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EVALUATION OF THE BIZ PROGRAMME:
OVERVIEW REPORT

1 INTRODUCTION

1.1 OVERVIEW OF THE BIZ PROGRAMME

The BIZ programme was established by the Government in 1998, and services under it
commenced in early 1999.

Bl1Z aims to provide two types of services to owners and managers of Small and Medium
Enterprises (SMEs —typically, firms with fewer than 20 employees):

building management capability amongst SMEs — through assessment of business
needs, training and seminars, one-on-one mentoring and networking;

(We generally refer to this component of BIZ as ‘BlZ training’ throughout this
report.)

building awareness and providing referrals to sources of assistance to SMEs.

BIZ had its origins in programmes such as the Small Business Agency (SBA), which
operated from 1978 to 1986, and the Business Development Programme, under which the
former Ministry of Commerce provided grants to individuals (for example the New
Business Investigation Grant) through its own agencies (the Business Development
Boards).

In 1998 the BDBs were disestablished as a result of a Review of Enterprise Assistance.
The review aso recommended the launch of BIZ to be delivered through a ‘local
autonomy model’ driven by assessment of demand and provision of services at the local
level. Subsequently, the Ministry of Commerce (now the Ministry of Economic
Development) contracted appropriate agencies to offer a range of training programmes
and information services.

BIZ services are provided by a range of non-governmental organisations, which initially
made proposals to the Government based on their assessment of local needs. They are
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funded by the Ministry of Economic Development, under contracts managed by the BIZ
Unit of the Ministry (now part of Industry New Zeaand, which has assumed
responsibility and funding for B1Z).

The management capability services are provided by 46 agencies, with an emphasis on
the training aspect. The referral service, known as BlZinfo, is provided by a national
consortium which operates an 0800 number through 4 regional call centres, a website and
contracts 34 local centres.

BIZ services commenced in February-March 1999. Between then and June 2000,
approximately 31,000 people from 7,000 SMEs engaged in BIZ training, plus diagnosis,
mentoring and networking services on asmaller scale. BlZinfo has developed a database
of 2,500 training courses and other services provided by 900 organisations, and has
received over 16,000 calls to call centres, amost 8,000 visits to local centres, and almost
3 million hits and about 500,000 page accesses to its website.

Funding for BIZ for the first round of contracts (from its inception to the end of the
2000/2001 year) was around $26 million (excluding the costs of operating the BIZ Unit).

Within the BIZ target group of SMES, participation by Maori, Pacific Peoples, and
women owning and managing SMEs has been promoted. Of participants in BIZ training,
24% were Maori, 9% Pacific Peoples and 61% women. Of calls and visits to BlZinfo,
16% originated from Maori, 3% Pacific Peoples and 42% women.

The BIZ programme was implemented in a short period of time, and this contributed to
many difficulties for the Ministry and providers. However, in the 18 months that have
passed since the establishment of BlZ, there has been a lot of positive activity and many
lessons learnt. The time is now right for the experience to be reviewed and
improvements to be made to BIZ.
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1.2 EVALUATION OF THE PROGRAMME

In June 2000 the Ministry of Economic Development contracted a team of researchers to
undertake an evaluation of the BIZ Programme. The team consisted of a consortium
comprising:

Business and Economic Research Ltd (BERL), which specialises in business and
economic analysis and has its offices in Wellington." BERL economists engaged in the
project were Grant Andrews and Sara Whyte.

National Research Bureau Ltd (NRB), which is a social and market research firm
supplying mainly large-scale surveys for local and central government and having its
officesin Auckland.? Andy Heinemann was the principal researcher from NRB.

The NZ Centre For SME Resear ch, which is hosted within the College of Business at
Massey University in Wellington.® It researches and writes both applied and academic
studies among NZ small and medium enterprises. Dr Claire Massey and David Tweed
were the principal researchers from the Centre.

1.3 PROJECT OBJECTIVES

The main objectives of this evaluation were that it should:

@ assess whether the government should continue to deliver the BIZ programme in
its current form, including, but not limited to, whether the current approach is
meeting the right business assistance needs, and is the most appropriate way to
meet those needs,

(b)  assessthe effectiveness and impact of BlIZ, including, but not limited to, whether
the management enhancement capability and referral services are achieving their

objectives;

! PO Box 10-277 Wellington. Ph 04 470 5550 Fax 04 473 3276 Email innovate@berl.co.nz
Website www.berl.co.nz

2 PO Box 10-118 Auckland. Ph 09 630 3655 Fax 09 638 7846 Email andy@nrb.co.nz

3 Private Bag 756 Wellington. Ph 04 801 2794 Fax 04 801 2696

Email C.L.Massey@massey.ac.nz Website www.massey.ac.nz
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assess whether BIZ provides value for money and efficient service delivery,
including, but not limited to, whether the approach used to deliver services is as
efficient as possible; and

assess the conduct and operation of the programme implementation of BIZ,
including, but not limited to, whether the implementation of, and operation of,
BIZ is effective and appropriate.

assess the efficiency, impact and appropriateness of the BIZ scheme as it relates
to Maori and Pacific Peoples and women-owned and operated SMEs. This should
cover conduct and operation of the programme including the mechanisms used to
target Maori, Pacific Peoples and women for both the management enhancement
capability and referral services.

PROJECT COMPONENTS

To meet these primary objectives, the evaluation was undertaken as seven components:

Awareness Survey of SMESs

Survey of BIZ Clients

Focus Groups of Maori and Pacific Peoples BIZ clients
Survey of BIZ Providers

Mystery Shopper Tria of BlZ

Analysis of BIZ Provider Reports

Analysis of reporting, management and implementation of the programme

NRB undertook primary responsibility for the surveys of awareness and of BIZ clients,
and the mystery shopper trial; Massey University, the BIZ provider survey; and BERL,
the analysis of BIZ provider reports and programme management. However, there was a
significant input from each party to all components of the evauation, and to this
Overview Report. The evaluation was managed by BERL.

Reports from each of the above components are available on www.med.govt.nz.
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1.5 REPORT STRUCTURE
The report has four sections. The following sections are as follows:

Section 2 describes the research that was undertaken in the various components of the
project and presents a summary of each, including the objectives, methodology and key
findings.

Section 3 includes a discussion of the overall themes that emerged from the project.

Section 4 presents the research team’s conclusions and its recommendations to the
Ministry.
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2 SUMMARY OF FINDINGS

2.1 AWARENESS SURVEY OF SMESs

This component of the evaluation was designed to establish the awareness of the BIZ
programme, and its different components, amongst owners and decision-makers of SMEs
who make up its target client group. Some of the results were compared to a similar
survey undertaken in 1999. A number of responses were disaggregated according to the
size and length of operation of the SME and the gender and ethnicity of the owner or
decision-maker.

It consisted of a random survey of 800 ownerddirectors of SMEs (defined for the
purposes of this report as enterprises employing up to 20 full time employees). Names
were obtained from the Universal Business Directories database and the survey was
conducted nation-wide by telephone. Key findings were:

Oveal awareness for both BlZinfo and BIZ was significantly higher amongst
SME owners than it was a year ago, athough BlZinfo has much better market
penetration than BIZ.

Although a significant proportion of SME business owners were aware of BlZinfo
and BIZ training, they did not generaly distinguish between the two services in
terms of what they offer. A small number of SMEs believed that BIZ offers
services that are not actually part of the programme.

Television, mailouts and print advertising were the most common media by which
SME owners became aware of BlIZ, although recent start-ups and Maori owners
were |ess likely to mention mailouts as a source of awareness.

More than a third of those who were aware of BIZ were unable to recall the
specific services offered without prompting. Amongst those people who knew of
some BIZ services without prompting, mentoring with one-on-one advice was the
most commonly mentioned service. The next most commonly mentioned services
were information and referrals, assessment of business needs, training seminars
and networking. Maori were more likely to mention mentoring, one-on-one
advice, information referral and assistance and anaysis/assessment of business
needs.

The majority of respondents who were aware of BIZ also knew that the serviceis
free, athough there was a diversity of views regarding the impact of “free
services” on programme uptake. Those running recently established businesses
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were strongly and positively influenced by the fact the services are free, as were
Pacific Peoples clients.

The 0800 number and the website were both seen as effective ways to contact BlZ
but the local BIZ centres ranked a poor third as a means of contact, and even after
prompting most business owners were unaware of these centres. Pacific Peoples
clients were less aware of any of these methods of contacting BIZ than other
clients.

Just 47 respondents (17%) out of the 276 aware of the service have contacted
BlZ, and 30 (11%) have used its services.

More than half of those contacting BIZ rated themselves as “pleased” with the
experience; however there were more than a third of those who contacted BlZ
who were not especialy pleased or somewhat disappointed.

When asked to identify the service used, amost two-thirds of these users
identified training workshops/seminars first. This was followed by mentoring,
information or referrals, assessment of business needs and networking. Nearly
three-quarters of those using BIZ services rated the benefit of using one or more
services as “very good” or “fairly good”. A quarter rated the benefits as “not
good, but not bad” or “not good at all”.

In terms of the likelihood that SME owners would use each of the five types of
BIZ service, out of the total (800) respondents,

the largest proportion (39%) reported that they were likely to participate in
training, seminars or workshops,

37% were likely to use the information and referral service;
30% were likely to use networking;
28% were likely to use an assessment of business needs; and
27% were likely to use mentoring and one-on-one support.
Businesses that had at least one female owner or decision-maker were examined

as a separate subgroup. This subset, comprising 64% of the 800 respondents,
revealed few differences based on gender.

Businesses with at least one Maori and/or Pacific Peoples owner or decision-
maker were also identified, although the small size of the data set made drawing
conclusions tentative. Maori were less likely to mention mailouts as a means by
which they heard about the BlZinfo/BIZ programme and were more likely to be
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2.2

aware of mentoring, information referral and assessment of business needs than
the rest of the sample.

Businesses employing up to 5 staff and also businesses employing more than 15
were more likely to be influenced to go to BIZ by the fact that its services are
free, while businesses employing 6 to 14 staff were less concerned about whether
or not BIZ provides free services.

Length of time in business also had a relationship to BIZ awareness. Those with
recently established businesses had a higher awareness (21%) than those whose
businesses are 10 or more years old (11%). The older businesses were also less
likely to mention other services offered by BlZ, except for networking.

SURVEY OF BIZ TRAINING CLIENTS

This component of the evaluation was designed to investigate the experience of SME
owners and/or decision makers who had participated in BIZ training, in terms of issues
discussed below. It consisted of a random survey of 800 people who had used BIZ
services. Names were obtained from provider listings, and the survey was conducted
nationwide by telephone. Findings may be broadly summarised as follows:

Satisfaction with the content and delivery of the courses was high. Since business
people have marketplace reality against which to test what they are taught, we
accept satisfaction isarelatively good proxy for real value.

Media advertising (for newer businesses) and direct mail advertising (for
established businesses) were the most common ways that firms come to hear
about BIZ services. Referra from BlZinfo isrelatively low.

The assessment or diagnosis of individual firm requirements appears to be either
not done or not consciously experienced by nearly half of BIZ clients. While this
did not seem to lead to clients ending up in the wrong courses or at the wrong
level to any extent, assessment or diagnosis should be seen as the first stage of an
integrated programme for assisting clients, aong with (existing) training and
enhanced mentoring.

Seminars and block courses are the most common form of business education
received from BlZ. Mentoring is most utilised by newer firms.

Marketing and then finance are the two subject areas most frequently used by
firms. However, a range of topics including human resources, taxation,
information technology, legislation, and others, are used to a substantial level.
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The main impact of the use of BIZ courses on the participants was that it helped
them configure a better planned path for going forward. Fairly high beneficial
impacts were also reported for understanding customers and how to market to
them, raising the business skills of staff, handling the financial needs of the firm,
reducing waste of time and materials, transferring good ideas from a business
network; and raising the quality of the product or service.

Mentoring rated highest for the form of assistance considered most likely to yield
agood result for the client firm, but seminars were not far behind.

In the course of preparation of this survey, it became evident that standards of
registration and identification of participants are mixed. Auditing, follow-up
performance surveys, and eligibility monitoring, are compromised when this
occurs. A lift in the precision of record keeping is desirable.

2.3 MAORI AND PACIFIC PEOPLES FOCUS GROUPS

As a complement to the client survey, six focus groups were conducted — four of Maori
and two of Pacific Peoples who appeared on the lists of BIZ training providers as having
received a BIZ service. These focus groups aimed to allow a more free-ranging capture
of the experience and interface of the BIZ programme with business people of Maori and
Pacific Peoples origin.

These focus groups were intended to provide complementary information to the
guantitative survey of users, specifically of a more open-ended and qualitative kind. The
information, by its nature, is designed to provide insights and impressions rather than
definitive statements of fact.

2.3.1 Maori focus groups

Four focus groups, two made up of women and two of men, were conducted among
Maori clients of BIZ training providers.

It was evident from the groups that BIZ providers had operated the eligibility
criterialiberally, since the groups included people ranging from those figuring out
how to set up, to those setting up, to those firmly in small business in the
classically understood sense.

The most common reaction among Maori to the experience of having done one
course with BIZ, was the feeling that they would like to do more and generaly
needed to do more. With the exception of where a person had been essentialy
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misplaced into a course (i.e. for which they were too advanced or not advanced
enough), people felt the courses were effective in their content and delivery.

Among those at entry level, the presence of a Maori person as trainer was valued,
largely in giving confidence and, on occasion, inspiration. The more established
the Maori business person, the less significant this consideration became.

Although it was uncommon for people to have much awareness of having been
individually assessed for their needs, this did not reflect itself in any
dissatisfaction with the courses people subsequently were placed in. With some
exceptions, small business people in these groups felt the courses they attended
filled aneed for them.

Where the Maori business person was already relatively established in business,
certificates for the courses were of low interest. Where the person was at entry
level, the initial interest expressed was higher, but faded upon closer
consideration. Certificates were not seen to be the route of the owner-operator,
nor were they commercial currency.

Fees for BIZ courses were resisted largely on the grounds that cash was tight for
the entry level person and the value of a course not easily judged in advance of
payment. At the same time, it was acknowledged that people like themselves may
not value something that was given free and that a charge would ensure more
diligent attendance. It might therefore be appropriate to apply small ‘registration
and resources’ style fees.

For those at early or entry level to small business, the seminars and courses were
appealing as the form of delivery. The more established the business, the greater
the appeal of the mentor approach for the very specific and actionable
understanding and advice that could be obtained.

These Maori small business people raised some ways of thinking which they felt
stood in the way of them, and Maori people generaly, advancing more rapidly in
business. These included being less commercialy aggressive in things like
market pricing, often having backgrounds in community work where work was
for aroha rather than money and where payment by koha blurred the true
economic value of the services given. Lower market acceptance through having
shorter track records, and the possibility of people being reluctant or over-
cautious when doing business with Maori due to media highlighting instances of
under-performance, were also raised.

These Maori business people reflected an expanding awareness of business
paradigms and a sense of needing to go further in developing the savvy that was
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required to make a business succeed. BIZ was seen as a useful source for
accomplishing this.

Finance and the difficulty of obtaining it, was spoken of as the largest obstacle to
developing their small business. They expressed some frustration at not being
ableto inspire lenders, or obtain business credit.

Although an equal number of women and men were involved as participants in
the focus groups, the moderators could not detect systematic differences between
the two. This may be a factor of the small scale of the research, or may reflect a
genuine similarity of approach to BIZ training between the two genders.

2.3.2 Pacific Peoples focus groups

Two focus groups were conducted among Pacific Peoples clients of BIZ training
providers.

Many Pacific People in small business, or on the verge of it, are first generation
New Zealanders or, if not, are closely associated with communities and churches
based on people who emigrated from the islands.

It is part of a candid self knowledge among these people that they have not grown
into a business mindset, and indeed that aspects of business thinking in a money
economy are not easy to fit to Pacific Peoples cultural ways.

They are keen to acquire business thinking, practices and routines. They also
express a need to find ways of having others in their community understand that
these are legitimate and necessary ways of operating business, and not areflection
of their abandoning the cultural mores of sharing and giving, nor an expression of
selfishness or greed.

It is evident that Pacific Peoples business people at the stages of business
exploration, formulation, and set-up, are appearing in BIZ courses. The intention
of the programme designers was that only established business would be eligible.
It was felt that many people were on the threshold or either side of it, and that a
stricter adherence to the rule would stem the growth of business mindset
development among Pacific Peoples business people. Fees would likely limit
participation disproportionately.

The notion of ‘trusts’, charitable and other, arose in ways which suggested that
among Pacific Peoples, there was over reliance on this format for business
ventures. More sophistication in capital and credit raising was a need in evidence.

November 2000 Page 11



Evaluation of the BIZ Programme Overview Report

2.4

An expectation that they would emerge from business training able to do
something, rather than merely "knowing things' emerged as a useful lever in
engaging the interest of Pacific Peoples small business people. Certificates held
little appeal.

Both focus groups were confident that the way to disseminate knowledge of BlZ
training to Pacific Peoples business people was after Sunday church services, at
the church, and with the co-operation of the minister. The feeling was that this
would give both good reach, and credibility to the message.

Mentoring was easily the most favoured approach to business training.
Participants envisaged the idea of coaching the business onto its feet. However,
this preference was not seen as a substitute for training courses, but as a
complement to them.

The one day and the power-packed courses were seen as unproductive in the
sense that the owner and/or staff could not absorb and implement that much
change at onetime.

SURVEY OF BIZ TRAINING PROVIDERS

This component of the research was designed to obtain information about the experience
and opinions of BIZ training providers, covering areas discussed below. It consisted of
20 face to face interviews with BIZ providers, selected on the basis of their contract size
and/or specific delivery to target groups. Another 12 were interviewed by telephone. In
addition the partners of the National Business Information Service (the BIZinfo provider)
were also interviewed.

The scope of the provider organisations that were interviewed varied widely:
some offered social services as well as assistance with economic and business
development, while others were more narrowly focused on the provision of
specific training courses (e.g. computer training).

In terms of BIZ services there was no ‘standard’ set of services available to
clients, although most could be described as falling into the four categories of
i) seminars, ii) courses, iii) mentoring iv) networking — idealy, after pre-
assessment of business needs.

There are a variety of ways in which the providers deliver training by:
i) employing specialised trainers (and expecting them to run the entire programme
by themselves); ii) doing all the administrative work for the trainers and just
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expecting them to do the face to face delivery; and iii) taking on a high level of
responsibility for the entire delivery.

Most organisations had similar evaluation and quality control systems that asked
attendees to assess the training received.

There was an almost unanimous perception that BIZ has had an identifiable
impact on the individuals who have attended the training, based on the feedback
from the evaluation forms and the direct feedback from attendees.

While almost all appeared familiar with the BIZ Unit eligibility criteria, there
were a number of reasons why these were not always applied stringently. In
particular, the boundaries of what constitutes a ‘business' are not always clear and
providers tended to interpret the criteria liberally to assist the greatest number of
clients.

In terms of target groups, the providers perception was that delivery to their
women clients had been easiest to achieve. Maori were perceived as being the
next easiest to deliver to. Almost all respondents commented on the difficulty of
achieving Pacific Peoples targets. There was some feeling that not all the
potential target groups had been recognised, particularly business immigrants and
business start-ups.

Questioning providers on services for Maori and Pacific Peoples generated a
diverse range of opinions that are not easily categorised by provider type. Some
were of the view that Maori clients want to be part of ‘mainstream’ services so
that they can network and interact with other business owners, whereas others felt
that they want customised services that recognise a Maori cultural context.

There was a variety of monitoring systems in use for counting numbers of clients
from target groups, and it appeared to the researchers that their quality varied.
There is a perception that there would be value in the BIZ Unit developing a
single system for providersto use.

In relation to the BIZ Unit, most respondents primarily identified contract
management as its primary role. A significant number of respondents also
commented on its role in disseminating information, liasing between providers,
and facilitating networking. Many respondents identified services they would like
the Unit to provide in the future.

In terms of the performance of the BIZ Unit, an overall summary of the responses
indicated that they found its staff ‘responsive’ and ‘ supportive'.
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Several respondents commented on the need to improve the contract negotiation
process. Specific comments were concerned with the transparency of the
negotiation/purchasing process and the ease of preparing for the negotiations.

In terms of the tendering process, some were happy with the degree of flexibility
it offered, while others suggested a more structured framework, with a‘menu’ of
services that the provider can pick and choose from in terms of delivery.

Overall there was overwhelming support for BIZ to continue. It was felt that
more resources should be allocated and that the government needs to signa a
long-term commitment to business development.

There was considerable concern about the relationship between BIZ and BlZinfo.
Several respondents suggested that more resources should be directed at BlZ
training and less at BlZinfo.

There was a consistent response that charging (a nominal fee) might help
minimise the numbers of people enrolling in courses who subsequently failed to
attend.

All providers were able to identify some service improvements that they would
make, and how the BIZ programme as a whole could develop in the future. Most
answers focused on improving the services for clients, for example in offering
services to start-up businesses, and assisting existing businesses to develop
further.

A number of respondents also talked about the need to broaden the scope of BlZ
beyond the provision of training and information, to a more formally integrated
package of business assistance, which could include pre-assessments, mentoring
and other one-to-one interventions.

There was an amost unanimous feeling that standardising courses across the
country would be valuable, with the caveat that the standardisation should be a
framework only (i.e. not awhole course in detail).

Accrediting courses was not seen as desirable. One respondent commented that
imposing accreditation of any sort would unfairly penalise non-accredited
providers.

There was an overwhelming desire from respondents to explore new ways of
sharing best practice amongst providers.
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25 MYSTERY SHOPPER TRIAL OF BIZINFO

This component of the research was designed to test the quality of response of the
BlZinfo call centres and local sites — in this case, their response to callers who did not
identify themselves as part of asurvey (i.e. asif they were ‘rea’ queries).

Thirty-five ‘mystery shops were conducted by real-life small business owners, who
contacted BlZinfo call centres via the 0800 number (23 calls) and provincial sites (12
calls), and raised queries about issues they selected as important to their own businesses.
The respondents made their own assessments of the response, the calls were monitored
by professional survey staff, and tape recordings of most of the calls were made. In
addition, five website evaluations were also conducted by real-life small business owners.

Good ratings were obtained for leaving callers feeling they had been given a ‘next
step’ to take, for prompt phone response, and for leaving calers with the
impression of receiving a competent service.

The provincia sites failed to make use of the BlZinfo name, using instead their
local organisation’s identity. This can be rectified by having a separate phone
number/line so that the person responding can differentiate the call.

The ‘no fees availability and basis for subsequent support or training was rarely
brought to the caller's attention.

This evaluation left the impression that the BlZinfo staff (in both call centres and
local sites) tended to under-service the opportunities that came their way. There
was often no thoughtful elicitation of the character of the caller's need. For
instance, they appeared overly ready to divert the caller onto a government
department without assisting him or her directly, or referring him or her to a
suitable specialist.

Nor did staff take the opportunity to go further than dealing with the immediate
guery and to demonstrate how BlZinfo could be an avenue to personal business
upskilling, through asking about other business issues or suggesting referrals to
develop skillsin other areas.

Because caller profile information is required for BlZinfo statistics, some BlZinfo
staff spent much of their contact time gathering this information.

The sample was structured to enable separate comment for Maori and for women.
Differences between these groups and the overall sample were not large. Maori
rated the service lower on communicating the availability of local training.
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2.6

Women rated it lower on defining what its role was and what services were
available.

Opportunities for BlZinfo to increase its effectiveness and offer additional
information could lie with the use of enhanced screen-based information
approaches, and standardisation of operator training to raise overall standards.

Ratings by small business respondents about BlZinfo were generally positive.
However, these appeared generous when set against the evaluator's knowledge of
how much more informative and professional such services can be.

ANALYSIS OF BIZ PROVIDER REPORTS AND
ANALYSIS OF MANAGEMENT AND ADMINISTRATION OF THE PROGRAMME

This component of the research was designed to investigate a number of issues about
reporting processes, contract management and implementation of the BIZ programme, in
terms of the operations of the Ministry and the BIZ Unit. To do this internal BIZ Unit
documents were reviewed, statistical data compiled from those documents and the BIZ
Unit database, and there were extensive discussions with BIZ Unit and Ministry staff.

All of the standard information providers are required to supply to the Ministry in
their quarterly reports is necessary. While conscious of the costs to providers
meeting reporting requirements, the current requirements are not considered
excessive.

The main weakness of the current reporting regime is that it provides information
only about the quantitative aspects of service delivery, and does not enable
judgements to be made about the quality of services delivered. Thisis aresult of
the current contractual provisions which focus largely on the number of courses
seminars and workshops delivered, and participating clients and SMEs, but have
few if any corresponding provisions relating to the standards of these services.

Over the period from the commencement of contractsto 31 March 2000, there has
been a small shortfall of 4.3% between the number of number of clients on
courses, seminars and workshops targeted for and actually provided.

In terms of involvement Maori and Pacific Peoples and women in the programme,
of the total number of participants on BIZ courses, Maori comprised 24%, Pacific
Peoples 9%, and women 61%. All of these represent higher rates of programme
participation by these groups than would be implied by representation within the
population of SME owners and operators.
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Most, but not all, providers are providing reports on time and with the required
information. However, reporting requirements were initially specific to each
provider and have only partially been standardised since implementation. Some
information and reporting requirements are still not mandatory. Moreover,
inaccuracies in information provided have been uncovered in the course of
compliance reviews undertaken by the Ministry, and some providers require more
frequent reviews until the Ministry is confident of the integrity of their
information systems. In future, the Ministry could include timely, reliable and
complete reporting as a contractual term within required performance measures.

In general, the systems operated by the BIZ Unit are satisfactory. The main areas
where improvements could be made include: additional resourcing for the BI1Z
Unit; introduction of standardised, professionally developed measures of client
satisfaction (operated independently of providers); development of systems to
assess quality of services delivered; and removal of the ambiguity in the éligibility
criteriafor use of BIZ services.

A critical issueis unit costs of services, ie costs per course, per participant or per
participant-day, which are a fundamental measure of the cost-effectiveness of
individual providers, and of the programme as a whole. It was not possible to
make any judgement as to whether unit costs are reasonable or otherwise, as these
are not systematically monitored by the Ministry (and derivation of reliable unit
cost benchmarks is not a small task). Consideration by the Ministry of requiring
providers to derive unit cost measures (or at least attempting to do so) should be a
key priority for future development of the programme.

The programme was detrimentally affected by the truncated timeline available for
design, tendering and implementation. There were a number of unsatisfactory
aspects of the tender and contract negotiation process, and in programme
implementation and management, all of which can be directly attributed to the
timeline.

To rectify these deficiencies, it is necessary to continue the incremental
improvements to programme management, introduce more deliberate processes
for future tender rounds, and conduct them with more realistic timeframes than
the first one.

Problems which are apparent in the contracts relate largely to the number of non-
standard provisions, particularly in relation to performance measurement. Further
standardisation is desirable with respect to reporting in a complete, timely and
reliable way. Furthermore, contractual provisions are needed to manage non-
compliance, including remedies when termination would be a disproportionate
response, such as suspension clauses and contingent payments.
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There will be a continuing need for flexibility and variations in contracts
according to local demand. The BIZ Unit’'s current process for dealing with
contract variation requests appears to be effective, provided the Unit follows the
procedures set out in the Key Procedural Manual.

In the future it is critical to measure performance in terms of client satisfaction,
quality of services delivered and unit costs. These performance measures provide
an important part of an agendafor future development of the programme.

Another part of the agenda for the future is to build on the experience of
establishing the programme; using the positive relationship between the
Government and providers to enhance the body of expertise and spread best
practice amongst providers. Existing activities such as networking and seminars
should be extended to assist BIZ providers to exchange information, etc. about
thelir activities, so that standards of best practice are spread more widely amongst
them, and the quality of their services can be enhanced.
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3 DISCUSSION & CONCLUSIONS

In the previous section of the report we presented a summary of the conclusions from
each of the individual research components. Here we have drawn these separate strands
of thinking together and addressed the key questions that the Ministry of Economic
Development wished to address in the evaluation of BIZ (as listed in Section 1.3 Project
Objectives.)

3.1 THE FUTURE OF BIZ

Under this heading the project team was asked “to assess whether the government should
continue to deliver the BIZ programme in its current form, including, but not limited to,
whether the current approach is meeting the right business assistance needs, and is the
most appropriate way to meet those needs’. A number of elements of the project offered
perspectives on this question, and the following section draws upon all of the separate
reports on these elements.

The first comment that must be made is that al of those who responded in any form to
this evaluation were insistent that BIZ should stay. There were many suggestions for
improvement, but on the whole there was a highly favourable response to the programme.
Because of this strongly positive response in this section of the report the project team
has focused on identifying the key issuesin ‘the future of BIZ'.

3.1.1 The current situation

Currently there are two components of BIZ: BlZinfo and what is described in this report
asBIZ training. These are intended to be separate but complementary. BlZinfo offersits
services to virtually any client with a business problem, with referrals to a wide range of
business information services, including BIZ training providers. BIZ training providers
offer more intensive services to a narrower group (existing SMEs), and obtain most
clients from their own marketing, networks etc (i.e. are not expected to rely primarily on
BlZinfo referrals).

Both should continue as distinct services. As well as the modifications identified below,
the complementarity between them could be enhanced, for example though better
provision of information between the two in both directions, without affecting their
distinct identities.

BlzZinfo: Delivery mechanisms & scope

At present the key component of BlZinfo is its database, which has entries on some 900
organisations throughout New Zealand that are assessed as contributing to the
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development of management capability of SMEs. These organisations are in addition to
the 46 that were contracted to the Ministry to offer BIZ training programmes.

It is critical for the future of BlZinfo that this database should continue to be enhanced in
terms of both its content — the inclusion of up-to-date information about as many
competent providers as possible — and its accessibility.

Therefore, a key issue for BlZinfo is the mix of mechanisms used to deliver the
information on the database. There are two main ways for clients to use this database;
through the website (which can be accessed directly or at a local BlZinfo centre) or by
telephone (either via the 0800 number, which is answered at a regional call centre, or by
calling alocal BlZinfo centre). A hard copy of approximately half of the organisations
on the website has also been published recently and is available through BlZinfo centres
and BIZ providers (the Industry New Zealand Small Business Assistance Directory).

During the process of the evaluation there was considerable discussion on whether this
mix of delivery mechanisms is the most cost-effective. One of the main questions was
whether it is reasonable to expect the local BlZinfo centres to deliver the very specialised
function of information provision (which depends on highly effective needs diagnosis)
without significantly more input into training. This reflects the quality of service that can
reasonably be expected from organisations which receive modest funding to provide
BlZinfo as an addition to their primary business assistance functions.

A parallel question was whether there is real value in local and/or regiona delivery of
information (through BlZinfo centres and regional call centres respectively), given the
effort that has been put into building a comprehensive, centralised database.

It is of course axiomatic to state that development of the BlZinfo website needs to be an
ongoing activity, given increased use of the Internet and advancing technology.

A further issue for BlZinfo is the scope of the services to be offered. There has been
some discussion on the value of providing an advisory function as well as referral
information. This is based on the argument that as some diagnosis of the client’s
business problem is required to make an appropriate referral, it is alogica extension to
offer advice to deal with straightforward problems.
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However, such an extension would present some problems, including:

defining boundaries between when advice is appropriate and when referral to a
specialist adviser isrequired,

potential liability for consequences of advice given,
training and resources required for advisers, and
potential competition with private sector advisers.

Providing an advisory function is more substantial than a ssmple extension of BlZinfo. If
the BIZ programme were to include business advisory services, this would represent a
major expansion of its activities, possibly a distinct third service component. This should
be considered by the Government and the parent body of BIZ, Industry New Zealand.

Industry New Zealand is presently defining its own package of services and
organisational image. Within those, it might or might not see business advice as an
appropriate service to offer, and/or BIZ as the preferred mechanism. That is a matter for
Industry New Zealand to resolve, not this evaluation.

BlIZ training: Identifying needs

The ‘local autonomy model’ chosen as the delivery framework for BIZ assumes that |ocal
people and organisations are in a better position than central government to a) identify
local needs and b) develop responses to meeting these needs. To a certain extent this
seems to have been borne out: in the Provider Survey aimost al the organisations visited
had been involved in business development or local economic development for some
time, and were able to access a store of expertise in preparing their proposals for the
Ministry.

The proposals submitted were designed to indicate how each provider could contribute to
the overall goa for the BIZ programme: to improve the management capabilities and
performance of existing SMEs. It was assumed that the bidding agencies would be
competent in:

identifying the levels of management capability (in different topics) within the
various groups of business people in their communities,

identifying existing providers of management training and development services;
and

understanding current issues in adult learning.
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In practice, although a number of providers were successful in identifying the ‘ correct’
needs (in terms of topic and ‘level’) in relation to the particular circumstances of their
community, this was not always the case. Some were not able to achieve this due to lack
of time, skill or other resources, whilst others chose to focus on delivering training
programmes in single topic areas (e.g. computing), rather than on the needs of a whole
business community, with individuals at different levels of capability.

Those providers that did attempt to identify the needs of a whole community used a
number of different processes. Some consulted widely, accessed extensive client
databases, and/or undertook direct research with potential clients. Others were less
comprehensive in their processes and possibly focused on developing proposals that
included training topics that could be easily delivered by the existing organisation.

It is uncertain whether these organisations identified the management capability needs of
a local community more effectively than would have been the case if the Ministry had
taken the lead. This was particularly apparent in relation to the target groups. These
groups (Maori, Pacific Peoples and women) were identified by the Ministry (rather then
the providers). While some organisations were already working with one or al of these
groups, others were not. From what we told during the Provider Survey, methods of
identifying the needs of these groups (within the short time frame available) were
simplistic and mostly based on past experience rather then any real attempt to assess
‘management capability needs'.

The identification of these target groups also had the effect of leaving out the valuable
experience that some providers had with other groups (e.g. start-up enterprises and
immigrants). There was considerable discussion over the omission of these groups.
Some providers had experience with these groups while others commented on this either
from a perspective of equity or in terms of the potential value to the New Zealand
economy.

In terms of meeting the needs identified it was again over to the provider organisations to
decide upon the best way of meeting these needs. Some organisations, experienced in
‘improving management capability’ developed a framework of complementary services,
for example including pre-assessment/diagnosis, training and/or mentoring, seminars etc.
Others selected a single service (e.g. seminars) and focused all their efforts on this.

Charging for services

BlZ was established on the basis that the services are provided at no charge. The matter
of charging has since been raised, as some providers have experienced significant
numbers of people failing to attend courses (although most providers have developed
other ways to deal with this). Other providers have put forward the view that charging
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may make individuals value the service more and be more committed to implementing
the new knowledge gained.

An issue of concern about BIZ is the possibility of displacement, i.e. that its free services
could displace those offered commercially by other providers. BIZ isimplicitly targeted
at types of business assistance not offered through existing commercial sources, and it
could be argued that risk of displacement is reduced by the clear separation between free-
of-charge and commercial services.

The corollary of this is that the absence of charging reinforces the requirement for a
robust process for the identification of needs, to ensure that BIZ is supporting those
services where thereis agap in commercia provision.

From the Government’s perspective, charging may have some attractions in giving it
leverage to secure BIZ services for more SMEs within the same funding — albeit with
some policy issues about charging rules.

In the Awareness Survey those respondents who were aware of BIZ were asked if they
knew that the services offered were free and how this influenced their likelihood to use
them. The mgority of BIZ aware respondents did know that the service is free, but there
was a diversity of views regarding the impact of “free services’ on programme uptake:
While 32% said that it would make them much more likely to approach BIZ (emphasis
added), 25% felt that it would make them a bit more likely to approach BlZ, and 37%
indicated that it would make no difference.

Pacific Peoples are much more likely (53%) to approach BIZ knowing it is free than the
general population. Thiswas also a characteristic of recently established businesses with
42% indicating “much more likely”.

(Related issues, which are outside the scope of this report and not discussed here, are
external advertising and sponsorship of BIZ providers and services.)

3.1.2 Modifying BlZ

The project team supports the notion that devel oping management capability is dependent
on the actual providers of services and organisations that can ‘sign-post’ potential users
towards these and other providers. Hence the team supports the continuation of the two
elements of BIZ.

However it is clear that more thought needs to be given to the delivery mechanisms for
BlZinfo, particularly given the time that has already been invested in building up a
central database. As this now seeks to provide comprehensive coverage of sources of
assistance to SMEs throughout New Zealand, the argument for the need to offer local
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information, either through the BlZinfo centres or the regiona call centres, is weaker.
While this is clearly an issue for the BIZ Unit and the successful tenderer, it could be
argued that a single, dedicated call centre with an enhanced referral database and further
training for call centre staff could provide better quality service delivery and more
consistency in meeting client needs.

In terms of delivery of BIZ training, the project team supports the notion that different
communities will have different needs in terms of management capability, but we believe
that this should not conceal the fact that there are also general concepts, which may
trand ate into specific courses and/or delivery methods (e.g. mentoring).

While we consider that the local autonomy model is appropriate, to be wholly effective it
needs a significant investment of time by providers (and to a lesser extent the Ministry
and/or Industry New Zealand). In the initial contract round this was seriously
compromised by the very short timeframes for tendering and contract negotiation, and we
cannot state with any confidence whether the current mix of services offered under the
programme fully meets local demand.

We conclude that while the local autonomy model has much to recommend it, the
approach needs to be modified. A revised approach should allow the Ministry/ Industry
New Zealand and local groups to identify local needs in partnership with each other, and
other relevant stakeholders. This would also allow a more co-ordinated approach to be
taken between the ‘genera providers (i.e. those delivering a range of topics through a
number of delivery methods) and the ‘ subject-specific providers' (i.e. those delivering
specific skills, possibly over awider geographical area).

We suggest that the next bidding round is supported by an explicit framework that assists
providersto:

understand the broad concepts of ‘ management capability’;

identify the particular needs of groups within the community (whether they are
formally ‘targeted’ by the Ministry or not); and

design a programme (whether across a broad range of management competencies
or in specialist areas) that meets the needs of the target groups and develops
existing strengths at both a community level and an individual level.

In practice this may mean that the Ministry undertakes some new baseline research on
management capability in New Zealand SMEs, which providers can use as the basis for
developing specific proposals that address needs in terms of target groups (for example
business start-ups, immigrants as well as others), the level of management capability and
the most appropriate type of service (training, mentoring etc).
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We aso suggest that in the next contracting round the bidding organisations should
describe the process that they have followed to identify the needs of their target clients.
Providers offering ‘general’ programmes should also be asked to describe the ways in
which they are going to draw upon the expertise within their communities.

The effect of these changes is likely to be more structured services from BIZ providers.
The majority of serviceswill be

providing arange of management skills at abasic level;
delivered by local organisations

more comprehensive, with enhanced assessment and diagnosis, leading to
seminars and courses (as presently offered) and followed by enhanced one-on-one
mentoring and coaching, and networking.

This does not necessarily mean that each provider will be expected to provide al of these
services. Rather, we would expect providers to work together at the local level to
assemble integrated packages for clients.

There may aso be gaps where particular skills beyond the basic level are not sufficiently
well provided, or where particular groups have specific needs. Having identified these
gaps through a needs analysis, the basic BIZ service offering could be complemented
through provision of specialist courses etc. Organisations providing such services would
not need to emphasise pre-assessment and post-follow-up to the extent of basic providers;
and could operate on a multi-region and national basis, rather than just locally.

In relation to charging, the project team concluded that this is a complex issue which has
implications for the quality of services delivered, displacement of private sector
providers, (as noted above), and a number of other related issues. At the moment the
project team does not support charging (see also the discussion under Section 3.5.2).

3.2 THE EFFECTIVENESS AND IMPACT OF BIZ

Under this heading the project team was asked “to assess the effectiveness and impact of
BlZ, including, but not limited to, whether the management enhancement capability and
referral services are achieving their objectives’.

The starting point was to consider the overall goa for the BIZ programme, which is to
improve the management capabilities and performance of existing SMEs. BlZinfo and
the BIZ training component have their own objectives and the following sections address
these in turn.
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3.2.1 Objectives of BIZ training
The specific objectives of the BIZ training component are to:
)] improve the management capability of SMES;

i) increase the understanding of SMEs of the value of assistance so they decide to
take responsibility for seeking out advice and assistance on improving their
capabilities;

iii) improve coverage of management capability enhancement assistance, both in
coverage to SMEs and coverage of services; and

iv) improve the management capabilities and understanding of the value of assistance
of identified target groups.

In terms of these four objectives, the following comments can be made:

Improving management capability

At the end of June 2000, the BIZ training component of the programme had been
delivered to some 31,000 participants, representing just over 7,000 individual enterprises.
This means that BIZ is reaching a very small proportion of New Zealand's 255,000
enterprises that employ fewer than 50 full-time staff (this excludes the approximately
80,000 enterprises engaged in agricultural production). In addition, the Awareness
Survey reveded that only 13% respondents had heard of BlZinfo (unprompted).
However, this percentage has improved considerably over the last year (up from 6%),
when combined with prompted awareness it totals 53% (up from 33%), and is at a
favourable level when compared with other products.

Whether the management capability of these clients has been improved is not easy to
determine from the two surveys of SME managers, although satisfaction with the service
delivery was viewed as an important indicator. The Client Survey showed that
satisfaction with the content and delivery of the courses was high and in the Awareness
Survey more than half of those contacting BIZ rated themselves as “pleased” with the
experience. The difficulty is that the BIZ Unit only requires providers to report on
numbers making use of different services. While some providers do collect information
on client satisfaction, the methods of assessing this are not particularly robust.

Another perspective on the question of improving management capability was to ask
respondents about the benefit that they saw themselves as having received. In the
Awareness Survey nearly three-quarters of BIZ users rated the benefit of using one or
more services as “very good” or “fairly good”. A quarter rated the benefits as “not good,
but not bad” or “not good at all”.
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Similarly, respondents to the Client Survey believed that the BIZ courses had been
beneficial, particularly in helping them to plan for the future. They also reported fairly
high beneficial impacts for understanding customers and how to market to them; raising
the business skills of staff; handling the financial needs of the firm; reducing waste of
time and materials; transferring good ideas from a business network; and raising the
quality of the product or service.

Nearly half (46%) of the respondents to the Client Survey reported increases in business
turnover over the previous year, 39% reported higher business profits and 32% reported
higher market share. The number of employees is higher for one in five (21%) compared
to twelve months ago and the level of debt has decreased for one quarter (27%) compared
to ayear ago.

This provides some evidence for performance improvements of BIZ clients. The results
are encouraging in that all of the indicators change in the direction expected. Of course,
these data reflect the perceptions of the owner or key decision-maker and may not reflect
thereality.

The project team also cautions that these data cannot be seen as demonstrating that BIZ
leads to higher performance in client businesses. Rather there is an association between
Bl1Z usage and improvements in performance. This distinction isimportant, asthere are a
number of factors that influence business results. It is possible, for example, that
businesses undergoing the sort of growth shown above would be motivated to seek out
BlZ services as their organisations grow and change.

From the Awareness Survey, all businesses reported similar changes in the previous year,
regardless of whether they were BIZ clients or not. While businesses that had attended
BIZ training appear to have performed marginally better than non-BIZ clients in terms of
turnover, market share, job growth and profitability, the difference did not appear not
significant.

Despite these comments, the lack of a systematic approach to assessing a client’s
management capability at the point at which they entered the BIZ programme made it
difficult for the project team to assess whether improvements in management capability
had resulted. Until there is an efficient system in place for assessing individuals (and
enterprises) as they ‘enter’ and ‘leave’ BlZ, it will always be difficult to assess whether
BlZ has met its primary objective.

Increasing the understanding of SMEs of the value of assistance

Based on the available data, the project team was not able to form an opinion on whether
thisis occurring or not. If this objective is retained as an important element of BIZ it will
be necessary for the providers to develop a method of assessing whether it has been met.
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Currently the sole indicator seems to be whether users of BIZ are willing to undertake
further training, and although this is high (70% according to the Client Survey), the
project team notes that this does not necessarily indicate an increased understanding of
the value of assistance.

Improving coverage of management capability enhancement assistance

This objective is concerned both with increasing the type of service available to SMEs
and improving coverage throughout New Zealand. The project team is not aware of any
providers established solely for the provision of BIZ, and therefore assumes that they
were existing organisations, presumably aready offering some business assistance.
Despite this, it appears that this objective has been met, as the provision of free training
courses and seminars on the scale that has been achieved by BIZ is certainly something
that is new in business assistance in New Zealand.

What is not clear is whether the BIZ courses are displacing existing providers of
management capability training and development. More than half of the respondents to
the Client Survey indicated that their attendance at BIZ courses and seminars was not
replacing other purchases, although almost 40% indicated that their attendance was partly
additional and partly substituting. Another perspective came from the Provider Survey,
although this was limited, with only a small number of providers aware of substitution as
apotentia problem.

However, the level of reported substitution (and the potential for displacement of existing
operators) needs to be monitored, especially as BIZ moves into ‘phase two’. It is likely
that there will be pressure on BIZ providers from their clients (and therefore on the
Government from the providers) to allow and fund them to develop ‘ second tier’ courses.
These should not be funded by BIZ however; as clients develop an awareness of their
own requirements (and limitations) from basic course, they should be more willing to pay
for development of higher level skills.

If BIZ is used to fund second-tier courses, there may be genuine displacement in the
training and development industry as BIZ competes with those who are already servicing
these more advanced needs.

Improving the management capabilities and understanding of the value of
assistance of identified target groups

The statistics collected by the BIZ providers show that women make up 61% of all
participants, Maori comprise 24%, and Pacific Peoples 9%. This represents higher rates
of programme participation by these groups than would be implied by representation
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within the population of SME owners and operators®. If participation in BIZ training can
be taken as a proxy for improving management capability, then these statistics suggest
that this objective has been met.

As was noted above, the project team was not able to form an opinion on whether the
target groups are increasing their understanding of the value of assistance, although it is
possible to take the number of respondents intending to attend future courses as a positive
indicator.

3.2.2 Objectives of BlZinfo
The objectives of BlZinfo areto:
i) be afirst point of contact for SME business assistance enquiries;

i) improve awareness and reduce confusion of SMEs on the availability and value of
business assistance;

iii) improve coverage of the provision of information on available public and private
business assistance both in terms of coverage to SMEs and coverage of
information; and

iv) ensure effective market penetration for identified target groups.
In terms of these four objectives, the following comments can be made:
Be a first point of contact for SME business assistance enquiries

Those seeking the services of BlZinfo have a number of ways of accessing the service,
including the website, an 0800 number and via alocal BlZinfo centre. The rationale for
this variety of routesisthat thisisthe best way of ensuring coverage to all of the potential
users of BIZ.

This decision appears to have been borne out by the statistics collected by BlZinfo which
show that different user groups show distinct differences in the ways they access BIZ.
For example, Maori and Pacific Peoples clients comprise a greater proportion of total

Up-to-date statistics on ethnicity of SME owners are not readily available, but data on self-
employment from the 1996 census provide an approximate baseline. At this time Maori New
Zealanders made up 6% of the self-employed population and Pacific Peoples just over 1%.
Cameron, A & Massey, C (1999) Small and medium sized enterprises. A New Zealand
perspective Addison Longman Wesley, Auckland, New Zealand
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clients who visit local BlZinfo centres in comparison to the proportion of Maori and
Pacific Peoples calers to the BlZinfo 0800 number.

Whether BlZinfo is actually providing the ‘first point of contact’ for business assistance
enquiries was addressed in the Mystery Shopper survey, and an average of 66% of
respondents indicated that they understood one of the roles of BlZinfo was to provide “a
first point of contact”. However, this varied — recording 56% for the 0800 humber and
83% for the provincia sites surveyed. It was also not the role most commonly identified
—thiswasthereferral capability.

The project team concluded that while BlZinfo is valuable for those who are new to
‘business assistance’, for more experienced users of such services, known routes are
likely to be used. For example, during the Provider Survey a number of respondents
commented that once a client has a relationship with a particular provider they tend to
return to the provider for further advice rather then re-contacting BlZinfo. As more and
more SME managers participate in the BIZ programme the Ministry may need to
recognise that BlZinfo may only be an appropriate ‘first point of contact’ for those new
to business assistance.

Improve awareness and reduce confusion of SMEs on the availability and value of
business assistance

By the end of March 2000, local BlZinfo centres had received 7,854 visits, the BlZinfo
call centres had received 16,327 calls, and the website had had almost 3 million hits and
about 500,000 page accesses. The effect of these contacts is reflected in the Awareness
Survey, which shows that overall awareness for both BlZinfo and BIZ is significantly
higher amongst SME owners than it was ayear ago. This suggests that SMEs are getting
the message about ‘whereto go’ for business assistance.

It is not clear whether confusion is being reduced, particularly as the local autonomy
model means that many organisations delivering BIZ are aso operating under their
existing names as local development agencies (LDAS). Some of these organisations also
offer BlZinfo, and a number provide services on behalf of CEG, some of whom expect to
be doing the same for the new Maori Business Facilitation Service.

Improve coverage of the provision of information on available public and private
business assistance

BlZinfo has established a database of business assistance that is directly accessible to
users via the website. The database also provides the call centre operators and the local
BlZinfo centres with their main source of information on where to refer callers. This
database (which contains approximately 900 organisations and lists over 2,500 training
courses and other services) is completely new in New Zealand and represents a major
improvement on what information has been provided before.
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A printed version of the database which includes some 430 business assistance
organisations has just been produced by BlZinfo and Industry New Zealand, giving users
anumber of ways of accessing the available information. It should be noted however that
keeping the database up to date will always be a challenge and a major expense.

As noted in Section 3.1.2, the project team suggests that further consideration needs to be
given to the future configuration of the delivery mechanisms for BlZinfo.

Ensure effective market penetration for identified target groups

As noted above, by the end of March 2000, local BlZinfo centres had received 7,854
vigits, and the BlZinfo call centres had received 16,327 calls. Split by target group 37%
of the users are female, 16% Maori, and 3% are Pacific Peoples. Users of the call centres
are 42% female, 15% Maori and 3% Pacific Peoples. Again, using the proxy of self-
employment as a basis for assessing the expected numbers from these groups that are
using BlZinfo, thisis higher than expected.

3.2.3 Improving effectiveness and impact

In terms of improving the effectiveness of the BIZ programme, a number of key issues
emerged from the project. Some can be addressed at the provider level, but most have
implications for the policy unit of the Ministry responsible for industry programmes and
the BIZ Unit itself. In the next contracting round there needs to be a focus on:

Building a ‘community’ of competent providers

Improving the effectiveness and impact of BIZ depends partly on operational issues that
can be addressed by the BIZ Unit through the process of negotiation with the providers.
However, if this is to be successful it depends on the competency of the providers to
deliver the required improvements. If thisisto occur then the BIZ Unit must have access
to a ‘community of providers’, with organisations that cover all of the potentia target
groups at al of the levels needed. From the perspective of the project team, thisis one of
the most important issues that can be addressed: the local autonomy model depends on
organisations with the capacity to deliver.

The BIZ Unit needs to be proactive in promoting this development. Therefore, a greater
emphasis should be placed on the BIZ Unit working with providers, and providers
working amongst themselves, to develop the competencies of providers and improve the
quality of services delivered. This needs to be done through a provider development
agenda — a deliberate process to identify and share best practices, e.g. performance
standards, course frameworks, diagnostic processes, course materials, approaches to
marketing etc.

November 2000 Page 31



Evaluation of the BIZ Programme Overview Report

We note that this has resource implications; it may not be possible within current
resources.

It is fundamental to effective service delivery that providers must employ highly skilled
trainers with access to high-quality resources and effective systems. In the next tender
round providers should be required to demonstrate that these are in place and are being
maintained (for example, through a budget for staff training and training material
development).

Clarifying the relationship between BlZinfo and BIZ

As the Awareness Survey demonstrated, most SME owners were not able to make a
distinction between BIZ and BlZinfo. Confusion between the two components of BIZ
was also noted in the Provider Survey, with most respondents suggesting that having a
number of different outlets (call centres, local BlZinfo centres etc) providing BlZinfo has
not assisted the situation. There seemed to be particular problems with the local BlZinfo
centres, which operate within an organisation that may or may not be aBIZ provider.

The project team concludes that the current method of providing access to BlZinfo
through different routes needs to be reconsidered. While it is clear that different outlets
will appeal to different client groups, (an argument in favour of keeping a variety of
outlets), it isalso clear that operationally it is difficult to ensure standards are maintained.

The project team proposes that:
BlZinfo and BIZ are retained as separate services,
BlZinfo continues to operate the website and a call centre function; and

prior to the next contract round NBIS (the BlZinfo provider) and the BIZ Unit
reassess the delivery mechanisms for BlZinfo, in consultation with BIZ providers.

Effectively communicating with potential clients

In terms of provider issues, there was still some expectation that BlZinfo should be
marketing BIZ to prospective clients. However, despite this continuing belief, most
providers were undertaking their own promotion, and the Client Survey and the
Awareness Survey provided a number of suggestions on how best to communicate with
clients.

At present media advertising (for newer business) and direct mail advertising (for
established business) are the ways that firms come to hear about BIZ services. Referral
from BlZinfo is relatively low. In terms of awareness, television, mail-outs and print
advertising were the most common media by which SME owners became aware of BlZ,
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suggesting that for providers it is possible to segment their target groups and select the
most relevant form of advertising.

However, the Awareness Survey showed that the perception of BIZ amongst owners and
managers of SMEs is amost exclusively related to BlZinfo. Thereis little knowledge of
BIZ training outside the relatively small number of owners and managers of SMEs who
have used its services.

Thisis potentially a matter of some concern, in that the part of the BIZ programme which
uses most of its resources, and is presumably expected to deliver most of its benefits, is
so little known amongst potential clients.

(Indeed our use of the term ‘BIZ training’ is a reflection of the fact that this, by far the
largest component of the programme, has no official title.)

We do not propose to discuss a communications strategy for BIZ training, especially as
BIZ training providers have developed their own individual marketing to a point where
they are mostly able to fill courses with eligible clients. Moreover, we note that Industry
New Zealand is considering its own marketing and branding, so any consideration of this
for BIZ training needs to be consistent with what Industry New Zealand does in its own
right.

However, it is clear that the effectiveness of BIZ training could be enhanced if it had its
own distinctive identity and ‘brand’ which could be communicated to potential clients.
The development of this needs to occur as part of Industry New Zealand's
communications strategy.

Assessing client needs

There is no systematic approach to diagnosing the needs of individuals (or enterprises) as
they enter the BIZ programme. From the Provider Survey it was clear that pre-
assessment is only offered by a small number of providers, and the Client Survey showed
that pre-assessment or diagnosis of individual firm needs appears to be either not done or
not consciously experienced by nearly half of BIZ clients.

If BIZ is to be developed in the future on the basis of its positive impact on individuals
and enterprises then pre-assessment needs to be an integral component of the service.

Delivering quality services

The effectiveness of BlZinfo depends upon the quality of its base information (the
database) as well as the skill of those who interact directly with clients (call centre staff
and those answering the telephone at local BlZinfo centres). Similarly, the effectiveness
of BIZ training depends on the quality of the material that underpins the delivery, and the
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skills of those individuals who interact directly with participants in al the different
components of BIZ (courses, seminars, mentoring etc).

Given that the BIZ Unit has contracted a single organisation to deliver BlZinfo, it should
be straightforward for quality control to be maintained; even allowing for the difficulties
raised by the presence of the local BlZinfo centres. But BIZ training presents quite a
different situation, and the project team concludes that more could be done to ensure that
users of BlIZ are offered a high quality service from all providers. While the local
autonomy model will encourage the development of different services, it should not make
it impossible to provide services that are consistent, both in terms of delivery and
supporting materials.

Measuring effectiveness and impact

Measuring effectiveness and impact is difficult. It is even more complex in relation to
Bl1Z, where the objectives of the programme are implicitly concerned with affecting both
individuals and enterprises. That is, not only do the objectives of BIZ focus on the
individual, there is an implicit assumption that improving the management capability of
individuals will have a positive impact on the performance of their enterprises. Because
measurement is complex it is common for those responsible to assess satisfaction as a
proxy for impact.

This current situation (where the focus has been on satisfaction rather than impact) will
continue unless those responsible for the next round of contracting take a lead in
improving present practice. This should be addressed if the suggestions in Section 3.1.2
are put into practice (i.e. those bidding need to be more explicit about the process that has
been followed in order to identify needs).

Developing a ‘second level’ for BIZ

The first round of BIZ has generated a cohort of BIZ clients who are now experienced
users of business assistance. On the whole they are aso satisfied users and likely to
continue to see BIZ as an appropriate source of information and a trusted provider of
services. However they are clear that their future needs will be different. In the Client
Survey respondents rated mentoring as the form of assistance most likely to yield a good
result for the client firm. Thiswas particularly the case for Maori clients.

The implication for BIZ providers (and therefore the BIZ Unit) is that they need to
a) seek new topics for training (with the caveat already noted about competing with
private sector trainers); and b) find waysto deliver services of the type that are required.
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Expanding eligibility to include start-up and pre-start-up businesses

The omission of start-up and pre-start-up businesses from BIZ eligibility has consistently
being identified as an area of weakness with the programme.

In particular, Maori who fall into the category of not yet being ready to describe
themselves as being “in business’ indicated that the development of business skillsis not
a high priority. Instead, they need to develop a broader range of “enterprise skills’ — a
term used to refer to a range of pre-business skills which may include topics such as
confidence building, budgeting etc. The end-point of a course of this type will be when
the participant assesses whether self-employment is a suitable option.

The history of the omission of start-up and pre-start-up eligibility is that during the
implementation of BlZ, the decision on expanding €eligibility for the programme was
deferred pending reviews of other programmes that catered for these groups. Currently,
the only free government assistance for start-up and pre-start-up groups is for Department
of Work and Income clients on the Be Y our Own Boss scheme (although the scheme is
also open to non-departmental clients who pay a small fee to attend). The timing is now
appropriate for consideration to be given to this matter.

This issue is one that Industry New Zealand will need to decide how best to deal with,
i.e. whether BIZ should be expanded to include these groups, or if these groups should be
catered for through other programmes.

It is acknowledged that any significant provision of services to these groups would
require additional funding.

3.3 EFFICIENCY & VALUE FOR MONEY

Under this heading the project team was asked “to assess whether BlIZ provides value for
money and efficient service delivery, including, but not limited to, whether the approach
used to deliver servicesis as efficient as possible”.

In the context of the project we considered these questions in relation to i) the BIZ
providers and ii) the BIZ Unit. However we begin by noting that the concept of
efficiency is one which needs the evaluator to take a view on the level of resources
needed for the delivery of a particular set of services — possibly by comparing service
delivery by different agencies and/or over different time periods. In this project there
was no benchmark for comparing the allocation of resources, and as a result the
comments made below are general rather than specific.
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3.3.1 Efficiency of BIZ providers

When interviewing the BIZ providers the researchers sought their views of their own
effectiveness, i.e. how well they were doing their job of delivering services to SMESs.
The focus was on the providers views on this topic rather than measuring effectiveness
against a pre-set standard (such as programme objectives). This topic was covered in the
previous section of this report. However, whilst carrying out this part of the project
(which meant visiting 20 of the providers and talking to another 12 by telephone) it was
possible to make some general observations about the efficiency of those organisations
being visited.

On the whole the standard was high, and almost all appeared ‘well managed’. Their
offices were well equipped, there was evidence of systems for dealing with enquiries, and
during their visits the researchers were not aware of any events that could be described as
demonstrating inefficiency. However, in the course of preparing the Client Survey, it
became evident that there are not good quality systems for registering participants in all
cases. Auditing, follow-up performance surveys, and €ligibility monitoring are
compromised when this occurs and an improvement in the precision of record keeping is
desirable.

From another perspective, the BIZ Unit reports that nearly al providers deliver their
guarterly/monthly reports on time and over the 18 month duration of the programme it
has identified few providers that are ‘not delivering’. Of those that do fall into this
category it is notable that the BIZ Unit has identified them quickly and taken appropriate
action to minimise the loss to the Crown and the risk to the provider’s clients.

The main area of concern is the apparently wide range in providers administrative costs
found in our analysis of provider reports. As already noted, there is no benchmark asto a
reasonable level of administrative costs.

Moreover, there is no ability to assess unit costs of services, i.e. COSts per course, per
participant or per participant-day, which are a fundamenta measure of the cost-
effectiveness of individual providers, and of the programme as awhole.

3.3.2 Efficiency of the BIZ Unit

From our observations we also conclude that the BIZ Unit can be described as efficient.
There is a contract management system in place that is regarded positively by the
providers, there is almost constant work being undertaken on improving systems and
processes, and the comments about the BIZ Unit from the providers indicates that they
rate the staff in the unit very highly in terms of responsiveness (to their enquiries).
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However, we again note the absence of a base against which to compare the performance
of both the providers and the BIZ Unit. Nor are there any standards for guiding both the
providers and the purchasers in terms of ‘acceptable’ unit costs per training course
(and/or per seminar or mentoring session).

This would clearly have been a difficult exercise. However there may have been some
service delivery models in existence that the Ministry could have reviewed during the
planning phases of the BIZ programme. In this context we understand that the Ministry
did consider the heath system and concluded that there were too many differences
between health and business assistance for the health model to be of direct relevance.
Although this may be true, the project team ask whether consideration was aso given to
models of delivering training services that are more similar to BIZ - for example those
funded by ETSA and CEG.

3.3.3 Improving efficiency

The local autonomy model that was selected for the delivery of BIZ was based on the
assumption that local expertise would be drawn upon to ensure that ways of enhancing
management capability would be relevant to the specific situation. This model meant that
the Ministry provided few guidelines to the providers as to the level of costs that would
be acceptable. It would now be possible to calculate ‘unit costs for the different
providers, as a way of assessing ‘value for money’. However, the project team has not
done this, and notes that if this exercise is carried out the variation between the providers
will need to be considered. For example variation between providers in terms of size,
proximity to clients, methods of service delivery, etc., all have an influence on ‘unit
Costs .

Another factor that makes the concept of value for money difficult to assess is the
absence of a truly competitive bidding round. While only a proportion of those that
expressed interest in BIZ were awarded contracts, it appears that in some areas there was
little competition. The limited time available for the programme to be launched also
suggests that in some areas it may have been difficult to identify the most appropriate
providers and negotiate the best available services.
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3.4 BlZ PROGRAMME IMPLEMENTATION

Under this heading the project team was asked “to assess the conduct and operation of
the programme implementation of BlZ, including, but not limited to, whether the
implementation of, and operation of, BIZ is effective and appropriate’.

3.4.1 Background

As explained in Section 1.1, prior to BlZ, the Ministry of Commerce funded business
assistance through the Business Development Programme (BDP), delivered through
Business Development Boards (BDBs). A review of the BDP recommended the
disestablishment of the BDBs as Crown entities and the launch of BIZ. There wasonly a
short period from the time that this announcement was made and the target date for the
first BIZ agencies to be operating, and in hindsight it is obvious that this was not ideal
either for the BIZ Unit or for those organisations seeking to be contracted.

However, since the establishment of BIZ there has been a lot of positive activity. The
BIZ Unit has become operational, BlZinfo has developed, the providers (on the whole)
have delivered to their contracts, and the new entity of Industry New Zealand has been
established (and has assumed responsibility for B1Z).

Based on the experience of the first eighteen months of the programme, there are a
number of lessons which should be applied to the operation of BIZ.

3.4.2 Improving programme implementation
Change eligibility criteria

While BlZinfo offers information to anyone who seeks it, access to BIZ training is
restricted to those who are already operating a business. It has already been noted that it
is not always easy to determine what constitutes a business, particularly for providers that
are relying on information from potential clients. A further question is whether it is
helpful to exclude those who may be able to make use of ‘business skills', even though
they are operating in a context that may not be officialy described as a business (e.g. a
community-based enterprise).

Provide providers with time, information and resources

The local autonomy model has provided the Ministry with an effective way of
maximising the valuable experience of individuals and organisations that have been
involved in business assistance or local economic development. These individuals and
organisations have built up their experience over a period of time, often by contracting to
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other government agencies. However it is anew model for the Ministry, and if it is to be
as effective as it could be, then the providers need to be supported in a number of ways
which enable them to contribute to their own organisations and the programme as a
whole.

As aready mentioned in section 3.2.3 Improving effectiveness & impact, every effort
must be taken to ensure that the competency of providers is developed. Under a service
contract approach thisis often assumed to be the responsibility of the provider. However,
as this evaluation has shown, the lack of a baseline for purchasing the services (and the
subsequent negotiation process) suggests that insufficient resources were factored in for
this aspect of BIZ.

Improve the tendering process

The first round was marred by a lack of time and a general sense of confusion amongst
potential providers who were entering into a process that was new for many of them. The
next round should remain transparent and competitive, but we suggest that the Ministry
allows a certain level of flexibility to exist, so that it can identify particular providers
and/or programmes that it wishes to have delivered, during and outside the tendering
process.

Modify contract structure

In terms of the contract structure, some BIZ providers were happy with the degree of
flexibility it offered. However, others suggested a more structured framework, with a
‘menu’ of services that the provider can pick and choose from in terms of delivery. This
was seen as providing a useful framework for those involved in bidding for BIZ for the
first time, or for those organisations attempting to assess how the provision of BlZ
services fitted with those contracted to other funding agencies (for example CEG and/or
TPK). It would also enable the Ministry to communicate with current and potential
providers about its strategic objectives.

Think in a conceptual way about integrated programmes

The project team notes that BIZ is now under the umbrella of Industry New Zealand. We
have no forma recommendations about the future role of BIZ within Industry New
Zealand, asthisis beyond the scope of the evaluation.

However, the establishment of Industry New Zealand, and the establishment of its first
set of assistance schemes, does provide an opportunity for BIZ to be repositioned as an
important part of afully integrated programme of business assistance.

The development of new initiatives by Industry New Zealand needs to be managed with
care, to ensure that the clear objectives, services and ‘brand’ of the BIZ programme are
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not lost or subsumed in the broader strategies of Industry New Zealand. The project team
also notes that any developments here will have resourcing implications.

3.5 TARGET GROUP DELIVERY

Under this heading the project team was asked “to assess the efficiency, impact and
appropriateness of the BIZ scheme as it relates to Maori and Pacific Peoples and to
enterprises owned and operated by women. This should cover conduct and operation of
the programme including the mechanisms used to target Maori, Pacific Peoples and
women for both the management enhancement capability and referral services'.

The target groups selected by the Ministry for the BIZ programme (Maori, women and
Pacific Peoples) were devised for the purpose of the Business Development Programme
(run by the Business Development Boards) and when BIZ was initiated no new target
groups were identified. In addition, a traditional target group for business assistance
(business start-ups) was not identified as afocus for BIZ.

The result of this situation is that the BIZ contracting unit specified the target groups
already noted (Maori, women and Pacific Peoples) although no specific delivery targets
were identified (i.e. numbers attending or outcomes to be achieved). This was left to the
organisations that tendered for BIZ funding which had the choice over whether to
identify target groups.

The mgjority of providers did specify delivery to one or more target groups and on the
whole these targets have been met: prior to January 21, 2000 18,672 women, 7,994
Maori and 2,517 Pacific Peoples had attended BIZ training. This means that of al BlZ
clients to date over 60% of all those receiving BIZ training are women, amost 25% are
Maori and 9% can be categorised as Pacific Peoples.

A different picture emerges from looking at BlZinfo clients, where 15% of users of the
BlZinfo call centres are Maori, 3% are Pacific Peoples and 42% are women. However,
these figures should be treated with caution as identifying ethnicity accurately is more
difficult for BlZinfo (clients can refuse to answer questions concerning ethnicity and this
is less likely to occur at BIZ training programmes where a closer relationship develops
between provider and clients).

However, the fact that BIZ appears to be reaching reasonable numbers of the specified
target groups does not mean that no improvements can be made. In fact, the data
collected suggests that there are identifiable differences between the different groups
using BIZ and that these differences should be considered in the next contract round.
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3.5.1 Characteristics of individuals in target groups

As noted previously, the most recent figures on self-employment and ethnicity (derived
from the 1996 Census) show that Maori New Zealanders represent 15% of the population
and around 6% of the self-employed population.®> Similarly, the total numbers of Pacific
Peoples resident in New Zealand makes this group 6% of the population. However, they
are under represented in the self-employment statistics (at around 1.5%).

These statistics indicate that these two groups at least are different from other SMEs
although exactly why this is the case is not clear. In the context of the BIZ programme
objectives and in reference to the more recent Closing the Gaps policy, it is clear that
greater participation in self-employment from these groups is desirable.

For this to occur, the needs of these groups must be identified and considered in detail.
This was the purpose of the focus groups which were conducted with Maori (4 groups)
and Pacific Peoples (2 groups). A summary of these findings has aready been presented
in Section 2, where some of the key themes include the following:

1 Maori comment on their shorter history of self-employment compared to
European New Zealanders. They comment upon a lack of experience in
business, a dearth of role models and a lack of business oriented networks.

2. Partly related to the lack of experience in business is the issue of doing business
in a context that is seen as being dominated by European New Zealanders and
where the practices and customs of operating appear to be based on different
cultural mores for example community rather than individual, which may
underpin the frequency with which Maori enterprises appear to focus on
collective objectives (such as job creation) rather than individual aims.

3. A third related issue concerns the legal structures that Maori use for these
endeavours, especialy in light of the legal requirements and/or restrictions on
Maori assets. Individual hapu-based enterprises are common amongst this client
group. Often constituted as trusts, these enterprises have different objectives from
those usual under a company structure.

In other words, athough some Maori clients have exactly the same needs from the BlZ
programme as others, there are others who have different needs: those who are
a) working in the context of iwi-based enterprises and b) not yet ready to describe
themselves as being ‘in business. Many of those in the former group need ‘business
skills' (although in some cases they are running non-commercial enterprises).

Cameron & Massey (1999)
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By contrast, those in the latter group, not yet in business, have indicated a desire for
training in pre-business skills, el sewhere described as ‘ enterprise competencies.

A similar situation exists for Pacific Peoples. There are few of them in business in New
Zealand, which means that they have few networks and role models. Many are also
operating in the context of community based value systems, where the collective goal is
asimportant as that of the family.

As the focus groups with Pacific Peoples showed, they are often first generation New
Zealanders or if not, are closely associated with communities and churches based on
people who emigrated from the islands. However, they are keen to acquire business
thinking, practices and routines. They also expressed a need to find ways of having
others in their community understand that these are legitimate and necessary ways of
operating business, and not a reflection of their abandoning the cultural mores of sharing
and giving, nor an expression of selfishness or greed.

From these comments it is evident that Pacific Peoples business people have similarities
to that of Maori: they have a shorter history of self-employment compared to European
New Zealanders, they are operating in an environment which is dominated by European
practices and customs, and they have a tendency to use trading structures which make
their eligibility for BIZ in doubt.

This situation is also true to alesser extent for women. However, the increasing numbers
of women in business® and the high numbers in the client survey suggests that in general
terms this target group is not being disadvantaged. Thisis not to say that this group does
not have particular characteristics that could be addressed through BIZ: for example
women are over-represented as owners of part time businesses. However, on the whole it
can be said that women in self-employment are different to the other two target groups.

3.5.2 Implications for design and delivery of BlZ

The characteristics of the target groups have implications for almost all aspects of how
BIZ is delivered to individual s from these groups.

Building awareness of BIZ

In the Awareness Survey, enterprises with at least one Maori and/or Pacific Peoples
owner or decision-maker were identified and asked how they had heard about BIZ.
Compared to all responses, Maori were less likely to mention mail-outs as a means by
which they heard about the BlZinfo/Bl1Z programme and were more likely to be aware of

Cameron & Massey (1999)
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mentoring, information referral and assessment of business needs than the rest of the
sample.

Participants at al the focus groups had specific suggestions for ways of reaching their
particular community. Pacific Peoples groups were confident that the way to disseminate
knowledge of BIZ training to Pacific Peoples business people was after Sunday church
services, at the church, and with the co-operation of the minister. The feeling was that
this would give both good reach, and credibility to the message. Maori participants
commented on the influence of respected members of the community on their decision to
attend.

A number of BIZ providers spoke about the need to gain trust with these groups through
using a number of avenues that they may not otherwise have considered. They also
spoke of the need to invest a large amount of time and effort in building a relationship
between a provider and an individual (or a group of individuals).

Contacting BlZinfo

The 0800 number and the website were both seen as effective ways to contact BlZinfo
but the local centres ranked a poor third as a means of contact, and even after prompting,
most business owners were unaware of these centres. It became obvious in the
Awareness Survey that Pacific Peoples clients were less aware of these methods of
contacting BIZ. During the Provider Survey there were some comments about the value
of a mobile service that goes out into communities where there are high numbers of
Maori and Pacific Peoples.

Preferred services

An issue that emerged during the Pacific Peoples focus groups was an expectation that
participants in BIZ would emerge from business training able to do something, rather
than merely “knowing things’. This may be a useful lever in engaging the interest of
Pacific Peoples clients. This group also identified mentoring as their most favoured
approach to business training, and commented that one-day courses could provide
participants with too much information to absorb.

In the Maori focus groups the most common reaction was that they would like to do more
and generally needed to do more. With the exception of where a person had been
essentially misplaced into a course (i.e. for which they were too advanced or not
advanced enough), people felt the courses had been effective in terms of content and
delivery.

Among those at entry level, the presence of a Maori person as trainer was valued, largely
in giving confidence and, on occasion, inspiration. This became less of an issue for those
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who were more established in business - for these individuals the mentor approach was
more appealing.

Finance and the difficulty of obtaining it was spoken of as the largest obstacle to
developing their small business (Maori focus groups). Participants expressed some
frustration at not being able to inspire lenders, or obtain business credit. The project team
recognises that the issue of funding is frequently over an individual’s lack of skills, and
BIZ could usefully include a module to lift the level of thinking and dialogue about
raising capital, in order that Maori people in small business then approach lenders with
the kind of balanced understanding that will attract the lender’s confidence. (The team
understands that giving business people skills to attract private sector capital is akey part
of Industry New Zealand' s Investment Ready Service).

Certificates

Where the Maori businessperson was aready relatively established in business,
certificates for the courses were of low interest. Where the person was at entry level, the
initial interest expressed was higher, but faded upon closer consideration. Certificates
were not seen to be the route of the owner-operator, nor were they regarded as having
commercial currency.

Charging

In the Maori focus groups, fees for BIZ courses were resisted largely on the grounds that
cash was tight for the entry-level person and the value of a course not easily judged in
advance of payment. At the same time, it was acknowledged that people may not value
something that was given free and that a charge would ensure more diligent attendance.
There was less resistance to the idea of charging for printed resources and other costs
(such asfood).

3.5.3 Improving BlZ for identified target groups

Members of the identified target groups are not homogeneous, and within each group
there are a number of different sub-categories. In the future it is the needs of these sub-
categories that should be considered, when deciding whether to offer ‘mainstream’
services or service that have a ‘cultural context’. For example, the impression gained
from the focus groups was that Maori and Pacific Peoples might derive the most benefit
if providers consciously identify three stages of small business among them and tailor
BIZ provision accordingly:

1. Entry-level people, many of whom are dlipping through the current eligibility
screen. They need instruction in the concepts of business, help with business
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planning, and a customer building focus. Members of this group value trainers
who have the same ethnicity.

2. Enterprises in the early stages of set-up, which are already trading and need
operational advice and the formalising of business practices.

3. Established firms with several years trading. They need to widen the base of the
business, improve profitability, acquire expertise that will reduce outside
spending and deal with one or more of the host of developments that are
necessary to grow or even just survive. The ethnicity of the provider is of little
interest to managers of these firms,

In addition it is important that the Ministry takes a view on whether BIZ should be made
available to those involved in a hapu or iwi-based enterprise. The project team observes
that these individuals are aready being serviced by BIZ (sometimes by bending the
eligibility criteria dightly) and they are clearly making use of the business skills that they
are learning. If this group is formally recognised (as we believe it should be) then this
may also be a sub-category where cultural context isimportant.
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4

RECOMMENDATIONS

Based on the discussion in Section 3 and the findings of the seven component reports, we
propose the following:

4.1

[1]

[2]

4.2

[3]

[4]

[3]

THE FUTURE OF THE BIZ PROGRAMME

The BIZ programme should continue in its present form as the principal
government mechanism for developing management capability in New Zealand's
SMEs.

The ‘local autonomy’ model should continue, with organisations:

identifying needs in terms of management capacity building (primarily but
not necessarily exclusively at alocal level) and information referral;  and

delivering services to meet those needs through contractual arrangements
with the Crown.

BIZ TRAINING

The focus of BIZ training should continue to be on assisting communities to
design and deliver specific responses to developing general management skills in
SMEs at abasic level and across arange of skill areas.

The process of identifying needs in management capability building should be
strengthened, involving both providers and, to a lesser extent, the
Ministry/Industry New Zedland. Providers should be required to base future
proposals on clear identification of these needs, to a much greater extent than in
the initial tender round.

This process should be supported by the development of an explicit framework
that assists providersto:

understand the broad concepts of ‘management capability’ as a way of
improving SME performance;

identify the particular needs of SMEs (whether they are formally
‘targeted’ by the Ministry or not) which are not met by existing services,
and

design programmes that meet the needs of the target groups (whether
across a broad range of basic management skills or in specialist areas) and
develops existing strengths at both a community and an individual level.
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[6]

[7]

[8]

[9]
[10]

[11]

[12]

[13]

Providers who are offering general management skills should have a greater focus
on developing needs-driven, integrated responses, with more emphasis on

diagnosing the needs of the individual and the business; and

offering post-training coaching and mentoring
aswell as delivering effective training.

General services may be complemented with specialist training (at alocal, multi-
regional or national level) where agap in provision isidentified.

Serious consideration should be given to broadening eligibility to include start-up
and pre-start-up businesses for BIZ training, which has consistently been
identified as the major omission from BlZ, with significant potential benefits from
an extension. It is acknowledged that any significant provision of services to
these groups would require additional funding.

The free-of-charge basis of BIZ training should continue.

Providers should be encouraged to develop mechanisms for meeting the needs of
clients who need higher level skills, either by providing these services themselves,
or through referrals to other suitable providers. These should not be funded by
BIZ however; as clients develop an awareness of their own requirements (and
limitations) from basic courses etc, they should be more willing to pay for
development of higher level skills.

Industry New Zealand should develop a distinctive ‘brand’ for the training
component of the BIZ programme, separate from BlZinfo and its own
organisational identity.

A greater emphasis should be placed by the BIZ Unit and providers on developing
the competencies of providers and improve the quality of services delivered,
though a provider development agenda — a deliberate process to identify and share
best practices, for example performance standards, course frameworks, diagnostic
processes, course materials, approaches to marketing etc. We note that this has
resource implications, as it may not be possible within current resources.

In the next tender round providers should be required to demonstrate that they
have highly skilled trainers, with access to high-quality resources, and effective
systems in place and maintained (for example, through a budget for staff training
and training material development).
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4.3

[14]

[15]

[16]

[17]

[18]

[19]

[20]

4.4

[21]

BIZINFO

BlZinfo should continue to operate as a separate service from BIZ training, in
order to provide owners and managers of SMEs with a wide range of business-
related information.

BlZinfo should continue to focus on:

building and maintaining a comprehensive database of business-related
information; and

effectively delivering that information to the different target groups.

Prior to the next contract round the BlZinfo provider and the BIZ Unit should
reassess the delivery mechanisms for BlZinfo, in consultation with BIZ providers.
From this evaluation, we would emphasi se the following.

The BlZinfo database must be recognised as central to the service, and its
contents and accessibility continue to be enhanced.

The BlZinfo website should continue to be developed on an ongoing basis.

The 0800 operation should continue. Consideration should be given to operating
it through a single nationa call centre, with an enhanced referral database and
further training for call centre staff.

The local BlZinfo centres should not continue in their present form, as the present
model of co-location with other business services, resulting in a minimal
commitment of staff time at a variety of locations, has not generally been
effective.

IMPROVING EFFICIENCY OF BI1Z

Provider contracts should have greater standards of performance measures and
remedies for non-performance.
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[22]

[23]

4.5

[24]

[25]

4.6

[26]

[27]

[28]

Significant enhancements to operations which are recommended include the
development of:

measures of unit costs of service delivery (e.g. costs per training course
and/or per seminar or mentoring session) to compare and benchmark
providers,

standards of quality of service delivery; and

a more robust and standardised method of assessing client satisfaction
with courses, professionally designed and operated independently of
providers.

A common registration form for prospective BIZ clients should be developed for
the purpose of enabling providers to confirm the eligibility of potential clients.
This could incorporate the diagnosis or determination of the level of the client for
assigning a course that best suits their needs. It could also be useful for audit
purposes, capturing data for later evaluation, and directing clients to subsequent
assistance.

IMPROVING PROGRAMME IMPLEMENTATION

Future tender rounds need to have sufficient time to permit better preparation of
proposals by providers, and careful consideration of them by the Ministry.

Some flexibility for allocating funds during and outside the formal tender process
should be retained, to permit the Ministry to initiate new or innovative services
and to respond to emerging needs.

TARGET GROUP DELIVERY

The existing support and funding for services targeted at Maori and Pacific
Peoples should continue.

Courses with a specific Maori/Pacific Peoples focus should be directed at entry-
level and early-stage business people, as these groups would benefit the most
from such afocus.

Eligibility criteria should be defined or interpreted liberally with regard to the
types of business, to avoid excluding non-standard types purely because of their
legal structure—in particular iwi- and hapu-based businesses.
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[29]

[30]

[31]

4.7

[32]

[33]

Targeting of Maori and Pacific Peoples clients for BIZ services should be based
around their specific networks, such as churches. Gaining credibility with
opinion leaders in Maori and Pacific Peoples communities is critical in this
regard.

Women already participate in BIZ services to a considerable extent (comprising
61% of BIZ training participants), and there is no continuing need for targeting
towards them.

While the Ministry should continue to identify Maori and Pacific Peoples as
specific target groups, the next tender round should aso alow providers to
specify other groups that are of particular relevance in their communities, e.g.
new migrants.

OTHER ISSUES

We note that BIZ is now under the umbrella of Industry New Zealand. We have
no formal recommendations about the future role of BIZ within Industry New
Zedland, asthisis beyond the scope of the evaluation.

However, the establishment of Industry New Zealand does provide an opportunity
for BIZ to be repositioned as an important part of afully integrated programme of
business assistance. The development of new initiatives by Industry New Zealand
needs to be managed with care, to ensure that the clear objectives, services and
‘brand’ of the BIZ programme are not lost or subsumed in the broader strategies
of Industry New Zealand.
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