.  Through the Business Development Group businesses are able to work with and recognise each other and are encouraged to use each others’ services. Networking is key to allowing SMEs to grow.

The service offer will bring together the businesses in different parts of the LAG and encourage increased contact.  Minutes are distributed by hand bi-monthly wherever possible by the Lead Adviser and this maintains the programme’s contacts with the SMEs.  Being regular visitors, the background knowledge of what grants and advice they have had previously helps them to foster a good working relationship. 

Links with DBSS are obvious, but the linkages with the Business Link service will need to be carefully forged, BL will doubtless find the service useful for referrals, but may well require qualification.

In W Devon, there are opportunities to link up with the Business Improvement through Skills & Training programme (BIST), funded via DRP & WDBC.  Making it Local is presently funding Building Sustainable Business Networks in the Eastern part of the County.  Both these programmes are being delivered by WD BIP.



Identifies what is likely to be included in project, and areas not covered by the project. Which areas of work/activities will be included? Links with other projects?
Expected Outputs 
	On a comparison with Devonport, which has a population of circa 4,000, there are 130 businesses now trading, compared to 92 registered with DRC P 5 years ago.  Of those 92, 20 have since then closed down or moved away.  Thus a business stock increase in excess of 70% has been achieved.  In September, 8 new start-ups were registered, the highest ever monthly achievement.

42 Businesses have received a Business Start Up Grant, the average Grant drawdown is £897.54. Of the 42 businesses only 5 have ceased trading, usually for personal reasons rather than business. 

Only 1 of these has left the area as they had to relocate because they were unable to find suitable premises in the Devonport area.  5 of the 42 went on after at least a year of trading to apply for a Business Support Grant to further expand their business opportunities.  17 businesses were in the Service Sector, 11 in Retail and 14 in Building and Construction.

In all, 86 businesses have applied for a Business Support Grant since they were first implemented in 2004. DBSS took over the grant process in March 2007 and has processed 53 grants averaging £2,417.09. 27 of the businesses are in the Service sector, 19 in Retail and 3 in Building and Construction.

Of the businesses supported through the grant process by DBSS only 3 of the businesses are no longer trading. Business Survival rates surpass all known national averages.  

In addition, each LAG should ‘get’ a monthly Development Group meeting, thereby opening the doors not just to networking and higher contact levels, but also to training and development opportunities.  From these sessions, we find that the businesses 
The Lead Adviser in each LAG will produce a monthly statistical report, there will be an informal monthly project meeting with all Advisers and Administrators making an input, from which the Project Manager will produce a summary statistical report with accompanying narrative each quarter.

It is valuable to create a regular schedule of meetings with funders, to consider the reports submitted.  This can be quarterly, (ideally six-monthly) and/or annually.  Contact with DEP & PS4D groups will continue as now, but with greater focus.


This section should describe the main outputs of the project. These are normally described as actual products delivered such as a Report or a policy or an event.   
Constraints
	Constraints on resources are what we are constantly managing.  Our Advisers undergo regular accreditation via the SFEDI National Standards and we tap into professional development opportunities as often as possible.  
Allowing for 0.3 FTE for delivery & Project Management is a figure that we constantly wrestle with, dependant on the phase the project has reached, the demand can actually be far higher.  Again that is something we are used to managing.

Other resources deployed are expected to be fully assigned to each respective LAG, but there will be strains from time to time, with a possible cross-over to another area to meet excess demand, or a requirement to create a demand that is not yet apparent.  Again, we should expect this to be something to manage.
If the funding is not available as applied for, the inevitable consequence will be a cutting back of the basic service provision.

When establishing a new service, there are often unique and peculiar costs involved, which should not be the case in this instance.  Of greatest interest is that during the life of DBSS, EPL has developed a web-based data management and reporting system that has cost (other funders) in excess of £200,000.  It is intended to deploy this system immediately with all Lead Advisers and Administrators in each LAG, to ensure better communications and reporting.
It will also be a reporting and recording mechanism the other delivery partners could have available to them for their everyday work as well as being involved on this project’s delivery.  Although it will remain ‘home-ported’ in Plymouth, it is web-based and is therefore capable of live adoption in other partners’ organisations.

Thus a potential constraint is overcome and turned to everyone’s advantage and a major cost is already funded.




This section identifies any constraints on the project. This may include time, resources, budget, national standards that need to be adhered to and any llegal requirements.
Business Case
	1.1 Strategic alignment

This programme sits alongside Business Link provision.  It links with other local provision that one of the delivery partners is already providing.  We recognise that SWRDA has a statutory obligation to provide and fund the Business Link core national offer in the South West.  The Core Service is bound by the provision of a nationally consistent and integrated IDB service that is available to existing SMEs and people considering starting a business.  

For almost 4 years EPL, through its subsidiaries was responsible for the management and delivery of the Business Link Start-Up Service across Devon.  We submitted regular weekly updates on progress of the programme through the Business Link e-Partner portal. We will work closely with Business Link and their IDB model and link wherever possible to mainstream and any other existing services. EPL will seek to negotiate an updated SLA with Peninsula Enterprise (Business Link) to identify and commit to a suitable referral methodology.

In addition to our specific experience of having successfully reported programme progress updates and reports to Business Link over a period of several years we are confident that we have had sufficient experience of capturing and recording data from clients to provide comprehensive progress reports as well as formal evidence of the achievement of outputs.

By using the delivery partners proposed, the links with District Councils is assured, as they are all supported by the respective authorities.  The Devon Economic Strategy seeks to:-
· Achieve sustained investment in business infrastructure and communications – people creating new businesses or developing the SME they already own or manage will be creating new investment in their businesses and will be encouraged to do so by the grant regime on offer.  The programme will also directly support better communications through developing new means of networking and communication. 
· Tackle worklessness and economic exclusion and disadvantage – the programme will provide this, especially to those considering starting a new venture, who might otherwise remain workless or economically inactive. 
· Provide co-ordinated support to unlock the economic potential of our most disadvantaged communities – by supporting the embedding of a service within those communities, co-ordination and co-operation will be assured by the activities of the Lead Advisers and the Administrators.
· Develop and harness skills to achieve a competitive economy – regular contact with the smaller, newer business ensures their development is monitored.  Thus any requirements for skills development are spotted early and can be effected by suitable interventions.
· Encourage business start-up & growth by promoting enterprise and improving productivity through promotion of innovation and development of the knowledge economy – new opportunities to support start-ups will come from the contacts and networking undertaken by and with existing SMEs. By closer contact being encouraged with Owner/Managers of established SMEs, encouraging them to be more enterprising, it is proven that this community-based approach works and continues to work on a long term basis.
It can be expected – as in Devonport - for COMPASS to reduce benefit dependancy, increase community spirit and the pride the people of each area will feel in being a part of their community.

Other (non-economic) consequences will result; for example, strong links have been established between the Healthy & Safe strategies developed by the Plymouth Local Strategic Partnership (Plymouth 2020) with the DBSS programme.  In particular, local Community Support Officers now work closely with the Licensed Traders and Community Health Workers within DBSS, where it is possible to effect a close linkage of programmes that services each of the respective strategies.
As the proposed delivery mechanism is built on the foundations of the Local Enterprise Agencies that still exist in Devon, the project is likely to have the ability to establish itself quickly as they are already well-rooted within the respective areas.  A quick analysis of the Options available follows.



	Option
	Consequences

	1.

Do the minimum - limited advertising and promotion - try to drive enquiries to an existing portal
	Low costs, quick implementation due to established resources.
Less resource intensive, but potential overload of insufficient resources.
Buying into established practices, without a change in investment levels.

Results will be poor and end up with people being referred inappropriately, businesses confused and resentment regarding ‘the cheap option’..


	2.

Reduced scale - Go virtual with new dedicated portal designed to stimulate enterprise and engage with target audience
	Tried and tested model – the Business Link IDB systems are in place, EPL’s PACMIS system could pick up the slack.
Not transformational, lacks ‘feel’ from beneficiaries’ perspective - does not provide a resource for clients to meet, network & develop their skills outside of their own bedroom.
It is impossible to stimulate enterprise and initiative without direct contact.

	3.

Alternative to reduced scale - Provide instead a menu of pre-designed enterprise support ‘products’ delivered from well-resourced organisation with experience in other areas 


	Still dependant on Business Link for direct support.

Not capable of adapting to differing needs of individual areas.

Not needs led – will clients be made to fit?

Does not appear attractive to clients who need flexible solutions to address challenges provided by the market place, which is constantly changing.

Quality in enterprise support. Points to the need for local needs-led support, to provide a coherent range of services including some specialist provision.  

	4.

Preferred option - Contract with local network of enterprise & entrepreneurship support 
	Complementary to established working models (Business Link), while not becoming a drain on them.
EPL can provide a ‘rolling start’ due to previous efforts (DBSS), with reporting templates, mechanisms for monitoring and management where needed.

Local people with limited horizons will associate with locally-based services.

Setting up new groups is more time-consuming – if you start from scratch. 
No existing practice to mentor new, local ones- unless they’re bought in. 




	1.2 Benefits to be achieved with each option

Thus, working on the basis of Option 4, our preferred option, that the Lead Adviser and Administrator will work as much with start-ups as with established SMEs in accordance with the financial plan above, an analysis works in each individual LAG:-
Start-Ups: £42,750 p.a delivers a minimum of 20 new businesses @ £2,137/start-up
SMEs: £64,750 p.a delivers a minimum of 20 jobs created @ £1,620/job

                                   And a minimum of 25 jobs protected @ £1,295/job



	1.3 Costs of the project

Lead Business Adviser
FT
£30,000 
(incl PAYE & NI)

Administrator
FT
£17,500
(incl PAYE & NI)

Travel costs

£5,000

Delivery & Management
0.3 FTE
£12,000
(split 70/30)

Overhead
Rent & Rates, IT Kit, etc..
£5,000

Grants:-
Start-Up 
£8,000


SME Support
£30,000

Annual Total per area:

£107,500

Thus the total cost per annum to deliver this service county-wide is:-

£107,500 x 4 = £430,000.
From this, each delivery partner will be provided a spending budget that will be updated by the Project Manager monthly.
We are presently applying for £60,000 from each LAG and £70,000 from Devon County Council.  Therefore this bid is for £120,000 to enable the project to start up.  If there should be the opportunity to extend this into future years, it would ensure COMPASS can become fully established.



	1.4 Achievability

As things stand, there is no provision of this sort – so focussed and intensive - for supporting new and small businesses in Devon.  The service will be completely complementary to that of Business Link, it wil be advantageous for them as it provides another means of developing a service they are constrained from delivering.




Outlines the reasons why the project is needed and how it fits with Devon County Council’s priorities and strategies. The business case must also include a high-level cost-benefit analysis. What will it cost to set up and run the project? What are the financial benefits? What are the non-financial benefits? (These should be measurable). It should also identify different options for undertaking the project and meeting the business need, identifying a preferred option. The business case should consider the affordability of the project. Is a budget in place? Will it be available for the duration of the project? 
Critical Success Factors
	We believe each LAG, in each year should be capable of producing the following range of outputs:-

Community Business Support Service

Potential Targets

No. of businesses created

18 - 25

No. of Grants
30 - 50

Value of Grants
£30,000 - £40,000
No of jobs created

20 - 30

No. of jobs protected

25 - 30

No. of business advice sessions

150 - 200

No. of Community Business Mentors trained

4 - 5

No. of new people engaged in the project

100 - 150

If successful with the funding bids, we would deal with each LAG independently of each other and establish performance targets that will be within the ranges identified in the table above.  Greater Dartmoor is not expected to be able to produce as many outputs as Torridge & N Devon.  
A view will also need to be taken area by area as to the allocation of resources.  It may be, for example that in Greater Dartmoor, the resource for a full time Administrator is not required, but to be able to ‘buy-in’ to existing resources in WD BIP could be an option.

It is vital that each area receives the level of support that the delivery agency sees fit for purpose and their local knowledge will be crucial when making those decisions.



This outlines what needs to happen for the project to be judged a success. What are the customer needs and how can they been met? What are the quality requirements of the deliverable/outcome? Have business benefits been identified and how will they be measured? Can the project be delivered within existing organisational capacity and capability? If not, how can capacity and capability be acquired?
Known Risks
	It will be our intention to turn risks into opportunities wherever possible.  Not all SMEs will accept the Adviser in straight away.  Many will instinctively stand or hang back to see how things develop.  Once they can see that others have benefitted from contact with the Adviser and that the project is a benefit, not a threat, greater levels of engagement will be assured.
There will be instances where people informally trading (such as those who are users of e-bay and other media) who at present are ‘under the radar’ of existing services that will be identified, as much by other traders, as volunteering this information on their own initiative.   This is where getting alongside and winning the confidence of existing SMEs is key to the success of the project.

If any Adviser is unable to achieve this close relationship with various Owner/Managers they will run the risk of failing to achieve the Project’s objectives. Therefore the working practices of the existing DBSS will be of great value and contribute in a large way to establishing the Project soundly and successfully.



A list identifying risks that could impact the delivery of the project. Include any plans to reduce or mitigate risks. 
Project Plan
	It is anticipated that in developing this project that we build on existing relationships, utilise existing networks and aid with the development of established support organisations.  At the head will be the funding partners, with the Project manager directly reporting to each one.  The Delivery Partners will individually work with their respective LAG, with reporting emanating from the Project Manager.  Thus consistency of data management and reporting can be assured.




This gives brief information on the scheduling of project, but should be expanded where necessary (e.g. using a Gantt chart).
Start Date

	January 2010


Completion Date

	It is hoped to continue the project for more than one year.  However some funders are able only to provide a single year’s finance.


Milestones

	Milestones are key activities in the project.  What are the key actions? When will they happen?


	Activity 1
	
	KPI

	Co-ordination of Marketing & Promotion

	Agree key people for COMPASS programme media responses, events presentations, etc.

Arrange monthly meetings to monitor/discuss programme progress, news stories, web site development, e-news content, links with other initiatives and any other matters arising in connection with Delivery  

Provide regular flow of all provider and partner related news and success stories (human stories, positive implications for strategists/funders, website hit rates etc) and an agreed process to generate coverage, headed by the designated lead in each delivery partner organisation – in essence this will create a communications group. 

Compile e-news production schedule and distribution list, and agree list holder and e-news co-ordinator, including oversight of marketing materials, letters and other correspondence to ensure consistency of message

Marketing intelligence relating to the project will be captured by Project Manager’s involvement in testing, implementation and continuous improvement, together with the monitoring of project statistics and web hits
N B Opportunity to capture and communicate baseline data on what clients are currently missing out on, and what practical support is required 

Delivery Partners to promote programme specifically to new and existing clients on their existing databases, continuing the process by hooking into the planned communications activity, and PACMIS to monitor registration levels

Develop success stories for use in print and on web from both client and provider perspectives – “spotlight on the buyer/supplier” 

Issue launch press release to key media locally, regionally and nationally


	Agree key spokespeople

Diarise dates for next 12 months

Agree process & lead individuals 

Agree list, schedule & co-ordinator

Agree process for receipt of info & formal monthly report to meeting 

Processes for capturing, discussing & disseminating
Add to e-news list – aim for regular increases in registration levels

12 per annum/one per month

Compile agreed list

Min one story per month

Two features per annum

	Activity 2
	
	KPI

	Personnel uplift
Advertising

Selection
Induction
Launch
CPD

	Identify local free media publications that can feature job opportunities. Generate coverage in local and regional media.
Secure features in specialist publications, sector specific media such as Enterprise Magazine, and a regional newspaper such as the Western Morning News)

Co-ordinate procedures and ensure complicity with IIP & Customer First procedures.
Delivery Organisations to co-ordinate induction programmes and procedures.  When final decisions taken, reports to  Project Manager at monthly meeting

Each Delivery Partner to share good practice & successes with other partners at regular meetings 
Co-ordinated launch of team across Devon

SFEDI Accreditation underway 

Achievement of SFEDI Standards
	Log opportunities

Log interest at monthly meetings

Agree Lead Adviser & Administrator appointments with Delivery Partners.
Appointments confirmed
Starting from Month 1, on-going schedule to be confirmed
Within three months of project start
On appointment

Within 12 months

	Activity 3
	
	KPI

	Reporting
Operational Procedures
	Liaison with DRP, PS4D & DCC Groups to co-ordinate subsequent reporting for communication within project criteria
Agree a standardised registration process (requiring one set of data input) with opportunities to monitor client progression and receive honest feedback 

Quality assurance via project group agreeing any significant changes to scope, plans or deliverables at/between monthly meetings, where other communications/concerns can be discussed 

Review the development of “how to” guides which state “this is how things are done here now” etc

Marketing collateral (eg. press/publication articles, web pages/reciprocal links, success stories, links with other initiatives etc) will support senior managers in Delivery Partners
In some cases Funding Organisation representatives will be invited to host/attend sessions to help communicate any new policies

Any improvements and developments in operational policy should be highlighted at monthly meetings for communication via the Project Manager, including any need for one-off targeted efforts of significant nature to specific sectors or groups of businesses
	Schedule to be confirmed during first quarter
Process to be arranged immediately

Group meeting agenda

On review after 6 months

Production by Project Manager as required

Discussed at first Funder meeting



	Activity 4
	
	KPI

	Changing the culture
	Citizens of Devon to be kept up to date via local, regional and web-based communications.
Research a Facebook/Twitter style forum for disseminating and self-generating information 

Full reciprocal links on all partner websites, shared use of promotional materials and consistent reinforcement of the project’s brand throughout Delivery Partners’ own activities will help to reinforce the change in enterprise culture
	


Review and Reporting
	Every month the Project Manager will report against Outputs to PS4D and other Funders.  These reports will be produced by the PACMIS data system to which all Delivery Partners and their operational staff will be linked to.  Their daily activities will be recorded on daily reporting pages that are common to all. From the Adviser reports (probably most efficiently to be input by the Administrators) the system will filter out the required statistics allowing the Adviser’s narrative for any meeting conducted to be stored safely on the system.
Every Quarter the Project Manager will provide Case Studies for each LAG to be made aware of how progress is being maintained in their area.  Also a report of summary Quarterly Outputs will be provided and set alongside an update on the Budgetary progress.
These reports can be produced in accordance with any template a Funder may require.




How will progress be reported? What you will report, to whom, by when and in what format. Reported using Progress Report template. A Risk Log and an Issue Log must be kept and regularly updated.

Sign-Off 
	Final Version signed by A B Ashley on October 22nd 2009  


Relevant Programme Sponsor signs off the Project Proposal. (Include date and version) thereby authorising application development
	Original filed on project file
	

	Copy to Directorate External Funding Finance
	

	Copy to External Funding Finance Manager
	richard.hayman@devon.gov.uk
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