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Abstract

This study addresses co-production in business support, arising from
interventions between small enterprise owner/managers and business
support intermediaries, and the effect on strategy formation. There is a
significant amount of literature in the distinct areas of co-production;
strategy; and business support, however much of the extant co-production
literature focusses on public services, and there is a gap in literature
which focuses specifically on co-production in business support and
strategy formation. The research was undertaken against a backdrop of
major change in business support policy and provision, which had a
notable impact throughout the study. A conceptual framework was
developed that identified the key components of co-production in business
support interventions and how these interact and add value. Taking a
mixed methods approach, using qualitative research as the dominant
method, the study has focused on relationships between Dorset small
enterprises and intermediaries that provided business advice, mentoring,
brokerage, coaching and consultancy. A contextual quantitative survey
was undertaken to provide baseline data on business support and strategy
in Dorset small enterprises. The contributions to knowledge are as
follows: 1) This study has responded to a call to extend co-production
research into other areas, outside of public services, and has subsequently
linked the themes of business support and strategy formation to co-
production and value creation; 2) This study has identified where value is
added in co-production business support interventions, through the
development of the critical mix; and 3) This study makes a methodological
contribution by identifying the need for triangulation of owner/managers’
perceptions of a range of ‘hard’ and ‘soft’ outcomes, to assess the value
created though interventions. Implications for practice include: an
increased understanding of how the aspirations of owner/managers
influence the direction of business support interventions, leading to more
targeted provision; the need for improved mechanisms for measuring
business support outcomes; and business support has been shown to add

value, but sustainable programmes are needed to maximise success.
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1.1 Title of the Research

“The role of co-production in strategy formation: A study of business

support for small enterprises in Dorset.”

1.2 Introduction

This study considers the role of business support and its effect on strategy
development, using theories of co-production. The research was
undertaken in the context of the regional and sub-regional business
environment, namely the South West of England and, more specifically,
Dorset. The South West region includes the Dorset sub-region, including
the conurbations of Bournemouth and Poole, and is illustrated in Figure
1.1.

Whilst there is significant knowledge about strategy in larger companies
and, to a lesser extent, business support, little is known about the impact
of business support, the effect on strategy formation in small enterprises
and the role that co-production takes in this process. This study therefore
aims to investigate the role of co-production in business support for small
enterprises with a focus on the relationship between the owner/manager
and business support intermediaries, and is underpinned by the theories
of co-production in which the successful outcomes, in terms of new
strategy formation and subsequent improvements in business
performance, are achieved through a two-way working relationship where
value is added through co-operative working (Parks et al. 1981 and Rice
2002).

One of the key challenges for small enterprises is their limited access to
resources that results in disadvantages, across the market, in comparison
to larger corporations that are well established (Penrose 1959). Barney's
(1996) Resource Based View of firms, and the later Knowledge-Based View
(Eisenhardt and Santos 2002) demonstrated the importance of intangible
knowledge assets for the competitiveness and subsequent growth of small

enterprises. Considering the limited resources of small enterprises, their
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access to external knowledge has been problematic for both the
enterprises themselves, and for the policy makers with an interest in
supporting them. The UK government addressed this problem, between
1992 and 2011, through market intervention using the Business Link
network, which provided small business advisors to help start-ups and
SMESs gain access to knowledge, innovation, networks and brokerage. The
study has therefore included investigation into the effects arising from
significant changes to such business support provision, which has formed
the backdrop for this research. These changes have occurred both locally
and nationally between 2011-2017 and, although not the core focus of the
study, the resultant differences in provision have created the potential for

impact on business support interventions in small enterprises across
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1.3 Definitions

This section includes brief definitions of the terms: owner/managers; co-
production; strategy; and business support, and is provided for clarity and
context. More detailed definitions are provided within the Literature

Review (Chapter 2).

1.3.1 Definition of the Owner/Manager

A useful definition of owner/managers was provided by Mazzarol et al.
(2009) who differentiated between owner/managers and entrepreneurs.
The owner/manager tends to be someone who launches or acquires the
small enterprise for personal goals and as their main source of income, and
is generally inseparable from the business. On the other hand, an
entrepreneur has a focus on profit and growth, based on strategic
management, innovation and differentiation. Blackburn and Hart (2013)
added to this by suggesting owner/managers were the most important
resource within the enterprise and their commitment to the business was

a key factor in performance and growth.

1.3.2 Definition of Co-Production

Co-Production refers to situations in which collaboration takes place
between producers and consumers to create value (Parks et al. 1981;
Humphreys and Grayson 2008). In terms of co-production in business
support, the success of business advice depends on collaborative working
between ‘consumer producers’ and ‘regular producers’ i.e.
owner/managers and the business advisors (Kiser & Percy 1980; Rice
2002). Through such joint efforts, value can be added that increases the

effectiveness of the collaboration (Lusch et al. 2007).

The relationship that arises between the business advisor and the small
enterprise owner/manager can be considered as co-production, as defined
by Parks et al. (1981), albeit in the context of public service delivery. In

describing co-production, Parks et al. began by citing Garn et al. (1976, p

Page 20



Tim Ford — PhD Thesis Chapter 1- Introduction

14-15):

“The person being served (the client or consumer) is inevitably part
of the production process if there is to be any production
whatsoever. Therefore, the resources, motivations, and skills
brought to bear by the client or consumer are much more intimately
connected with the level of achieved output than in the case of

goods production. The output is always a jointly produced output.”

Considering the providers of goods and services as ‘regular producers’,
and the consumers of goods and services as ‘consumer producers’, Parks
et al. (1981, p.1002) stated that a division of labour became more
commonplace as the complexity of societies increased, going on to

describe co-production as:

“Co-production involves a mixing of the productive efforts of regular
and consumer producers. This mixing may occur directly, involving
coordinated efforts in the same production process, or indirectly
through independent, yet related efforts of regular producers and

consumer producers.”

The degree to which the efforts of the regular producer (the business
advisor) and the consumer producer (the owner/manager) overlap has
been described as the ‘critical mix’ (Brudney and England 1983) and is a
significant factor in the achievement of added value. In business support,
the critical mix would typically include a range of factors, arising from both
the owner/manager and the business advisor such as rapport/trust,
aspirations, timescales, relevant knowledge, commitment and achievable
goals. Brudney and England highlighted the requirement for the
involvement of both parties, in activities that are positive, voluntary and
active, in order for value to be added. However, added value may only be
fully realised through consumption i.e. once the strategic outcomes are put

into practical use (Vargo and Lusch 2004).
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1.3.3 Definition of Strategy

Strategy is a largely holistic term and there is no universally agreed
definition (Quinn 1980), and this is particularly the case when considering
strategy within the context of the small enterprise. A useful definition of
strategy in general terms was, however, provided by Walker et al. (1996,

p.8) who suggested that:

“A strategy is a fundamental pattern of present and planned
objectives, resource deployments, and interactions of an
organisation with markets, competitions, and other environmental

factors.”

For strategy in small enterprises specifically, Stonehouse and Pemberton

(2002, p.854) suggested a focus on longer term objectives:

“the devising and formulation of organisational plans which set the
broad and flexible objectives, strategies and policies of a business,

driving the organisation towards its vision of the future”.

Stonehouse and Pemberton went on to suggest that owner/managers may
undertake less formal ‘strategic thinking’, in which managers go beyond
dealing with everyday operational issues, and may have a certain amount

of ‘strategic intent’ for their longer term business direction.

The idea of a less formal approach to the development of strategy in small
enterprises can be thought of in terms of strategy formation (Mintzberg
1978) and is suited to situations where the strategy does not necessarily
involve a formal or fixed plan. However, there has been limited research
on the strategy formation process that focuses specifically on SMEs
(Ghobadian and O'Regan 2002).

In terms of strategy formation in small enterprises, the literature suggests
owner/managers are often too busy dealing with everyday issues to be
engaging in formal long term planning and in developing formal strategies
(Robinson & Pearce 1984; Wang et al. 2007). That is not to say that the

companies do not think ahead, but often just do not have the time to
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undertake formal strategic processes. However, it has been widely
accepted that succesful enterprises do indeed need to actively plan for the

future to be competitive, and for survival (Ennis 1998).

1.3.4 Definition of Business Support / Business Advisor

Bisk (2002) considered that business advisors, mentors, coaches and
counsellors all perform a similar function and may be employed by a range
of organisations across either the public or private sectors, with each
being assigned to provide advice/support to clients. Bisk subsequently
considered all of these types of support interchangeably under the single
heading of mentoring, and that the focus should be on the business
support role of the mentor, or advisor, regardless of how interventions are
funded (i.e. public or private). Interventions considered within the present
study, could therefore be undertaken by a commercially funded advisor,
who is effectively a management consultant; from an advisor working for
a funded local organisation (e.g. Outset Dorset, Dorset Growth Hub); or

from a volunteer advisor providing mentoring.

In terms of definition in the research going forward, the role of Business
Advisor will be closely based on the definition used by Business Link as it
stood during the onset of the present study. The research will therefore be
based around the relationships between owner/managers and business
advisors who have an on-going relationship with the company including:
identifying performance gaps and improvement opportunities;
development of strategic frameworks and plans; jointly developing action
plans; signposting to appropriate business support; providing links to
solution providers; management of the client relationship; prioritising
support in complex situations; and support with funding opportunities
(Yorkshire Forward 2010).

However, to avoid confusion throughout the study, a single term was
required that would encompass the roles of business advisors, mentors,
coaches, consultants and counsellors, and indeed any provider of support,
advice and guidance to the small enterprise. Major and Cordey-Hayes

(2000, p.591) adopted the term ‘intermediary’ to describe the above as:
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“Any organisation standing in an agency role between the
originator and the receiver of some knowledge or information. The

business support community comprises a large number of
organisations playing an intermediary role for industry.”

In terms of this study, the term of ‘intermediary’ has therefore been
adopted, throughout, to describe the individual providing support, which

was usually on behalf of an organisation they represented.
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1.4 Background & Context

1.4.1 Small Enterprise Definition

The European Commission (2003) defined SME (Small and Medium Sized
Enterprises) as companies satisfying the following thresholds, in terms of
employee numbers and turnover or balance sheet total (see Table 1.1,

below).

Compban Balance
Ca tepor y Employees Turnover or Sheet
gory Total
Medium-sized | < 250 <€50m <€43 m
Small <50 <€10m <€10m
Micro <10 <€2m <€2m

Table 1.1 - European Commission SME Thresholds
Source: European Commission (2003)

To represent the profile of Dorset enterprises, in which 98% have fewer
than 50 employees (Dorset County Council 2017) empirical research for the
present study will be restricted to companies in the ‘small’ and ‘micro’
categories (referred to as small enterprises throughout this thesis) i.e. the

focus will be on Dorset enterprises with fewer than 50 employees.

However, much of the extant literature on small business has tended to be
based around small and medium sized enterprises (SMEs) with under 250
employees. Wherever possible, literature will be used that focusses
specifically on smaller enterprises (i.e. under 50 employees), however, in
the majority of cases, it has not been possible to make such a distinction

when referring to the extant literature.
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1.4.2 Strategy and Business Support in Small Enterprises

In terms of strategy, the majority of small and medium sized enterprises
are not thought to plan strategically (Wang et al. 2007). This lack of long
term planning, or vision, can have a detrimental effect on performance
(Berry 1998; Ennis 1998). When strategy formation is considered in the
context of external business advice, there were considerable variations in
the opinions presented in the literature with authors such as Westhead
and Birley (1995), Freel (1997) finding little or no evidence of benefits,
whilst other authors, for example Robson and Bennett (2000), questioned
the validity of such findings, which tended to focus on a limited set of
determining factors i.e. employment levels, and went on to measure
against a wider range of dimensions including financial measures. Robson
and Bennett’'s work explored specific aspects of business support that
included business strategy, concluding that it is difficult to demonstrate
causality in the advice-growth relationship. However, Robson and Bennett
did suggest that there is a positive association between support/advice,
through collaborative working, and the growth of private sector
companies. Moreover, recent government data, from the 2014 BIS Small
Business Survey, which included detailed interviews with approximately
5,000 small businesses, and considered the perceptions of a wide range of
owner/managers, has provided some indication of positive outcomes for
business support, where 59% of small enterprises felt support received
had fully met their needs, a further 33% found the support had partially
met their needs, but only 6% considered that the support did not meet

their needs.

1.4.3 Overview of Changes to Business Support Provision

The research, for the present study, has been carried out during a period
of significant change in business support provision. Business Link was a
government funded business advice, guidance and support service
available throughout England. The Business Link model was initially

developed in the late 1980s through government policy statements, and
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was consolidated in 1993 when the service first became available,
although there were several revisions in later years (Roper and Hart 2005).
The service ran until November 2011 with 89 partnerships, supporting

SMESs across all English regions.

In terms of regular Business Link support (which would include support in
strategy development), according to an economic impact study for the
Department for Business Enterprise & Regulatory Reform (BERR), carried
out by Warwick, Kingston and Aston Universities (2005), around 40% of
intensively assisted firms and 25% of other-assisted firms reported
business outcomes which, in the authors’ opinions, would not have been
realised without specific business support from Business Link. Following
the closure of the Business Link network, there were suggestions,
including the results of the 2012 BIS Small Business Survey, which
indicated a clear need for improved support, and that business support for
SMEs had become fragmented. New initiatives, such as the Growth
Accelerator fund (2012) and The Growth Hub network (2014) were
subsequently launched, albeit with a fraction of the funding that had been

allocated to Business Link.

The recent changes to the Dorset business environment reflects the
situation for the rest of England following the change of government in
2010 which resulted in the 2011/2012 closures of both the Business Link
network and England’s Regional Development agencies. Locally this
involved the closure of the Exeter based South West of England Regional
Development Agency (SWRDA) and the Dorset based Business Link
Wessex (which also had offices covering Hampshire and the Isle of Wight).
These funding organisations were ‘replaced’ by the new Local Economic
Partnerships, albeit with a very different scope and remit, along with a
fraction of the budgets of its predecessors. However, WSX Enterprise, the
eventual franchise holders for Business Link Wessex, has continued to
offer initiatives, including operation of the Dorset Growth Hub, to small

enterprise in Dorset, albeit with a significantly reduced budget and scope.
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The South West of England Regional Development Agency, through its
own (final) Annual Report and Financial Statements (SWRDA, 2012)
claimed the impact, to enterprises and the regional economy, from
business support and other services offered by Business Link and SWRDA,
in the period towards Nov, 2011, was “significant” (prior to 2005, the
Business Link network received funding through the Department of Trade
& Industry and, later, through the Small Business Service). This report was
commissioned by SWRDA themselves and therefore could be somewhat
biased, however this is the only available source of performance data for
the South West RDA. In contrast, the UK government’s 2012 Department
for Business, Innovation and Skills (BIS) Small Business Survey showed a
distinct drop in levels of business support in comparison to their 2010

survey and this issue had been highlighted as an area for further research.

There has been some debate and controversy, within the extant literature,
around the true benefits of business support and, in some cases, whether
there is any measurable positive impact at all. Warwick, Kingston and
Aston Universities suggested in their 2005 Economic Impact Study (BERR,
2005) that, for every £1 invested in the Business Link network, this
generated £2.26 of value. However this did not necessarily include many
of the intangible benefits arising including, for example, around 66 % of
intensively-assisted firms and 55 per cent of other-assisted SMEs
suggesting Business Link as being a crucial factor in leveraging
behavioural change within the company. Significantly for this research,
around half of the SMEs reported that benefits were strategic over a term

of up to b years, with the remainder reporting more immediate benefits.

Dorset’s Local Enterprise Partnership application was approved by the
government in mid-2011 and launched in 2012. The Dorset LEP covers an
area with a population of ¢.700,000 and industry sectors that includes
financial services, aerospace, tourism, food & drink, creative industries,
agriculture and marine industries. However, this service cannot be seen as
a direct replacement for SWRDA and the Business Link network as, in its

original prospectus, it did not include any plans for direct business
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support, and subsequently any form of co-production in terms of strategy
development (Dorset LEP 2011).

At the time of writing, Dorset LEP was still evolving and more recent
activity included their announcement of a £1.26 million fund to launch the
‘Dorset Growth Hub’ (launched in 2014). This was linked to a national
move towards regional business growth hubs and partly addressed the
issues of reduced business support through RDA and Business Link
closures, and the drop in perceived levels of business support identified in
the 2012 BIS Small Business Survey (BIS 2013). However, this service had
limited resources and was aimed at companies that demonstrate growth
potential. With short-term interventions of around 3-11 hours, resulting in
a set of actions plans, whilst the quality of support is not in question, this
provided a very limited replacement of the services previously offered by
Business Link in the period leading up to 2012. However, in the period
from 2012-2017 there had been significant growth in the Dorset mentoring
programme (DorMen) and the number of volunteer mentors had doubled,
and was reaching around 170 small enterprises at any one time. The
mentoring programme was provided at a nominal cost to companies and

provided on-going support which was well suited to strategy formation.

The regional business environment is covered in greater detail in Chapter
3.

1.4.4 Rationale for Focus on Dorset Small Enterprises

Whilst the research focusses on strategy formation and co-production, it
was important to consider the context of the business support
environment that forms the background of the research. Dorset’s small
enterprises were targeted specifically in the research for the following

reasons:

e The statistics for SME numbers in Dorset and the South West
closely matches the national profile with 99.5% of businesses
classed as SMEs (South West Observatory 2012). More specifically,

small and micro enterprises currently account for approximately
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98% of Dorset businesses (Dorset County Council 2017) which is

very close to the national average.

e The high proportion of the micro and small business sector
demonstrates the importance of small enterprises and their
significant contribution to the UK economy and employment, yet
such firms are less active in management development (which
would include business support), when compared to employers

more generally (Rae 2007).

e However, it is acknowledged that the problems faced by small
enterprises and entrepreneurs, along with priorities for economic
development, may vary significantly across UK regions (Smallbone

et al. 2016) and there is a subsequent case for regional policies.

e The author has considerable experience in working with, and
studying, Dorset SMEs through a range of enterprise projects.
Areas covered have included customer service, start-up,
entrepreneurship, family business, work based learning and
strategy formation. This work has generally been through
collaboration with business support intermediaries across Dorset
and the South West of England and projects have involved Business
Link Wessex; INTERREG Atlantic Net; Dorset Chamber of
Commerce; South West TUC; South West RDA; and the Dorset

Learning and Skills Council.

e The focus on smaller UK enterprises has a strong fit to company
data analysed within homogeneous literature on strategy formation
and business support in small enterprises e.g. (Smallbone and Wyer
2000; Stonehouse and Pemberton 2002; Blackburn and Jarvis 2010;
Blackburn et al. 2013; BIS 2015; Mole et al. 2016).

e SMEs are often considered as important innovators in economies

and are recognised as important sources of innovative products and
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processes (Kitching and Blackburn 1998). Innovation is a key factor
in gaining competitive advantage for SMEs (Smallbone et al. 2016,
p2) but not all SMEs are particularly innovative, with perhaps only 1
in 4 SMEs engaging in innovative practice (Love and Roper 2015).
There are also some indications that innovation in SMEs is linked to
growth aspirations — for example, Whalen et al. (2016) suggested
enterprises with slower growth had a tendency to be less
innovative and activity was more orientated towards markets
and/or the demands of their own particular phase of development.
Within the present study, efforts were therefore made to target
small enterprises where examples of innovative practice were

evident.
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1.5 Aims and Objectives

1.5.1 Aims

To explore co-production in the strategy formation of small enterprises in

Dorset.

1.5.2 Objectives

Within the overall aim, specific objectives have been developed:

1.

To establish how small firms acquire business support, and from
who.

To identify the extent to which co-production exists.
To understand what form co-production takes.
To understand how this impacts on strategy formation.

To establish the effects of national and local changes to business
support provision.
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2.1 Introduction

In order to fully explore co-production in the context of business support
and strategy development, and to develop appropriate research questions,
the literature has been considered separately in terms of co-production;
business support; and strategy. These distinct aspects of the literature are
then brought together in the conclusions of this chapter and have been
used to inform the development of a conceptual framework appropriate for

the current study.

2.2 Co-Production Literature
2.2.1 Defining Co-Production

To avoid later confusion, it is important to provide clarity about the terms
co-production and co-creation. Co-production, which is at the core of the
present study, can be confused with co-creation as both refer to situations
in which collaboration takes place between producers and consumers to
create value (Humphreys and Grayson 2008). Lusch and Vargo (2006)
described the difference between the terms, beginning with co-
production, which refers to “participation in the creation of the core
offering itself .... through shared inventiveness, co-design, or shared
production”. In co-creation, which has a research background in marketing
and services (Gronroos 2008), “value can only be created with, and
determined by, the user in the consumption process, or through use”
(Lusch and Vargo 2006) — however, the authors suggested both terms of
co-production and co-creation are encompassed within the concept of
‘value co-creation’ and both are therefore closely linked with the term
‘value in use’ (Lusch et al. 2007). The creation of value, based around the
concept of ‘service dominant logic’ (Vargo and Lusch 2004) has been

explored in greater detail in section 2.2.3 of this thesis.

In a single systematic review of both co-production and co-creation
literature by Voorberg et al. (2014), 122 publications were considered and
these broadly fell into two categories, namely public and private sectors.

Of these 122 publications, 95 covered co-production and the remaining 27
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were focussed on co-creation. Two trends were identified in the private
sector: 1. End-users (i.e. customers) were defined as possible co-producers
in the production chain; 2. End-users, with experience of products and
services, become co-creators that can add value to a company. This focus
on the end-user (usually the customer) has been a common theme in the
majority of private sector co-production literature and it is often difficult to
relate such literature to the co-production relationship that exists in
business support interactions, where only two parties are involved (Rice
2002).

However, a potential limitation within the extant literature was identified
by Voorberg et al. (2014), whose conclusions indicated that the majority of
empirical data arose from public services, such as education and
healthcare, and subsequently acknowledged gaps in the body of
knowledge and the need for co-production research in other domains. A
further co-production study by Vanleene et al. (2015) also demonstrated
limitations within the literature, where co-production was generally only

considered in terms of ‘customer participation’ and ‘public participation’.

This study has focused primarily on co-production literature, but does
include certain literature around co-creation and/or the broader heading of
value co-creation. However, when considering such co-creation literature,
the research has only investigated aspects of relationships that were
aligned to co-production theory and/or value creation, and had a direct

relevance to the present study.

2.2.2 General Co-Production Theory

In their co-production activities, Kiser & Percy (1980) discussed theories
around the ‘regular producer’ and the ‘consumer producer’. In this case
the advisor would act as the regular producer ie. producing ‘paid for’
services, whilst the owner-manager consumes the resulting services of
their inputs through benefits in terms of strategy formation and the
positive effect on longer term performance. The concept of co-production
therefore involves participation of both regular and consumer producers

and overlaps between the two elements.
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Brudney and England (1983) showed the relationship between the regular
producers and consumer producers through a Venn diagram (Figure 2.1)
as a ‘co-production model of service delivery’, in which the ‘critical mix’
was considered as the level to which the two spheres overlap. In
describing this ‘critical mix’, Brudney and England outlined the need for
involvement of both the regular producer and the consumer, in activities

that were positive, voluntary and active.

Reuular Consumer
Producers Producers

Co-Production: The ‘Critical Mix' —the degree to
which the Regular Producers and Consumer
Producers overlap.

Figure 2.1 - Co-Production: The Critical Mix
(Adapted from: Brudney and England 1983)

Ahmad and Ingle (2011) noted similarities in co-production in business
support (in this case through incubation) with other social processes, and
highlighted the importance of quality of human relationships, along with a
durable match in the relationships. Building on the earlier co-production
work of Rice (2002), the authors went on to suggest that the co-production
relationship was made up of a number of “micro-processes, each with its
own norms, dynamics and stages” (Ahmad and Ingle 2011, p.626). Ahmad
and Ingle also stated the further importance of the voluntary and active
participation of the clients, and how the level of interaction could have a

positive, or negative, impact on the overall experience, which backed up
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previous research on the ‘critical mix’ from Brudney and England (1983).
Finally, the authors alluded to the importance of networking, in terms of
industrial links and brokerage, and how this contributed towards overall

quality.

Caniéls and Romijn (2005) described the relationship between consumers
and producers as “prosumership”, but were essentially discussing
elements of co-production, which the authors considered in terms of
‘Knowledge Intensive Business Services’ (KIBS) — these included support
services around computing and information; research and development;
engineering; marketing; business organisation; and human resources.
Hauknes (1999) described KIBS as “a co-production of capabilities” and
went on to suggest “KIBS play a key role in transforming firms into
learning organisations”. Kuusisto and Meyer (2002) described KIBS as key

drivers of growth in a knowledge driven economy.

Parks et al. (1981) suggested there were three main factors that could
influence co-production, namely: technology; economics; and institutional
constraint. Technology creates physical limits, so co-production could only
occur if it is technically feasible; economic factors create limits in terms of
the relative costs or the regular and consumer inputs, compared to the
value of the output; and institutional constraints were in relation to the
services that could be offered by the producer — in this case the business

advisor.

Whitaker (1980) considered three dimensions of co-production: requesting
assistance; co-operation; and mutual adjustment. Whitaker's work largely
related to citizens who received public services, although there was some
overlap with co-production in terms of business support. For example, the
owner-manager may request support directly or the services of the advisor
may be offered, through networking for example, and finally, there may be

mutual benefit in the co-production relationship.

Aarikka-Stenroos and Jaakkola (2011) considered value co-creation (which
encompasses co-production) in knowledge intensive services, and

identified five key activities which had a strong fit with business
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support/advice, namely: Diagnosing needs; Designing and producing the
solution; Organising the process and resources; Managing value
conflicts; and Implementing the solution. However, this was not
necessarily a linear progression and activities could be undertaken in
parallel. Aarikka-Stenroos and Jaakkola went on to discuss the
involvement of networks, and the impact on value creation, and
highlighted a potential need for future research on the value that could be
added by involving network actors in ‘multi-actor’ problem solving. When
the owner/manager accesses services, in the advisor's external networks,
the advisor would tend to act as an intermediary, in making the initial

connection, and often managing the interaction.

2.2.3 Value Creation in Co-Production (Service Dominant Logic)

There is an emerging view that value creation may not be related directly
to goods and services, but that the consumer as a co-producer, is always
involved in the creation of value. Gronroos (2008) suggested that value
arose through consumption (or use), rather than value distribution and
stated the importance of focussing on value creation. Prahalad and
Ramaswamy (2000) also acknowledged pro-active customer involvement

and the importance of the customers’ role in the process of value creation.

In their work on service dominant logic (SDL), Vargo and Lusch (2004)
studied value creation arising through co-creation and co-production. The
authors suggested that times had changed and there had been a move
away from the traditional viewpoint, where value was assessed around
operand resources, to instead consider operant resources as a driver of
value. Constantin and Lusch (1994) defined operand resources as those
needing an operation, or act, to produce an effect (i.e. value). Conversely,

operant resources were defined as those that produce effects.

This work from Vargo and Lusch (2004) resulted in a move from a
traditional ‘goods centred’ dominant logic, where the consumer is
generally an operand resource, to a ‘service centred’ dominant logic,
where the consumer is primarily an operant resource i.e. value is added

through use, rather than from the product/service itself. However, Lusch
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et al. (2007) suggested that the beneficiary is responsible for the
determination of value, and this can be subjective - value is not
necessarily added at the end of the process, but can also arise through the

ongoing relationship with the beneficiary.

This service centred view represented a shift in focus - away from
tangibles, where value was determined by the producer and an ‘exchange
value’, and a move towards intangibles, which includes skills, information
and knowledge, and where value is perceived by the consumer through
‘value in use’. This view included interactivity and on-going relationships,
(Vargo and Lusch 2004).

In Service Dominant Logic, value is added through:

o Multiple actors, that would always include the beneficiary (the
owner/manager in the case of business support);

e Participation in developing value propositions i.e. actors cannot
deliver value itself;

o Perception of the beneficiary i.e. value is determined by the
customer/consumer (i.e. in business support — through the
perceptions of the owner/manager and the performance of the small
enterprise); and

e (Co-ordinated value co-creation.

Furthermore, there are four dynamics that have a direct role in relation to

services:

e (Co-operation in service provision
e Institutions in value co-creation
e Experience in service evaluation

e Value co-creation in service innovation
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Figure 2.2 shows the main components of Service-Dominant Logic as a

reciprocal process that includes actors; institutions; and eco-systems

integrating resources and exchanging services to create value through co-

production.
Establishing nested
& interlocking ~ Generic
Service actors
Ecosystems Involved in
of
Value
E'gj:-?:r';::zw Creatlon Resource
Institutions & Integration
Institutional and
Arrangements
Service
Exchange
Enabled &
constrained by

Figure 2.2 - The Core Narrative & Processes of Service-Dominant Logic

(Vargo and Lusch 2016)

Vargo and Lusch’s premises of Service Dominant Logic are presented as a

series of ‘axioms’ and ‘foundational premises’ (FPs) (see Table 2.1, over)

that were originally put forward in 2004 but have since been updated and

expanded (from 9 to 12 FPs), in additional publications up to 2016, as their

SD-Logic theories developed.
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Axiom 1
(2004)

FP1

Service is the fundamental basis of exchange and includes the
application of specialised knowledge and skills.

FP2

Indirect exchange masks the fundamental unit of exchange.

FP3

Goods are distribution mechanisms for service provision i.e.
platforms to assist in providing benefits.

FP4

Knowledge is an operant resource, and is the fundamental
source of strategic benefit / competitive advantage

FP5

All economies are service economies i.e. services represent
operant resources that provide the essence of economic
activity.

Axiom 2
(2004)

FP6

The customer (or consumer) is always a co-producer i.e. value
1s co-created by multiple actors, always including the
beneficiary.

FP7

The enterprise can only make value propositions i.e. actors
cannot deliver value itself, but participate in the offering and
creation of value propositions.

FP8

A service-centred view is inherently beneficiary oriented and
relational i.e. oriented towards the customer/consumer.

Axiom 3
(2006)

FP9

All social and economic actors are resource integrators i.e.
organisations integrate and transform specialised competences
into complex services to meet market needs.

Axiom 4
(2006)

FP10

Value is always uniquely and phenomenologically determined
by the beneficiary i.e. it relates to the experiential nature of
value, in the perceptions of the customer/consumer.

Axiom 5
(2015/16)

FP11

Value co-creation is coordinated through actor-generated
institutions and institutional arrangements (i.e. considering the
essential role of institutions in value creation, from a service
dominant logic / ecosystems perspective).

Table 2.1 - The Developing Foundational Premises (FPs) of Service

Dominant Logic

(Adapted from: Vargo and Lusch 2004/2006/2016)

Lusch and Vargo (2006) suggested that the service centred approach was

applicable to all marketing offerings, including service provision. The

authors went on to state that the service centred view included:

e Identification / development of core competencies (i.e. the

knowledge and skills of an economic entity that could lead to a

competitive advantage).

o Identifying other entities that may benefit from such competencies.
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e (Cultivating relationships with customers (or owner/managers, in
this case) in developing value propositions for specific

requirements.

¢ Analysing performance, from the exchange, to learn how to improve

the firm’s offering and improve the firm’s performance.

To summarise, Vargo and Lusch (2004) discussed the value-creation
aspects through consumption, and this notion could potentially be applied
to business support where the on-going activities, arising from business
support / strategy formation, continue to add value after the intervention
may have concluded. The authors argued that the enterprise (i.e. the
regular producer — intermediary) could only make value propositions, but it
was the consumer (i.e. consumer producer — owner/manager) that
determined value and created it through co-production. Lusch et al. (2007)
suggested that, in co-production, value could also be added through the
ongoing relationship and was linked to the perceptions of the beneficiary
i.e. the owner/manager (see Table 2.1 — FP10). In cases such as business
support, this suggested that value was added through both the co-
production interventions themselves AND at the point of use, when new

strategies were used in earnest and began to provide tangible benefits.

2.2.4 Co-Production in the Context of Business Support

Service Dominant Logic (Vargo and Lusch 2004) has been shown to
include both interactivity and on-going relationships, as key components,
along with the importance of skills, information and knowledge and
therefore has a strong fit with co-production activity in business support
interventions. The consumer (i.e. the owner/manager) as a co-producer of
services was predominantly an operant resource, where value was
determined and perceived by the consumer. Producers (i.e. the business
support intermediary) could only make value propositions and, of
particular relevance to business support, that wealth can be created via

the application and exchange of specialised skills and knowledge.
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Knowledge is therefore also considered as an operant resource and is the
foundation of wealth creation through both competitive advantage and

economic growth (Constantin and Lusch 1994).

Moreover, Davis and Manrodt (1996, p6) considered a service centred view
which fitted well with the concept of value creation in co-production
business support interventions. They suggested that the co-production
process involves defining a specific need and developing a solution to

meet that need using the following stages:

e An interactive definition of the consumer’s problem
e Development of a customised solution — which can include an
intangible service (such as business support/advice)

e Delivery of that solution to the consumer

Rice (2002) applied many of the characteristics of co-production, largely
arising from research by Parks et al. (1981), to business support, in the
context of business incubation in which “the two parties engage in co-
production to compensate for the firm’s gaps in knowledge, competencies
and resources”. Rice referred to three approaches to counselling, namely
“reactive and episodic”, which was usually received through business
assistance programmes and was initiated by the owner-manager, perhaps
by a phone call or email. The second type of counselling was “pro-active
and episodic” — this was presented in the context of a business incubator
setting, whereby the advisor could be reached by a fairly informal drop-in
facility or over coffee, yet this could equally apply to regular visits from the
advisor. The third means of counselling was “continual and pro-active”

and involved an on-going focus on the strategic needs of the company.

The services offered by a business advisor would tend towards either the
“reactive and episodic” and, for those where regular visits were a feature
e.g. monthly, then also towards the “continual and pro-active” category.
The focus is on the dyadic working relationship between the business
advisor and the business owner-manager. With this relationship

considered in terms of the consumer and the producer (Parks et al. 1981),
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the producer could not act alone in determining the quality of outputs. In

essence, both parties work together to produce successful outputs.

Rice's (2002) work on co-production also alluded to the idea of a change of
culture towards longer terms thinking. This was based on achieving
autonomy, sustainability and economic security following the conclusion
of a co-production relationship, having developed new competencies,

increased knowledge and additional resources.

In their work on business support relationships between accountants
(acting as advisors, mentors, coaches) and their clients, Blackburn and
Jarvis (2010) highlighted the need for ongoing relationships with small
enterprises, rather than acting as ‘one stop shops’ for advice. Deakins et
al. (2001) suggested this role required flexibility and understanding
around the small enterprise and its cultural environment. The authors
went on to suggest a need for suitable interpersonal skills, participation in
referral networks and to develop empathy with the client for effective
coaching. Blackburn and Jarvis (2010) suggested that, through such
relationships, and through links with professional bodies, that small
enterprises can be provided with a ‘catalyst for change’ in relation to their

on-going development.

Eriksson et al. (2014) considered co-creation in the context of business
incubation. This work differed from similar studies around support in
incubation (Rice 2002; Ahmad and Ingle 2011) in which co-production
relationships between the two parties, of centre manager and client, were
studied. The research from Eriksson et al. (2014) also included the clients’
customers and technology researchers in the relationship. The authors
concluded that an important goal was the generation of trust, and how
such trust was a prerequisite for collaboration and a continuous dialogue
between the parties involved. For success, there was a need for the key
parties to be active and motivated, and to immerse themselves in the
process from the outset, which included intense and regular interactions.

However, despite the approach being primarily based around co-creation,
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Eriksson et al. confirmed that the co-production approach of Rice (2002)

still ‘resonated well’ with their own research.

Parks et al. (1981) developed the following equation for co-production:

Q = cRP4CP®

Q = The output (or benefit) in terms of business assistance RP = Regular Producer
inputs, CP = Consumer Producer inputs, ¢ = a scaling factor and d & e are output
elasticities. Output elasticities would typically include external factors that might

influence the inputs.

For consideration of the equation in the case of co-production in terms of
business support, the owner-manager would be ‘Consumer Producer’; the
advisor would be the ‘Regular Producer’; and the ‘Output’ would be the
benefits to the company, in terms of strategic direction and the
subsequent impact, in terms of added value, whether measurable or

perceived.

Trust was an important factor arising within the co-production literature
(Vanleene et al. 2015). Wang and Wan Wart (2007) defined trust, in co-
production, as: “trust is the people’s belief that their interests are being
treated fairly and that the other party is reliable to carry out its role”.
Wang and Van Wart went on to suggest that ethical behaviours, such as
honesty and integrity, could lead to trust, but also that trust could arise
from the on-going co-production interactions that lead to perceptions of
improved performance. Vanleene et al. (2015) suggested that a further
factor in the creation of trust was the achievement of the original goals of

the relationship.
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Trust was considered by Lewis and Weigert (1985) who focussed on two

distinct conceptualisations of trust:

1. Cognition based trust: a degree of cognitive familiarity with the
object of trust i.e. a knowledge of the other party, and (ideally) a
belief in their abilities; and

2. Affect based trust: arising from social and psychological bonds
between the parties i.e. the emotional bond between partners in the

relationship.

In co-production literature generally, trust has often been presented as an
indicator of improvements in the relationships - however, Vanleene et al.
(2015) identified five key factors that resulted in improved relationships
between clients and professional organisations, and pointed out that these
additional variables, as shown in Figure 2.3, were of importance to achieve
the overall aims i.e. adding value. However, perceptions of trust can be
highly subjective when being used to assess the impact of interactions
early in relationships, and discussions around trust, rapport, confidence
etc. may be influencing managers’ early expectations/meanings and

influencing actions (Devins and Gold 2000).

Better
relationship
between

1.Accountability
2. Learning

3. Responsiveness
4. Transparency
5. Trust

Co-

— client and
professional
organisation

Production

Figure 2.3 - Factors for strong relationships between clients and
professional organisations
(Vanleene et al. 2015)

Vanleene et al. (2015) considered learning in co-production, from two
viewpoints and suggested the act of learning itself could lead to beneficial

outcomes:
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1. That the client can learn i.e. becomes informed as a ‘client expert’
with an understanding of technically difficult situations, and seeing
holistic, wider solutions (Irvin and Stansbury 2004) — this could
include peer learning, developing skills and knowledge and

understanding processes.

2. The professional organisation (e.g. the business support
intermediary) could also learn. Kim (2010) and Irvin and Stansbury
(2004) suggested that learning happens through regular contact
with the client, and through knowledge sharing. Furthermore,
localised knowledge is shared, such as specialised knowledge of the
organisation and the industry sector that, as well as the learning,

can lead to innovative solutions and informed decisions.

Brandsen and Honingh (2015) developed a matrix framework (Table 2.2) to
group different levels of co-production activities. The two axes considered
implementation or design of services; and whether or not consumer efforts
were within the core processes of the organisation. In terms of the co-
production relationship arising within business support, for effective
results (i.e. adding value) there was a strong fit with “co-production in
the design and implementation of core services” which demonstrates
the significance of the interactions at the core of the business and in
designing, developing and implementing strategies to take the enterprise

forward.

Implementation Design & Implementation

(ofo)rabel (501531 ig A Complementary co- Complementary co-
production in production in service design
implementation and implementation

Non- Co-production in the Co-production in the design

(ol nye) S lnlEvaA implementation of core and implementation of core
services services

Table 2.2 - Types of Co-Production
(Brandsen & Honingh 2015)
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To summarise, much of the literature relating to co-production has
focussed on the public sector (Brudney & England 1983; Kiser & Percy
1980; Parks et al. 1981; Voorberg et al. 2014). Whilst there is very little co-
production literature relating specifically to business support, many of the
concepts and theories introduced in this relatively early research can, and
has been, adapted to the context of business support, principally through
the work of Rice (2002).

However, there are significant gaps in the literature, and new research
around co-production in business support interactions, such as that
undertaken in the present study, fits well with the identified requirement

for co-production research in new domains (Voorberg et al. 2014).

2.2.5 Research Question 1

Building on the co-production literature, which includes theories around
value creation, and in the context of the current research, along with the
aims and objectives outlined in Chapter 1, the following research question

has been developed:

What value is added to the strategy formation process through co-
production in the relationship between the business advisor and the

small enterprise owner/manager?
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2.3 Business Support Literature
2.3.1 Business Support and Advice

The influence of information and advice on SME strategy was considered
in research by Burke and Jarratt (2004). The study compared ‘informal
advisors’ that included business associates (e.g. internal employees,
representatives, suppliers, customers) and personal associates (e.g.
networks and friends); against ‘formal advisors’ such as professional
associates (e.g. accountants, banking, business advisors); and also
promotional links (e.g. Internet contacts, trade shows). The work was
largely qualitative, being based around in-depth interviews and focus
groups. Each group targeted eight companies and it is unclear if these
overlapped. Those in the professional associates group were considered to
be low value sources of strategic advice, compared to the other three
groups — this was because there was a general perception that informal
sources, such as networks and business alliances, had a much greater
insight into the needs of the specific enterprise than more formal means of
support that could tend to be generic in nature. There was also a
perceived amount of caution in the advice given formally, and some
respondents in the study felt that potential legal implications of giving

more radical advice were to blame.

Hill et al. (1999) carried out similar research around personal business
relationships. The research gave little indication that formal business
advice, from consultants, banks, advisors etc., was of significant benefit to
the businesses involved. Of the various aspects of formal support,
accounting was seen to be the one where notable value was added. The
authors concluded that, in order to be successful, business advisors
needed to fully understand the business environment for the specific
industry in which a firm operated and to ensure the advice was relevant
and helped with profitability and business growth. There were interesting
conclusions to this work, regarding the perceived value of advice and this

will be investigated in more detail within the present study.
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The findings from Burke and Jarratt (2004) and Hill et al. (1999)
demonstrated that increased value was gained when advisors had a better
insight into the specific business, an understanding of the business
environment and knew the particular industry well. Major and Cordey-
Hayes (2000) undertook complementary research which considered the
aforementioned factors in terms of ‘closeness’ to the enterprise. Through a
series of conceptual models, they classed those involved in the
transmission of advice to be ‘intermediaries’ and these were considered in
three groupings, namely signposting, facilitating and contracting.
Signposting would include organisations such as Business Link and
chambers of commerce; Facilitators would include trade associations and
innovation centres; and Contractors would include professional institutes,
universities and consultants. These conceptual models were tested in a
survey that included 49 SMEs and 34 intermediaries. There was a match in
that the most successful intermediaries needed to be ‘close’ to the
enterprises. However, there was also an acknowledgement of the
importance of the links with intermediaries and the value of these bodies.
In particular, a need to engage with contractors was thought to be of
benefit to the enterprises. Business Link advisors also acted as ‘brokers’
between the buyers (the businesses they represented) and suppliers (of
goods and services) so were acting again as intermediaries in a

predominantly business-to-business market.

Bennett and Ramsden (2007) attempted to measure the impact of the role
of advice on SMEs and compared ‘soft’ benefits, such as dealing with
problems and managing issues, with the ‘hard’, more tangible, benefits
such as impact on turnover or profit. They carried out an in-depth
quantitative survey of business and why they belong to associations, with
a total of 194 respondents. The enterprises surveyed tended to belong to
more than one association (average range of 1.8 to 2.0 memberships) and
the number of memberships tended to increase with company size. The
associations included business advisors, business clubs, Federation of

Small Business, Institute of Directors and so on. This suggested Business
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Link was actually only one option, amongst many localised offerings, for

business support.

Bennett and Ramsden (2007) carried out an in-depth study to understand
how SMEs were using business associations for advice. The results
showed that trades associations, chambers of commerce and the
Federation for Small Business accounted for 85% of the most ‘important’
advice given — the research showed that these sources tended to be the
ones where tangible benefits were reported. The authors acknowledged
that this did not mean these were the most important forms of advice
generally for the enterprises, and went on to cite research from Bennett
and Robson (2004) that indicated how advice from accountants, customers
and consultants appeared to have the most value. Bennett and Ramsden
(2007) concluded that the perceptions of ‘soft’ outcomes from business
advice, as described above, outweighed the ‘hard’ outcomes, such as

increased bottom line, in between half and two-thirds of cases.

Bennett and Smith (2003) carried out research into spatial factors of
business support using data from a Geographic Information System (GIS)
to map the physical distances between most types of support and small
enterprises themselves. The results showed that, in the South West, 80%
of business support was available in the same region as the enterprise,
but this varied depending on the type of support. The lowest levels of
proximity tended to be trade associations at 35% in the South West,
compared to the chambers of commerce (90.9%) and Business Links
(97.4%). However, the paper did not consider the added value arising from
local provision (though local knowledge, networks, contacts etc.) so this
aspect could form the basis for further research. Furthermore, the changes
in government policy and regional provision, including the closure of
Business Links, The Small Business Service, Regional Development
Agencies and Learning and Skills Councils, are likely to have had a
significant impact on the spatial factors of business support, as considered

by Bennett and Smith.
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Jones et al. (2007) carried out research into certain factors that could
differentiate better performing small companies and defined this in terms
of ‘strategic space’, which essentially involved allocating the time and
resources for strategy formation. The authors considered the improved
effectiveness of owner/managers that take time out from day-to-day
management to focus on longer term issues that could impact on the
business. These issues included transformation and higher organisational

performance i.e. growth.

In demonstrating links between business support and business growth
within the literature, the initial suggestion is that there is limited evidence
of correlation. Although many SMEs reported that they were very happy
with support from Business Link, and satisfaction levels for business
support in the BIS Small Business Survey (e.g. 2015) were generally high,
some literature suggests that adoption of support services shows no real
effect on business growth at all (Westhead and Birley 1995; Freel 1997).
Building on these findings, Robson and Bennett (2000) used a much larger
sample size than Westhead and Birley, yet broadly agreed with their
results, actually suggesting that there may be a negative association
between support from Business Link and enterprise growth. This may,
however, be down to support being required for companies already
experiencing difficulties and in decline. Robson and Bennett also
confirmed Porter’s (1996) view that competitive conditions stimulate
growth, rather than business advice. Some of the Business Link initiatives
had specifically targeted companies with growth potential, yet there were
no significant indications of overall growth through such interventions.
Business Link had been affected by frequent government policy changes
(Reynolds 2012) and these changing conditions had not enhanced their
offering (Curran and Storey 2002), and caused ‘inconsistency and

confusion’.

Furthermore, Robson and Bennett (2000) suggested that the only
interventions that did have a demonstrable positive effect on SME
performance were those of supply chain collaborations. The work on

spatial business support from Bennett and Smith (2003) indicated that
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supply chain collaborations were amongst the least localised associations
and, as such, this may question the importance of locality in the provision

of business support and the perception of the most useful business advice.

Whilst the positive effect of Business Link support on growth has been put
into question (Westhead and Birley 1995; Freel 1997; Robson and Bennett
2000), other studies have found benefits, in terms of employment and
economic contribution, which may lead to growth. In their study of
Business Link assistance to over 3,000 SMEs, Mole et al. (2009) found that
intensive business support assistance did provide certain measurable
results and, during the 2004/5 business year, the authors estimated 22,600
jobs were created, and value was added to the economy of an estimated
£333 million. Mole et al. (2009) concluded that, at the time of the
performance evaluation, Business Link services were demonstrating
‘value for money’ in terms of both positive economic impact and positive
employment impact, although went on to suggest further research was

required to determine the subsequent effect on growth.

2.3.2 The Business Advisor

Prior to the introduction of models such the IDB brokerage model,
Business Link provided access to ‘Personal Business Advisors’ (PBAs). The
main task within the role of the PBAs was “to develop and foster long-
term relationships, in order to transfer their rich diversity of experience,
knowledge and skills to clients, and to facilitate access to first-class
business-support services" (DUBS/QED 1995, p.1). However, this definition
does imply a need to transfer knowledge and skills, along with facilitation
which suggests direct engagement. And longer term interventions.
Furthermore, at the early stages in the development of Business Link,
there was limited clarity about how the PBAs would carry out this role in

practice (Agar 1994).

By the mid-2000s, this role had evolved and there was a tendency to move
away from the provision of direct advice. Business advisors to SMEs were

considered varied, but tended to have an interest in promoting new ideas
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for practical application with owner/managers (Berry et al. 2006). In their
2006 review of business support literature, Berry et al. considered the
business advisor role and included those working for both commercial and
government initiatives, such as: professional services (e.g. bankers and
accountants) acting as mentors; academics; manager networks (i.e.
mentoring); consultants; non-executive directors; and personal business
advisors (e.g. Business Link). Such co-operation between business
partners, networks, and organisations related to the building of ‘social
capital’ (Spence et al. 2003). Subsequently, business advisors (including
accountants, coaches, consultants, mentors etc.), who provided support
and advice from a range of sources, could be considered as
‘intermediaries’ who positively affect the process of small enterprise
development (Butler and Durkin 1998; Major and Cordey-Hayes 2000). For
clarity — the term ‘intermediary’ has been used throughout the present
study in reference to those involved in providing business support and

advice i.e. business advisors; accountants; coaches; consultants; mentors.

The service offered by Business Links from 2006 onwards, included a
service portfolio consisting of Information; Diagnostics; and Brokering
(IDB) (Yorkshire Forward 2010). The main components of the Personal
Business Advisor (PBA) role included: Information Provision; Action
Planning; and Account/Relationship Management. Across these
headings, the role involved: identifying performance gaps and
improvement opportunities; development of strategic frameworks and
plans; jointly developing action plans; signposting to appropriate business
support; providing links to three quality assured solution providers;
management of the client relationship; prioritising support in complex
situations; and support with funding opportunities. However, this role
was not considered to be a consultancy service, nor did it include the

making of decisions on behalf of the client.
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The following excerpt from the Yorkshire Forward (2010) definition sets
out the principles of the Information; Diagnostics; and Brokering (IDB)

service portfolio:

“The Business Link brand will solely and exclusively focus on providing

access to support provided by third party suppliers, offering customers a
service portfolio which consists of Informing, Diagnosing and Brokering

(IDB). The IDB service portfolio will:

a) be accessible to key market segments through four channels to market:

Web, Telephone, Face-to-face and networks/events.

b) contain the following important components: Information Provision,

Action Planning and Account/Relationship Management.

The level of customer engagement intensity will vary, depending on

customer need and priorities in national and regional strategies.”

In the IDB brokerage model, the Business Link advisor acts primarily as a
‘sounding-board’, providing information and diagnostics, but
brokering/sharing responsibility for outcomes with an external provider
(Hjalmarsson and Johansson 2003). However, the adoption of the IDB
model could create a more complex situation in which diagnosis and
delivery are differentiated. This change could therefore make evaluation of
added value to be more difficult, as previous studies have indicated that
perceptions of impact have been lower in interventions around diagnosis,
than in actual delivery (Bennett and Robson 1999; Mole et al. 2009).

It is important to note that Business Link provision was regionalised and
varied on a local basis, with programmes that tended to fit with local
requirements (Mole et al. 2009). The literature has tended to generalise
about Business Link as a single entity, when it was effectively an
overarching brand for a suite of services, delivered through a franchise
structure, by a range of regionally based organisations (e.g. Business Link
Wessex, in the case of Dorset and Hampshire). Furthermore, the
owner/managers’ levels of perceived satisfaction, relating to the delivery

of business support services, could also vary considerably based on the
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characteristics and delivery style of the individual business advisors
(Bennett and Robson 2004). Subsequently, there were wide variations in
both the scope of the service offerings themselves, and in the quality of

business support delivery, across the English regions.

In research involving support agencies, advisors and consultants, Ates et
al. (2013) identified a range of factors arising from interventions for

development of SME managerial practices:

1. Planning — where SMEs showed difficulties in developing
mission/vision/values, and in formalising their strategies. However
there was a need for an approach to planning that fitted with the
characteristics and management culture of SMEs.

2. Managerial processes need to be focussed on performance. For
example, management of internal and external communications
would be improved with a move towards empowered, information-
based, enterprises.

3. There should be a pro-active approach to change, which should

occur without being driven by external forces.

2.3.3 Business Support Data

The 2015 UK Government Small Business Survey (BIS 2015) surveyed over
9,000 firms, and included data on business support, providing a range of
findings which were of direct relevance to the present study. Firstly, the
survey focussed on awareness of business support services. Only 13 per
cent of SMEs were aware of Growth Hubs and 45 per cent were aware of
Local Enterprise Partnerships. An average of 33% of SMEs had sought
advice and guidance in the preceding 12 months, although this rose 50%

in larger SMEs with more than 50 employees.

Business growth was the most common reason for seeking advice, arising
in 36% of cases; followed by efficiency/productivity (18%); finance (16%);
marketing (10%); employment (10%) — the remainder of issues tended to

be for specific requirements such as technical needs, health and safety etc.

Page 56



Tim Ford — PhD Thesis Chapter 2 - Literature Review

This strong demand for support for business growth was supported with
data that showed 60% of SME employers had aspirations to increase their
sales during the following three year period. This backed up research from
Berry et al. (2006) who found a correlation where SMEs, that were high
users of business advice services, showed the highest levels of growth,
suggesting business support provides a positive contribution to business

growth.

Summaries of the findings from the 2015 Small Business Survey (BIS 2015),
specifically in relation to business support, have been presented in
Figures 2.4 and 2.5.
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Figure 2.4 - Types of Business Advice Sought by SMEs
(from data in the BIS Small Business Survey 2015)

The main providers of advice, in the preceding 12 months, were from both
specialist business advisors / consultants (29%) and accountants (29%),
followed by business networks at 15%. However, if considering

professional services (banks, accountants, lawyers) together, then the
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overall figure would be around 42%. Over 70% of this advice was delivered
face-to-face. On average, 40% of SMEs received advice that lasted for
three or more days. A total of 65% of SMEs paid for the advice they
received and the average amount paid for SMEs was £10,250, although

this amount became significantly higher as company size increased.

Don’t know

Other

The Pensions Regulator
Local Enterprise Partnerships
Chamber of Commerce
.GOV website

Friend or family member
Work colleagues

Specialist financial adviser

Internet search

Provider of Advice

Bank

Local Authority

Solicitor/lawyer

Business networks/trade associations
Accountant

Consultant/general business adviser
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Figure 2.5 - Providers of Business Advice to SMEs
(from data in BIS Small Business Survey, 2015)

Difficulties in getting support were addressed in the earlier 2014 BIS Small
Business Survey, in which 5% of SMEs had difficulties in getting external
advice or support for their specific advice needs. The main reasons were
because they were unsure how to find it (29 per cent), did not know the
right advice existed (20 per cent), lacked time (19 per cent), or had
insufficient expertise/resources to deal with the issue (11 per cent). A

further 10% thought it would be too expensive.
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2.3.4 Entrepreneurship

Entrepreneurship involves taking advantage of entrepreneurial
opportunities to create profit and growth, and often involves innovative
behaviour, strategic thinking and considerable risk (Beaver and Jennings
2005). Bhide (1994) suggested new enterprises are usually started to
address issues the owner/manager may have experienced themselves,
either through work or in personal situations, but that they cannot rely on
just an invention or anticipation of a trend — they must also start-up and
run the venture effectively, so an entrepreneur must have the ability to
attract and retain investors, customers, employees, and suppliers, along
with strong organisational and leadership skills in order to develop a
successful enterprise. Additionally, to create the most value, an
entrepreneurial owner/manager will also need to act strategically (Hitt et
al. 2001). Kuratko (2007) suggested that entrepreneurs continually
contribute to economic growth through leadership; management;
innovation; research and development; job creation; competitiveness;

productivity; and the creation of new enterprises.

Small business research often fails to differentiate between
entrepreneurship and the role of small business owner/managers (Beaver
and Jennings 2005). When considering literature around entrepreneurship
in the context of the present study, it is therefore important to note the
key differences between typical small enterprise owner/managers and
entrepreneurs, as the types of small enterprises targeted are not
necessarily expected to be run by entrepreneurs, but they may still prove
to be individuals who demonstrate entrepreneurial orientation (Bracker
and Pearson 1986; Hughes et al. 2007; Eggers et al. 2013), or those who
undertake strategic entrepreneurship (Covin and Miles 1999; Kuratko
2009). Mazzarol et al. (2009) suggested that an owner/manager tends to be
someone who either launches or acquires the small enterprise, mainly for
personal goals and as a main source of income, and who is generally

inseparable from the business.
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Furthermore, entrepreneurship does not necessarily need to be about
starting a new business, but can involve established enterprises that can
prove to be more innovative when they behave like small entrepreneurial
ventures (Hart 1992). This is reflected in the definition of entrepreneurship
from Guth and Ginsberg (1990, p5), which excludes any specific reference
to business start-up: “entrepreneurship involves the identification of
market opportunity and the creation of combinations of resources to

pursue it”.

Beaver and Jennings (2005) questioned whether typical small enterprise
owner/managers are entrepreneurs at all, and whether there are certain
traits through which entrepreneurs are actually very different from most
small enterprise owner/managers. The authors identified several key
differences between a typical owner/manager and an entrepreneur, as

summarised in Table 2.3, below.

Dol g0 8 Establishes and manages | ¢ Primary source of income
L) anncte (e a business for the e Consumes the majority of

principal purpose of his/her time and resources.

furthering their personal | e¢ The business is an

goals extension of his/her
personality,

e Linked with family needs
and desires

e Money is not a motivator,
but is a pleasant by-product

Entrepreneur Establishes and manages | ¢ Innovative behaviour
a business for the e Will employ strategic
principal purpose of management practices in
profit and growth the running of the business

e Dissatisfaction with the
current environment

e Risk taking

e Challenges established
routines

Table 2.3. Key differences between the small enterprise owner/manager

and an entrepreneur - based on Beaver and Jennings (2005)
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Beaver and Jennings (2005) went on to suggest that a truly
entrepreneurial venture would not necessarily involve a new start-up, but
that it would include profitability and growth, along with examples of

innovative strategic practice.

Schumpeter (1951, p16) also differentiated entrepreneurship from routine
business management, noting that it includes activities outside of general
business management ,and subsequently linked entrepreneurship to

leadership, as follows:

“Entrepreneurship consists in doing things that are not generally
done in the ordinary course of business routine; it is essentially a

phenomenon that comes under the wider aspect of leadership.”

According to Shapero (1975) entrepreneurship involves taking the
initiative for new direction; the organisation of social economic
mechanisms to develop resources and situations into practical outcomes,
and the acceptance of risk and the associated chance of failure. Kuratko
(2009) suggested entrepreneurship is not simply a course of action, but
that it can be considered as a mind-set i.e. it can provide direction to all of
the firm's operations; it can be an integral component of corporate
strategy; and, when combined with strategy, entrepreneurship can
enhance the position a firm can reach, and how fast it gets there. Kuratko
went on to discuss the concept of strategic entrepreneurship, which will
be addressed later in this section. Kuratko's (2009, p5) definition of
entrepreneurship included ideas around change, but linked these to risk,

capability, planning and identification of opportunities, as follows:

“Entrepreneurship is a dynamic process of vision, change, and
creation. It requires an application of energy and passion towards
the creation and implementation of new ideas and creative
solutions. Essential ingredients include the willingness to take
calculated risks, formulate an effective venture team, marshal the

needed resources, build a solid business plan, and, finally, the vision
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to recognize opportunity where others see chaos, contradiction, and

confusion.”

Ronstadt (1984) described the role of entrepreneurship in wealth creation
and, in particular, the issues of risk, in terms of time, general commitment
and finance. However, the emphasis was on the creation of value, rather

than a need for something that was new or unique.

“Entrepreneurship is the dynamic process of creating incremental
wealth. This wealth is created by individuals who assume the major
risks in terms of equity, time, and/or career commitment of
providing value for some product or service. The product or service
itself may or may not be new or unique but value must somehow be
infused by the entrepreneur by securing and allocating the

necessary skills and resources.”

Indeed entrepreneurship can relate to attributes of the owner/manager in
terms of entrepreneurial orientation (Bracker and Pearson 1986; Hughes et
al. 2007; Eggers et al. 2013). Entrepreneurial orientation involves being
pro-active; innovative; and willing to take risks (Wiklund and Shepherd
2005).

Hughes et al. (2007) carried out research into the connection between
entrepreneurial orientation (EO) and business performance and concluded
that EO did indeed correlate with higher performing ‘exemplar’ firms, and
was less evident in poorer performing firms. EO generally came from the
discovery of unique, or explorative, knowledge such as that raised
internally (Haas and Hansen 2005) and through creativity and discovery
(Hughes et al. 2007), rather than from more established knowledge around
the industry and markets more generally. Stam and Elfring (2008) also
found a link between EO and firm performance, but found that ‘high
network centrality’ and ‘extensive bridging ties’ had a further influence on

this relationship or, in other words, participation in suitable networks
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strengthens the link between entrepreneurial orientation and performance

for the small enterprise.

However, there have been mixed findings, in the literature, about whether
there is indeed a positive relationship between firm performance and
entrepreneurial orientation (Wiklund and Shepherd 2008). Whilst some
research did find a positive relationship (e.g. Wiklund 1999; Zahra and
Covin 1995), others found little evidence of a positive association (e.g. Hart
1992; Smart and Conant 1994). Beaver and Jennings (2005) considered
that it was difficult, if not impossible, to demonstrate any causal link in the
relationship between management actions and enterprise performance.
This difficulty was highlighted in research by Wiklund (1999) which
measured performance using three financial measures and a further four
measures that related to growth, concluding that there was a positive
association between EO and performance, and the benefits of EO tended
to be long-term and persistent rather than providing a short-term ‘quick
fix’ — however, whilst there were, indeed, indications of a positive
association, the authors highlighted limitations in the significance of their

findings and the potential for bias in the results.

In a subsequent survey of over 2,200 Swedish enterprises, Wiklund and
Shepherd (2008) found further evidence of a positive effect on
performance, and the authors noted the result was, in fact, influenced by a
three-way effect that included EO, along with access to capital and the
enterprise’s position in the business environment. Furthermore, Wiklund
and Shepherd’s research found that EO was particularly effective when
attempting to overcome environmental difficulties and resource
constraints and, in such cases of difficult conditions, firms with high EO
could actually become superior performers. The authors went on to
suggest that EO may actually prove more beneficial during difficult

conditions than in favourable conditions.

In addition to having entrepreneurial orientation, there is also a need to
have dynamic entrepreneurial capabilities so that a firm can not only

locate opportunities, but has the capacity to continuously exploit such
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opportunities, often ahead of the competition (Hamel and Prahalad 1994).
Zahra et al. (2006, p918) defined these dynamic capacities for
entrepreneurship as “the abilities to reconfigure a firm'’s resources and
routines in the manner envisioned and deemed appropriate by its principal
decision-maker(s).” The idea behind these dynamic capabilities is that
owner/managers should not rely on "once and for all" solutions or
processes, but that they should continually adapt their capabilities to
capitalise on opportunities, and is based on three underlying elements
(Zahra et al. 2006):

1. Substantive capability - an ability to problem solve
2. Environmental characteristics - problems are changing rapidly
3. Dynamic capability to change capacities - changing the way the

enterprise solves these problems

By linking entrepreneurship to strategy, the enterprise can become better
placed to enhance its position as the speed and methods of achieving this
can be greatly enhanced - this can be thought of in terms of strategic
entrepreneurship (Covin and Miles, 1999; Hitt et al. 2001; Kuratko 2009).
Hitt et al. (2001) described the importance of the concept of strategic
entrepreneurship and noted that both new ventures, and established
enterprises alike, need to be both entrepreneurial and strategic,
simultaneously. Covin and Kuratko (2008) discussed the concept of
strategic entrepreneurship and concluded that it refers to a broad range of
entrepreneurial phenomena which may not necessarily result in the
creation of a new business, but does involve innovations that ultimately
lead to competitive advantage. These innovations would typically involve
either changes from the enterprise’s previous strategies, or through
differentiation from industry rivals (Kuratko 2009). Strategic
entrepreneurship is built around the notion that owner/ managers in
established enterprises need to think, and act, entrepreneurially to

develop and meet strategic goals.
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Covin and Miles (1999) suggested strategic entrepreneurship can take five
forms, namely: strategic renewal; sustained regeneration; domain
redefinition; organisational rejuvenation; and business model

reconstruction. These five forms are defined in Table 2.4, below.

Siaciiserteb i 218 Transforming organisations by renewing ideas that
form the foundation of the business (Guth and
Ginsberg 1990)

Sustained Introduction of new products and serives, or entering
regeneration new markets (Covin and Miles 1999)

Domain ‘Blue Ocean’ product-market opportunities where
redefinition new product categories are created (Karatko 2009)

Organisational Creating competitive advantage by developing
rejuvenation internal processes, capabilities and structures (Covin
and Miles 1999)

Business model Development of the core business model to improve
reconstruction efficiency in operations and to differentiate itself from
industry rivals. (Karatko 2009)

Table 2.4 - Five Forms of Strategic Entrepreneurship
(Based on Covin and Miles 1999)

Two aspects of strategic entrepreneurship were considered by Morris et
al. (2008) who described ‘entrepreneurial strategy’, which involves the
application of entrepreneurial thinking and creativity to developing the
core strategy of a firm; and ‘strategy for entrepreneurship’, in which there
is a need to need to for strategies to guide specific entrepreneurial

activities underway within the firm.

Whilst the majority of owner/managers may not be considered as true
entrepreneurs (Schumpeter 1951; Beaver and Jennings 2005) the literature
suggests that entrepreneurship is not just about starting new ventures
(Guth and Ginsberg 1990; Hart 1992) and includes factors such as profit
and growth, innovation, risk taking and strategic thinking. The notions of
entrepreneurial orientation and strategic orientation both have a strong fit

with the more aspirational small enterprise owner/managers who are
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looking for growth through the development of new strategies, and by

learning from experience.

Many entrepreneurs operate with new products in new markets, products,
and develop a competitive edge so, therefore need openness to learning,
as well as flexibility and the obvious entrepreneurial traits of perseverance
and tenacity (Bhide 1994). Bhide went on suggest that, despite clichés
that suggest otherwise, successful entrepreneurs do engage in analysis
and develop strategies, but take into account that there can be many
unknowns, so ideas and strategies evolve through a mix of guess-work,
analysis and subsequent action — all of which relate to entrepreneurial
learning which tends to be largely experiential (Deakins and Freel 1998;
Erdelyi 2010; Rae 2015) and is a process of learning to recognise
opportunities and to act upon them (Rae 2015). Even failure can be treated
as a useful learning experience, leading to positive outcomes — Deakins
and Freel (1998) suggested that a feature of entrepreneurship is the ability
for entrepreneurs to learn from their mistakes and failures, and that can
ultimately involve creating newly adapted strategies that can lead to
potential breakthroughs and contributes towards an “entrepreneurial

culture”.

Entrepreneurial learning involves “recognising and acting on
opportunities as a natural process which can be applied within both
everyday practice and formal education” (Rae 2015, p5). Entrepreneurs
tend to engage in both formal and informal learning. Outside of formal
education, entrepreneurial learning tends to be experiential; situational
and contextual; self/socially mediated; and involves developing ideas and
problems into opportunities and actions (Erdelyi, 2010). Deakins and Freel
(1998) identified four critical factors relating to entrepreneurial learning,
namely: assimilating experience and opportunity; reflecting on past
strategy; recognising mistakes; and introducing external members to
develop and entrepreneurial team. However, the process in which
entrepreneurs learn in practice not is not fully understood, but it is
accepted that there is a learning experience from setting up and/or

running a small enterprise (Deakins 1996).
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Despite the indications that entrepreneurial learning is largely based on
practical experience, rather than from formal learning, there is a case to
equip the entrepreneur with practical skills to take advantage of their
experiences. Deakins and Freel (1998) linked entrepreneurial learning to
business support through the identification of a need for mentoring of new
and early stage entrepreneurs to help them reflect on experience and to

benefit from knowledge gained through learning events.

Sullivan (2000) found that entrepreneurial learning is of great importance
to small enterprises in terms of survival and growth, in most markets, and
interventions with mentors provide added-value through encouragement
to engage in reflective learning as well as providing suitable skills,
knowledge, experience along with ongoing support. This ‘just in time’
approach to support was considered, by Sullivan, to be potentially more
effective than prescriptive small business training programmes that were
often volume driven and may not have been of immediate relevance to
participants. However, Sullivan did acknowledge that prescribed ‘up-
front’ training for business planning/strategy could be less costly than the
provision of one-to-one counselling or mentoring, although noted that does

not necessarily mean it is ultimately more cost effective.

The literature around entrepreneurship, entrepreneurial orientation, and
entrepreneurial learning has been explored throughout this section —
however, in terms of the present study, the key message relates to the
notable differences between general business management and
entrepreneurship as the focus is on small enterprise owner/managers who
are involved in business support. Indeed, there was no specific
prerequisite for them to be entrepreneurial - as some may be seeking

support for operational issues, and others for strategic reasons.
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2.3.5 Small Business Leadership and Growth

Entrepreneurial leadership is a concept that is still evolving - it is difficult
to get a clear definition, and limited methods have been developed to
determine key characteristics and/or behaviours (Leitch and Volery 2017).
Thorpe et al. (2009) suggested the concept of leadership had been
contested for some time, and that there were probably as many definitions
as there were authors. However, in comparing leadership to management,
Burgoyne (2008) concluded that management is more about order and
control, whereas leadership could involve chaos and complexity and often

led to unforeseen solutions.

The majority of leadership research has been focussed on the context of
large corporates and there has been limited work on leadership in small
enterprises and/or SMEs (Vecchio 2003; Leitch et al. 2009). Small
enterprises, including recent start-ups, tend to be run by an
owner/manager and involve a fairly flat hierarchy where direct
interactions with the leader are commonplace (Leitch and Volery 2017;
Vecchio 2003). In describing leadership and entrepreneurship, Vecchio
(2003) made a distinction between entrepreneurs (described by Vecchio as
founders of the firm); small business owner/managers (described as those
that manage, but did not necessarily start a firm; and traditional managers
(described as those that direct and display leadership characteristics),
going on to state that the variations stem from differences in backgrounds,
personal goals and an openness to innovation. Vecchio (2003) also found
that leadership theory contains many of the constructs used in
entrepreneurship theory, and that there is a strong overlap between the
two. However, Leitch et al. (2009) suggested that there are specific issues
which indicate that leadership should be considered differently in small
enterprises and/or SMEs than in the corporate context, most notably
because there is usually little to separate leadership from managerial
responsibilities in small enterprises, particularly when the personality of

the entrepreneur means they often take “centre stage”.
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Kuratko (2007) stated that entrepreneurial leadership is a unique concept
combining the identification of opportunities, risk taking beyond security
and being resolute enough to follow through. Kuratko went on to describe
the spirit of entrepreneurial leadership as an integrated concept,
involving: leadership; management; innovation; R & D; job creation;
competitiveness; productivity; and the creation of new enterprises, and
also through working alongside individuals who also have a deep
innovative spirit, which has subsequently led to a revolution the way in
which business is conducted across many levels. Renko et al. (2015)
suggested entrepreneurial leadership involves influencing and directing
team performance to achieve organisational goals, by recognising and
exploiting entrepreneurial opportunities. Leitch and Volery (2017) stated
that entrepreneurial leadership was located at the intersection between

entrepreneurship and leadership.

Thorpe et al. (2009) described a traditional understanding in which leaders
(rather like entrepreneurs) were thought to be born, but not made —
however, the authors went to suggest that managers could be recruited
from a range of backgrounds and levels, and could be developed as
leaders through a range of interventions. However, there is a divide in the
literature about training and learning for leadership in small enterprises -
training refers to structured programmes such as mentoring schemes and
learning is about making sense of their social context, leading to change —
entrepreneurial learning involves capitalising on opportunities and
initiating, organising and managing ventures (Rae 2005). Storey (2004)
argued that more formal types of management training are preferred by
governments because they result in recognised qualifications and allow
easier monitoring of funding, but this is in contrast to the requirements of
small enterprises who tend to prefer informal training that requires less
time away from the workplace and an ability to tailor training to the

specific needs of the firm

Within small enterprises there is a tendency for lower engagement in
training and development, than their counterparts in larger firms and this

is either explained by ‘ignorance’ where the owner/manager is unaware of
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the benefits of training; or ‘markets’ where an informed owner/manager
faces higher costs of training and lower benefits than larger firms (Storey
2004). Wright et al. (2015) suggested that resource constraints are one
reason why smaller enterprises tend to invest less in management
development, but that publicly funded interventions, such as the former
Growth Accelerator scheme, may provide a way to overcome this.
However, this general lack of formal management training and
development in small enterprises can contribute to business failure and
low growth levels (Cosh et al. 2000; Rae et al. 2012). As is the case with
business support, it can be difficult to prove such a link to performance —
for example, Storey (2004) questioned whether formal management
training in small enterprises has a causal link to the performance of the
enterprise and, whilst there is indeed, some indication of positive benefits,
the evidence to support this is fairly weak. This difficulty in demonstrating
a clear link between formal management training and its effect on
performance may be a further contributory factor in the levels of take-up,

for such training, amongst small business owner/managers (Storey 2004).

Differing leadership styles can result in improved employee performance
which can subsequently lead to an organisation reaching its goals and
objectives (O'Regan et al. 2005). Valdiserri and Wilson (2010) categorised
key leadership styles, and outlined the typical attributes of each — a
selection of these styles, considered most relevant to the small enterprises

targeted in the present study, are presented in Table 2.5, over.
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Leadership Style Typical Attributes

Transformational e Systematic approach

Leadership e Purposeful and organised search for
changes

e Capacity to move resources to improve
productivity

e Ability to inspire and motivate followers

e Motivation of human resources leads to
better performance

¢ Employees are motivated to commit to the
organisation’s vision

Transactional Leadership

Employee needs are recognised

Employees are rewarded for success

Individuals are given suitable resources

Ensures employees have suitable

knowledge to complete tasks

e Sets an appropriate path to achieve goals
and objectives

e Process development / goal setting

Laissez-faire

No-one has responsibility for achieving
goals, objectives and vision

Employees self-teach and act accordingly
Lack of leadership responsibility
Uninvolved leader

Avoids decision making

Limited responses to employee questions
Detrimental to individual performance

Table 2.5 Typical Attributes of Certain Leadership Styles
(Based on Valdiserri and Wilson 2010)

Growth outcomes, in small and medium sized enterprises, require
substantive growth capabilities, which are dependent on strong
leadership and dynamic capabilities in relation to recognising, and
exploiting, opportunities (Zahra et al. 2006; Koryak et al. 2015). Koryak et
al. (2015) broke down each of these elements into their components parts,
presented as a ‘research framework for growth’ - shown in Figure 2.6
(over). Acknowledging the importance of such dynamic capabilities, and
an alignment with appropriate leadership skills, Wright et al. (2015) linked
national programmes, such as Growth Accelerator, and more local support

initiatives, such as Innovation Vouchers, to the creation of inter-
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organisational knowledge sharing networks that could then evolve into

increased dynamic capabilities.

LEADERSHIP TEAM

Cognition
Motivation GROWTH CAPABILITIES
Organizational Resources
A A * Financial resources
* |P & Organizational knowledge
* Social capital GROWTH OUTCOMES
1 Human capital
v " *  Market Penetration
I 3| * Product development
*  Market development
> | Growth Processes and Routines *  Diversification
+ Continuous Improvement
Processes
4 ¥ * Innovation processes
* Internationalization processes
+ Alliance processes
DYNAMIC CAPABILITIES *__Acquisition processes

Opportunity identification
+  Opportunity exploitation

Figure 2.6 — A Research Framework for Growth: Entrepreneurial

Leadership, Capabilities and Growth (Koryak et al. 2015)

This work from Koryak et al. (2015) highlighted the importance of the
leadership team, but also a need for an organisation that has the dynamic
capabilities to recognise opportunity, and has the capacity, resources and
processes in order to capitalise on such opportunities. Wright et al. (2015)
suggested leaders need to have both the will and the ability to grow their
enterprises, but still need policies to provide training programmes that are
growth-oriented and aimed at developing knowledge and abilities, along
with entrepreneurial thinking and motivations. Leaders therefore need to
be both willing and able to grow their enterprises, but should also be

equipped with the knowledge and skills to achieve this.

Leitch et al. (2013) considered leadership development as a social process

that was built around theories of human capital and social capital. This
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involved adaptive learning that tended to arise from interactions with
peers, often arising from events, training courses and through

engagement in learning networks.

The key messages, arising from this section on leadership have been
around the differences in leadership between small enterprises against
their larger corporate counterparts, and how issues such as resources,
skills, knowledge and aspirations align with the organisational capabilities
that are required if the aim is for significant growth. In terms of the
current study, strong leadership skills may be needed for small enterprises
seeking business support for growth, but this is less of a requirement for

those whose focus is on operational issues.

2.3.5 Mentoring

Whilst researching the role of the business support intermediaries across
Dorset, from 2010-2017, significant growth was noted in the role of
mentoring. Indeed entrepreneurial mentoring has become increasingly
popular within national economic development offerings, and structured
programmes have been available in various forms since the early 1990s
(Bisk 2002; Peel 2004). Compared with alternative forms of business
support, mentoring would tend to be positioned at the longer-term, and
more collaborative, end of the business support / advice continuum
(Graham and O’Neill 1997). However, despite the growth of support
activities, through small enterprise mentoring and coaching, there is a

relatively small body of literature available (Peel 2004).

In carrying out this section of the literature review, entrepreneurial
mentoring was the main focus, although some literature does cover
mentoring in the broader sense (e.g. education, public services), although
is still included where the underlying principles remain relevant to this

study.

One of the main reasons behind a lack of success amongst new
entrepreneurs is inexperience and the, sometimes, limited competency

that can lead to a lack of vision and ultimately in reduced profits and/or
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business failure (St-Jean & Audet 2009). Evidence has suggested business
growth can be influenced by entrepreneurial learning (Priyanto and
Sandjojo 2005; Rae 2010). However, entrepreneurs have sometimes
reported that training received is not always tailored to their specific
requirements, which suggests a more personalised approach is needed
(Morrison and Bergin-Seers 2002). Mentoring may offer a solution, as it
provides this personalisation, and the mentor can facilitate an efficient
transfer of experience and knowledge into learning, and to develop
management skKills (St-Jean & Audet 2009).

Mentoring can be differentiated from other types of individual business
support, such as that received through a business advisor or a coach, in
that the mentor places the individual being supported as the priority, and
not as part of a wider set of priorities (Gibson 2005). There are many broad
definitions of mentoring, such as that from Collin (1979, p.12), who defined

mentoring as:

“a one-to-one relationship between a more experienced person and an

inexperienced person, and only until the latter himself reaches maturity”

However, it was difficult to identify a single definition that related
specifically to entrepreneurial mentoring and covered all aspects of such
arrangements — for example St-Jean & Audet’s (2009, p.149) definition
described certain elements of entrepreneurial mentoring but this did not
allude to issues such as trust/rapport, co-production, knowledge and on-

going relationships:

“Entrepreneurial mentoring involves a support relationship between an
experienced entrepreneur (the mentor), and a novice entrepreneur (the
mentee), in order to foster the latter’s personal development.”

- St-Jean & Audet (2009, p.149)

The following broader definition, from Addington and Graves (2000,
online), brought in factors about conveying specific content and wisdom.
Importantly, considering elements that related to co-production, this

definition also alluded to the working relationship between a mentor and a

Page 74



Tim Ford — PhD Thesis Chapter 2 - Literature Review

mentee. However, this definition still does not relate directly to

entrepreneurial mentoring:

"A mutual relationship with an intentional agenda designed to convey
specific content along with life wisdom from one individual to another.
Mentoring does not happen by accident, nor do its benefits come quickly.
It is relationally based, but it is more than a good friendship... mentoring is
not two people who just spend time together sharing”. - Addington and

Graves (2000, online)

In more practical terms, which related specifically to this research study,
SFEDI (Small Firms Enterprise Development Initiative) considered a wider

set of factors in its definition of business mentoring, which comprised:

. A one-to-one relationship over a period of time between a less
experienced person (mentee) and an established professional (mentor),

which provides consistent support, guidance and practical help

" A process by which an experienced professional shares their

personal skills, knowledge and experience with another person

" A means of enabling a less experienced person to gain the
necessary skills, knowledge and confidence to be able to perform at a

higher level

" An opportunity for a less experienced person to gain access to

impartial, non-judgmental guidance and support

" A process of working together to achieve predetermined goals and
objectives
" A two-way process through which both parties derive satisfaction

from the progress, and success is attained through working together.

- SFEDI (2011, online)
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In terms of this particular study, mentors were considered within the
scope of the IOEE (Institute of Enterprise and Entrepreneurs) Code of
Conduct, which stated:

“A mentor does not give advice, rather helps the mentee to weigh up
situations, through a process of reflection, questions, challenge and
feedback allowing the mentor to come to a decision themselves. The
mentor will conduct themselves with dignity and will act in a way which
respects diversity and promotes equal opportunities” — SFEDI (2011,

online)

There has been limited research that related specifically to mentoring
entrepreneurs and SMEs, and particularly in mentoring support for new
businesses (Peel 2004; Terjesen and Sullivan 2011; McKevitt and Marshall
2015). It has been widely accepted that SMEs are unique and have
different needs, so the nature of mentoring interventions needs to be
adaptable to meet such needs (McKevitt and Marshall 2015).

McKevitt and Marshall (2015) carried out a study of mentoring, in
association with Enterprise Ireland that supported a state-run mentoring
network. The study considered both large companies and SMEs, but also
made a distinction between high growth SMEs, against the general SME
population. The purpose of the study was: to ask how mentoring
supported SMEs with different needs; and what factors influenced

successful mentoring.

The Enterprise Ireland mentoring programme had strong similarities with
mentoring programmes run in Dorset. Most notably, mentors tended to be
independent business people, including consultants and retired
professionals, but all worked on a volunteer basis, receiving expenses
only. Equally, the role of the mentor was to provide listening, guidance
and to set challenges, but not to provide the functions of a consultant i.e.
not providing direct business advice (McKevitt and Marshall 2015). The
programme differed slightly from the Dorset programme in that it was
limited to twelve months in which 10 three hour visits would take place. In

Dorset, the frequency and length of visits was similar, and whilst there
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was an initial one year contract, there was no upper limit on the length of

the mentoring relationship, which could last several years.

McKevitt and Marshall's study found that mentoring provided a useful
‘person centred’ approach to developing a business. The notion of phases,
in the mentoring process, was put forward starting with an ‘opportunity
recognition’ phase and moving on to an ‘opportunity enactment’ phase.
Indirect support appeared to meet the needs of the earlier opportunity
recognition phase, and more direct support was suited to the needs of the
later opportunity enactment phase. The credibility of the mentor was an
important factor, and variations in quality and motives had been
suggested, sometimes leading to less successful outcomes — for example,
some mentors had strong experience, but in the wrong context, and others
tried to cross-sell alternative, paid-for, services. Despite the role of
mentoring being considered for provision of advice and guidance only, the
study suggested that there was a need for a ‘dual role-set’ and that
mentors needed to adopt both a paternalistic (indirect support) role and a
pragmatic (direct support) role, taking into account the stage of
development for the owner/manager. There were, for example, cases of
success where mentors took on additional responsibility for opportunity
enactment. The less successful cases involved the mentors not being
sufficiently involved in the venture; where there was no effective fit
between the mentor and the owner/manager; or where there were
mismatches between the scale of change and the expected timeframe.
Organisational differences were also noted between SMEs that had
established systems and processes in place, compared to those that did
not. The suggestion was that future studies should take these differences

into account.

A US review, by Hansford et al. (2002), considered 151 business mentoring
studies, to assess both the positive and negative outcomes of mentoring.
This work considered a total of 15 distinct factors including
satisfaction/motivation; coaching strategies; performance; social issues
etc. Around 70% of the studies assessed had taken place in the USA, and

14% were from the UK. The research considered business mentoring
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programmes of varying natures, which were not necessarily made explicit.
Of the positive outcomes reported, 86 % related to the mentee, but only
40% of the studies included any positive outcomes for the mentor,
although it is questionable whether such information was actively
collected in all cases. Positive outcomes for mentees, on a personal level,
included: career enhancement; challenging strategies and tasks; and
social benefits. Organisational benefits included: increased productivity;

contribution of employees; and increased retention of staff.

The negative outcomes were less common, but tended to arise through
factors such as limited time, insufficient training, negative attitudes and

mismatches between the mentors and the owner/managers (mentees).

The Department for Business, Innovation and Skills (BIS 2012) summarised
evidence around the provision and use of mentoring in SMEs. This
included primary research and consideration of both the 2010 Small
Business Survey (BIS 2010), based on 4,580 interviews, and the 2012 SME
Business Barometer (BIS 2012), which involved around 1,000 interviews.
The research was used to inform the Policy Action Plan for the Department

for Business, Innovation and Skills.

BIS found that 49% of SMEs had sought external advice or support with
mentoring being a key component. Mentoring was considered to be
particularly suitable due to it being informal, making used of experienced
peers, and being tailored to specific needs. The report estimated that over
300,000 SMEs had worked with a mentor for over one year, and that
mentoring was more commonplace in larger SMEs. Over 90% of SMEs,
using mentoring, reported hard and soft benefits including development of
business plans and strategy; improved financial performance; enhanced
skills in leadership & management; and access to finance. However, there
was no evidence of any causal link between the reported hard outcomes
and the mentoring interventions themselves, other than through the

perceptions of the owner/managers that were interviewed.

BIS estimated that there were about 400 providers of SME mentoring in

the UK, with 21,000 active mentors across public and private sectors. 86 %
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of mentoring relationships were for longer term developmental support.
Around a third of mentoring organisations offered all mentoring services
at zero cost to the enterprise, with around half charging for all services,
and a further 17% charging for some services. There was evidence that
mentoring was growing in popularity with 80% of mentoring organisations
reporting an increase in demand. There was little evidence of any major
focus on specific life-cycle stages or enterprise types, although mentors
were most likely to be targeting early stage SMESs; those looking for

growth; and micro-businesses.

The launch of the MentorsMe portal (set up by the British Banking
Association in 2011) and the GetMentoring programme (grant assisted by
BIS and operational from September 2011 until December 2012) had tied in

with a reported increase in demand during this period.

In their 2012 Small Business Survey (‘Focus on Mentoring' report), BIS
made direct comparisons between SMEs that had, and had not, used
mentors. There were notable differences in the results — for example, 44%
of those using a mentor reported an increase in turnover in the preceding
12 months, compared to 23% for those with no mentor. In employment,
25% of SMEs with mentors reported employment growth, compared to 9%
for those without mentors. When considering strengths in eight key
business tasks (regulatory/tax decisions; operations management;
business systems; business planning; management of people; innovation;
new markets; and access to finance) the evidence showed that mentored
companies were ahead, in every category, when compared to the general
SME population. Considering innovation, 69% of mentored SMEs had
introduced new products in the preceding 12 months, compared to 31% for
those without a mentor. Finally, SMEs that had exported in the previous
12 months was reported at 33% for SMEs that had a mentor and 13% for
SMESs that did not have a mentor.
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2.3.6 Research Question 2

Building on the business support literature in the context of the current
research, and taking into account the aims and objectives outlined in

Chapter 1, the following research question has been developed:

What are the key elements of business support that lead to effective

handling of strategy formation in small enterprises?
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2.4 Strategy Literature
2.4.1 Strategy Definitions

Strategy is a largely holistic term and there is no universally agreed
definition (Quinn 1980). In order to keep this piece of research focused, it
was important to develop a definition of what is meant by strategy and

strategy formation in the context of the research.

Mintzberg et al. (1998) summarised ten distinct ‘schools of thought’
around strategy and sub-divided these into three ‘meta schools’, namely:
Prescriptive i.e. Design, Planning, and Positioning; Descriptive i.e.
Entrepreneurial, Cognitive, Learning, Power, Cultural, and Environmental;
and Configurational i.e. Configuration. Of the various definitions,
Mintzberg et al. (1998) included a strategy around a plan, a pattern, a
position and a perspective. The plan suggested a way to get from ‘here to
there’. The pattern of actions could include, for example, decisions to
develop expensive products with a ‘high end’ focus. Position was about
placing products within particular markets. Finally perspective was about

vision and direction.

Porter (1996) suggested strategy was concerned with competitive position
and differentiating the company from the customer’s perspective. Value
was added by means of a range of activities that were different from those
of the competition. Robert (1993) argued that the main issues involved
‘strategic management’ and ‘thinking strategically’, and these required
decisions around four key factors, namely: customers; products/services;

market segments; and geographic areas.

However, these definitions were fairly universal and generic and did not

take into account the actual process of developing a strategy. While these
processes tended to be detailed within the literature, the processes were
often generic and did not address the specific issues that can be faced by

the small enterprises that are the focus of this research.

Burke and Jarratt (2004) considered the various definitions of strategy

from authors over a period of more than 40 years. These authors adopted a
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clear and succinct definition from Walker et al. (1996, p.8) that also
appeared appropriate to the present study, which has subsequently been
elected to align with this definition from Walker et al. The definition
provided a succinct statement that covers the simplistic, but useful, notion
of moving from ‘where they are now’ to ‘where they want to be’. However
this builds on the simplicity of that statement by involving the complex
interactions, within the business environment, that a fully considered

strategy would include.

“Strategy is a fundamental pattern of present and planned objectives,
resource deployments, and interactions of an organisation with markets,

competitors, and other environmental forces.” - Walker et al. (1996, p.8)

2.4.2 General Strategic Planning Literature

In carrying out the literature review, the initial literature on strategy and
strategy formation for business tended to focus on the subject of strategic
planning and the processes involved have been widely published since
the mid 1960s and followed on from the publication of Corporate Strategy
by Ansoff in 1965. Strategic planning now has a firmly established place in
management theory and practice. However, strategic planning has not
been without its problems; for example Mintzberg (1994) highlighted the
need for most planning systems to rely on ‘hard data’ but illustrated the
difficulties in gathering such useful hard data. These included a lack of
richness and scope of data, too much aggregation in data, timing issues
with data ariving too late to be of use, and the unreliability/inaccuracy of
data.

Mintzberg went on to suggest that it was the ‘soft data’ that may be more
useful. There was also some suggestion, from Mintzberg et al. (1998), that
the structured and formalised approach to strategic planning may be too
rigid for some organisations and that a less formal planning process may
be more appropriate. Indeed, Mintzberg et al. continued by higlighting the
difficult issues of being unable to predetermine the future environment,
detachment from the core facts and the difficulties in substituting a rigidly

structured process for human creativity.
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Thompson & Martin (2010, p.363) suggested that strategic planning had
become unfashionable in the 1980s and 1990s, largely because methods
were time consuming, mechanistic and were unable to keep apace with
changes in the business. There was also seen to be a need to have a
specific role for strategic planners and these were not always alligned to
management, often resulting in the development of plans that were not

always used in practice.

Wilson (1994) argued that strategic planning had changed since the early
1970s and had actually evolved into the more viable strategic management
or strategic thinking. Wilson also suggested that the organisation and the

culture within it are an important factor in the execution of strategy.

2.4.3 Consideration of Strategy Within Small Enterprises

Considering traditional strategic planning in small enterprises, Stonehouse
and Pemberton (2002, p.854) suggested strategic planning (in SMEs)
focussed on long-term objectives for an organisation and defined it as “the
devising and formulation of organisational plans which set the broad and
flexible objectives, strategies and policies of a business, driving the
organisation towards its vision of the future”. Stonehouse and Pemberton
went on to differentiate strategic planning from ‘business planning’ which
focussed more on short-term analysis and goal setting along with
functional level planning. The authors also suggested a more informal
approach, namely ‘strategic thinking’, in which managers would simply go
beyond day-to-day thinking and have more of a ‘strategic intent’ for the
direction of their business. Stonehouse and Pemberton stated that it was
unfortunate that the term ‘strategic planning’ had an association with a
prescriptive approach (Mintzberg 1990) and went on to describe a process
of broad, long term planning that included aspects of strategic thinking.
This more informal approach to strategic planning could perhaps be
considered more in terms of ‘strategy formulation’ (Chan and Foster 2001;
Peel and Bridge 1998). However, Mintzberg (1978) suggested that the term

‘strategy formulation’ was somewhat misleading, as it implied conscious

Page 83



Tim Ford - PhD Thesis Chapter 2 - Literature Review

or deliberate thought, whereas the term ‘strategy formation’ was more
suited to a situation where the strategy did not necessarily involve a fixed

plan.

Mintzberg (1978) described strategy formation, in many organisations, as

an ‘interplay’ around three main forces:

1. Occurs in an environment where there are continuous changes

2. An ‘operating system’, or bureaucracy, within the organisation can
stabilise actions against the environmental changes

3. Leaders can mediate between the above forces, both maintaining

organisational stability and adapting to change.

Strategy formation can therefore be considered as the ability of an
organisation to maintain its place within a changing operating
environment, and how the leadership responds and adapts to such change

in moving forward.

Despite the recognised difficulties with formal strategic planning, there is
evidence to suggest that its use still has significant benefits to small
enterprises. Wang et al. (2007) acknowledged that previous research
clearly showed the majority of small enterprises did not plan, although
there may be scope for identifying what constitutes planning as, for
example, financial forecasts in a spread-sheet may be considered by some,
to be planning. Wang et al. went on to identify several factors that could
be attributed to the small enterprises that do engage in strategic planning.
These included improvements in: sales growth; financial performance;
employee growth; innovation; product patents; process and
manufacturing technologies; international growth; and reductions in
business failure. Their research also considered the ‘push/pull’ factors that
motivated owner/managers and how the motivations of the management
could affect strategic planning, and subsequently business performance.
Wang et al. suggested that strategic planning was more evident in
enterprises where the owner/manager was ‘growth oriented’ and that

many owner/managers were not entrepreneurial, and often chose not to
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engage in major growth. Indeed, Deacon and Corp (2004) suggested small
enterprises are diverse in nature, are affected by social context and are
highly individual resulting in a match between the rationales of both the
owner/manager and the firm. A knowledge based view of the firm, and
motivational issues (Wang et al. 2007) were further key factors for small

enterprises in strategy formation.

Ownership motivation was therefore an important consideration in
understanding why smaller firms do not always engage in planning. Wang
et al. cited research from Jennings and Beaver (1995) in their conclusions,
acknowledging a need for further research to differentiate the
entrepreneur from the enterprise and to understand where differences
existed between a true entrepreneur and an owner/manager of a small

enterprise.

It has been generally agreed that small enterprises, and particularly those
of independent ownership i.e. those outside larger groups, have a less
structured approach to strategic planning (O’'Regan and Ghobadian 2002)
and that there has been limited research on the strategy formation process
that focuses specifically on SMEs (Ghobadian and O'Regan 2000). The
authors had measured a range of thirty five characteristics associated with
strategic planning (internal capability, financial performance,
departmental co-operation, management techniques used etc.) and scored
these in two categories — formal planning enterprises and non-formal
planning enterprises. The overall sample size was 194 companies. Small
companies that demonstrated formal planning outperformed the non-
formal planning group in all thirty five categories, although the difference
was only statistically significant in five of these categories. O'Regan and
Ghobadian concluded by suggesting that a diagnostic framework could be
developed for strategic planning in small enterprises on the basis of a

checklist system.

In their analysis of SME strategy, Bretherton and Chaston (2005)
concluded that having strategic intent, along with adequate funding

represented a ‘key to success’. In particular they went on to highlight the
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importance of strategic alliances as a further factor of success. However,
there was little mention of how the strategic process would work in
practice, as resources and capabilities would vary significantly with each

enterprise, and the context in which it operates.

Robinson and Pearce (1984) undertook a review of over fifty studies
carried out, around small enterprises, in terms of planning. The conclusion
was that the majority of smaller firms did not plan formally and, of those
that did plan, whilst the overall findings were that planning was beneficial
to those that do it, the results tended to be evaluated in terms of sales,
growth, profitability etc., rather than softer outcomes such as competitive
advantage, morale, continued ownership and management transitions,
even though indications were that improvements were found in both hard
and soft outcomes. In contrast to the earlier suggestion from Wang et al.
(2007) that the majority of SMEs did not plan ahead, Robinson and Pearce
highlighted Van Auken and Sexton’s (1985) suggestion that strategic
thinking does, in fact, frequently exist in smaller firms. This finding
indicated that, whilst the review was generally showing that most firms
did not plan formally, there was a good indication that informal ‘strategic
thinking’ and, subsequently, some level of strategy formation was actually

still present.

2.4.4 Strategy and Performance

Research by Peel and Bridge (1998) involved a survey of 150 UK SMEs
carried out in 1996/7 to analyse the relationships between strategic
planning, business objectives, business environment and performance.
The findings suggested profit improvement, followed by sales and growth,
were the most important objective in the strategy formation of small
enterprises and an improved economic environment was important in
achieving this. The findings linked well to Burke and Jarratt’s (2004)
strategy definition, and reinforced the importance of the business
environment in strategy formation. Peel and Bridge also went on to

suggest that small enterprises were better equipped to react to
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opportunities (and threats) which could mean that, with good strategic
planning, companies would be well placed to benefit from the predicted
improvements in the regional economy. In conclusion, the findings
indicated a positive association between strategy formation and perceived
performance. There were also indications that small companies that
undertook detailed strategy formation would also be using formal financial
planning techniques. Finally, Peel and Bridge suggested a case for a
strategic planning methodology that could potentially be used to enhance

small enterprise performance.

Berry (1998) considered the use of strategic planning in small companies
that operated, predominantly, in the high tech sectors. There were six

main conclusions as follows:

o Firstly, that strategic planning was demonstrated to enhance
performance, in terms of turnover, growth and reaching
objectives.

o Importantly for this research, the second conclusion was that,
particularly in the early stages of the company life cycle,
strategic planning does not need to be a formalised process with
greater benefits gained from having regular discussions and
agreements of objectives, than the need for formal
documentation. This tended to reverse as company size
increased.

e The third conclusion highlighted the need for an understanding
of the business environment, competitive analysis, assessment
of own strengths and weaknesses, consideration of alternative
approaches and, finally, reviewing and revising plans. This
approach was independent of whether formal or informal
methods were used.

e The fourth conclusion from Berry was that a business needs to
adapt and evolve; a business that may have been founded by
ideas from the entrepreneur will need to adapt to its markets and
strategic planning, whether formal or informal, is required to

ensure long term survival and growth.
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o The fifth element is about the quality and diversity of leadership
where a range of skilled individuals across a range of business
areas (marketing, finance, technical etc.) can help shape
strategies for long term success.

¢ Finally, the strategic awareness of the entrepreneur was
considered and the suggestion was that those exposed to
strategic planning to other environments and/or those that are
just aware of the benefits of strategic planning are more likely

bring these benefits to their own company.

Baird et al. (1994) tested theories originally developed by Robinson and
Pearce (1984) that there is a positive relationship between the levels of
planning and overall company performance. In testing this theory, Baird et
al. compared enterprises that undertook formalised strategic planning
with those that undertook more informal planning. Their conclusions back
up the theories of Robinson and Pearce, and demonstrated that
enterprises undertaking formal planning do indeed benefit from this
activity. Whilst there was no notable difference in terms of bottom line i.e.
rates of sales, they demonstrated that those undertaking a more formal
approach to planning showed higher rates of growth than those that
planned more informally. However, whilst the initial indication might be
that better planning means improved growth, the work of Wang et al.
(2007) puts into question whether it is the planning itself that improves
growth, or that the lack of planning is intentional in companies that have
no plans to grow in the first place. Alternatively, these findings suggest
that the process of planning may be of greater importance than that of

planning in itself.

The majority of the literature used has focused on UK enterprises, but
some international research, in similar sized companies, was identified
with interesting findings. Research by Waalewijn and Segaar (1993)
considered strategic management in small companies in the Netherlands,
taking into account factors such as the planning system itself, leadership

styles, human resource management, organisational structure, strategic
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frameworks and strategic direction. The authors concluded that
knowledge of strategic management was lacking, organisational
structures were not necessarily suited to formal planning and finally, that

there was a positive association between profitability and formal planning.

Chan and Foster (2001) undertook small enterprise research in Hong Kong,
and moved away from the usual concepts of strategic planning or strategic
management and focussed on the idea of ‘strategy formulation’. The
authors suggested that all firms had a strategy, whether it was deliberate
or “casually emergent”. Their research was based around a sample of 44
companies, each having between 2 and 49 employees. Their results were
largely inconclusive but backed up findings by others, for example
Bretherton and Chaston (2005), that planning levels were very much
dependant on context. The research used a relatively small sample, but
indications were that very few of the companies, that engaged in strategy
formation, showed indications of any perceived improvements in
performance. Chan and Foster acknowledged that, these findings may in
part be down to the nature of the local companies, that were used in this

sample, and who tended to be imitators rather than innovators.

Aguilar et al. (1997) noted that, whilst large companies were able to
engage in formal strategic planning, often through dedicated staff, small
enterprises did not have such resources and, in many cases, would not be
able to afford to employ consultants. In recognising this need, Aguilar et
al. set out to develop a method specifically for SMEs to plan strategically.
This method (or tool) was called COMPASS and was developed using EU
funding from ESPRIT (1992-1994), and with partners in a range of EU
countries, including UK, Spain, Italy, Germany and Finland. The tool took a
‘top down'’ approach, and with a specific emphasis on strategic business
units (SBUs). The method had a number of drawbacks in that it was only
piloted in three enterprises and the notion of the SBUs might relate only to
larger SMEs, and may not be applicable to smaller enterprises, particularly
as size decreases. In testing the tool, the authors noted that, during
evaluation, the tool could be used in a few hours but, in practice, the

process took weeks or months. Aguilar et al. suggested that a tool of this
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type could be a great help to enterprises, but this required a thorough
understanding of the methodology. Their overall conclusion that was that
the methodology needed to be about developing the strategy, rather than
about using the tool itself and this indicates that formal tools may not be

well suited to small enterprises at all.

In conclusion, there are considerable gaps in the literature around strategy
formation within small enterprises and SMEs, and much of the available
literature is no longer up-to-date, given the rapidly changing economic
conditions, markets and the technological conditions that affect the small
business environment. The most notable publications, for example Peel
and Bridge (1998) and Stonehouse & Pemberton (2002), rely on limited
sample sizes and do not fully consider the role of business advice, nor the
value of co-production in developing that advice into workable strategies.
In addition, the findings around improved performance, arising from
strategy formation, demonstrated very mixed results — authors including
Peel and Bridge (1998) and Burke and Jarratt (2004), Baird et al. (1994) and
Waalewijn and Segaar (1993) suggested there were clear indications of
positive associations between strategy formation and improvements in
business performance, whilst authors including Chan and Foster (2001),
Bretherton and Chaston (2005) and Wang et al. (2007) suggested that
findings were either inconclusive, or that there was no specific evidence of
a positive association at all. Furthermore, the characteristics of small
enterprises varied considerably by factors including region; sector; owner-
ship; and there is little acknowledgement of the size of the enterprises (or

a breakdown of size) within most of the literature.

2.4.5 Research Question 3

Building on the strategy literature in the context of the current research,
and the aims and objectives outlined in Chapter 1, the following research

question has been developed:

Considering the advisor-owner/manager relationship, how does this
affect strategy formation, taking into account policy changes and

availability of business support?
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2.5 The Role of Universities in Knowledge Transfer and
Regional Innovation Systems

The academic system currently plays a pivotal role in the production of
knowledge in advanced economic systems (Cooke and Piccaluga 2005;
Malecki 2018), which represents a shift from the corporate model,
established in the later 20 century, with corporations now having a
declining role in terms of research and development activities (Antonelli
2008). Universities are frequently identified as key actors in
entrepreneurial ecosystems and there is significant research that focuses
on universities as hubs within such systems (Malecki 2018). The intention
of UK Government policy is to promote research excellence in the
universities, and to transfer knowledge through university—business
engagement, to create economic benefits (Hewitt-Dundas 2012). The
involvement of universities and enterprises, along with government
intervention is acknowledged in the ‘triple helix’ metaphor which
suggests university—industry—government networks form three elements
of a dynamic process of interaction and interdependence (Leydesdorff and
Etzkowitz, 2001; Etzkowitz, 2003). However, there is limited
understanding of the factors that demonstrate the impact and
accomplishments of universities of such collaborations (Fritsch and
Slavtchev 2006).

Potts (2002) recognised the potential of knowledge transfer through
university—industry links, including technical innovation in particular, to
contribute economic success and/or growth, but highlighted the economic
disparities across regions in England, and subsequently identified a need
for new policies to increase university—industry links in weaker regions. In
particular, Potts concluded that: a) clarity is needed for universities to
engage in evenly dispersed knowledge transfer to maximise regional
growth; and b) appropriate public funding must be deployed to support

this vision.

However, Antonelli (2008) found that universities concentrate on their

own specialisms, where they may have competitive advantage and
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therefore, whilst alignment with commercial entities may occur, this may
not have a natural fit with the strategic priorities of organisations. Whilst,
the intention of UK Government policy is to promote research, Fritsch and
Slavtchev (2006) found that benefits are not based on the existence or size
of universities themselves, but rather on the quantity and quality of the
research outputs — policies should therefore promote regional innovation

with an emphasis on increasing the levels of quality research undertaken.

The term, Regional Innovation System (RIS) was originally introduced by
Cooke (1992), who went on to further develop this work by relating it to
existing research on national innovation systems. Regional Innovation
Systems literature tends to be built around innovation approaches;
innovation environments; clusters; and more established research on
industrial districts (Asheim et al. 2011). Considering innovation at a
regional level, concepts such as industrial districts, innovative milieu and
Regional Innovation Systems provide the preconditions for regional
economic growth, in terms of innovation and learning (Lapinova et al.
2016). The focus of research around Regional Innovation Systems is
generally built around the relationship between innovation; technology;

and physical location (Schrempf et al. 2013).

Cooke et al (1998) found that the strongest potential existed when
enterprises and other organisations were systematically engaged with
interactive learning and in being embedded within the environment. Most
regions did not have organisations with all the characteristics to be part of
a RIS, but usually had the key elements to do so over time. The importance
of innovation, to the economy, was also thought to enhance the need for
regional evolution towards RISs. The authors also referred to a need to
understand processes, in regional systems, around agglomeration (e.g.
related firms located close to each other); development of trust;
innovation; institutions; and learning. Schrempf et al, (2013) suggested
that, as well as being a theoretical concept, RISs also form a significant
part of regional policy objectives. Regional policies are required that are
context specific; are adapted to regional variations; involve network level

interventions to improve interactions; develop new collaborations;
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address failures within the RIS system; and facilitate the sharing of

knowledge (Schrempf et al. 2013).

RISs usually involve interaction between private enterprises and public

organisations, which interact within an institutional framework that

supports innovation through the generation, exploitation and

dissemination of knowledge on a regional level (Schrempf et al. 2013).

Figure 2.7 provides a conceptual framework for a Regional Innovation

System, showing the main dimensions and actors, along with the

interaction and interdependence between them (Cooke and Piccaluga

2005) — within this framework, universities are shown to play a key role in

knowledge and technology transfer. Policy interventions can target any

actors within the system at all levels. However, as Malecki (2018) points

out, the focus of a framework, such as this, for entrepreneurial ecosystems
tends to be on the individual elements, but usually ignores the processes
within the system that lead to ‘entrepreneurial vitality’, and that these

processes also change with time.
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Figure 2.7 - “An ideal type of Regional Innovation System”
(Cooke and Piccaluga 2005)
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Over the last 25 years or so, innovation and knowledge have become more
closely linked with entrepreneurship at regional and national levels
(Fritsch and Storey 2014). Moreover, Schumpeter (1934) described
entrepreneurs as innovators whose role involved: developing new goods;
methods; processes; markets; and organisations, within an industry.
Hekkert et al. (2007, p421) stated that “there is no such thing as an
innovation system without entrepreneurs”. However, Sternberg and
Muller (2005) found that regional innovation systems did not fully consider
the term ‘entrepreneurship’, especially for recent start-ups, within their
determinants of the actors and elements within RISs - this was
unexpected as the authors considered that entrepreneurial activity was
usually regionally based. Sternberg and Muller found the focus was on
usually on the geographical proximity and intra-regional factors, but
entrepreneurship, which was arguably a factor in economic growth at both
regional and national levels, was largely overlooked. Size, location and
flexibility may be factors that mean entrepreneurs are also better placed to
learn from, and engage with, their local environment than may be the case
with larger, less regionally based, enterprises (Malecki 2018).

However, Cooke (2004), building on earlier work, began to acknowledge
the role of entrepreneurship in RISs and emphasis on issues such as serial

start-ups, local market focus and incubators, as shown in Table 2.6.

Institutional Regional Entrepreneurial Regional

Innovation Systems (IRIS) Innovation Systems (ERIS)

Research & Development Driven | Venture Capital Driven

User-Producer Relations Serial Start-ups
Technology Focused Market Focused
Incremental Innovation Incremental & Disruptive
Bank Borrowing Initial Public Offerings

External Supply - Chain Networks | Internal EcoNets

Science Parks Incubators

Table 2.6 Institutional and Entrepreneurial Regional Innovation
Systems (Cooke 2004)

Page 94



Tim Ford - PhD Thesis Chapter 2 - Literature Review

Lawton-Smith (2017) suggested a need for entrepreneurship policies,
within RIS, which would include those that are enabling, empowering and
leading to sustainable entrepreneurship and innovation. To achieve this,
the main areas to address were networking; human capital; and

technology transfer.

Fritsch and Storey (2014) compared different regions and found patterns
where the more entrepreneurial regions did not show evidence of greater
interventions through policies, suggesting that Regional Innovation
Systems have evolved with the need for any specific entrepreneurship
policy, and this was particularly so for high-tech disciplines. Whilst
Sternberg and Muller (2005), and Feldman (2014), acknowledged a link
between RISs and entrepreneurship, this did not appear to arise from any

specific entrepreneurship policies.

Dorset forms part of South West region which, according to the Regional
Innovation Scoreboard 2017, classed as an ‘Innovation Leader, with a
Regional Innovation Index which is 7.2% higher than the UK average and
32.1% higher than the EU average (EU Europa 2018). In the UK, the Index
had risen by 5.4% since 2011. However, public sector spending on R&D is
4% below the UK average, and 15% below the EU average. The South
West is particularly good at developing existing products and services,
although is slightly below average, when it comes to novel products.
However, in 2012 patent levels were, almost 38% higher than the UK

national average.

According to EU Europa (2018), the South West had a total of eight
universities and four higher education colleges, several of which are
considered as being ‘research-intensive’. The Universities are usually
involved in the Local Enterprise Partnerships, which are jointly led by local
authorities and enterprises across sub-regions (e.g. Dorset) and their remit
is on developing sustainable growth and job creation - innovation is a key
part of the LEPs’ work as they collectively deliver an element of the EU
Structural and Investment Funds (2014-2020) which targets innovation on
a local level (EU Europa 2018). Dorset LEP has close links with higher
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education providers, including board members representing Bournemouth
University and Arts University Bournemouth, and currently operates from
BU premises (Dorset LEP 2018).

Examples of recent sub-regional innovation projects include:

e Growth Deal local funding has been allocated up to £1.4 million per
project (Dorset LEP 2018) - resulting in activities including:

o Bournemouth University incubation facilities, aimed at sectors
including: Creative and Digital Media; Advanced
Engineering; Health and Wellbeing; and Global Cyber
Security.

o Arts University Bournemouth Innovation Centre which will
act as a base for graduate start-ups.

e Dorset Innovation Park was awarded Enterprise Zone status in 2016
as part of government plans to transferring the leadership of growth
to local areas to support enterprises and job creation.

e LEP funding has helped to set up the Orthopaedic Research
Institute at BU (Dorset LEP 2018).

¢ Continued engagement with local enterprises through Knowledge
Transfer Partnerships (KTP) which is a government-funded
programme intended to share university knowledge with UK
businesses, and relates particularly to innovation (Bournemouth
University 2018).

Regional Innovation Systems have been shown to provide a strong
theoretical model for the various actors and subsequent interdependencies
that result in growth and improved economic performance, and
universities play a key part in this, especially when quality outputs are
embedded in regional needs. Dorset, and the South West, has a network of
universities that engage, with the region, and Dorset is complemented
with a strong Local Enterprise Partnership, a range of business support
organisations, and clusters of innovative enterprises which has a strong fit
with the conceptual model from Cooke and Piccaluga 2005 (Figure 2.7),

albeit with a significant level of entrepreneurial activity.
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2.6 Development of a Conceptual Framework

The theories of co-production have provided a mechanism for a specific
focus on the relationship between the advisor and the small enterprise
owner/manager. This tied in well with the role of the Business Advisor (as
defined in Section 1.3.4) in which the advisor was not acting as a
consultant providing prescriptive support, but works together with the
owner/manager, as an intermediary, to develop joint solutions through a
co-production intervention. To this end, the initial conceptual framework
(Figure 2.8) has been adapted from the co-production modalities model
proposed by Rice (2002). The framework included interdependent co-
production, as defined by Parks et al. (1981). Rice’s framework considered
the co-production relationship between business incubation programmes
and the start-up companies within an incubator, but also took account of
external networks. The framework was subsequently adapted, within the
current study, to address business support more generally, and to cater for
the relationship between the business advisor (intermediary) and the
small enterprise(s) they supported. The most significant change to the
framework was the addition of the business advisor acting as an
intermediary (or broker) for the services offered by individuals or

organisations in the external network of the business advisor.

The initial conceptual framework for co-production (Figure 2.8) allows the
roles of the business advisor (whether publicly funded or private sector),
the owner/manager, and the wider business environment to be considered

in the context of the research questions.

The literature review chapter described the factors that have influenced
the development of the initial conceptual framework for this study,

however the framework will be further developed throughout the thesis.

2.6.1 Existing Co-Production Frameworks

Building on the aforementioned definition of co-production (2.2.1), Parks et

al. (1981, p.1002) described the co-production process as follows:
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“Co-production involves a mixing of the productive efforts of regular
and consumer producers. This mixing may occur directly, involving
coordinated efforts in the same production process, or indirectly
through independent, yet related efforts of regular producers and
consumer producers. Co-production, if it occurs, occurs as a result of
technological, economic, and institutional influences. Technology
determines whether there are production functions for a service
where both regular and consumer producer activities contribute to
the output. Economic considerations determine whether it is
efficient to mix regular and consumer producer activities to produce
the service. Institutional considerations determine whether
appropriate mixing is allowed in situations where co-production is
technically feasible and economically efficient, and whether mixing

is discouraged where it is inefficient.”

Parks et al. (1981) represented their conceptual framework through the co-
production equation which provided a linear representation of their co-
production framework. The above definition of the co-production process
was used, in the present study, to develop a diagrammatic interpretation
of their original framework (Figure 2.6). This outline framework, included
the inputs of both parties; the different modes of interaction (or mixing);
external influences (e.g. output elasticities); and outputs (i.e. value
added). All of these aspects informed the development of the co-
production framework for business support presented at the end of this
chapter. In creating the new outline framework, in Figure 2.6, it is
acknowledged that this provides a non-linear interpretation of the original

co-production framework from Parks et al.

As with much of the extant literature around co-production, the work from
Parks et al. was based around public service delivery. This typically
included dealing with waste, crime, education and health services (Rice
2002) and therefore did not directly relate to business support. However,
the basic co-production principles are transferable and have therefore
been considered and presented in a generic format which is further

developed, later in this chapter.
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It is important to note that Parks et al. identified interdependence
between both the regular and consumer producers, and that no co-
production outputs could be achieved without inputs from both parties.
Additionally, the role of the consumer producer was not passive and was
central to the quality of outputs, along with the role of the regular
producer (Rice 2002).

Parks et al. (1981) noted the importance of external influences
(technological, economic and institutional) and went on to unpack each of
these. However, these influences were not referred to directly within the
authors’ co-production equation that was set out in the same paper

[Q = cRP? CP?], as described in Section 2.2. It is not clear why these
external influences were not included directly in the equation, but these
may be considered within the output elasticities (d & e). However, these
influences have been specifically included in the outline framework
(Figure 2.8, below) based on Parks et al.’s definition of co-production. In
relating the framework to business support, the direct/indirect mixing can
generally be considered around the counselling that takes place during

interventions.

Co-Production

Influences:
- Technological Output

Output -

Ao - Economic e

Elasticities Thstitutional Elasticities
v 4

Direct OR
Inputs of - Indirect Mixing Inputs of

Regular »  Consumer
Producer Producer

Outputs

Figure 2.8 - Outline Framework for Co-Production
(Author’'s own - based on Parks et al. 1981)
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In an effort to explore the interdependent relationships between the
managers of business incubators (whose role generally involved an
element of business support) and the companies within such incubators,
Rice (2002) developed the theories of co-production to address issues
around business assistance. Rice’s work was based firmly on the earlier
work of Parks et al. (1981), utilising the three core elements that made up
the co-production equation, namely the inputs of the regular and
consumer producers; the outputs; and the elasticities. In this case, the
elasticities included the time allocated to co-production by the manager of
the incubator; the intensity of engagement from the manager; the breadth
of the co-production modalities; and the entrepreneur’s engagement in the

co-production process.

In Rice’s theoretical framework, the regular producer was the incubator
manager and the consumer producer was the entrepreneur (or
owner/manager). Rice considered the outputs as business assistance
under three broad categories identified by Chrisman (1989), namely

strategic; administrative; and operational.

A key difference to the work from Parks et al. was that Rice recognised the
need for outside inputs through networking as there was a requirement
for entrepreneurs to be connected to resources in areas where they had
gaps, and where such resources were not readily available through the
initial co-production relationship. When networks were brought into the
co-production relationship, the incubator manager acted as the

intermediary between the company and the external provider of services.

Whilst Parks et al. used the notions of direct or indirect ‘mixing’, Rice
(2002) developed this idea in the context of business assistance and
applied this to the framework of co-production (Figure 2.7). Two types of
interaction between the incubator manager and the owner/manager were
identified:

1) Passive Intervention, which provided a supportive environment

and informal networking opportunities for recent start-ups, and
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included shared (managed) business services, use of equipment,

shared facilities and co-location.

2) Counselling was provided and this involved the dissemination of
knowledge and advice to the owner/managers. Furthermore,
counselling could be considered as either ‘reactive and episodic’;

‘proactive and episodic’; or ‘continual and proactive’.

‘Reactive and episodic’ support would normally involve dealing with
specific issues or problems and is similar to business assistance and tends
to be for a limited period. ‘Proactive and episodic’ which, based on co-
location meant the centre managers could be proactive in providing
support, but on an occasional basis — for example, the incubator manager
‘walking around’ or meeting in social areas. The final type of counselling,
‘continual and proactive’, considered on-going developmental needs of
small enterprises and required more intense interventions with regular
reviews and planning activities. For the purposes of business support
within the present study, the support would tend to be either ‘proactive
and episodic’ or ‘continual and proactive’ depending on whether the

support was for operational or strategic issues.

Rice’s co-production framework for business incubation is shown in Figure
2.9 (below), and builds on the earlier work from Parks et al. (1981) with the
addition of external networks, and the adaptation of the framework to the
field of business support, so co-production outputs were considered as
business assistance and fell into two categories — “short term jolts, crises
or problems” i.e. Operational Issues; and “Long term developmental
needs” i.e. Strategy Formation. Within Rice’s framework, ‘C’ represented
counselling interactions, and ‘N’ represented networking. This framework,
whilst developed specifically for business assistance within an incubation
environment, provided a potential basis for developing a conceptual

framework for business support more generally.
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Figure 2.9 - Framework of Co-Production - for Business Incubation
(Rice 2002)
2.6.2 The Conceptual Framework for Business Support
An initial representation of a conceptual framework for business support,
based on the extant literature, was created and is presented in Figure 2.10
(over) — this framework is expected to be developed, as the study

progresses.

The external influences, described by Parks et al. and including
technological, economic and institutional effects, were included in the
proposed framework within the element of ‘Wider Business Environment’.
This would vary from case to case, but would typically include the
industry sector, markets, supply chains, economic factors, availability of

local business support, government policies, location, innovation etc. The
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aspects of the framework for the main co-production interventions were

therefore placed within the overall business environment.

The role of the business advisor/coach/mentor may be offering support
services to a range of small enterprises and could, in the case of Business
Link for example, act as a broker for a range of external support services.
As such the advisor/coach/mentor has two roles — one as counsellor, and
another in networking - the types of interaction were highlighted in the

proposed framework with ‘C’ for counselling and ‘N’ for networking.

The counselling, shown in Figure 2.10, occurs between the business
advisor (intermediary) and the owner/manager and involves offering
support through a range of delivery modes, which are detailed in Chapter
6. The second role, as an intermediary, involves acting as a co-ordinator
between the owner/manager and external organisations offering support
and involves networking, rather than counselling. Once external links
have been set up, in many cases the owner/manager would then work
directly with the external organisation following the initial introduction — a
direct networking link between these two parties was therefore included
in the framework. In shorter term interactions with external providers,
then the advisor/coach/mentor may have greater involvement in the
arrangement — for example, in raising external finance for on-going co-

production projects when the intermediary may elect to sit on meetings.

As with Rice’s framework, the co-production outputs addressed two
distinct types of business support, which involves either tackling
[generally| short-term operational issues, or strategy formation for longer-
term issues. This fitted with the notions of ‘tackling issues of current
concern’ vs. the more strategic approach of ‘looking towards a vision for
two+ years ahead’ (Devins and Gold 2000) and was largely down to the
aspirations of the owner/manager (Chandler and Hanks 1994; Wang et al.
2007) and/or entrepreneurial orientation (Bracker and Pearson 1986;
Eggers et al. 2013).

Again, in line with Rice’s framework (2002), the initial proposed

framework considered the co-production element to include all
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interactions, including counselling and networking. However, there has
been some debate on whether networking fully contributes to value being
added, or whether it is a just a useful ‘add-on’ (Mole et al. 2009). The
position of networking, within co-production, was therefore addressed as

the framework developed.

The main output has been presented in terms of value creation — however,
considering the theories around service dominant logic (Vargo and Lusch
2004), value tended to be added through both the co-production in the
business support intervention itself (in terms of owner/manager
perceptions and development), but value could also be added at the point
of use i.e. through consumption, where the value can only be fully realised
when the owner/manager makes practical use of the support and advice
given, and goes on to benefit in terms of improved performance. The value
output therefore emphasises the role of co-production itself and that plans,
developed through the co-production process, are taken forward and used

in practice.

4 Wider Business Environment h
Business
Small Advisor/
Enterprise Coach/Mentor External
Owner/ Organisations
Manager
\ 4

@ - Counselling
@ - Networking

Value Creation:
Through Co-Production and Practical Use

Figure 2.10 - Initial Co-Production Framework for Business Support
(based on a framework proposed by Rice 2002)
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2.7 Conclusions of the Literature Review

Theory around co-production has its origins in the delivery of public
services (Ostrom et al. 1978; Parks et al. 1981; Rice 2002) and much of the
extant literature continued this focus on public services. Having developed
the work from Parks et al. into a generic outline framework for co-
production, this was considered along with the later work from Rice
(2002), in which basic co-production theory was developed in the context

of business support, albeit within the environment of business incubation.

With consideration of the more generalised business support, which has
been typically available to small enterprises in Dorset, Rice’'s conceptual
framework was subsequently developed to take into account the wider
business environment which has a significant impact on business support
for small enterprise. Furthermore, the inclusion of networks had become
more relevant to business support since the growth of brokerage models
and the increased use of ‘signposting’ (Huggins 2000; Hjalmarsson and
Johansson 2003).

In terms of value creation, research on Service Dominant Logic (Vargo and
Lusch 2004; Lusch et al. 2007) suggested that value was added, both
through consumption i.e. through usage, and during the co-production
process itself where the owner/manager as the ‘consumer’ perceives

‘value in use’.

The main gap identified in the knowledge around co-production, in the
business support context, was that there is very little known literature
that specifically considers co-production in terms of business
advice/support for small enterprises. It is not clear why literature around
co-production in business support was so limited, but one possibility could
be the continued emphasis on public services (e.g. those provide by local
authorities, education and healthcare providers) in the extant co-
production literature, where the relationship was often based around
public bodies as producers, and citizens as consumers. There are no
known conceptual reasons, or disagreements between theorists, for the

existence of such a knowledge gap.
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Funded business support and advice, which was offered at low cost by
organisations such as Business Link, is no longer so readily available,
although local organisations such as Dorset Growth Hub and Outset
Dorset do offer low cost services to some eligible small companies, albeit
with limited funding and scope. The business environment, which
previously received major investment from Central Government, via the
South West Regional Development Agency, is now dominated by the Local
Enterprise Partnerships that operate with a fraction of the budgets and

with limited (although growing) powers.

Entrepreneurship involves taking advantage of entrepreneurial
opportunities to create profit and growth (Beaver and Jennings 2005).
However, in order to achieve this, there is a need to: attract and retain a
variety of stakeholders; to act strategically; to be risk averse; and have the
right range of skills and organisational capability to benefit from
opportunities (Hitt et al. 2001; Kuratko 2007).

Entrepreneurship does not necessarily need to be about starting a new
business, but can be built around entrepreneurial behaviours within an
existing enterprise (Guth and Ginsberg 1990; Hart 1992). However, Beaver
and Jennings (2005) questioned whether typical small enterprise
owner/managers are always true entrepreneurs, and it can therefore be
important to differentiate between owner/managers and entrepreneurs.
Schumpeter (1951) also differentiated between entrepreneurship and
business management, linking the former more to leadership. The term
'entrepreneurial orientation' which involves being pro-active; innovative;
and being risk averse (Wiklund and Shepherd 2005) may provide an
appropriate way to describe small enterprise owner/managers who are

seeking growth.

Entrepreneurial learning, which is about learning how to recognise, and
act on opportunities (Deakins and Freel 1998; Erdelyi 2010; Rae 2015) can
be linked to business support through the identification of appropriate
mentoring, and can help owner/managers, who have an entrepreneurial

orientation, to benefit from knowledge gained through learning events and
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make the most of new opportunities, and is important for both survival
and growth (Sullivan 2000).

There is no clear definition of Entrepreneurial Leadership, and there has
been limited work to determine key leadership characteristics and/or
behaviours in small enterprises (Vecchio 2003; Leitch et al. 2009; Leitch
and Volery 2017). Vecchio (2003) made a distinction between
entrepreneurs and small business owner/managers and there have been
suggestions that leadership should be considered differently in smaller

enterprises than in larger corporates (Leitch et al. 2009).

However, despite an identified need to develop managers into leaders,
and for entrepreneurial learning (Thorpe et al. 2009; Rae 2005; Wright et
al, 2015), there is a tendency for lower engagement in management
training and development in smaller enterprises (Storey 2004).
Furthermore, Storey (2004) suggests it is difficult to demonstrate a causal
link between managerial training and performance. Koryak et al. (2015)
found that growth outcomes, in smaller enterprises, required both strong
leadership and suitable growth capabilities. Growth is therefore
dependent on ambitious managers with strong transformational
leadership skills, along with an organisation that has the capability for

growth.

With academic institutions playing an increasingly important role in the
production of knowledge (Cooke and Piccaluga 2005), and the UK
Government’s policy to promote research excellence and to transfer
knowledge (Hewitt-Dundas 2012), innovation through the ‘triple helix’
metaphor of university—industry—government networks (Leydesdorff and
Etzkowitz, 2001) is now a key factor of regional economic growth. Regional
Innovation Systems, which are generally built around the relationship
between innovation; technology; and physical location, are not only a
theoretical concept, but also form a basis for regional innovation policy
(Schrempf et al. 2013).

Within Regional Innovations systems, the strongest potential existed

when enterprises and other organisations were engaged with interactive
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learning and embedded within the environment (Cooke et al. 1998).
Benefits were not based on the existence or size of universities
themselves, but rather on the quantity and quality of the research outputs,
and relevance to the region (Fritsch and Slavtchev 2006) — regional policies
should therefore reflect the need for good levels of high quality, and

appropriate, outputs.

Whilst the conceptual framework of the “ideal Regional Innovation System
(Cooke and Piccaluga 2005) includes most of the key actors and
interdependencies that make up an RIS system, Sternberg and Muller
(2005) found that entrepreneurship was not always fully considered within
RISs. There may therefore be a case to develop the framework, from Cooke
and Piccaluga (2005) to include the role of entrepreneurship. This would
be particularly appropriate in the case of Dorset and the South West,
where there is a high proportion of smaller, entrepreneurial enterprises,
and where levels of innovation are higher than the national and EU

averages (EU Europa 2018).

The evidence, investigated throughout the literature review, indicated
that small enterprises do benefit from strategy formation and, to some
extent, business support and advice — and these aspects were
interconnected. With a reduction in business support and advice, this
brings into question how well small enterprises, which may have relied on
business advice in formulating strategies, will manage in somewhat

unchartered territories.

In terms of knowledge gaps in the literature around business support, the

following was observed:

1. There was limited literature on the effects of business support on
strategy formation and business performance relating
specifically to small enterprises (and SMESs)

2. Limited literature was found that considered the theories of co-

production in terms of business support.
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The conceptual framework (Figure 2.10) provides a means to focus on
points 1. & 2. by examining the effect of business support on strategy
formation and business performance through consideration of co-

production theories, specifically in small enterprises.

Formal strategic planning, has been shown to be more suited to larger
organisations and, indeed, has tended to evolve into strategic
management. The evidence presented suggests small enterprises are
more likely to engage in more informal methods of strategy formation and
there are indications that planning ahead in this form does at least result
in perceptions of improved performance, although it is difficult to measure

or assess any finite figures.

The importance of small enterprises to the Dorset region and its economy
is highly significant and was reflected in the local business profile that
included SMESs representing over 99.5% of businesses; a total of over
30,000 SMEs (South West Observatory, 2012); and, for small enterprises
specifically, 98 % of businesses were represented (Dorset County Council
2017).

In terms of knowledge gaps, there was limited literature on formal
strategy planning that specifically focussed on small enterprises and/or
SMESs, and much of what was available may not have been entirely up-to-
date. This could simply be down to not many enterprises actually doing it
— the initial baseline research for the present study also supported this
(see Chapters 7 & 8). Subsequently, the concept of ‘strategy formation’
was adopted for this study as it considers strategy development using less
formal approaches and as “a pattern in a stream of decisions” (Mintzberg
1978).

Building on the literature, across the areas of co-production, business
support and strategy, and aligning with the Aims and Objectives set out in

Chapter 1, the following research questions were developed:

1. What value is added to the strategy formation process through co-

production in the relationship between the business advisor and the
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small enterprise owner/manager?

2. What are the key elements of business support that lead to effective

handling of strategy formation in small enterprises?

3. Considering the advisor-owner/manager relationship, how does this
affect strategy formation, taking into account policy changes and

availability of business support?

The emergent conceptual framework for business support has taken into
account the underlying co-production theories of both Parks et al. (1981)
and Rice (2002) to provide a basis for understanding the key elements of
co-production in business support and how these interacted, leading to
outputs and, potentially added value. Furthermore, the framework
considered service dominant logic (Vargo and Lusch 2004) in the creation
of value. As the thesis progressed, this initial framework was developed
further as each of the three research questions were addressed, with a

finalised version presented in Chapter 9.
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3.1 Introduction

Across the UK, SMEs, which include small enterprises, account for 99.3%
of companies, employing an estimated 14.4 million people and accounting
for 59.3% of the UK workforce (BIS 2013/2015). The profile of Dorset
businesses closely matches that of the UK average (Dorset County Council
2017). These national figures are also reflected across the South West
region where there are just 480 companies not having SME classification,

representing fewer than 0.1% of businesses in the region (BIS 2010).

With Dorset small enterprises at the core of this study, Chapter 3
describes the overall environment in which business support was
available during the period covered in the research study (2010-2017), and
provides further context to the research which was undertaken

throughout the Dorset sub-region.

During the time of the study there were significant cutbacks in Central
Government funding for public services, which included reduced funding
for business support programmes nationally and locally, and this period of

austerity was expected to last until at least 2018 (Price et al. 2013).

In terms of business support there were considerable changes in policies
and provision, between 2010 and 2017, that have had a notable impact on
the study. Moreover, the research refers to and includes a number of key
local agencies which, through their networks of intermediaries (i.e.
business advisors, coaches, mentors, consultants), acted as regular
producers in co-production support interventions with small enterprises
(Parks et al. 1981).
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3.2 Small Enterprises in Dorset

The county of Dorset is classed as a sub-region of the of the wider South
West region of England — this includes towns and rural areas across
Dorset, and also the larger conurbations of Bournemouth and Poole. In
recent years there has sometimes been confusion when referring to

Dorset, in terms of regional initiatives.

In some cases a Dorset initiative may have referred only to the area west
of the conurbations of Bournemouth, Poole and Christchurch, and in others
the whole county is included. Subsequently, local initiatives often referred
to the term ‘Dorset Sub-Region’ (of the South West) which included the

entire county of Dorset including the conurbations.

For clarity in this study, the area covered, in terms of business support
provision, correlates directly with the Dorset Local Enterprise Partnership
(LEP) region, as presented in Figure 3.1. This includes all areas of Dorset

including Bournemouth, Poole and Christchurch.
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Figure 3.1: Map of Local Enterprise Partnerships in England, including
the full Dorset LEP area (36)
(Source: Department for Business Innovation and Skills 2011)

Page 114



Tim Ford - PhD Thesis Chapter 3 — The Regional Context

In Dorset, 99.8% of companies are classed as SMEs, of which 2% are
classed as medium firms — small and micro enterprises therefore account
for approximately 98% of Dorset businesses (Dorset County Council 2017).
By comparison, the wider South West economy comprises 99.4% SMEs
(South West RDA Economic Profile 2006, based on 2005 ONS data). The
figures for Dorset and the South West are very close to the current national
average for SMEs of 99.3% (BIS 2015). Employment in SMEs comprises
73.3% of the SW region total, compared to 58.0% nationally (BIS 2010).
SMEs are considered key drivers of economic growth (Wang et al. 2007)
and, with an above average proportion of such enterprises in the South

West, they play an important role in the regional economy.

In light of the emergence of the Local Enterprise Partnerships (see
sections 3.4 and 3.5), the South West Observatory now publishes its
economic data, mapped according to LEP areas. In its economic snapshot
for the Dorset LEP area (South West Observatory 2012), some key points to
note included a slight drop of 1.4% in year-on-year in overall GVA figures;
a 0.7% fall in GVA figures per head; the importance of the finance and
insurance sector to Poole and Bournemouth was highlighted and
represented 21.6% of output (£1.4 billion); unemployment levels were
relatively low at 2.3% although long term unemployment was an issue,
albeit at lower levels than the rest of South West region; business start-
ups had declined by 0.9% whilst businesses closing increased by 8% over
the previous year. Business survival rates were also addressed — around
half of start-ups had a survival rate of five years or more and around a
quarter had a survival rate of less than 2 years. Small enterprise survival
and growth is a major issue in economic development, on a regional basis,
and many companies fail within three years of start-up (Rae 2007).
However, the South West Observatory noted that the above figures were
in line with general expectations during the downturn in economic

conditions at that time.

According to the South West Observatory (2012) there were 30,120
businesses in the Dorset LEP area at the time of their assessment. There

were, however, some discrepancies in the figures relating to the number
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of businesses - according to 2012 figures from the Office of National
Statistics (ONS) there were an estimated 33,700 business units in the area
covered by the Dorset Local Enterprise Partnership. This disparity could
partly be down to the way in which the figures are calculated, which often
relies on an overall figure based on actual VAT registrations, combined

with an estimate of non-VAT registered enterprises.

In terms of industry type, the ONS figures, for Dorset, were broken down
into sectors that included: construction 13%; retails 12%; production 6%

agriculture, forestry and fishing 6% ; wholesale 4% ; and motor trades 3%.

3.3 Business Support Provision

In the South West region, small (and medium-sized) enterprises had
generally been eligible to receive low cost business support from Business
Link since 1993 and this came in a variety of forms, initially operating as
Business Link Dorset and, later, operated as Business Link Wessex (which
also had coverage of Hampshire and the Isle of Wight, albeit through
separate teams). The Business Link offering included: personal business
advisors advising on business strategy; start-up support; business
services brokering; networking events; and intense high-growth business

support.

As well as Business Link, support had been available from a number of
other providers including DorMen (Dorset Mentoring), Dorset Growth Hub
and Outset Dorset. In all cases, interventions involved co-production,
through a range of intermediaries working with small enterprise
owner/managers in strategy formation and/or dealing with operational

issues.

Sustainability has been an issue in recent years, especially in terms of
funding and policy. The South West of England Regional Development
Agency (SWRDA), who were funded by central government, were the
principal channel of government funds for Business Link in Dorset from

2005-2011, having taken over the responsibility of Business Link funding
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from the Small Business Service in 2004. As a result of the change of
government in 2010, plans were announced for the closure of both SWRDA
and Business Link Wessex, and the services were shut down in 2011/2012
resulting in the loss of these business support services for Dorset’s small

enterprises, and also across the rest of England.

A network of Local Enterprises Partnerships (LEPs) was launched in 2011
and effectively took over the role of the Regional Development Agencies
(RDAs), albeit with a different set of responsibilities than the (RDAs) they
effectively replaced, with a mix of both regional and national provision
(Ward 2016). A map of the LEP network, including the Dorset LEP
(highlighted) is shown in Figure 3.1. The LEPs are described in greater

detail within sections 3.5 and 3.6 of this chapter.

3.4 Summary of Changes Since 2010

Following policy changes by the 2010 coalition government, SWRDA was
wound up by the end of March, 2012. In SWRDA's own closing report
(2012), it was claimed that, in the financial year 2010/2011, they had
invested over £240 million in the South West economy and £1.3 billion of
investment in the South West since 2002 (although this report may not
have been produced from an entirely impartial perspective). The
Manufacturing Advisory Service had received £3 million of SWRDA and
European investment resulting in a claimed £30 million benefit to local
economy (Source: SWRDA Annual Review, 2011/12). On behalf of the
Department of Business, Enterprise and Regulatory Reform (BERR), Price
Waterhouse Coopers (2009) reported that, over the four-year period from
2002/3 to 2006/7, each £1 invested by RDAs across England, had a claimed

impact on regional economies of an average of at least £4.50.

Funding for Business Link also ended in 2011. WSX Enterprise had been
the franchise holders for Business Link in Dorset (and Hampshire) for over
10 years, and some of the services were able to continue, albeit without

the on-going funding from SWRDA. Indeed WSX Enterprise later went on
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to deliver the Dorset Growth Hub service from 2014. In 2010/2011 over
80,000 businesses had received some level of support from Business Link
in the wider South West region (SWRDA 2012). According to SWRDA's
closing report (2012), there were 14,500 new business contacts during that
year with 3,000 businesses having attended events and there were over

1,000 requests for start-up support.

However, reports such as the 2012 Small Business Survey (BIS 2012) raised
concerns about business support provision. Indeed a mismatch had
occurred between the actual needs of small enterprises and the
availability of support. Access to support had become dependent on a
limited range of funded programmes, or the ability and/or willingness for
small enterprises to pay - this was largely down to the ending of field
support through Business Link, the loss of RDA funding, and changes in
Higher Education Innovation Funding (Rae et al. 2012).

Despite official government policy indicating that business should be self-
sustaining and interventions were only appropriate at times of market
failure (BIS Analysis Paper 2013) there was a notable U-Turn in policy and,
in 2013, the Growth Hub network was announced, which included the
Dorset Growth Hub, to be supported by Dorset LEP. The Dorset Growth
Hub was launched in 2014 and addressed, to some extent, reductions in
business support for Dorset enterprises. This developed into a network of
38 Growth Hubs across local areas in England — these can be considered
as partnerships between the public and private sectors, offering business
support locally and nationally, and are led by the Local Enterprise
Partnerships (LEPs). A further scheme was the Growth Accelerator fund —
this began in May 2012 and included £200 million of funds and involved a
network of up to 800 specialist growth coaches with the aim of reaching
26,000 enterprises over three years (Rae et al. 2012). The scheme involved
support for securing finance; commercialising innovation; developing
leadership; and improving management capability. However, despite
relative success, the Growth Accelerator initiative was closed to new

contracts in November 2015.

Page 118



Tim Ford - PhD Thesis Chapter 3 — The Regional Context

The changing business support landscape has been summarised in Figure
3.2 which shows the transition from a wide portfolio of government
funded programmes, to a more fragmented approach with reduced

funding for business support and less intensive funded programmes.

‘Out With the Old’ ‘In With the New’

Business
Environment
. Company
Aspirations Characteristics

Operationa
Issues

Limited
Government
Funding

Considerable
Government
Funding

South West
Regional Development
Agency

Dorset Local

Enterprise Partnership:
- Enhancing Skills

Smal.l - Improved Broadband

Business Link Enterprises - Creating Conditions
Wessex for Epterpris_e

(Dorset & Hampshire) - Improving Business

Performance

Portfolio of services:
e.g. Business Support
Awareness Events
Networking, Start-Up
Support, Mentoring

Business Growth Hubs
Support
Private Sector
Support

Figure 3.2: ‘Out With the Old and In With the New’ - The changing
face of the business support environment in Dorset (2010-2017)
(Author’'s Own)

3.4 Local Enterprise Partnerships

The new Local Enterprise Partnerships (LEPs) were announced in a letter
from HM Government in June 2010 (Cable & Pickles 2010). The original
purpose of the LEPs was to create partnerships between the private sector
and civic leaders at the level of the ‘real economy’ so councils and
businesses could replace the Regional Development Agencies (Bolton
2011). The UK Government's ‘Local Growth’ White Paper (BIS 2010), listed
the roles that were to be taken on by the LEPs, and included:
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¢ Work with Government on key investment priorities, such as
transport infrastructure and project delivery;

e Dealing with bids to the Regional Growth Fund,;

e Supporting growth businesses (later to include Growth Hubs)

e Involvement in the national planning policy / strategic planning
applications and ensuring the inclusion of the business
community

e Dealing with local business regulation

e Strategic housing delivery

At the time of writing (2017), there were 39 LEPs across England, whilst
Wales, Scotland and Northern Ireland had their own bodies and were not

represented in the LEP network.

According to the LEP Network (2012), Local Enterprise Partnerships
(LEPs) were “locally-owned partnerships between local authorities and
businesses. They play a central role in determining local economic
priorities and undertaking activities to drive economic growth and the

creation of local jobs.”

The LEPs managed bidding for the Regional Growth Funds, which had an
initial £1 billion budget and was intended to protect communities affected
by public spending cuts, covering the period from 2011-2013. This was
later extended to a total value of £2.7 billion, over the five years to 2016
(Ward, 2016).

The emergence of LEPs has been relatively recent and literature remains
fairly limited and, in particular, any that focuses on the Dorset LEP.
However some initial findings about the emergence of the LEPs raised
some significant concerns for regional development, including business
support provision. The Regional Development Agencies (RDAs), that the
LEPs replaced, arose following a 1997 white paper, championed by John
Prescott MP, ‘Building Partnerships for Prosperity: Sustainability, Growth,
Competitiveness, and Employment in the English Regions, and the RDAs

had become well established by 2012. Shutt et al. (2012) considered that
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the launch of the new LEPs meant thirteen years of effort in establishing
an “arguably successful” regional development framework for England

had therefore been abandoned.

Other authors, such as Pugalis and Townsend (2010) from the Centre for
Cities, also raised initial concerns, especially about the potential loss of

direct business support for developing strategic plans:

“For the first time since 1947, England is without a recognised
strategic planning framework, following the revocation of Regional
Spatial Strategies. There is a strong case for the suggestion that
Local Enterprise Partnerships may fulfil a planning function - we
draw attention to several potential pitfalls along the way.” - Pugalis
and Townsend 2010

There was some criticism of both Business Link (Gray 1997) and of the
RDAs that funded them, i.e. that they were driven centrally and ‘top down’
and limited in their resources and momentum (Shutt et al. 2012). However,
Shutt et al. went on to suggest the LEPs, which were poised to replace
them, provided a less rigid framework, and would operate with very
limited resources, along with limited powers, potentially resulting in an

inability to intervene substantially in regional and sub-regional economies.

The LEP network had initially been very slow to form, and Harrison (2011)
raised concerns about regions without LEPs or those that formed LEPs
relatively late. “LEPs are the only show in town, as far as Government are
concerned, leading to a real fear of missing out or missing the train as it

leaves that station”.

Harrison’s finding was backed up by Bolton and Coupar (2011) who
suggested that some LEPs had been slow to develop and might not have
been effective bodies at that time. Bolton and Coupar went on to suggest
that 39 LEPs with localised policies may not have been in a position to
deliver against national policies in areas such as growth. In terms of
business support, which is a key focus of the research, a slowly

developing LEP with limited funding and/or power could have a
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detrimental effect on small enterprises that, as has previously been stated,
develop strategies that take account of the business environment in which

they operate.

In earlier work from Coaffee and Headlam (2007), there was a suggestion
that the proposed LEPS were arrangements that would potentially
encourage ‘localised solutions for localised problems’, and an attempt to
devolve power and resources from the central state to sub-national
partnerships. Geddes (2006) contributed by suggesting that local strategic
partnerships, (e.g. LEPs) were not particularly democratic and nor did they

have sufficient power to have serious influence.

Johnson and Schmuecker (2010) identified four tests for success of

individual LEPs, namely:

1. They must be empowered at local level

2. They must ensure social justice — i.e. not just economic benefits, but
benefits to local population too

3. They must support a ‘functional economic area’

4. They must be accountable — members must be responsible for

actions

While criticisms have tended to focus on slow development and a potential
lack of funding and influence, the LEPs received a boost against these
factors in a letter from HM Government (February 2013) within which it
proposed a mechanism for delivery of the ‘EU Common Strategic Network
Funds’ to be distributed via the LEPs in England. This funding would
cover the areas of regional development, agriculture funds and
maritime/fisheries funds. This would effectively put each LEP in control of
a share (across all LEPs) of up to £9 billion between 2014 and 2020 and
this subsequently placed the LEPs in a much stronger position. The letter,
signed by MPs: Fallon; Hoban; Hanham; Heath; and Benyon, also
suggested that additional resources would become available to allow the
LEPs to manage the funds and the associated procedures with regards to

applications and on-going administration.
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Considering the 2013 announcement that LEPs would be supporting
business via the Growth Hub network, there is also some debate about
the appropriateness of government interventions in business support. For
example, in the UK Government’s Analysis Paper (BIS 2013), the benefits
of ‘business support and advice’ were clearly acknowledged, yet the
report went on to say that it is the business itself that is responsible for
building its capability, and the government’s role was limited to only
intervene in the event of market failures. Indeed, the occurrence of such
market failures was a key reason behind the emergence of the Business
Link network in the first place - the 1993/94 ‘Growth, Competitiveness and
Employment’ White Paper (UK Government 1993, as cited by Eltis &
Higham 1995) examined privatisation, inward investment, the growth of
small firms and labour market policies concluding in the proposal of
Government initiatives, such as Business Links, to improve performance.
However, despite this viewpoint, the UK government concluded that they
did indeed want to support business, but the intention was to target this
support towards companies that showed the potential for high economic

growth where interventions could have the greatest impact.

In a review of LEP policies, Healey and Newby (2014) identified “more
shortcomings than strengths”. Despite the LEPs becoming better
established and stronger, especially with bids for EU funding, they were
considered inadequately resourced, with large variations in size,
effectiveness and nature, along with excessive bureaucracy. The analysis
showed the largest LEPs had three times the population coverage of the
smallest. Larger LEPS tended to have higher unemployment, and city
based LEPs had lower GVA per head. The smaller LEPs were usually in
prosperous areas and received proportionally higher funding than larger

areas. The best performing LEPs were in the South of England.
The key policy lessons were:

e Vagueness in the purpose and accountability of LEPs - more clarity

was needed on their role.
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e The geography of LEPs was generally inconsistent and sometimes
‘messy’

e The LEPs had a general lack of funding; capacity; independence;
and certainty.

e If reorganised and correctly resourced, then LEPs still had the

potential to become powerful drivers of local prosperity and growth.

Healey and Newby found that LEPs still lacked the ‘single pot funding’
required to make independent decisions. Furthermore, they had low staff
capacity and limits on both resources and economic evidence. There was
also a constant need to bid competitively for central funding which
affected strategies and long term planning. Amongst Healey and Newby's
recommendations for improvement of the LEPs were: clarification of the
LEPs’ purpose and function; clear governance and accountability for LEPs
to balance national/local interests; review and rationalisation of
geographical coverage; and provision of single pot funding resources for

longer term planning.

The Local Enterprise Partnerships formed a significant part of the
environment in which small enterprises operate regionally across England,
and the significance of the LEPs, in terms of the business environment has
rapidly grown as they gained increased power, influence and financial

resources.

3.5 The Dorset LEP Area

According to the original Dorset LEP prospectus (2011), the four principal

areas of activity for the Dorset LEP were:

« Improving the performance of existing businesses within the LEP
area, and encouraging the creation and growth of new ones;

« Enhancing the skills of the current and future workforce;

+ Improving broadband provision - expanding "Digital Dorset"; and

« Creating the conditions for enterprise.
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As well as these four main roles, links with universities, colleges and
business support were listed, but direct business support and any links to
strategy formation were not included in the objectives, and this
represented a potential area of concern in relation to Dorset’s small

enterprises.

At the time of writing, the Dorset LEP had been in existence for about 5
years, yet there was limited independent information on performance.
Dorset was one of the later LEPs to form, but was establishing itself on a
regional level, setting out a ‘Regional Economic Plan’ in 2014 (revised
2016), that presented a vision for Dorset in 2033. This plan included almost
£600 million in investment for Dorset, but the report suggested this
funding would leverage a further £1.3 billion in private investment and,
significantly for this study, one thousand new start-ups. This represented
quite an increase over previous funding; for example, by 2012, the Dorset
LEP had received around £60 million in funding, including £10 million from
central government for its ‘Growing Places’ fund for jobs and housing, £38
million for delivering high speed broadband coverage across the county
and £12 million to improve transport access between the conurbations of
Poole, Bournemouth and Christchurch (LEP Network 2012, online).

The Dorset LEP reported their achievements in their own 2015/16 review
(Carver 2016); however it is important to note that this was not an
independent report, so it did not necessarily provide a balanced view.
Dorset LEP reported £24.35m of Growth Deal funding for 2015/16 which
funded delivery of local business support, through the Dorset Growth Hub,
and four major projects that were not directly related to business support.
For 2015/16, Dorset LEP had secured £250,000 of funding for the Dorset
Growth Hub which supported new, start-up and existing businesses, but
which represented a very small proportion of the overall £24.35 million
funding allocated. Despite such limited funding, from inception in April
2014 to May 2016, over 21,500 businesses had engaged with Dorset
Growth Hub of which 1,224 small enterprises had received ‘light touch’
support interventions, of up to 3 hours and 304 had more intensive support

interventions of up to 11-12 hours.
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In their 2015/16 review, Dorset LEP forecasted that it would bring in
£650m of investment to Dorset, by 2021, which could create 26,000 new
jobs, and 3,000 new homes. By March 2016, a total of £17.8m had funded
nine local projects, through which the LEP claimed: creation of 852 new
jobs; 52 new homes; and £225m of further investment for Dorset. It was
still unclear, from the review, how much (if any) of this funding would be

allocated to business support.

3.6 The Wider Context

Bosworth (2012) highlighted the importance of rural businesses to local
economies and, that the highest levels of growth were in rural businesses
employing fewer than 10 people and that it was, therefore, important not
to overlook rural enterprises and to recognise their relevance to the wider

economy.

As with all regions, Dorset’s largely rural economy has its own
characteristics — for example, enterprises tend to be smaller, with 7.4
employees per business unit, compared to 10 across England. (Dorset
County Council 2017); and, whilst levels of engineering and
manufacturing are higher than the national average, there is low
representation in high productivity sectors, and in research and
development spending. (ONS 2014/15) although patent levels are well
above the national average (EU Europa 2018). In terms of growth,
employment and productivity there are significant differences across
various parts of the South West region. (State of the South West 2012). The
South West ranks fourth, for GVA, across England’s nine regions and,
excluding London, the SW region was 3.2% above the average (State of
South West 2012).

A diverse range of businesses can be seen to make up a rural economy,
and these will be influenced by a range of both social and economic
factors (Bosworth 2012). Furthermore, there will also be regional
variations in terms of salaries, growth, employment etc. Porter (2003)

highlighted the ‘striking importance’ that regional economies play in
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overall performance at national levels — and that national performance is a
composite of regional performance that, in itself, can vary considerably.
Porter (2003, p 571) went on to suggest that “regional analysis must
become far more central to research and policy formulation in
competitiveness and economic development” and that policies should be
de-centralised to a more regional level and that this should include
improving productivity across business clusters, and a need to build

innovative capacity.

In a study of rural entrepreneurship across Europe (which specifically
included parts of the South West of England) North and Smallbone (2006)
found that policies towards entrepreneurship in rural areas tended to be
involve improvement of the small enterprises themselves, in terms of
improved viability and competitiveness, rather the developing capacity for
entrepreneurship in the peripheral rural areas. North and Smallbone
suggested that a strategic and co-ordinated approach was required,
resulting in policies to build a infrastructure capable of supporting and
developing entrepreneurship in rural areas. This was largely the case in
the present study — earlier initiatives, such as the South West RDA did go
some way towards building a business support infrastructure, but the
Dorset LEP had a limited input into entrepreneurship, largely based on

under-funded programmes, such as the Dorset Growth Hub.

Cooke et al. (1997) found that, due to the complex nature of researching
innovation networks nationally, there are justifications in gaining
understanding at a regional level, in the first instance. The authors
pointed out that this is not a case of the 'national picture' being developed
from a series of regional profiles, but that regional economies will each be
at a different point of evolution with different characteristics, and
similarities, that can give insights into national systems. One way to
improve the impact of local programmes on a wider, national, scale may be
to include local involvement in national programmes. North and Smallbone
(2006) suggested the EU and UK national policies tended to work best
when there was local involvement in terms of developing and

implementing projects. Rae (2017) also suggested policies should take
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account of rural issues in peripheral rural areas and that there should be
recognition of their creative potential and developmental requirements.
North and Smallbone (2006) gave the example of the EU ‘Leader’ and
‘Leader II' programmes in which the overall objectives were developed
nationally, but allowed for locally based plans, project and appraisals in
rural areas. In particular, the Leader II programme resulted in very

successful entrepreneurial projects and innovative practice.

Whilst being located rurally is not always directly related to peripherality
(Anderson 2000), some rural enterprises, including some of those involved
in the present study, may still be considered as being in the periphery.
Anderson (2000, p93) describes peripherality, in terms of entrepreneurship
and that it goes beyond the spatial notions of ‘distance from the core’ and
being away from the controlling centre of the economy. Rae (2017)
considered that participation, in terms of social, cultural, political economic
and intellectual terms, were further concepts within peripherality.
Anderson (2000) also suggested that there is a social context and that
periphery is about the ‘relationship to the core’. Anderson found that the
periphery was dynamic and that many entrepreneurs were adapting
positively to their situations — what could initially be seen as a potential
weakness, appeared to be a strength. Rae (2017) also found that operating
in peripheral context could bring in new insights which can potentially,
through the right connections, bring in new shared value. It can, however,
be difficult to translate opportunities, developed within a periphery, into
sustainable businesses (Rae 2017) and going beyond a marginal role, by
developing strong networks and connections to the core, are essential for

value creation and success.
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3.7 Conclusions

The research was undertaken during a period of significant change in
business support across Dorset. At the outset of the study, local provision
was dominated by Business Link and SWRDA — programmes (and their
brands) had become well established and were reaching a significant
number of small enterprises. Changes in policies, funding levels, the
emergence of the LEP network and the new support programmes
impacted on the research process, which needed to adapt to the changing

business support environment.

The funded programmes, on offer since 2012, appear to have been
operating with lower resources than predecessors, although there had
been no indication that the actual quality of service has reduced. At the
time of writing, business support brands and working practices were still

developing as new providers continued to establish themselves.

There have also been numerous programmes that have come and gone,
during this time — including the Growth Accelerator Fund, Super-Fast for
Business and South West Innovation vouchers. Sustainability of

programmes may therefore be an issue.

Support provision that was operated outside of central government
funding had continued, and appeared to be showing signs of growth e.g.
mentoring, coaching and consulting. Indeed the government was keen to
see the development of coaching for high-growth firms and free mentoring

programmes, provided by volunteers (Rae et al. 2012).

Dorset’s largely rural economy has its own characteristics, but the overall
profile, for small enterprises, remains close to national averages. However,
there is still significant difference in issues such as growth, employment
and productivity, across parts of Dorset and the wider South West region.
Whilst previous programmes have gone some way towards addressing
these issues, the limited funding and scope of current (2018) programmes
suggest there is more work to be done. A strategic and co-ordinated

approach (North and Smallbone 2006) was therefore still required.
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It was clear that there were still a good range of business support
programmes available, but the amount of small enterprises able to benefit
may have reduced. Despite agreement between amongst researchers,
politicians and business development agencies that sustainable economic
recovery was largely dependent on small business and entrepreneurship
(Rae 2010; Deacon and Harris 2011), funding was still limited and there
appeared to be potential issues with general confusion, limited

sustainability and fragmentation across business support programmes.

The impact of changes to regional business support and the emergence of
Local Enterprise Partnerships on strategy formation in Dorset enterprises
is addressed in Research Question 3: “Considering the advisor-
owner/manager relationship, how does this affect strategy formation,

taking into account policy changes and availability of business support?
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4.1 Introduction

The most important aspect of the research methodology was to develop a
robust design that could support the researcher in addressing the research

questions:

1. What value is added to the strategy formation process through co-
production in the relationship between the business advisor and the

small enterprise owner/manager?

2. What are the key elements of business support that lead to

effective handling of strategy formation in small enterprises?

3. Considering the advisor-owner/manager relationship, how does
this affect strategy formation, taking into account policy changes

and availability of business support?

The research study was therefore designed around these research
questions and predominantly involved qualitative data arising from twelve
in-depth interviews — six with small enterprise owner/managers and a
further six interviews with business intermediaries who engaged with,
and support small enterprises. In order to provide context to the data, a
series of twelve in-depth profiles were developed, based on the interviews

(see Appendices 1 and 2).

However, qualitative data alone can be subjective - Brocki and Wearden
(2006) stated that qualitative data “is kept somewhat mysterious -
guidelines are offered to the researcher who is then informed that they
cannot do good qualitative research simply by following guidelines. Thus,
the judgement about what is a good qualitative analysis remains rather
subjective and ineffable". Subsequently, the current study used a range of
additional sources, the analysis of which could be described as mixed
methods, albeit having a significant emphasis on the qualitative data.

Greene (2012) described such an approach as ‘Mixed Methods Lite’ which
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typically involved a dominant method, reinforced with a secondary
method.

Therefore, the dominant method using qualitiative data was
complemented with supplementry information from a range of sources
including Companies House data, organisational websites, published
reports and documentation provided by the interviewees. For the
provision of baseline data, and for triangulation of findings, limited
empirical quantitative data on business support and strategy formation
was used in the analysis to support findings in relation to Research

Questions 2 and 3.

The initial conceptual framework adopted for the current study, that
considered the theories of co-production based on the co-production
modalities framework proposed by Rice (2002), has been presented in
Chapter 2. In this framework, strategy formation was considered through
the relationship between the small enterprise owner/manager, the
business advisor, their networks and the wider business environment, and

shows value being created at the point of use (Vargo and Lusch 2004).

4.2 Research Paradigms Considered

Saunders et al. (2009), considered the various stages of the research
process, and the progression from which an overall research methodology
could be developed - effectively creating a set of stages through which
different data collection methods could be understood, and subsequently

provided a framework to describe a methodological study.

4.2.1 Philosophical Stances

According to Bryman and Bell (2011) the research philosophy relates to a
set of beliefs in relation to the “nature of the reality” that is under
consideration in the research and defines the nature of the knowledge.

This results in a justification of how the research is undertaken in practice.
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Research philosophies tend to fit with the type of knowledge under

investigation, along with the particular goals of the researcher and how
these goals might be achieved. (Goddard & Melville 2004; May 2011). It

was therefore important to understand the basic principles of a range of

research philosophies to justify assumptions in the overall research

process, and to be able to select the approach most suited to the study.

Constructivism: In constructivism there is a belief that social
phenomena are constructed by the social actors. For example, a new
law or rule would be seen as an outcome arising from the behaviour

of the people it has an impact on.

Interpretivism: This approach considers social and cultural life, and
the meaningful nature of how people participate. People’s actions
are analysed, including thoughts, ideas and meanings with a view

that cultural existence and changes can be understood.

Objectivism: This is the opposite of constructivism. Objectivism
considers that that social phenomena and meanings are
independent of social actors. For example, a group of people
planning an outside event (social actors) would have no control over
the weather (social phenomenon). In research, this could involve
how a law (the social phenomenon) might have an impact on a

group of people being studied in the research (social actors).

Phenomenology: Phenomenology is a study of phenomena and is a
method for investigation or enquiry that provides meaning to direct
experiences. The approach involves direct descriptions of
experiences that occurred at particular time. When linked to a
‘phenomenological epistemology’ (Smith and Osborn 2003), it
involves gaining a detailed understanding of people's experience of
reality. In phenomenology, the primary data arises from
interviews/conversations and findings are subsequently reflected

from the phenomenological literature and experiential accounts (van
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Manen 1990). However, there is limited variability in the application
of the method within its framework, and the method can therefore

be considered to be somewhat subjective.

o Positivism: Creates research questions (hypotheses) that can be
tested, allowing explanations that can be measured against
generally accepted knowledge. It attempts to eliminate bias,
wherever possible, by keeping the researcher and social reality
independent from each other. This approach potentially allows
research to be replicated elsewhere to compare results. Positivism is

well suited to statistical analysis through quantifiable results.

e Pragmatism: Pragmatism is based on a practical approach, using a
collection of assumptions on knowledge and enquiry, which
differentiates it from standard qualitative approaches, that use the
philosophies of interpretivism or constructivism, and quantitative
approaches that use philosophy of positivism (Johnson &
Onwuegbuzie 2004). Pragmatism involves a fusion of approaches
and therefore has the potential to provide a strong basis for the

‘third option’ of mixed methods.

e Realism: This has similar processes to positivism and also aims to
eliminate bias, wherever possible, by keeping the researcher and
social reality independent from each other. Realism differs by
considering scientific methods as not being perfect, and that theory
can be developed and revised. Realism can therefore prove more
reliable by using various types of research and triangulating the

findings.

4.2.2 Data Collection and Analysis

According to Bryman and Bell (2011) the approach to data collection and
analysis was dependent on the overall methodology adopted. Whatever

approach was chosen, the data collected could be considered in two
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categories: primary and secondary data. Data from extant literature,
reports, published case studies etc. could be combined with secondary
data gathered by the researcher through interviews, surveys,
development of case studies etc. to provide a basis of analysis around a
range or sources to effectively triangulate findings, provide robust

conclusions.

4.3 Research Approach

The three research questions on: value arising from co-production;
effectiveness of business support; and the effect on stategy formation are
diverse and each could require differing approaches. Johnson and
Onwuegbuzie (2004, p.17) suggested the researcher should “choose the
combination, or mixture of methods and procedures, that works best for

answering your research questions”.

4.3.1 Mixed Methods

There have been strong arguments that good social research, providing
suitable results, requires a balance of both quantitative and qualitative
research and that it may be desirable to take a mixed methods approach to
achieve this (Greene et al. 2005). The adopted approach for the current
study therefore involved mixed methods to provide such a balance, and as
a ‘best fit’ for addressing the research questions. Of equal importance was
a need for the chosen approach to meet the interests/preferences of the

researcher.

Mixed methods, which involves combining aspects of both qualitative and
quantitative methods, has traditionally been somewhat frowned upon but
has more recently gained favour, having been described by Johnson et al.
(2007, p.112) as “the third major research approach/research paradigm”.
This increase in acceptance has occurred in the last fifteen years or so and
is demonstrated though publications that pitched mixed methods as a

viable alternative to traditional methods e.g. Johnson & Onwuegbuzie
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(2004); and through the emergence of ‘The Journal of Mixed Methods

Research’, which has been available since 2007.

“Mixed method inquiry is an approach to investigating the social
world that ideally involves more than one methodological tradition
and thus more than one way of knowing, along with more than one
kind of technique for gathering, analysing, and representing human
phenomena, all for the purpose of better understanding.” (Greene
2007, as cited in Johnson et al. 2007).

Mixed-methods research involves the collection and analysis of both
qualitative and quantitative data which are used together, within a single
study, to determine an overall, holistic understanding of a given area of
research (Cresswell 2003; Tashakkori & Teddlie 2003). Johnson et al.
(2007, p.123) considered various definitions that related to mixed methods
from nineteen authors and subsequently offered the following general

definition:

“Mixed methods research is the type of research in which a
researcher, or team of researchers, combines elements of qualitative
and quantitative research approaches (e.g., use of qualitative and
quantitative viewpoints, data collection, analysis, inference
techniques) for the broad purposes of breadth and depth of
understanding and corroboration. A mixed methods study would
involve mixing within a single study; a mixed method program
would involve mixing within a program of research and the mixing

might occur across a closely related set of studies.”

In the case of this present study, the concept of ‘mixed methods lite’
(Greene 2012) involved qualitative research as the dominant method and
qualitative research as the secondary method. In other words, the
qualitiative analysis, in the main study, has been informed by the
contextual findings arising from the quantitative data. In studies that
adopt a mixed methods lite approach there is the “potential to yield better

understanding of key phenomena (the common goal of mixed methods
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inquiry), but are less likely to cross accepted conceptual boundaries or

venture into new and uncharted territory.” (Greene 2012).

In this particular research study, mixed methods was considered more
suited to addressing certain quantifiable aspects that occur within
Research Questions 2 & 3, around business support and strategy
formation. However, mixed methods were less suited to the co-production
aspects of Research Question 1, in which responses were largely
subjective, and usually based on the perceptions of the interviewee, so
were considered around the qualitative data, albeit backed up by
secondary sources and the extant literature. Furthermore, where mixed
methods have been adopted for this study, the emphasis was still firmly
on the qualitiative data, using quantitative data only for the purpose of
providing contextual local data, and to triangulate certain findings, thus
effectively providing different perspectives and added rigour in the

analysis of the data.

4.3.2 Pragmatic Approach

Many authors have linked mixed methods to pragmatism e.g. Biesta
(2010); Greene (2008); Johnson & Onwuegbuzie (2004); Maxcy (2003);
Morgan (2007); and Tashakkori &Teddlie (1998). Greene (2008) described
pragmatism as a “leading contender for the philosophical champion of the
mixed methods arena”. Subsequently, a pragmatic approach appears well
suited to approaching the research questions and has a strong fit with the
notion of ‘mixed methods lite’ (Greene 2012), which has been adopted for

this study.

Pragmatism involves a range of different approaches and ideas with
consideration to ‘what works’, taking in both subjective and objective
knowledge (Cresswell and Plano Clark 2007, p.43). Pragmatic justification
for mixed methods “relies on an argument for the utility of research means
for research ends” (Biesta 2010). Biesta went on to suggest that
pragmatism was not necessarily a philosophical position in itself, but
serves more as a collection of philosophical tools that are suitable for

tackling research issues.
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Tashakkori and Teddlie (2003) identified a number of factors in which

pragmatism was suited to mixed methods research, including:

e (ualitative and quantitative research can be mixed within a study;

e there are no forced choices in approaches;

e the research questions are the main focus, and are more important

than the method or underlying philosophy; and

e methodological choices are guided by a practical and applied

research philosophy.

For dealing with mixed methods research, pragmatism is particularly

helpful in that it allows researchers to ask better and more precise

questions relating to the philosophical implications and justifications of

research designs (Biesta 2010). Biesta went on to introduce the term

‘everyday pragmatism’ which was used to make a distinction between a

less formal pragmatic approach, suited to mixed methods and meeting the

aims and objectives and/or addressing the research questions, against

considering pragmatism more formally as a philosophical tradition. It uses

a combination of action and reflection and suggests a difference between

a less formal ‘pragmatic approach’ to that of traditional pragmatism.

Worldview Element

Ontology (What is the nature of
reality?)

Consequence of the Pragmatic
Approach

Singular and multiple realities (e.g.
providing multiple perspectives)

Epistemology (What is the
relationship between the researcher
and that being researched?)

Practicality (e.g. researchers collect
data by “what works” to address
research question)

Axiology (What is the role of
values?)

Multiple stances (e.g. researchers
include both biased and unbiased
perspectives)

Methodology (What is the process
of the research?)

Combining (e.g. researchers collect
both quantitative and qualitative
data and mix them)

Rhetoric (What is the language of
the research?)

Formal or informal (e.g. researchers
may employ both formal and
informal styles of writing)

Table 4.1 - Elements of Worldviews and Implication for Practice in
Terms of Pragmatism. Adapted from: Cresswell and Plano Clark (2011, p.42)
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Table 4.1 considers the various ‘Worldview’ elements, in the context of a
pragmatic approach, and demonstrates a practical stance that allows

flexibility in approaches, and with a clear focus on the research questions.

Morgan (2007) explored the pragmatic approach and suggested it could
bring ‘abduction’ to the connection of theory and data i.e. alternating
between induction and deduction. The approach also provides
‘intersubjectivity’ to relationships in the research process, thus reducing
limitations and allowing flexibility for the researcher in terms of frames of
analysis. ‘Transferability’, in terms of inferring meaning from data,
(Lincoln and Guba 1985) suggested the findings from one context could be
applied in another i.e. knowledge is not necessarily bound by context, but

can be transferred to other settings.

4.3.3 Research Strategy

The strategy used for research considers a researcher’s strategic approach
to their study (Saunders et al. 2009). This strategy could involve a range of
diverse approaches that could include action research; experimental
research; semi-structured interviews; online surveys, an in depth

literature review, or a mixture of these approaches.

In this particular case, the research approach, which was informed by the

initial conceptual framework outlined in Chapter 2, includes a mix of:

e An in-depth systematic literature review — covering academic
literature related to each of the three research questions on co-
production, business support and strategy.

o A contextual baseline survey — a quantitative survey of small
enterprises in Dorset addressing usage of business support and
strategy formation.

e A series of semi-structured interviews (along with supporting
documentation) — with groups of small enterprises and
intermediaries examining experiences and perceptions around co-

production, business support and strategy.
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e Secondary data, such as the UK Small Business Survey, industries
reports, government documents to back-up and triangulate findings.

e Development of in-depth profiles for small enterprises and
intermediaries — to provide context to the data and to inform the
later analysis. Each profile with a focus on the interviewees’

experiences of co-production, business support and strategy.

With the current research study being conducted during a period of
significant change in UK business support provision, timing was an
important factor in the research strategy, particularly during data
collection. According to Saunders et al. (2009), the overall time-horizon is
the period during which the overall project is planned to be completed,
and is not dependent on the chosen methodology or research approach.
The cross-sectional time-horizon relates to the period of time during which
the data is collected. Flick (2009) referred to this period as the ‘snapshot
time collection’. This was of particular importance in this research project
where qualitative data needed to be collected prior to the major changes
in provision, which were announced several months in advance. The
longitudinal time-horizon considers data collection over a longer period,
where research may examine changes over time (Goddard & Melville
2004). This particular horizon is more suited to the qualitative data
collection, in this study, which took place over several months, but

considered both current and historical experiences.

4.3.4 Researcher Background

This section describes the author’s professional experience and
perspective on business support. Prior to joining The Business School, at
Bournemouth University, as a researcher in late 1999, the author had
around 10 years’ experience working in five different small enterprises
across the South West of England, each with fewer than 50 employees and
all demonstrated examples of innovative practice. These included stress
engineering; software development; electronics manufacture; and

printing. This experience provided an insight to the challenges
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experienced by small enterprises, but also their importance in providing

employment in more rural and peripheral areas.

A particularly important role, in the development of the author, involved
working as an associate in the UK government supported Knowledge
Transfer Partnership (KTP) programme, during the late 1990s. This
involved a two-year placement in an electronic silicon wafer processing
company, based in Dartmouth Devon, and employing around 30 people.
Working with the University of Plymouth, the project involved the bespoke
development of a database and management information system that
covered all aspects of company operation from initial quotations through
to sales and invoicing; managing stock levels; tracking work in progress;
quality control; and electronic document archiving. Working closely with
senior management, this project provided a valuable insight into the
operational aspects of a small enterprise, and also the importance of
forward thinking and strategy development. A further benefit of the KTP
scheme was the opportunity to study for, and gain, a MSc in Management
of Technology, which was undertaken at the University of Plymouth

Business School.

Since joining Bournemouth University in 1999, the author has managed a
number of research and consultancy projects which have involved
engagement with small enterprises and business support programmes. A

sample of these projects is shown below:

e EU TISCAM programmes (Training for Innovation Supply Chain
Management) This involved developing case material, for online
delivery, around a range of Dorset small enterprises and business
support intermediaries and involved working closely with Business

Link Personal Business Advisors and their clients.

e INTER (Stimulating New Enterprise in the Dorset Sub-Region) This
was a scoping project investigating business support provision
across Dorset in the period around 2001/2002. Challenges identified

included limited time to undertake strategic planning; a general
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lack of awareness; no well-known ‘single point of contact’; limited
funding. However, a positive finding was the availability of very

strong business support for those companies that did engage.

e TUC - Project Evaluation. Developing case materials from over 30
SMESs across the South West region involved in providing training
facilities for their employees. The work involved numerous company
visits and in-depth interviews with management, employees and

union representatives.

o INTERREG Atlantic Net — Working with partners in 5 EU countries
to develop and share ICT solutions for small enterprises. The work
at BU resulted in an innovative website called ‘Surviving Startup’
which offered a range on interactive tools to help support small
enterprises during the difficult ‘survival phase’ in the early part of

the business development cycle.

¢ ‘SnapShot’ market appraisals. Working closely with consultants and
potential entrepreneurs, a series of short product/market appraisals
were carried out for proposed new ventures. This work included
secondary market research, market evaluation, product evaluation
and consideration of financial factors. Some of the products/services
evaluated included a clip-on handbag light, a workplace hearing

assessment service and premium care for the elderly.

e Other projects have included survey work on behalf on the Dorset
Chamber of Commerce; development of an online supplier matching
app; and the development of innovative teaching materials for
online delivery in Entrepreneurship, Small Business Management

and Developing Management Competencies.

This range of experience, in industry across a range of small enterprises;

through engagement with business support providers; and through
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academic research and knowledge exchange has provided a strong insight
into the business support needs, across industry, in Dorset. As well as the
various research methods applied to the present study, the personal

experience of the author has also been a considerable asset in carrying out

the empirical research and analysis.

4.4 Qualitative Study Element

Qualitative research involves understanding, describing and explaining
social processes, usually from the perspective of participants involved in
the study. In this study, this included their experiences of co-production;
perceptions of business support; and approaches to strategy formation.
The qualitative approach does not require the testing of an initial
hypothesis but, instead, has a focus of inquiry and analysis of data, and
edges towards an inductive approach. The outcomes, arising from the
research, are in the form of contextual findings and are about
‘transferability’ (from one context to another) rather than being about

generalisability (Guba 1981).

In this research study, a series of twelve face-to-face interviews was
undertaken with six small enterprise owner/managers and six business
intermediaries. A ‘core group’ of willing small enterprises, along with
intermediaries that worked with small enterprises were reached through

recommendations, existing networks and a direct ‘e-shot’.

The interviews were semi-structured, addressing each of the Research
Questions, and key aspects of the conceptual framework. Interviews were
expected to last for around one hour and were recorded and transcribed,
in full, for later coding and subsequent analysis. Examples of the semi-
structured questions used in each set of interviews have been provided in

Appendix b.

The interviewees were chosen on the basis of purposeful sampling which
is an established approach, used in qualitative studies, for identifying and

selecting non-random, ‘information-rich’ respondents, thus making
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effective use of limited resources (Patton 2002). Therefore, a ‘qualification
process’ took place, in which potential participants were informally
assessed to ascertain their suitability and willingness to engage with the
research at a suitable level. For example, there would be little point in
working long-term with small enterprises that had not actively engaged in
business support interventions. Subsequently, this core group was made
up of a manageable group of six small enterprises who had already
received significant business support and/or who wished to do so in the
future. In order to provide a balance of viewpoints, a further six business
support intermediaries were interviewed, and profiles were developed.
Care was taken to select participants across sectors, geographic locations
and a range of business support agencies. Furthermore the mixed
methods approach allowed the premise of triangulation of a range of
different methods, which was included to limit any inherent biases arising

from purposeful sampling (Greene et al. 1989).

Participants were generally chosen by recommendation from existing
professional contacts and through ‘snowballing’ i.e. further
recommendation from the initial interviewees, particularly in the
intermediary group, in which further recommendations were provided to

known contacts thought to be well suited to the study.

The final set of small enterprises was selected, based on a mix of the
following factors:

e Had received regular business support, whether private or publicly

funded

e Good geographical spread across Dorset

e Small enterprises with fewer than 30 employees

e Had made use of different modes of business support

e Evidence of innovative practices

e Coverage of a varied range of industry sectors

o Operating at different points of the business life cycle

e Sufficient involvement in business support to provide ‘information

rich’ responses (Patton 2002)
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The intermediary group was selected on the basis of the following factors:

e Representing involvement across the main providers of direct
business support during the cross-sectional time horizon (Flick
2009) - Business Link; growth programmes; mentoring; education;
business coaching; private consultancy; banking; and networking

e Including various levels from those involved in direct delivery of
support, to those involved in the running of host programmes.

e Good geographical coverage

e Strong local knowledge

o Wide range of experience and an expectation of ‘information rich’

responses.

An initial total of 12 interviews were chosen, using both small enterprises
and a variety of intermediary types to gain balanced viewpoints. This total
was based on respondents providing ‘information rich’ responses. Had the
responses been limited in content, then a contingency plan allowed time
for further data collection. In practice, the saturation point was reached
with the original group of 12 respondents. Indeed, the content of
responses was very detailed and provided sufficient data for in-depth

analysis without the need to carry out further field work.

The format of the interviews was based on a semi-structured outline (see
Appendix 5) that covered a range of issues including: underlying company
information; approaches to strategic planning; experience of business
support; issues around co-production; and their views on the availability
of business support. The companies chosen were all keen to share their

stories having generally had interesting experiences of business support.

The small enterprise interviews had been expected to last between 45-60
minutes although, in practice, this varied from 45 minutes to 93 minutes,
and was dependent on the level of engagement with business support and
the aspirations of the owner/managers. The intermediary interviews each

lasted around 60-75 minutes.
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The qualitative fieldwork was undertaken in July and August 2016, and
was subsequently analysed and written-up in the following 12 months.
This provided an up-to-date data-set, and took into account the relevant
changes in policy and provision that had occurred since the coalition
government announced changes in 2010, thus providing currency and
validity to the research findings. Additionally, attempts were made to use
as much up-to-date secondary data as possible — for example, the 2015 BIS
Small Business Survey. This was in contrast to the quantitative data,
which was collected in 2011, much earlier in the research process, but was
necessary to gain a contextual ‘snapshot’ of provision at a time when
business support activity was arguably ‘at its peak’, and prior to the

impending closures of services at that time.

4.4.1 Qualitative Data Analysis Methods

There were a number of approaches considered for analysing the
qualitative data gathered in this study. A review of the various qualitative
data analysis methods was undertaken, in order to select the most
appropriate method for the study. Table 4.2 (over) shows a review of eight
methods of qualitative data analysis. This shows a brief description of
each method, the origins in the literature and then considerers the key

attributes of each.
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Method Overview / Key Attributes

Case Study The use of case studies in research has origins dating
back to 1879 (Healy 1947). Whilst case studies can
also include quantitative data, in the qualitative
approach, this considers the in-depth analysis of a
single or small quantity of units within the overall
research study. The case study could include a single
person, a group of people, a company or a larger
organisation.

This method has a focus on complex situations, but
takes the context into account (Keen and Packwood
1995), and therefore captures the holistic aspects of
events (Yin 1994). Critics suggest that, small sample
sizes can affect the findings and their suitability for in
depth analysis (Pringle et al. 2011).

Content Analysis | The approach of Content Analysis was first
presented by Lasswell and Casey (1946) and
considers a range of sources including writing,
recordings, images and cultural artefacts. There is
often a focus on the micro level. The method allows
quantitative analysis of qualitative data (Ryan and
Bernard 2000). Themes are quantified, so analysis is
usually in words and phrases. In some research, the
participants themselves can form the unit of analysis
and themes are not necessarily quantified.

The method describes the observed patterns, but not
necessarily the underlying reasons behind them (i.e.
'what'not 'why’). Trends seen in the data may not
accurately reflect reality.

Discourse Discourse Analysis covers a range of approaches to
Analysis analysis of written, vocal, or any communicative
event. The method originally arose from a publication
by Harris (1952).

The ‘objects’ of Discourse Analysis (the
communications themselves) are defined in terms of
coherent sequences of sentences, propositions,
speech, etc. Discourse Analysis has a range of forms
including semiotics, psycholinguistics and
sociolinguistics. The use of these forms is directed by
the research aims. This can be problematic as
decisions need to be made early in the research
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process (Brown and Yule 1983).

Choices can be difficult to make due to the different
versions of the method within the broader theoretical
framework. Also, the researcher needs a detailed
knowledge of the approach. (Burman and Parker
1993; Willig 2003).

Framework
Analysis

Framework Analysis is particularly suited to research
where set questions are defined along with pre-
defined samples, and a set timescale. Data is
organised according to key issues and themes using
five steps (Ritchie & Spencer 1994):

1. Familiarisation;

2. Identifying a thematic framework;

3. Indexing;

4. Charting;

5. Mapping and interpretation.

The researcher works with transcripts of the data,
such as interviews, focus groups, documents, notes,
and immerses themselves in the data to gain and
understanding of the material (Ritchie & Spencer
1994). The researcher will then gain an awareness of
ideas and common themes which are subsequently
coded and analysed using a systematic approach.

As is the case with Thematic Analysis, there may be
issues of unreliability within Framework Analysis,
because themes can interpreted in different ways.

Grounded Theory

Grounded Theory takes a systematic approach
(Glaser and Strauss 1967). It involves discovering
theory by analysing data using a bottom up'
approach (Martin and Turner 1986). According to
Thornberg (2012), the approach was later broadened
to three include three paradigms of Grounded
Theory:

e C(lassic

e Straussian (Strauss and Corbin 1998)

e Constructivist

The method is often misunderstood and there is
sometimes disagreement, from critics, about what
constitutes Grounded Theory. Thomas and James
(2006) stated "it is impossible to free oneself of
preconceptions in the collection and analysis of data
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in the way Glaser and Strauss say it is necessary".

The Classic approach requires a second round of field
research after the initial analysis. This involves
further interviews, addressing questions arising from
the initial analysis. This can be time consuming and
can create a considerable amount of data.

Interpretative
Phenomenological
Analysis

IPA is a fairly recent qualitative approach developed
within the field of psychology. This includes an
‘idiographic’ focus which considers how a person, in
a set context, can make sense of a particular
phenomenon. The method may be more suited to the
study of ‘people phenomenon’ (McLeod 2001).

There is some debate that the method may be
somewhat subjective (Brocki and Weardon 2006).

Narrative
Analysis

Riessman (1993) suggested Narrative Analysis
developed from broader qualitative research towards
the beginning of the 20th century. The approach
involves a range of sources such as field texts,
autobiographies, journals, notes, correspondence,
conversations, interviews, family stories,
photographs, artefacts and life experience. According
to Clandinin and Connelly (2000), the method can
help the researcher to understand meanings in
people’s lives as narratives.

Critics, such as Boje (2001), argued that the Narrative
Analysis approach, which challenges some
quantitative aspects of other methods, may lack its
own theoretical basis. There are several
manifestations of the approach, within the broad
theoretical framework, and the actual choice of
approach may be difficult (Murray 2003).

Thematic
Analysis

Thematic Analysis is acknowledged as the most
common method of qualitative analysis (Guest et al.
2011) and it provides a flexible method of data
analysis which suited to researchers using a range of
methodological backgrounds. Braun and Clarke
(2006) explained that the method is used to identify,
analyse and report themes that arise from the data.
The analysis is driven by both the research questions
and underlying theoretical assumptions.
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There are questions around the reliability of this
method due to a wide range of interpretations that
can arise from the same themes. Bazeley (2009)
suggested that findings may have an over reliance on
themes (represented through participant quotes) as
the primary form of analysis, rather than findings that
are based on more rigorous data analysis. It is also
possible to miss key issues arising and reliability may
improve if coding is undertaken by multiple
researchers. (Guest et al. 2011).

Table 4.2 - Review of Qualitative Data Analysis Methods
(author’'s own)

4.4.2 Framework Analysis

Framework analysis (Ritchie & Spencer 1994) appeared to meet many of
the requirements of the present study, and was therefore investigated
further, in order to determine whether it was the most suitable approach

for the present study.

The method of framework analysis allows flexibility throughout the stages
of analysis by allowing flexibility for the researcher. This means that either
full data collection could be undertaking prior to analysis; or the analysis
can begin while the data collection process is still on-going. During the
analysis stage, the data is organised within key issues and recurring

themes, using a five step process (Ritchie & Spencer 1994).

1. Familiarisation;

2. Identifying a suitable thematic framework;
3. Indexing;

4. Charting; and

5. Mapping and interpretation
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4.4.2 Overview of the Framework Analysis Process
Although Framework Analysis is not a mathematical process, it still uses a
systematic approach to the process of data collection and the subsequent

analysis which is based around a ‘focus of enquiry’.

A semi-structured format, with open-ended questions, allows participants
to spontaneously share perceptions, opinions and experiences. When
analysing such data, the responses are grouped into categories of
meaning, rather than into pre-defined categories. Inductive reasoning is
used to identify relationships between the categories that arise through
the data. These perspectives can be analysed in a model that helps
explain the processes and coding through an abstract theoretical
framework, demonstrating an understanding of the data and leading to

suitable conclusions (Bazeley 2009).

Familiarisation is the process in which the researcher develops their
understanding of data collected through transcripts/audio of
interviews/focus groups/observations/field notes etc. (Ritchie & Spencer
1994). With some transcripts, from a single interview, running to perhaps
10-20 pages, the volume of data arising through qualitative research can
be significant and could mean that it is not possible to review all of the
material. In these cases, selected parts of the data could be used, perhaps
involving different aspects of the data collection, but still including a range

of interviews, documents and observations.

The coding itself may involve several coding cycles and additional coding
— this can be done using systematic manual methods, or using Computer
Assisted Qualitative Data Software (CAQDAS) such as NVivo. The process
of coding requires the data to be broken down into discrete ‘units’, or
‘incidents’ which are organised into categories (Glaser and Strauss 1967;
Lincoln and Guba 1985).
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These categories can take two forms:

1. Derived from the responses from participants i.e. “to reconstruct the

categories used by subjects to conceptualise their own experiences
and world view” (Lincoln and Guba 1985, pp.334-341).

Categories that the researcher considers relevant to the focus of
enquiry of the research i.e. “to assist the researcher in developing
theoretical insights into the social processes operative in the site
under study .... the process stimulates thought that leads to both
descriptive and explanatory categories” (Lincoln and Guba, 1985
pp.334-341).

As incidents are identified, considered and arranged into categories, the

categories themselves, and relationships between them, develop and are

refined throughout the analysis process. Categories may therefore be

subject to content and definition changes. The researcher codes and

analyses data simultaneously thus developing concepts, which will be

refined as incidents, and their properties and relationships, are compared

and explored - integrating them into a “coherent explanatory model”
(Taylor and Bogdan 1984, p.126).

To summarise, Framework Analysis has the following attributes:

It is based on the participants’ observations and own accounts.
The process is dynamic and permits amendments throughout.
The approach is systematic and allows methodical processing of
data.

It is a comprehensive method, by nature.

Transparency exists through access to the original data.
Analysis can occur either ‘within-case’ or ‘between-cases’.

It is easily accessible to others — the process of analysis and

interpretation of data is generally available.
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e Framework analysis does not align itself with any particular
theoretical approach or viewpoint so can be used in either
inductive/deductive analysis, or using both.

e The aim is to efficiently generate outcomes and recommendations.

Having considered the attributes of Framework Analysis, there was a
suitable fit with both the requirements of the study, and the preferences of
the researcher towards using a highly structured and systematic
approach. The only concern was the subjective nature of the coding itself,
however this issue could also occur with most other qualitative methods.
However, the iterative process and requirements for careful organisation
of themes and repeated validation (see Figure 4.2) provided some
reassurance that this was indeed a robust approach. As such, Framework

Analysis was selected as the chosen method for qualitative analysis.

4.4.3 The Use of Computer Assisted Qualitative Data Analysis
Software (CAQDAS)

Having selected the method of qualitative analysis, a systematic,
transparent and comprehensive approach, which fitted with the use of
Framework Analysis, was required. The research therefore made use of a
Computer Assisted Qualitative Data Analysis Software (CAQDAS) package

to aid the analysis process.

In using such software, it is important to point out that the computer
package does not perform any particular analysis, nor does it develop any
conclusions, but it is instead used as a tool for efficiency and effective
organisation of data only, with decisions on coding and categories being
left entirely to the researcher. According to Fielding and Lee (1998, p.167),

i“

researchers in qualitative methods “want tools which support analysis,

but leave the analyst firmly in charge”.

CAQDAS software also provides transparency through an effective audit
trail that demonstrates the steps undertaken. For example, data

movement, coding patterns, categories, sources and documentation are
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traceable and transparent, providing a more detailed audit trail than can
perhaps be achieved through manual coding. In this particular case, the
software chosen was NVivo v.11, from a company called QSR, which was
well suited to the type of analysis chosen. A sample screen shot from

NVivo, during the early coding stages, is shown in Figure 4.1, below.

H 9= Tim's PhD Coding v3.nvp - NVivo Pro ? - @ x
HOME CREATE DATA ANALYZE QUERY EXPLORE LAYOUT VIEW
4 X, Cut on H < 1 B
0% R /B N MY
. . Er Copy _ % Replace
Go Refresh | Open Properties  FEdit | Pacte A& Aj Rt cetino. | Select Fin
. - N C @ Mege - BT LA = e . Region . X Delete
Workspace Ttem Clipboard Format Paragraph Styles Editing Proofing ~
Nodes < | Look for - SearchIn - | Phase1- Open Find Now Clear Advance: d Find X
4 ') Nodes i = = o —
Phase 1 - Open Coding ' Intermediary 3- Business Advi  |(_) Networks | () Challenges  [x]
Phase 1 - Open Coding .
Descrip | Sources |Referen 82 63 | iniormsione jies\\Company 3 - Software> - § 5 references coded [2.85% Coverage] ko
Phase 2 10 20 g
12 208 Reference 1 - 0.18% Coverage ‘ ‘ =
12 280 . . . . o
T've definitely made dedisions that in the past vear that have cost us a lot of money s
1z 50 g
5 25 Reference 2 - 0.76% Coverage hd
,
’ 2 we had to put sort of an emergency rescue plan together and stuff that we were going to do realy 3
6 19 quickly to turn the business around, and then stuff that we're going to do over the longer
- 10 40 term to get the company growing again. And Paul realy couldn’t offer us any perspective
,,,,,,,,, ) Practicsl Arrang 10 4 on that becanse he doesn’t really know the things that we re talking abont
=] sources Relationships 11 ]
Reference 3 - 0.24% Coverage
Specific Advice 7 11
() Nodes _ , _ ,
2@ Strategy 12 100 So I guess especially when you're getting free help, you, I think you, to a certain extent, get what
C y 5
5 Classifications you're given.
Aspirations and 10 22
] Collections (© External factors 2 4 Reference 4 - 0.48% Coverage
() Planning el 34 . . ) . B . . .
@ Queries — But he’s not along for the ride —I think that’s one of the pitfalls, he’s not vested. You know, I'm sure
() Planning Horiz 12 40 . : : g e,
— e he wants to pitch up and do 2 good job and he wants us to succeed but if we don’tit’s no
Reports . | <kin off his nose, you know?
. Dr ion here to code to a new node
55 Maps — EPP -
Folders In odes - Code At Enter node name (CTRL+Q) - X
& TJF  49hems

Figure 4.1 - Sample Screenshot from NVivo CAQDAS Software

4.4.4 Practical Application of Framework Analysis Within This

Specific Study - Step-By-Step Approach

Using the NVivo CAQDAS software, the analysis can be broken down into
eight key phases, as recommended by QSR, who developed the NVivo
package. These were then mapped to the five stages within the main
analytical process of Framework Analysis (Ritchie & Spencer 1994), as

shown in Figure 4.3.

Taking into account the process of analysis to be used within this
particular study, the eight phases were set out in detail to provide a

coherent breakdown of the anticipated approach.
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Phase 1 - Open Coding

This involves broad content driven coding of units of meaning (logical
segments of text) from the interview transcripts, supported with
definitions to deconstruct the data into a series of general themes relating
to the research questions. The themes will be clearly labelled and defined,

thus acting as rules for inclusion (Maykut & Morehouse 1994).

Phase 2 - Categorisation of Codes

This involves re-organising, re-labelling and merging the categories of the
themes coded in the first phase, into specific categories of themes. This is
achieved by grouping related themes into categories within a framework
that provides a logical basis for further data analysis, and is aligned to the

research questions.

Phase 3 - ‘Coding On’

Coding on is the further breakdown of the reorganised themes into a
series of sub-themes, which provides greater depth of understanding of
the highly qualitative content. This will involve providing clearer insights
into the embedded meanings of the content, which may include
aspirations, awareness, differing viewpoints, positive/negative

experiences, differing agendas and particular behaviours.

Phase 4 - In Case / Cross Case Analysis
a. In Case Analysis - Involves writing summary statements for ‘lower
order’ codes to provide meaning to the coded content. This phase
includes writing up case-by-case findings.
b. Cross Case Analysis - Comparisons are made between the twelve
cases — for example, those that have growth aspirations, against
those that do not.

Phase 5 - Data Reduction
Codes are consolidated into an abstract framework of codes for inclusion

in the main report (see Figure 4.2). Individual models will be developed for
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each category of themes occurring within the main themes of co-

production, business support and strategy. The concepts, arising from the

quotes and related themes, will be organised according to SMEs and

intermediaries, that each have different perspectives on certain themes.

Representative Quotes
(Contained in Appendix)

¢ Quotation 1
* Quotation 2 etc.

Concepts

Small Business Owner/Managers

+ Concept 1

Related Themes

\ 4

« Concept 2 etc.

* Quotation 1
* Quotation 2 etc

Intermediaries

+ Concept 1

A 4

\ 4

« Concept 2 etc.

Theme 1

¢ Quotation 1
* Quotation 2 etc

Small Business Owner/Managers

.| «+ Concept1

"] + Concept 2 etc.

* Quotation 1
» Quotation 2 etc

Intermediaries

.| «+ Concept1

"l «+ Concept 2 etc.

v

Theme 2 etc.

Figure 4.2 - Example Data Structure

Phase 6 —-Analytical Memos

Content is summarised by writing up higher level codes, resulting in

summaries of the content within categories and proposing the initial

findings against each category. The analytical memos cover five areas:

1. Content arising within codes clusters.

2. Background information, relating to participants.

3. Any significant trends/patterns emerging.

4. Relating codes to each other and how they address the research

question(s) - developing a structure for cohesive analysis chapters.

5. Considering results against the extant literature.

Note: The analytical memos are normally developed within NVivo itself,

and inform the analysis chapters of the main report. In this particular case,

a decision was made to develop the memos in MS Word using a set of

thematic structures (see Figure 4.2) to organise the material — these
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memos were subsequently developed and refined to form the three

analysis chapters.

Phase 7 - Validation

Findings are developed by testing/validation/revision of the analytical
memos. This is achieved through locating evidence to support findings
and meanings embedded deeper in the data, than from just the quotations
alone. Interrogation of data involves: consideration outside the category;
cross category relationships; cross tabulation with literature, observation,

demographics, secondary data and the quantitative survey data.

Phase 8 - Synthesising Analytical Memos

This final stage involves developing the series of analytical memos into a
cohesive findings report. In this particular case, the memos formed the
basis for the three analysis chapters in the main thesis. This initially
resulted in a draft of the analysis chapters, which was structured around
the 14 categories (split across the three research areas) and was
subsequently ordered around the identified themes for each category. This
part of the analysis involved an iterative process, of validation and

synthesisation.
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Analytical Process Application in Practice Iterative Approach
(Ritchie & Spencer 1994) Using NVivo
1. Familiarisation Phase 1 - Open Coding
Coding ‘units of meaning’ Identification of recurring
(text) into general themes themes and concepts
2. Identifying a Phase 2 — Categorisation
Suitable Thematic of Codes
Framework

Refining themes

Re-organising coded Assignment of data to

identified concepts

themes
3. Indexing Phase 3 - Coding On
Organising themes and
sub-themes
Refinement and
development of concepts
4. Charting Phase 4 - Case Analysis

Case Analysis
Cross Case Analysis

Phase 5 — Data Reduction
Assigning meaning

Consolidation of data into
a framework of codes

5. Mapping and Phase 6 — Analytical
Interpretation Memos e
Descriptive
Summary Statements Accounts
Analytical Memos
Mapping between codes
Links to literature
Phase 7 —Validation
. . Explanatory
Locating evidence AT

Finding embedded deeper
meanings

Phase 8 — Synthesisation

Developing findings into a
cohesive report

Figure 4.3 - The Various Stages/Processes for Practical Application of
Framework Analysis using NVivo (CAQDAS software)
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4.4.5 Development of In-Depth Profiles

As part of the ‘mixed methods lite’ approach (Greene 2012), a series of
profiles (vignettes) was developed to add context and understanding to
the data, and to feed into the analysis. Meredith (1998) considered the use
the study of such case/field material, in research, as having two

‘outstanding strengths’:

1. Study of the phenomenon can be undertaking in the natural setting,
gaining an understanding of relevant and meaningful theory arising
from actual practice.

2. ‘'How’and ‘Why’ questions are addressed, taking into account the

actual nature and/or complexity of the phenomenon.

Six profiles were developed around Small Enterprises, and a further six
profiles were developed around the Intermediaries involved in providing

business support.

Each of the twelve profiles developed in this research was based around
findings from the interview, financial data (e.g. Companies House),
organisational websites, documentation provided by the interviewee, and
supplementary secondary data (for example, key trends/statistics). With
each interview being semi-structured, and designed to address the three
Research Questions, the profiles were developed to each cover all three
aspects of the research, namely co-production, business support and

strategy formation.

The key findings from each of the profiles were summarised in Chapter 5,
with the full Small Enterprise profiles being presented in Appendix 1 and

the Intermediary profiles presented in Appendix 2.
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4.5 Quantitative Study Element

Whilst secondary data was available for the general small business
population in England, there has been limited collection of local data for
Dorset. The quantitative research was undertaken in May 2011, which
was relatively early in the overall research plan. Business Link Wessex
had been a major provider of business support to small enterprises in
Dorset for over ten years. Following the 2010 General Election, it became
clear that the business environment was rapidly changing. With news that
the Business Link network was due to close in November 2011, it was
important to collect ‘snapshot’ data at that particular time (Flick 2009), in
the period leading up to the closure. The survey was therefore brought

forward in the overall research plan.

The initial quantitative data gathering involved a large survey, the results
of which provides a contextual ‘baseline’ in terms of assessing factors
around business support in Dorset at the commencement of the research.
The data collection, which primarily related to strategy formation and (to a
lesser extent) business support, was undertaken during peak levels of

activity for free, or low-cost, business support in Dorset.

The survey was largely contextual and was mainly used for the
triangulation of certain issues arising from the qualitative analysis.
Nonetheless, the data has proven valuable for identifying certain key
trends and in allowing the analysis to ‘zoom-in’ on certain themes and

concepts arising in the data.

4.5.1 Survey Design

The survey had its main focus on strategy formation and business support.
The framework for the survey was initially based on the Stonehouse &
Pemberton (2002) paper — ‘Strategic Planning in SMEs’ that set a series of
benchmark standards for determining levels of strategic planning. Further
questions were added relating to business support and company data, to

fit with Research Questions 2 and 3.
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Key aspects of the Baseline Survey included:

a) Determining usage levels and patterns of strategic planning and/or

strategy formation.

b) Understanding of what tools were used to support the strategic

planning process.

c) Identifying if there was any link between company size (no.

employees / turnover) and levels of planning.
d) Details about the use of business support.

e) Developed questions in a document format with support from

supervisors (several iterations).

f) Bristol Online Survey was chosen as it was supported by BU and
met all the criteria which included: providing a suitable platform to
host the agreed questions; ease of set-up; high quality interface for
respondents; data returned in a format suitable for analysis with
SPSS/Excel; and zero cost. The data did require some minor editing
in preparation for analysis — for example, some fields were left

blank, and sometimes included invalid responses.

A full copy of the survey questionnaire is available in Appendix 3.

4.5.2 Small Business Database

To support the baseline survey and to help identify companies for the
interview stages, a bespoke contacts database was compiled in Microsoft
Access specifically for the current study. The original purpose of the
database was to provide a list of email addresses for distribution of the
Survey via ‘e-shot’. The database was also used as a source of potential

follow-up contacts for arranging interviews.

In developing the database, the following resources were used to provide

initial lists of local business contacts:
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e Sharing the Flame project (BU 2008); Bournemouth, Poole,
Christchurch and East Dorset business directory (2010); Dorset
Chamber of Commerce and Industry; Local Chambers of Commerce
(6+); Dorset Marine Directory; Team South West Directory; Existing
Business School contacts list; and BU Centre for Entrepreneurship

contacts list.

At the time of writing, the database had a successful reach of around
2,600 small businesses (‘cleaned up’ from over 3,900 initial contacts). The
database, although developed specifically for the present study, had
subsequently been utilised by the Bournemouth University Centre for
Entrepreneurship as their main list of contacts — as such, the enterprises

listed were regularly updated and cleansed.

The database was made up entirely of companies whose contact details
had been specifically provided to BU and/or were available in the public
domain. Data Protection and ethical issues were therefore duly
considered. Those contacted have always been given the option to
unsubscribe from the database and no details have ever been provided to

any third parties.

4.5.3 Demographic Data

The Survey was sent out in March 2011 and closed in early May 2011,

using an online survey package (Bristol Online Survey), to around 2,600

companies.

Total responses 128 (around 5% response)

Min company size: 0 employees (owner/manager only)
Maximum company 1,000 (in overall group, but SME size
size: employees locally)

Mean company size: 43 employees

Median company size: 6 employees

Mode company size: 2 employees
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4.5.4 Statistical Analysis

Limited statistical analysis was undertaken, on a small selection of
questions from the quantitative survey, to provide an idea of statistical
significance. Given the timing of the original survey (2011) and the
aforementioned changes in business support provision, it was deemed
unnecessary to undertake detailed statistical analysis, as a) the data
collection had been undertaken six years previously, so may not have been
entirely representative of the situation at the time of publication; and b)
the study was predominantly qualitative, and only relied on the

quantitative data as a contextual baseline, and to triangulate findings.

A sample of the analysis, using T-Tests in the SPSS statistics package, has
been provided in Appendix 4. Some statistical significance was
demonstrated in certain questions — for example, the use of Business Link
advisors and the frequency of consulting strategic plans. However, other
questions showed no statistical significance in the results — for example,
approaches to long term strategic planning, where the results were spread

relatively evenly across the three categories.

Full details of the tests, including the standard deviations and T-Tests

have been provided in Appendix 4.
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4.6 Methodology — Summary

Having considered various approaches, and by evaluating a range of
qualitative analysis methods, and considering the use of mixed methods

where appropriate, a robust methodological approach was identified.

e The concept of ‘mixed methods lite’ (Greene 2012) was adopted and
the work was predominantly based around a pragmatic approach,
using qualitative data from a set of twelve interviews with Small
Enterprises and Intermediaries involved in business support, and
supported by additional qualitative data and further secondary data

to provide adequate answers (Greene et al. 2005).

¢ The quantitative baseline data has largely addressed the areas of
business support and strategy formation — as such, this data was

mainly used in the analysis relating to Research Questions 2 & 3.

e Framework Analysis was used to gain an understanding of key
concepts and themed arising from the qualitative data. The method
is structured, but has the flexibility to include the respondents’

profiles and/or secondary sources, for example.

e The analysis resulted in a set of conceptual thematic data structures
to illustrate the key themes/concepts arising within each category

and for each research question.

e A series of twelve in-depth profiles were developed and
summarised, with each being based around a semi-structured
interview along with supplementary data. The qualitative data
collected, in this process, covered each of the three research
questions and provided a balance of viewpoints from actors on both

sides of the co-production process.

e The analysis has drawn on all of the above factors, but was also
reliant on a range of supplementary data sources i.e. literature,

secondary data, industry reports, and evaluation data.

Page 165



Chapter 5 - Summary of Small

Enterprise and Intermediary Profiles

Page 166



Tim Ford - PhD Thesis Chapter 5 - Summary of Profiles

5.1 Introduction

In order to provide context to the data used for qualitative analysis, each
set of interviews, for both the companies and intermediaries, was
developed into a total of twelve short profiles, or ‘vignettes’. For reasons of
space, the profiles have been presented in Appendices 1 and 2. Each of
the profiles was primarily developed around data gathered from semi-
structured interviews, and backed up by a range of secondary data
sources including previous studies, financial reports, organisational

websites, evaluation reports and promotional materials.

Short overviews of each participant, along with the key attributes from
each of the profiles was summarised into a set of tables detailed within
this chapter. The participants in both groups were selected on the basis of
providing ‘rich’ data through purposeful sampling (Patton 2002), and were

made up of:

e Six small enterprises that had engaged in support

e Six intermediaries involved in the provision of business support.

The interviewees participated on the basis of their responses remaining

anonymous.

5.2 Small Enterprise Profiles

The small enterprise profiles, which have been summarised in Tables 5.2 —
5.7, were each based around a Dorset Small Enterprise that had received
business support within the last ten years. The profiles were chosen

according to the following criteria:

e Small Enterprises — fewer than 50 employees
o A variety of locations across urban and rural parts of Dorset
e A range of sectors

¢ Innovative practices
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e Had previously engaged in business support at various levels, and
with a range of providers i.e. an expectation that rich data would be

provided (purposeful sampling).

Each of the profiles was structured to include the company background,
followed by separate sections on co-production, business support, and
strategy, which contributed towards the later analysis around the three
research questions within the overall study. The transcripts from the
company interviews were systematically coded and analysed in greater

detail using Framework Analysis (Ritchie and Spencer 1994), which has

been detailed in Chapter 4.
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F | North Dorset Cabinet makers 7 4 v

Table 5.1 - Summary of Small Enterprises
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Profile

Sector / Details

Overview

Main Issues

Company A

Hearing Solutions

(Healthcare)
e Based in
Christchurch,
Dorset

e 7 Employees

e Turnover: Not
disclosed (total
exemption)

Company A was a well-established
small enterprise in the audiology
sector, operating across two Dorset
towns.

The company offered a range of
hearing solutions, including the latest
digital hearing aids, through three
distinct channels: their own retail
outlets; a small number of concession
style partnerships; and through their
website.

The company was considering
moderate expansion, financed
through cash-flow, which included a
potential venture into work-based
hearing assessments across the
region.

However, the owners were
investigating plans for new
ownership in the coming years,
including the use of specialist agents.

Strategic Issues

Moderate growth financed through cash flow.
Planning for sell-off / succession

Exploring new business areas outside of core
operation

Limited personal time to work on strategic issues

Business Support

Worked regularly with a local consultant
Previously received start-up support
Attended network events, but with limited
benefits

Co-Production

Support on an ad-hoc basis, for specific projects
Dealing with strategic issues

Developing potential new services

Developing exit plan

Creation of market appraisal reports

Links to external networks

Table 5.2 - Company A: Hearing Solutions Retail Chain
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Profile

Sector / Details

Overview

Main Issues

Company B

Springs and Pressings
(Engineering)

e FEast Dorset
border

e 28 Employees

e Turnover: Not
disclosed

Company B was a private limited
manufacturing company based on the
edge of Dorset, which provided a
range of small mechanical
components, tooling, and design
services.

Customers came from a wide range of
industries including military, aviation,
construction, medical and electronics.

The main products were springs and
pressings, but this had been expanded
to include a design service, bespoke
components and development of
specialist tooling.

Note: The MD had left the company at
the time of the interview, so the views
presented covered the period from
1989-2015 only.

Strategic Issues
e Development of strategies for survival and growth
o One, three and five year plans created as
formal documents
o Business developed into new product and
service areas

Business Support
e Participated in the DTI ‘Market Initiative Scheme'
during the early 1990s
e On-going support from a private consultant
o Worked regularly with Business Link until their
closure in 2012

Co-Production

e Intensive one-to-one support in early years

e Strong working relationships developed with
considerable rapport/trust

e Involved significant personal development of the
relatively inexperienced Managing Director

e More recent interventions included Business Link
reviews

e Limited success with ‘signposting’ services

e Strong relationships with accountants

Table 5.3 - Company B: Springs and Pressings Engineering Company
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Profile

Overview

Main Issues

Company C

Software Development

(LT.)

Central
Bournemouth

16 Employees

Turnover:
Approaching
£5 million

Company C was a software house,
located in central Bournemouth. The
types of software products they
developed covered a broad range of
areas including financial services;
price comparison sites; digital
marketing; and fashion retail.

The company was started in 2011, and
taken over by the current directors in
2013. The directors had been involved
in numerous start-ups so brought in a
lot of experience and knowledge, but
these skills needed to be adapted to
manage the day-to-day running of a
business, and strategic planning,
rather than being limited to handling
issues specific to new ventures.

Strategic Issues
e Had been initially only looking 3-12 months ahead
e Developed to 3-b year plans since engaging in
business support
e Focus was on formal planning

Business Support
e Previously received start-up support
o Currently working with a volunteer mentor —
meeting monthly
e Also required tailored support from ‘domain
specialists’

Co-Production

e Mentoring: formal, boardroom style relationship
with set agenda, action plans etc.

e Meetings for 2-3 hours, 10 times per year

o Working with mentor on overall strategy rather
than focussing on operational issues

e Support involved developing ideas together rather
than receiving direct advice

o Benefit gained from the outside perspective —
“The Eyes of the Tourist”

Table 5.4 - Company C: Software Development House
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Profile Sector / Details Overview Main Issues

Company D | Digital Marketing and Established in 2001, Company D was a | Strategic Issues
Design branding, marketing and web-design e Looking for modest expansion within existing
(Digital Media) company located on the outskirts of capacity

e Poundbury,
Dorchester

e 3 Employees

e Turnover:
approx. £100K

Dorchester. The work covered a broad
range of activities to promote
businesses — this included branding;
website design; print design; videos;
direct mailing; email marketing; social
media; exhibition stands; and point of
sale promotions (Source: Company
Website).

The company operated from low-cost
managed office space provided by The
Enterprise Connection which was
linked to Weymouth College.

With a base in central Dorset, the main
focus was on the more western parts
of the county, which were seen as
having greater ‘untapped’ potential,
rather than the conurbations of
Bournemouth & Poole, where there
was already thought to be a saturated
market.

Developing strategic plan
o One, three and five year plans
o Ten year ‘vision’
o Mix of formal and informal plans
(dependent on time horizon)

Business Support

Keen to engage in funded programmes
Previously used Growth Accelerator to fund
business coaching, but with limited success
Currently engaged in volunteer mentoring
o Developing business plan/strategy
‘Superfast for Business’ broadband funding
Regular advice also gained from accountant

Co-Production

Mentoring: monthly meetings — resulting in a set
of actions/targets

Mentor is a ‘sounding board’ for ideas but does
occasionally provide direct advice

Formal working relationship

Reviewing and developing business and
marketing plans

Meetings sometimes brought in professional
services e.g. accountants, marketing
Mentoring often provided network links
(signposting)

Table 5.5 - Company D: Digital Marketing and Design Company
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Profile Sector / Details

Overview

Main Issues

Shutter Blinds
(Home Décor)

Company E

e Southbourne,
Bournemouth

e 12 Employees

e Turnover: £1.5
million locally
(£3.5 million total
including
franchises)

Company E provided a sales and
installation service for internal
household shutters, which were
offered across the South of England.
These bespoke products were
available in a range of designs, aimed
towards the higher end of the market
for internal blinds and shutters.

Having been trading for around 10
years, the brand was well
established, both locally, and further
afield through 10 franchises and
advertising/ marketing. Following an
initial home visit, the chosen product
was custom made at a factory in
China, and shipped to the UK for
installation within 6-8 weeks.

The company considered their core
operation to be sales and marketing
and this was where there strategic
development was focussed.

Strategic Issues
e Informal strategic plans in place
e Aiming for continued growth
o 3 year practical plan
o 6 year aspirational plan
e 10 year plan possibly considering exit/succession

Business Support
e Previously received start-up support from
Business Link
e Private mentoring, through own connections
Professional Services (Accountant/Legal)
o Links with Bournemouth University (e.g.
marketing support/advice)

Co-Production
e Private Mentoring
o Informal but professionally conducted
meetings
o Review of current figures
Review progress against strategic plan
o Creative approach using brainstorming
and mind-maps
o Importance of ‘chemistry’ in relationships
e Professional Services
o Strategic support often related to existing
contracts, with associated targets arising

o

Table 5.6 - Company E: Bespoke Internal Shutters Company
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Profile

Sector / Details

Overview

Main Issues

Company F

Bespoke Cabinet Makers
(Manufacturing)

e Shaftesbury,
Dorset

e 7 Employees

e Turnover:
£500K +

Company F was a small enterprise
based in a North Dorset town. The
company marketed and manufactured
premium, bespoke, kitchen cabinets
for installation in exclusive
developments, mainly in London. The
products were designed and
manufactured by skilled craftsmen,
and to a high standard.

The partners took over the company
in 2009, having had no previous
experience of running a business, nor
with any experience of cabinet
making. Most of the work was for the
UK market, but there were occasional
exports.

Company F was an example of ‘co-
preneurship’, in which a husband and
wife partnership shares business
ownership, commitment and
responsibility (Deacon et al. 2014).

Strategic Issues
e No longer have plans for expansion or growth
e Previously limited by a local skills shortage and
retention issues with former trainees
e Planning for retirement / succession

Business Support
o Working with local volunteer mentor (5 yrs +)
e Participates in local (informal) industry networks
e Gained little value from network events
e Limited awareness of local business support
provision
e Regular support from accountant

Co-Production
e Mentoring
o Informal approach with no agenda
o Six weekly meetings with mentor
o Duration 1-2 hours
o Focus on operational issues only — the 3
month ‘pipeline’
o Unbiased mentoring, rather than direct
support
e Accountant
o Annual meetings
o Formal approach often resulting in direct
business advice

Table 5.7 - Company F: Bespoke Kitchen Cabinet Maker
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5.3 Small Enterprise Profiles: Discussion

Each of the six Dorset companies had taken advantage of business
support offerings from a range of private and publicly funded sources
with, in almost all cases, positive outcomes in terms of developing the
companies. There were some negatives including lack of trust; limited
benefits of network events; and mixed results from signposting, but each
of those owner/managers was also able to demonstrate significant

positive outcomes.

Aspirations of the owner/manager were a big factor in business support
adoption. Several of the companies were looking for growth, so strategy
formation was important, whilst others were looking at improved capacity
management or were already growing at a modest rate, so business
support could tend more towards operational issues. Some of the small
enterprises were also considering exit/succession plans which required
more specialised support, as this was not in the normal remit of their

existing business support intermediaries.

The methods of delivery varied — some were in receipt of direct advice and
others, particularly with mentoring, used the support intermediary as a
‘sounding board’ for ideas. Five out of the six small enterprises
interviewed, engaged in regular business support visits, whilst one
company used business support on a more ad-hoc basis, which was
usually for help with specific projects. The nature of interventions ranged
from being conducted in a very formal, boardroom style, manner to less

formal, albeit professionally conducted arrangements.

The types of business support used had included government funded
projects, such as Business Link and its predecessors, private consultants
(sometimes using funding), mentors — both volunteers and private,
privately funded business support, professional services (banks,
accountants, lawyers etc.). Companies had also made use of grant funding

— for example the Growth Accelerator fund.
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There were differences noted around location — no particular issues arose
in the urban locations, but the more rural enterprises raised issues with
broadband coverage, local recruitment and retention, and a need to be

more tactical in the local areas targeted for clients.

5.4 Intermediary Profiles

This section comprises a summary of the six business intermediaries
involved in the qualitative aspects of the present study (either an
individual that provides business support or a representative of a business
support organisation) offering support to SMEs across Dorset. As is the
case with the company profiles, full versions are contained within

Appendix 2.

The intermediaries were selected using a mix of the following, which has

been summarised in Table 5.8:

e Significant experience of business support in a range of

organisations

e Good geographical coverage across Dorset

e Inclusion of different types of business support

e Representation from certain ‘key players’ in local business support

o Experience of working with a wide range of companies

e Knowledge of the business support ‘landscape’ across Dorset

e An expectation that rich data would be provided (Purposeful

sampling)

Due to available resources, and the scope of the study, only a limited
number of organisations were invited to participate. However, the

participants still included representation from funded organisations, such
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as Business Link, growth organisations, volunteer mentoring; and from

the private sector including consultants, coaches and business networks.

The contacts were made either through existing networks or through a
large mail shot. The intermediaries chosen were all keen to share their
stories having generally had positive experiences of providing business

support.

The format of the interviews was based on a set of semi-structured
questions that covered a range of issues including: background data;
approaches to business support; how co-production worked in practice;

and the changing business support landscape.

The interviews were expected to last around 60 minutes, although this did
vary across the intermediaries. In addition to the interviews, which were
fully transcribed, the case studies also considered information from
organisation websites, promotional materials, regional publications and

evaluation reports.

The transcripts from the intermediary interviews were also coded and
analysed in greater detail using framework analysis, which has been
covered in Chapters 6, 7 and 8. The interviewees participated on the basis
of their responses remaining anonymous. Unless otherwise stated, the

quotations came from the main interviewee.
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Table 5.8 - Summary of Intermediaries
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Profile Business Support Overview Main Issues
Role
Intermediary A | Director of Intermediary A represented a private Approach to Business Support/Strategy

Business Support
Network Company

(Retired Bank
Manager)

limited company offering a range of
business support services. The
organisation aimed to work with any
company in the Wessex region,
covering the South West, including
Dorset.

There were approximately 850
members with representation from
micro-businesses, SMEs, PLCs, public
sector and charities. The membership
was based around a confidential
database of members, similar to a
social network. The organisation
charged a subscription for network
services, and took a further
commission, based on the value of any
deals set up through the network
(Organisation website 2016). In
addition, the organisation offered
direct business support, hosted a
series of events and ran an online
forum for members. They often made
use of specialist external expertise.

e Support from four specialists (banking,
commercial finance, armed forces,
engineering/telecoms, sports)

e Monthly support, with telephone backup

e Monthly fee for regular support (about 30% of
clients gained some external funding)

e Support with planning, investments etc.

Co-Production
e Meetings on clients’ premises
e Importance of gaining a ‘feel’ of the company
e Direct advice given on developing a clear strategy
(not a sounding board approach)
e C(Clients develop own plans, based on discussions
e Importance of relationships and trust

The Changing Landscape of Business Support
e General lack of understanding of SMEs
o Need for better relationships with banking
e Notable reduction in personal support
e Reduction in funded programmes — e€.g. SMART
Awards & Growth Accelerator
e Issues with government policy on support
e Risks in peer-peer lending & crowd-funding
e Reduction in business support a “disaster”

Table 5.9 - Intermediary A: Business Support Network
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Profile Business Support Overview Main Issues
Role
Intermediary B | Private Business Intermediary B was a small coaching Approach to Business Support/Strategy

Coach & Volunteer
Mentor

and mentoring business, established
in 2002, with a focus on coaching
business people. This was a home
based company, operating from
Christchurch. The interviewee, who
worked as the principal business
coach, had significant business
experience in banking, recruitment
and consultancy.

Business Coaching differs from other
business support disciplines, as the
focus in very much on developing the
individual through observation and
feedback (International Coach
Federation 2016).

In addition to the business coaching,
which was usually paid for privately,
the interviewee also worked as a
volunteer mentor with a well-known
local business mentoring service
where support was provided for a
nominal admin charge.

Owner/managers were often too busy to plan, and
not planning more than 6-12 months ahead
Stresses the need for forward planning/strategy
Develops a tailored, cost effective, approach
Perception that 85-90% of interventions had a
positive ROI

Co-Production

Interventions based on initial assessment
Requires knowledge of firm and individuals
Value added through objective viewpoint
Coaching

o Interactions at various levels

o Strong bonds and mutual understandings
Mentoring

o Flexible approach to delivery — allowing

specialists to be involved
o For firms less able to afford support

The Changing Landscape of Business Support

Support was fragmented and less coherent
Companies not always able to locate support
Coaching a growth area

Fewer free or low cost events in Dorset
Local university was a “powerful entity”

Table 5.10 - Intermediary B: Business Coach / Volunteer Mentor
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Profile

Business Support
Role

Overview

Main Issues

Intermediary C

Former Business
Link Advisor /
Consultant

Intermediary C was an experienced
provider of business support and
advice in the Dorset area. The latest
role was as a Business Development
Manager, developing relationships
between industry and a higher
education establishment. He had
previously worked in customer
relationships with Business Link
Wessex, based in Poole, for several
years. This role was similar to that of a
business advisor but involved a
formalised ‘information, diagnosis and
brokerage’ model.

This was backed up with experience
working as a private consultant, bank
manager, and financial advisor, along
with the joint running of a family
business.

Intermediary C had around eleven
years' experience of working in
business support across Dorset.

Approach to Business Support/Strategy

Used the Information, Diagnostic and Brokerage

(IDB) model while at BL

Business Link role involved established firms
Current role with start-ups and smaller firms
Tendency to draw on own experiences

GVA used to measure support effectiveness

Co-Production

Short term initial interventions

Support involved developing action plans
Move from formal to less formal plans

Follow up involved annual visits/reviews
Individual advisors had varied support styles
Links provided to specialist support

The Changing Landscape of Business Support

Limited funding streams

o Innovate UK one of few available

o Smaller specialist funds available — e.g.

cyber security

Many businesses forced to pay for support
Specialisms developing in Dorset e.g. Digital
Media, Finance, Marine, Food
Loss of established single point of contact
Loss of knowledge of the Business Link team

Table 5.11 - Intermediary C: Former Business Link Advisor / Consultant
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Profile

Business Support
Role

Overview

Main Issues

Intermediary D

Business Support
Consultant and
Former Business
Link Advisor

Intermediary D was a private
Management Consultant, based in
Dorset. Previous experience of
business support included working as
a corporate manager in a major bank,
In business support/advice at Business
Link and with two other regional
agencies. In total there was around 16-
17 years of experience in business
support. Most of the work was in
Dorset and Hampshire.

The business support work involved a
wide range of companies from start-
ups through to established SMEs,
either micro, small sized or medium,
including those looking for exit /
succession. The support tended to be
on a generic strategic business level,
but there were some specialisms
including biomedical and
environmental technologies.

Approach to Business Support/Strategy

Mainly working one-to-one with clients
Support usually on a general strategic level
Some more specialist support provided

Mix of long term interventions and support for
short term projects

Focus on project management towards specific
goals

Co-Production

Important to develop both general ‘rapport’ and a
framework/structure for the intervention
Approaches tailored to the needs of the client
Balance of formal and informal collaboration
Co-development of strategic plans

Encouraging new ways of thinking

The Changing Landscape of Business Support

‘Fragmented’ support since BL closure

End of Business Link website a further loss
Confusion, in companies, around business support
availability / provision

Various funding had since come and gone

Still possible to combine small funding sources as
a ‘package’ for support delivery

Table 5.12 - Intermediary D: Business Support Consultant / Former Business Link Advisor
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Profile Business Support Overview Main Issues
Role

Intermediary E | Programme Intermediary E had been the Approach to Business Support/Strategy
Manager — Programme Manager of a local agency, o Interventions often the result of referrals
Mentoring Agency | providing access to volunteer business e Support funded by EU Leader programme, local

Provision of
mentoring support
for small
enterprises in
Dorset.

mentors across Dorset, for over ten
years. There were usually about 170
clients, supported by a team of 95
volunteer mentors. Since its inception
in 2005, over 1,200 SMEs had been
supported (Agency Website, 2016).
The mentors were all experienced
business professionals and had
followed a mentor training
programme, approved by the Small
Firms Enterprise Development
Initiative (SFEDI).

Previously, Intermediary E had been
the Local Area Manager for the
Prince’s Trust, providing start-up
support, mentoring and career
development for under-30s. The
Prince’s Trust programme was a key
influence in the foundation and
development of the mentoring service.

authorities and nominal £100 fee from clients.
e One-to-one mentoring on a regular basis
e Annual survey to monitor effectiveness

Co-Production

e Initial assessment to provide most suitable mentor
Initial 12 month contract, but extendable
e Some interventions had been running over 5 years
Not direct advice — more of a sounding board
e Some mentors had specialist expertise

The Changing Landscape of Business Support
e Major impact from the closure of SWRDA and

Business Link

e Growth Hub programme was much smaller

e More difficult for firms to access support

e Had seen growth in mentoring as a result

e Funding levels had generally fallen in Dorset

¢ Funding for the programme itself was ‘adequate’
but was still looking for additional funds for
associated projects

e A general need for improved sustainability

Table 5.13 - Intermediary E: Mentoring Agency — Programme Manager
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Profile

Business Support
Role

Overview

Main Issues

Intermediary F

Growth Programme

Business Support
Manager /
Partnership
Manager

(Programme
launched May,
2014)

Intermediary F was the manager of a
Dorset business growth programme.
The programme, which was one of 38
across the UK, covered the same
geographic area as the Dorset Local
Enterprise Partnership (LEP). The
programme had been established to
support businesses with aspirations
for growth; to improve employment;
increase competitiveness; and to
encourage inward investment to
Dorset (Organisation website 2016).
Businesses were supported through
provision of information to help with
starting and growing businesses. This
included finance, skills, links to a
range of business support schemes
and support services. Up-to-date
information was also made available
for local networks, training, and
seminar events. Growth support was
offered through: investment;
innovation; inception; and acting as a
‘one-stop-shop’ for support enquiries.

Approach to Business Support/Strategy

e Remit to work with growth orientated SMEs of 5-
250 employees

e Eligible enterprises receive short term support
interventions at zero cost

e Related projects in the host organisation included:
high speed broadband; women in digital
business; digital capability; EU issues; & start-up
support in deprived areas.

Co-Production
e Scoping via online portal and telephone
e 3 hours of business support on-site and/or 8 hours
from an investment specialist.
e Enterprises develop own business plans
e Online tools and templates available

The Changing Landscape of Business Support
¢ Organisational Funding
o Core programme operating with limited
funds — reduced from £1.5 million to around
£250K annually
o Funding level limits support period
o Recently secured £2.6 million ERDF
funding for new programmes
e Business support provision was “confusing”

Table 5.14 - Intermediary F: Growth Programme (Business Support Agency) - Manager
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5.5 Intermediary Profiles: Discussion

The intermediaries represented a range of organisations that provided
direct and indirect business support, from both the public and private
sectors. Several of the participants had been involved in different modes of
delivery and each had been involved with a range of business support
providers. There was representation from direct business advisors,
brokerage, coaching, volunteer mentoring, growth programmes, banking
and private consultants. This resulted in rich data arising from hundreds
(if not thousands) of business support interventions throughout Dorset,

and across sectors and business types.

There was a general consensus, and several examples, that demonstrated
owner/managers did not usually have the time, or resources, for forward
planning, and that this has been reflected in the limited forward plans

and/or planning horizons across their client bases.

There were numerous examples provided of value being added though the
business support process — the reasons for this were generally due to co-
production and included the benefit of sharing experience and knowledge;
the ability to see issues in a different light; supporting owner/managers to
develop plans and/or strategy formation; the ability to match provision of
support with affordability; the development of rapport and trust;
providing a practical means to focus on planning and strategy formation;
support with operational issues where required; and providing links to
specialist support. However, there was limited evidence of any
measurement of success, in terms of the improved performance of clients
and/or evidence of value being added through use (Vargo and Lusch
2004).

The intermediaries were generally concerned about the downturn in
funding for business support and the closure of certain providers. Whilst
there was noted to be some growth in coaching and mentoring, it was
agreed that it was becoming more difficult for small enterprises to access
free, or low cost, support other than through fairly specialised funds.

Several of the intermediaries felt support had become very fragmented
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and was confusing for owner/managers, who often had limited awareness

of programmes.

A common issue was the loss of a strong brand, in Business Link, which
had been well known as a first point of contact for support. New services
had since arisen, providing a similar first port of call, but the new brand
behind it was still developing and was not thought to be well known in

local small enterprises.
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5.6 Profiles: Conclusions

The twelve profiles, developed in throughout the data collection stages of
the research, build on the empirical data from interviews using a range of
sources to develop a deeper understanding of the individuals and their
organisations. The profiles have informed the analysis process throughout
(see Chapters 6, 7 & 8), and provided context and balance to many of the
quotations, and also acted as a point of reference for the reader. Full

versions of the profiles have been provided in Appendices 1 & 2.

The six small enterprises chosen for the interviews had been selected
using purposeful sampling (Patton 2002) on the basis that they had made
use of business support (from a variety of sources) and were spread across
sectors and had good geographical coverage in Dorset. The profiles were
developed to gain a deeper understanding of each enterprise, its
owner/manager and the aspirations and business characteristics that
determined both the approach to business support, and the intended
outcomes, whether this was for strategy formation or for dealing with
issues of current concern. Subsequently, the company profiles have
provided a valuable insight into each small enterprise and, backing up the
qualitative data with additional company information from a range of
secondary sources, has provided a deeper insight into the empirical data

which would not have been possible through analysis of data alone.

The six intermediaries were selected on the basis of their significant
experience in supporting businesses, across Dorset and through a variety
of agencies. Again, purposeful sampling was used to select intermediaries
that were likely to provide rich data (Patton 2002). Each of the
intermediary profiles was developed to provide an insight into the
background behind the individuals and/or agencies providing support and,
wherever possible, examples were given that backed up the opinions
presented. All of the intermediaries had significant experience and had
dealt with many small enterprises, either as individuals or through the
organisations they represented. This support experience was backed up

by significant background knowledge gained through both previous

Page 187



Tim Ford - PhD Thesis Chapter 5 - Summary of Profiles

support work, and knowledge gained through working in industry and the
public sector. Furthermore, extensive network knowledge meant that
clients were usually connected to an appropriate source of external, often
specialist, support. As a result of the extensive experience and
knowledge, the intermediary group was able to provide an expert insight
into the issues around business support, from a wider perspective, and
with deeper coverage than could be gained from speaking to small
enterprises along. The intermediaries were also able to reflect on a
significantly greater number of individual support interventions meaning
that the overall qualitative analysis, within this present study, was based

around experience of interventions with hundreds of small enterprises.

Both interview groups discussed the benefits of business support on the
small enterprises, but these tended to be based around perceptions of
such benefits — perhaps relating to the development of longer term plans,
development of owner/managers, new opportunities etc. However, there
was very little mention of any measurable impact on longer term
performance that may have been achieved by the ‘consumption’ of such
plans in practical use. There were indications that certain evaluation was

undertaken for the growth and mentoring programmes.
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6.1 Introduction

This chapter addresses Research Question 1 which has a focus on value

added through co-production:

“What value is added to the strategy formation process through
co-production in the relationship between the business advisor

and the small enterprise owner/manager?”

In co-production theory, value is added when the ‘output’, arising from
interactions between the owner/manager and the intermediary/business
advisor, result in benefits to the company - in terms of strategic direction
and impact. According to Kiser & Percy (1980), the ‘consumer’ of co-
production services [the owner/manager]| works with the ‘producer’ [the
intermediary/business advisor] and the co-production ‘output’ potentially

results in added value.

Such outputs, in the context of adding value were further explored by
Dewson et al. (2000), who provided guidance on measuring ‘hard
outcomes’, ‘soft outcomes’ and ‘distance travelled’ in work carried out for
The Institute for Employment Studies. The authors suggested that one of
the key reasons for collecting such information is to “assess the added

value of the project at an aggregate level”.

¢ The hard outcomes are tangible, clearly definable and quantifiable
results which show progress made.

e The soft outcomes represent the intermediate stages on the way to
achieving the hard outcomes and relate to wider “behavioural”
changes that could include improved skills in finance, business
planning, management etc.

¢ The term distance travelled relates to progress made through
interactions, such as business support, towards hard outcomes such

as employability, and relates directly to added value.

According to Dewson et al. (2000), achieving certain soft outcomes could

sometimes appear insignificant, but can actually result in significant leaps
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forward in terms of achieving the outcomes that can add value. The work
in this research study, around co-production has tended to focus on these
‘soft outcomes’ and on the perceptions of the small enterprises and
intermediaries, so, whilst added value is not measured in terms of ‘hard
outcomes’, there is a strong case that, using a systematic approach to data
analysis of the soft outcomes, that indicators of added value arising

through co-production, can be identified.

Furthermore, according to the theories within Service Dominant Logic,
(Vargo and Lusch 2004; Lusch et al. 2007) value is added at both the point
of use (consumption) and through the co-production process itself — i.e.
where value is perceived by the consumer, in this case the

owner/manager, through ‘value in use’.

Whilst access to external networks was a key element of co-production
business support interventions (Rice 2002), to avoid duplication, networks
have been covered in detail in Chapter 8, where the focus is on Research

Question 2, and relates to business support.
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6.2 Overall Data Structure

Having followed the analytical process of Framework Analysis (Ritchie &
Spencer 1994), the final stage involves ‘Mapping and Interpretation’. Data
reduction techniques were used to consolidate frameworks of codes, into
themes and context, under each category arising within co-production. In
total, six key categories were identified and each has been fully described
examined throughout each section within Chapter 6. Figure 6.1, below,
provides an overview of the six key categories, and the themes arising
within them. The categories are independent and have not been

considered, or displayed, in any particular order.

Themes Categories Categories Themes

oy
Modes

Figure 6.1 - Overview of Co-Production Categories and Themes

Value
Added

Approaches

Relationships
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6.3 Categories Identified: Value Added

The interviewees were asked to provide specific examples of value being
added through co-production. Three main themes emerged from the data

analysis:

1. Issues were seen from a different perspective. Through the
interactions, issues were often seen and considered in a different,
and objective, way than the owner/manager did when working
alone — providing the potential for new ways of thinking.

2. Provision of advice and expertise. The owner/manager had strong
experience in their own area, but could still benefit from more
specialised and focussed expertise from experienced intermediaries.

3. Inspiration — the involvement of the intermediary could help to
stimulate business development, through focussing on business

planning and strategy formation.

Concepts Related Themes Categories

Small Enterprises

Can become narrow minded in field of knowledge
» The ‘eyes of the tourist’
« Provides different perspective on issues
« Brings in new experience .
« Seeing the ‘bigger picture’ — pulling away from the details. Different
Perspective

Intermediaries

Helping the business to take an objective view
« Making connections that had previously not been considered
* Mentors help them to see the business in a different way

Small Enterprises

Taking the focus off the specialist aspects of the business

Shifting focus to finance >
+ Owner/manager may not always ‘know best’ — acting on external advice
* Bouncing ideas with to get new directions

Advice / Value
Expertise Added

Intermediaries

Pull back on science or technology and focus on business issues e.g.
marketing or funding

« Facilitating creative discussions amongst team members

« Developing an understanding of constructing the basic shell of a business

v

Small Enterprises

Inspiring people through experience/knowledge

A strong connection
* Respect —through giving up their own time to ‘give something back’
- Different opinions generating creative debates

Inspiration
Intermediaries

Seeing the advisor as an additional resource
* Working as a team of two or more adds to the business support process
» New ideas arising from outside experience
« Inspiring a culture of longer term planning

Figure 6.2 - Co-Production Data Structure — Value Added
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6.3.1 Different Perspective - “The Eyes of the Tourist”

Throughout the data, there were numerous examples of the objective
viewpoint adding value, both from the perspective of the owner/managers

in the small enterprises and from the intermediaries.

Leach & Bogod (1999, p.146) discussed the benefits of external support
provided by the involvement of successful business people (e.g. mentors
and/or non-executive directors) that brought in a ‘new dimension of
experience and forthright objectivity’ that may not usually be found in a
small enterprise. The authors suggested that this objective and
‘unseasoned’ guidance provided an effective sounding board for
addressing business issues. In a study of small business mentoring,
Devins and Gold (2000) found that owner/managers suggested their
mentors often asked “awkward questions", raising issues that, based on
the previous experience of the company, may not otherwise have been
raised, but subsequently provided a useful framework for planning arising
through an objective view. This objective viewpoint was referred to by the
owner/manager of a software company as the ‘eyes of the tourist’ i.e.
considering issues from a fresh point of view and without emotional

attachment.

“I'm a big believer in what I call the ‘eyes of the tourists’ - it’s probably a
concept I've stolen from a book somewhere. But the idea is that, when I
go on holiday for two or three weeks and come back to the business, I see
it in a completely different light .... You can’t view it objectively. So [the
mentor] has definitely got the ‘eyes of the tourist’ when he sits with us.” -

Software Company

“I think all of these things will always help you look at the business from
an angle that you may not have considered otherwise. Someone normally
brings something to the party which you hadn’t necessarily considered or
had been doing a different way that might not have been as efficient.” —

Hearing Company

“He’s got experience in all the areas that I haven't .... it brings in ways of

dealing with things that I hadn’t really thought about.” — Web Company
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Further examples included clients who had plans to start or grow a
business but needed support to develop their existing ideas. The
interactions also helped to bring in new ideas, which may not have been
otherwise considered, and involved discussions around wider, often

external, issues.

“Well, often they will already have a plan and in which case I would spend
time delving into that plan so drilling into it in more detail. I would
challenge those plans because sometimes what somebody has is a fixed

opinion that could be disastrous in some respects.” - Business Coach

Benefits also arose from the ability to draw on years of business
experience that may have arisen from working in, or with, a diverse range
of companies and industries. As well as the ability to transfer knowledge
from previous experience, access to databases of the intermediaries’
external business contacts, gathered over many years, meant the small
enterprises could often be linked up with the right people. This ability to
draw on experience and knowledge provided a means for the intermediary
to address problems or opportunities raised by the owner/manager.
(Devins and Gold 2000).

“Quite often you can have a conversation where the light bulb comes on
and the guy who’s running the business says “why didn’t I think of that”
and the answer is because we're here, we've seen another business,
we've seen how that was done and it seems to fit with what you want to
do. And then the conversation goes on from there. It's a mental database

of experience.” — Business Network

Sometimes the owner/manager may have already developed their own
ideas for the strategic direction of their company, but needed additional
support to take these ideas forward in practice. Indeed, it was important
for the owner/manager to be at the core of any strategy that was
subsequently co-produced with mentors/coaches (Peel 2004). The
owner/managers therefore tended to value the concepts discussed with
their support intermediaries and appeared keen to take new ideas on
board.
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“I went into it with a bit of an “I know best” attitude and actually it turns
out that I've acted on just about every bit of advice they gave me.” — Web

Company

Other examples where value was added though the objective viewpoint
included the exploration of new business directions; for example,
commissioning feasibility studies when the owner/manager did not have

time to undertake this type of work themselves.

“When [the university] looked at the noise protection at work thing for us.
There was no way I would ever have had time to look into that and
anything like the detail that they were able to do. So I felt that that

worked particularly well.” — Hearing Company

6.3.2 Advice and Expertise

Although there were clear overlaps with the theme around different
perspectives, a second theme within the ‘Value Added’ category was
identified where more direct advice was given, based largely on
experience and expertise, rather than from simply providing a different
point of view. Previous work from Rice (2002), which focussed on co-
production in the field of business support / incubation, indicated that
entrepreneurs perceived that the superior knowledge and experience of
their mentors created the potential for value to be added through co-
production. One example, arising in the empirical data, was the steel
fixings company that had been run by a managing director, who (initially)
had extensive engineering knowledge and experience, but limited
managerial experience. The advisor helped ‘educate’ the MD by shifting

the focus from pure engineering to finance and to managing people.

“I mean he laid it on the line to me - you know, blow everything else:
money, money, money. You know, you’'ve got to be making it otherwise
there's no point in talking about anything else because the company won't

exist.” - Steel Fixings Company
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A further example involved a small enterprise that preferred to receive
direct advice, rather than more generalised guidance. Even when direct
advice was not immediately taken on-board, this still provided a basis for
creative debate, and these debates could lead to unexpected outcomes
and approaches. Devins and Gold (2000) found that interventions could
produce changes in expectations and new meanings, potentially resulting
in unexpected actions. In these cases, there was evidence that
owner/managers were learning from their advisors/intermediaries and

were adopting new approaches and techniques.

“I quite like being told and even if that's not the action I take, I like a
positive strength and I think sometimes mentoring and things like that
can be all a bit too woolly and a bit airy fairy. So I will tend to react with
people who have an opinion and are prepared to debate that opinion with

me.” — Shutter Company

The interactions were also important to develop a business focus, where
ideas could be discussed at an appropriate level with someone that had
extensive industry experience, which may not have been possible with
other members of the internal team who possibly lacked that in-depth

experience.

“I think what [the mentor] does is hit the refresh button from time to time
.... no disrespect to [my business partner], but because she hasn’t worked
in that sort of industry in the past, she doesn't really have that experience
or exposure whereas [the mentor] does. So, with the mentor, we can Sit

and we can bounce things around and get direction.” — Cabinet Makers

Several of the companies interviewed demonstrated they had very strong
specialist experience and/or enthusiasm in their own disciplines, but
possibly lacked the business knowledge to take their ideas forward
effectively. The importance of building the foundations, or ‘shell’, of a
business for developing new ventures for the business and/or start-up
therefore became apparent. In work around value creation, Walters et al.
(2002) suggested that, in any business, the building blocks of knowledge,

effective management of business relationships and technology form the
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foundations for growth. Advice therefore appears to provide a niche role in

helping to support growth in small enterprises (Robson and Bennett 2000).

“I had one client who was a young lady with bags of enthusiasm, she’d
worked previously for an organisation, decided to leave, as she was
having a child, so instead of going back to work after her baby was born
she decided to do her own business instead. But she didn’t have any
experience whatsoever of the basics of starting, constructing the shell of a
business and what you needed to do, and what you needed to have, and
how to plan that balance of your time in working in your business and on

it.” — Business Coach

6.3.3 Inspiration

Inspiration was identified as an important factor within the ‘value added’
category, although there may be some overlaps with the category of

‘rapport and trust’ (which was examined separately in this chapter).

“Education is about inspiration, inspiring people. And Charles did it from
day one, he came in and said to me, right, you know all about your
engineering, let’s forget that, now let’s talk about money."” — Steel Fixings

Company

The data indicated that the co-production relationships, which sometimes
lasted several years, may have influenced company culture, in terms of
planning and strategy formation. Barham and Conway (1998) explored the
relationship between coaching/mentoring and culture, and argued that
issues addressed in the interactions were indeed linked to company

culture.

St-Jean and Audet (2009) argued that support, in this case from mentoring,
was helpful in facilitating the transfer of knowledge from the business
world, and for developing a set of competences could be adopted by the
owner/manager, which again relates to a change of culture. This included
an improved vision for the business and the pursuit of new business
opportunities. Furthermore, a key finding was around the development of

the individual in terms of skills, learning and self-confidence. There were
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several cases where owner/managers appeared to be developing new

behaviours that arose from the co-production interactions.

Owner/managers appeared to ‘step-up’ and work on planning/strategy
matters, that they otherwise may have been putting off. This sometimes
just included putting in extra effort, but also could involve more structured

activities such as team meetings or the development of action plans.

“In my case, having an audience sort of makes you raise your performance
level .... we've raised our game because we have to sit with [the mentor]
and it would be embarrassing not to have delivered on what we said we'd

deliver.” — Web Company

“I did some work last year now with a firm of professional services, a firm
of architects .... they didn’t really have a way of bringing themselves
together .... an opportunity had to be made for them to get together as a
group of four or five and sit down and talk about the business. “—

Business Consultant

A level of respect, of the intermediaries the small enterprises worked with,
appeared to be an important factor in inspiring owner/managers. All of the
intermediaries in this study had high levels of knowledge and experience,
and it appeared that the owner/managers recognised and appreciated
this, which was reflected in their reported perceptions of success. This

respect was demonstrated as three clear categories:

1. In terms of respect around levels of knowledge and experience

gathered over many years.

2. An appreciation that, particularly in the case of the business
mentors, time, knowledge and expertise was available free of

charge i.e. ‘giving something back’.

3. Through having the confidence that the person providing the

support has been accredited/trained to an appropriate level.
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“If someone’s offering that out of their own free time, then they’'ve
actually got something to offer. So I think it actually says a lot about the

people that are offering that service.” — Cabinet Makers

“I'm a great believer in respecting people, doesn't matter what they do,
and you have from a body such as the Business Link/DTI the feeling that
this person’s been accredited and that you understand that they are at
that level and therefore you can have faith in what they say.“ — Steel

Fixings Company

“There’s a value in our conversations as he's got a lot of experience, so
being able to get his reflections on decisions that we face or our
performance in the business is really important to us.” — Software

Company
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6.4 Categories Identified: Approaches
Three main themes emerged from the data analysis:

1. The theme of planning support arose where small enterprises
needed support and guidance with the development of their
business plans.

2. The theme of key strategic functions arose around the need for
owner/managers to be equipped with the type of business skills
they may have lacked, in order to take their business forward.

3. The need for specific support, which focusses on the more
specialised needs of the small enterprise including technical needs,
exploring new offerings, industry advice etc. and often involved

external ‘signposting’.

Concepts Related Themes Categories

Intermediaries

« Support with ideas and challenges when developing a formal business plan
« Helping to formulate the business plan for the owner/manager to write

« Critiquing existing business plans

* Help to express business plan/model for pitching to investors

Planning
| Support

Intermediaries

Wide support scope due to experienced team
* The need for foundations to move forward in the business Key Strategic
+ Mentors with a set of general business skills = Functions Approaches
» Ensuring businesses understand their main business needs along with

general priorities and issues

Intermediaries

« Specific funded projects e.g. digital capability; access to finance; and cyber
security/risk

» Need for mentors with experience in a particular area

+ Some mentors have specialist skills in finance, marketing, sales, HR, and law Specific Support

* Start-up support )

« Acting as a project manager e.g. getting a product to market

« Support teams with particular interests e.g. green issues, property

+ Signposting to specific support to meet objectives

Figure 6.3 - Co-Production Data Structure — Approaches

6.4.1 Planning Support

The data indicated there were generally three approaches to the
development of plans: 1. Providing general guidance, so the
owner/manager could develop a formal plan for later review; 2. Critique
for an existing business plan; and 3. Development of less formal action

point style plans. Rice (2002) found business planning and strategy to be
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the most frequent type of co-production assistance in joint counselling
interactions (arising in 21% of interactions), and the planning support
theme also arose frequently within the current study, backing up Rice’s

findings.

General guidance was often considered, by the intermediaries, to be the
most appropriate approach. In this way, the intermediaries would set
goals and challenges but the owner/managers, themselves, would develop
the content around given planning templates. This semi-structured
approach was of particular importance as small enterprises, usually with
independent ownership, tended to have a fairly unstructured approach to

planning (O'Regan and Ghobadian 2002).

“We will help formulate one because in formulating that business plan for
them to write, it's in their language, with their motivation, and then we

give guidance on how that progresses over time.” — Business Network

“I would always want them to come up with any formal plan. So I will
give them support and help and ideas and challenges but anything formal,
I would want to come from them as individuals and as a business.” -

Business Coach

“The navigators are very firm about giving businesses some structure, so

one of the most popular things that businesses get is the business plan

I

template. “ — Growth Organisation

Providing critique on business plans was particularly useful when looking
to develop plans for pitching to investors, or if looking for new
partnerships. In one particular instance a plan had been developed with a
previous advisor, which was thought to be too ambitious. In this case, the
mentor had been providing critique on the original plan and, through co-

production, the plan was being reviewed and developed in new directions.

“I will spend some time critiquing if they have an existing business plan.”

Consultant / Business Advisor
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“My current plan was written by a business coach that I had, who I don’t
particularly rate and I'm currently with a mentor, but we're reviewing

things.” -Web Company

The third way in which planning was developed through co-production,
was in the development of action plans which involved the
owner/manager and intermediary working together to determine the
requirement to move from the ‘present situation’ towards an agreed
vision, and to develop an action plan, with milestones and allocated
resources, in order to achieve this vision (Devins and Gold 2000). Action
plans support the ‘performance management process’ via strategy
development, through developing vision/mission/values and through the
achievement of key business goals and objectives (Ates et al. 2013). For
example, in the case of such plans, developed by the former Business Link
advisors involved in the present study, reviews took place, with the
intermediary gathering data from joint interactions, which were then
taken away for further development. Subsequently, the action plans were
re-visited with the owner/manager and intermediary working together to

finalise details and developing achievable goals.

Within this study, the use of action plans formed a key component of
Government backed business support schemes, such as Business Link and
the more recent growth programmes. The action plan approach tended to
involve shorter, more concise, plans developed largely for providing clarity
around short-term goals, rather than for more targeted outcomes, such as
pitching to investors. Data from the interviews with former Business Link
advisors suggested that action plans, that had previously been quite
detailed, had become shorter and more concise since moving to a model

based around free delivery of support.

“So the actual diagnostic again was fairly informal but the output, in terms

of a plan, was a one page action plan.” — Business Advisor
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6.4.2 Key Strategic Functions

Small enterprises in the UK often have specialist experience, but can lack
expertise in key strategic functions - Storey (1994) argued that low small
business survival rates resulted from an inadequate skill base of UK small
enterprises and went on to demonstrate a subsequent shift in public
policy towards addressing these needs through a series of subsidised
services through the 1988 ‘Enterprise Initiative’. The purpose of the
initiative was to improve competitiveness through subsidised consultancy
in six key strategic functions — these included marketing; product and
service quality; manufacturing and service systems; design; business
planning; and financial and management information systems . Based on
this need for more generalised business support, The Enterprise Initiative
arguably paved the way for later initiatives such as Business Link,

mentoring programmes and Growth Hubs.

“You have to have your foundations first in order to then be steady to

move forward in your business.” — Business Coach

Examples of general business support, arising in the empirical data,
included dealing with inexperienced teams; lack of understanding around
basic business foundations; shifting focus from specialist/technical issues;
and prioritisation of business needs. The intermediaries all demonstrated
a wide range of generic business skills and all had supported numerous
businesses of different sizes, sectors and locations which, in most cases,
did not directly relate to the industry sector of the enterprises receiving
support. Findings from Bisk (2002), arising from a survey of over 100 firms,
suggested that intermediaries did not necessarily need specific experience
in a given industry sector for business support interventions to lead to

benefits for the small enterprise.

“All our mentors have a set of general business skills .... we have a very

wide range of business skills available to us.” — Mentoring Organisation
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6.4.3 Specific Support

Specific support tended to be driven, either by the needs of the enterprise,
or ‘pushed’ by the intermediaries, often as a result of external funding that
was intended for certain specialist activities and/or innovation e.g. SMART
Awards, Innovation Vouchers. The specialist activities, being ‘pushed’
were often a result of funding availability which varied over time and
location. For example - at the time of writing, funding was available in
Dorset for cyber security; access to finance; digital capability; and through
the Local Manufacturing Advisory Programme (LMAP), all of which meant
specific support was offered that may not necessarily meet the immediate
needs of local small enterprises. Priest (1998) suggested that business
support initiatives were often narrowly defined and driven more from
suppliers than customers. The second manner in which support offerings
were ‘pushed’ was through local events facilitated by business support
agencies, which had mixed reactions from the small enterprises
interviewed, where the benefits of attendance were not always clear. The
perceived benefits of such events appeared to be stronger in the

intermediary group, than for the small enterprises themselves.

“We ran some local authority projects last year and we did digital
capability, access to finance and cyber risk. Digital Capability was really

popular because we were giving out £500 grants.” — Growth Organisation

“We’'ve been to various breakfast network gatherings but really don't find
them particularly helpful at all .... None of them have shown us actually
any type of roads into potential [opportunities] or really any sort of

business support.” — Cabinet Makers

“I've recently started to attend some events .... I think it’s useful for the
team to be able to go and mix with other people from other businesses ....
I'don’t know how much support we get from it though. “— Software

Company

Examples where the enterprise had their own specific needs included
specialist ‘domain expertise’ in software development/online marketing

strategy; engineering/technical expertise; rebranding; dealing with
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specific cash-flow issues; planning for succession / buy-out; and support
in getting new products/services to market. In these cases, signposting /
brokerage and links to wider networks tended to be the solution. Indeed,
signposting, facilitating and contracting (to specific sources of external
support) have been jointly defined as a key function within the roles of
business support intermediaries, and particularly for organisations, such
as Business Link and some Chambers of Commerce, who were tasked

with a signposting based role (Major and Cordey-Hayes 2000).

“And certainly the support that we're now seeking of domain experts with
CE level experience, who are going to help us grow our price comparison

website business.” — Software Company

“I'm thinking of a start-up, where I'm working at the moment, with

getting this product out there.” — Consultant / Business Advisor
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6.5 Categories Identified: Relationships

The nature of the relationship between the intermediary and the
owner/manager can form the basis of the entire co-production process
from the outset (Adamson 2000). Two main themes emerged from the data

analysis:

1. Relationships were clearly built on rapport and trust and
perceptions of the importance of this theme was evident in the
majority of interviews undertaken with both intermediaries and
small enterprises.

2. The co-production relationships were influenced by a range of
factors from both parties resulting in styles of interaction that were

often unique to each case.

Concepts Related Themes Categories

Small Enterprises

« Importance of being on same ‘wavelength’

« Benefits of a friendship in receiving business support

* Long-term working relationships

« Working on business issues without emotion - keeping a professional distance =P

« Importance of ‘chemistry’ in business relationships

« A connection with mutual respect and likeability

Rapport /
Trust

Intermediaries

* Background knowledge - having a ‘feel for the people’

» Importance of building trust

* Good communication

» Importance of confidentiality

« Importance of personal engagement — can lead to unexpected outcomes

Relationships

Small Enterprises

« Formal process — like a board meeting
« Working to mentor’s agenda e.g. developing business plan together L
« Regular semi-formal meetings — developing ideas

« The mentor doesn't really advise, but invokes discussions

Styles of
Interaction

Intermediaries

* Requirements for documentation - reports, memos etc.

+ Deep Understanding of the business and a suitable level of relationship €.9. t0 ey
analyse specific business data

« Mentors do not, or should not, give direct advice

Figure 6.4 - Co-Production Data Structure — Relationships
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6.5.1 Rapport / Trust

It has been recognised that consideration of the business support
intermediary as a ‘trusted partner’, who acts as a ‘confidante’ to the
owner/manager, is an important dimension in successful personal
relationships (Blackburn et al. 2010). In most cases there was an implied
level of cognitive trust, as owner/managers (in most cases) tended to have
confidence in the abilities and expertise of their intermediaries, which was
largely arising through established relationships and/or confidence in the
business support provider they represented. This section therefore focuses
more on affect based trust i.e. the emotional bond between the

intermediary and the owner/manager (Lewis and Weigert 1985).

The small enterprises involved in the present study tended to have
developed good working relationships with their intermediaries and, as
such, rapport (or ‘chemistry’) was a commonly occurring concept
throughout the interviews. Co-production relationships, which are often
based on trust and rapport between the owner/manager and the
intermediary, can overcome issues of “power-dependence” which may

exist in manager-employee relations. (McKevitt and Marshall 2015)

“I think chemistry is vital in many aspects of life and I think that goes from

relationships at home to relationships at work.” — Shutters

“You've got to get a rapport. It’s got to be that you can get along - and you
can really have that open, but challenging, relationship, on occasions, if
you're really going to make a difference to the project.” - Consultant /

Business Advisor

On the whole, the relationships tended to operate around semi-formal
interactions, characterised by regular meetings on premises, action plans
and reports/memos. Such relationships, whilst still involving trust, rapport
and mutual respect, were usually maintained at a semi-formal level, where

a ‘professional distance’ tended to exist between the parties.

“I have yet to make a social connection with him. But, you know, he’s run

a business, and he ran it for 25 years” — Software Company
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“He's a bit guarded and he’s got a lot of experience and he seems to have
done a lot of mentoring. He doesn’t like to get too close to his mentees ....

I think it’s almost like foster parenting or something” - Web Company

In some cases, the relationships could be a little closer and had perhaps
developed into a type of ‘professional friendship’, having been established
over many years. However, despite such cases of familiarity, co-production
interactions were still usually conducted in a formal or semi-formal
professional manner. Hansford et al. (2002) found that owner/managers
often raised the importance of social factors, such as friendship, as
providing benefits - however, this view was not always shared by the
intermediaries, who rarely reported friendship as adding benefits or value.
In one case, an ex-banker, involved in business networking, was
concerned that such personal relationships were less commonplace in
current times. However, in a study involving over 100 small enterprises,
Bisk (2002) found that at least 46% of owner/managers had continued
relationships with their intermediaries, following the conclusion of the

formal intervention, either with or without payment.

“There's a big difference from support you get from people that you've
known long and are friendly with, than from people that you've never met
before .... I had an ongoing friendly relationship with our company firm of
accountants, and that was throughout the whole of my 25 years as

17

managing director. ” — Steel Fixings Company

“I think one of the things you do is you build up a relationship and I
suppose it's about trust, again going back to the days when the bank
manager sat in his or her branch, there was a consummate trust” -

Business Network

Furthermore, certain types of interaction could be very informal, and this
was particularly the case for brainstorming style sessions, and mind

mapping activities, where creative outputs were developed.

“He and I were sitting in my Kitchen there over a sandwich and we just
did a bit of brainstorming. We were just playing around on the Internet ....

I like to think we get along - there is that rapport .... It was an informal
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evening but it turned out there were two things that fell out of that
meeting that I am now taking on for him to try and progress.” -

Consultant / Business Advisor

However, there were also cases presented when the trust was missing,
and the relationships had subsequently ended, or at least did not go well.
Hansford et al. (2002) found that one of the most commonly raised
problems in mentoring relationships, was lack of trust which, on the part
of mentees, had resulted in poor co-operation. The data for the present
study suggested there were sometimes trust issues arising from some
owner/managers’ perceptions of ‘hidden agendas’ on the part of the
previous intermediaries. For example, there were some indications that
there had been attempts at cross selling — i.e. introduced through funded
programmes, but trying to sell additional consultancy. In another case,
funding was only available for a limited period, and the intermediary (who
was being paid on a daily rate) deliberately “burnt through” all the
funding within that period, despite the owner/manager considering that
limited resources meant the timescale had been too short for the small
enterprise to fully benefit. Similar examples were located in the literature,
where the element of trust was missing, and included mentors whose
main interest was in cross-selling other consulting services, and
sometimes mentors who had inappropriate experience (Lambrecht and
Pirnay 2005; McKevitt and Marshall 2015).

“My [previous] coach was very much just in it for him and the money —
and took advantage of the scheme, because all my funding went on him.
He gave me an intense coaching scheme - which I couldn’t, because I'm a
small business, keep up with what he was trying to do. So we burnt

through my funding in about six months.” - Web Company

“It seems to be not personal enough. I don’t mean [the consultant] -
obviously he understands us and our business, but I think the rest of the

contact we have is too generic to be relevant.” - Hearing Company
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“One of the advisors was a company local to here, and all the things she
was advising were all services she sold, and I thought this is a bit of a

swizz really.” - Web Company

In a further case, a company had been matched to potential suppliers of
marketing services, using a company/supplier matching tool from
Business Link. This had provided five companies, but none of them proved

to be suitable, and some of the candidates were clearly untrusted.

“I got in five different marketing companies, that [the advisor] found, to
assist the company in marketing. None were able to offer me what I felt I
needed. Ithought three of them were charlatans.” — Steel Fixings

Company

However, perceptions of trust can be highly subjective when being used
to assess the impact of interactions early in relationships. Devins and Gold
(2000) suggested that owner/managers may be uncertain about their
expectations in the early stages of the interventions, and had limited
criteria on which to assess the performance of the intermediary. Devins
and Gold also noted that largely subjective assessments were made,
based on the characteristics of the relationship, which tended to include
rapport, trust, and confidence. Subsequently, only anticipated views of
positive outcomes in turnover, productivity, value etc. were provided,

rather than giving any clear, or measurable, indications of success.

6.5.2 Styles of Interaction

Business support intermediaries often bring in their own individual
experiences and preferred ways of working with managers (Devins and
Gold 2000). Whilst the overall pattern of delivery, presented in the data,
could best be described as semi-formal, there were considerable
differences in general format of interactions, including board meeting style
formats with formal documents; semi-structured meetings led by the
intermediary; and very open and informal meetings, albeit held in

company offices.
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“We sort of treat it like a board meeting .... we submit papers maybe a
week before, which includes a CEO report, a full set of management
accounts up to the previous month and anything else we’'ve agreed and

has been agendaised.” — Software Company

“We generally work to his plan, where he’ll lead the discussion and it’s, at
the moment we're trying to work out a business plan and a marketing

plan.” - Web Company

“I'm not sure I would call it informal, you know, it would come down to a
monthly meeting and they would have a direct input on ideas.” - Shutter

Company

“No, it’s quite informal. We don't have an agenda.” — Cabinet Makers

Support programmes such as the Business Link (through the IDB
brokerage model), Growth Hubs, and the mentoring schemes were
designed to work on the basis of the intermediary acting as a ‘sounding
board’, rather than as providers of direct advice (Hjalmarsson and
Johansson 2003). However, in practice, the data indicated that there was
often a dependence on the methods and preferences of the intermediary,
so the delivery style could vary quite considerably and did not always
meet the design of the underlying delivery model and/or to the exact

needs, or preferences, of the small enterprise.

“A mentor doesn't really advise; the mentor in the relationship that we

have, the mentor listens and gets us speaking.” — Cabinet Makers

“Mentoring is supposed to be different to consultancy, but my mentor
does act quite consultatively if you like, which I think is the best way to do
it. Ithink they say, they say it shouldn’t be consultant like I think to

indemnify themselves” — Web Company

“A lot of advisors had this issue about, you know, “We're advisors and I
don’t like the diagnostic brokerage, I want to give advice,” and so were
continually grappling against the IDB model, especially if they’'d worked
previously as a Personal Business Advisor and so were used to giving real

hands-on consultancy.” — Business Advisor
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“We don’t do the matching supply service because, again, it is difficult to

be impartial.” - Growth Organisation

On the whole, the co-production relationships usually started off with an
initial ‘fact finding’ session and, as the relationship developed, then a
deeper understanding of the business, and its issues, would result. These
initial sessions could range from a very structured evaluation, as used in
the Business Link IDB model, to more informal evaluations of need, such
as general discussions and getting to know the owner/manager and the
team. The initial visits were important to establish requirements, but were
also useful for both parties to assess each other. Adamson (2000)
considered the importance of initial meetings between consultants and
their clients and highlighted and the dangers of early misunderstandings
between consultants and their small firm clients, going on to suggest the
intermediary would bring in their technical expertise, along with ‘human
factors’ such as personal aspirations, hopes, disappointments and needs,
which then interacted with the ‘human factors’ of the client. Furthermore,
at this analysis level, Adamson suggested initial theoretical ideas could be

developed for later use in developing and implementing strategies.

“Our focus is different from many others in that we focus firstly on the

people and then the business.” — Business Network

“Clients apply for support, we then talk to them and to understand exactly

what support they're looking for.” — Mentoring Organisation

“In Business Link we had a framework. We did of a review of the finance.
You'd start by looking at three years’ worth of accounts and coming back

with some observations ... “— Business Advisor

The specific style of delivery varied considerably, which included matters
around documentation and the overall format of meetings. There were
many factors demonstrated that influenced delivery styles these included:
the level of the relationship; guidelines from the intermediaries’ host

organisation; personal styles/preferences/agendas; the overall aims of the
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process; and the narrower aims of specific interactions (for example: a

meeting to raise finance vs. a brainstorming session).

“It does normally involve reports, yes, but not heavy reports, more memos,

emails, notes from our meetings - things like that.” — Business Coach

“You can be 