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Progress Report on the English Graduate Enterprise Programme 1985/1986

INTRODUCTION

The GEP in England is a primarily government sponsored (MSC) training initiative, with
initial private sector support from BP, Nat West, Arthur Andersen and B.I.M., to assist
first time graduates, with business ideas, to start their own businessgs. Launched first in
Scotland in 1983, it was developed and launched in England from 1984. At the present
time, with national unemployment starting to decline, this training initiative has come
into question both from within Government (questioning the cost inputs of the
programme but concerned only with the employment outcome measure) and from
without (from academicians e.g. David Storyl, claiming "that it has never been shown
that the net effect of subsidising small firms is to create more wealth in the
community"). This paper is not intended to rebut either major criticism but will attempt

to:

(H Describe the programme concept and design, with flaws and successes;

2) Qutline the business outcomes of GEP 1 at C: afield (1985 programme), with
relevance for outcome measurement;

3) Review the programme impact on student entrepreneurship, with respect to
academic concern;

(4) Draw conclusions for the design and measurement of future training initiatives of

this type.



1. PROGRAMME NCEPT AND DESIGN

The average age of graduates on the first three English programmes was 24, with a

median age of 23. Most studies of entrepreneurship and new business creation consider
the early thirties to be the more successful age group for launching new venturesZ.
Therefore, programme design in both recruitment and delivery, had to reflect both the

starting objectives of the government sponsors of the programme as well as the

particular training requirements of the students.

The programme owed its origin to government concern3 that UK college graduates were
less interested in self employment and small business than, for example, careers in
accounting (Exhibit 1) and were less enterprising than equivalent graduates for example
in the USA (Exhibit 2). There was also concern with graduate unemployment, running
at over 10% in the depressed employment climate of the early 1980's, with large firms
reducing their graduate intake (Exhibit 3). These concerns were not set as specific
objectives for the programme. Stated objectives as such were initially high minded but
somewhat vague (Exhibit 4). After 3 years of experience, however, these now could and

should be made detailed and specific.

Recryitment

UK pre-university and university training is deliberately specialist. However with less
than 10% of UK graduates specialised in business studies (compared with over one-third
in the USA), the typical student recruited to the programme needed a broadly based
business development training that would be both stimulating and at the same time

replicate the sometimes painful early learning experiences of starting a new business (e.g.



Exhibit 5). To meet the admittedly broad programme objectives, therefore, the - -
programme commenced with awareness seminars at major English universities and
polytechnics. It also provided support to students in completing a mini-business plan
application form from a network of some 42 locally based academic counsellors. The
process culminated in a two day selection and training weekend for all those who
completed the application forms. The process of taking students from raw idea into
business is summarised in Exhibit 6. It was characterised largely by self-selection as the
students, guided by the application form and with positive support from the counsellor,
undertook simple first steps in market research to validate their ideas. As the number of
training places increased, nearly 3 out of 4 students who completed the application
forms, were finally rewarded with places on GEP or other training initiatives (Exhibit
7). Analysis of student ideas and educational background, as well as achievement in

recruiting numbers of graduates specified, has been documented?.

Training Programme

The actual training and support programme is summarised in Exhibit 8. It comprised
some five individual weeks training at management schools, interspaced with eleven
non-residential weeks of market research activities funded by a grant, culminating in a
Sales Exhibition for buyers. The programme was organised around the de elop @ent and
presentation of a business plan for each new business. This was intended t~ _oth
validate the original business idea and to provide a mechanism for attracting start-up

5 with students

funds for each venture. Teaching methods included use of workbooks
receiving specific instruction in skill areas, then undertaking research and applying the
analysis to their own businesses. The programme used case instruction primarily for the
purpose of providing role models of former students. It also used clinics with outside

panels of experts (lawyers, estate and patent ageats etc.).



Students were motivated by the personal, practical focus of the training (e.g. developing
own sales brochures and press releases, some of which were examined as case examples
and considerably improved upon by local sponsor, First City Advertising). The practical
nature of the private company support to the programme, in the form of product
development aid by BP, bankers panel advice by National Westminster Bank and
accounting assistance from Arthur Andersen for the year following the completion of
training, was both imaginative and supportive for the students. Finally, it was found
necessary to increase the training time allocated to practice selling training (e.g. each
student was involved and videod in a selling exercise, increased sales exhibition training
etc.) following feedback from earlier course participants in the field (Exhibit 9). While
finance training was modified to increase time on breakeven and cash-flow analysis,

with less on contribution accounting and return on investment analysis.

2. BUSIN TCOME EP 1,19

Although initial objectives for the English GEP were general rather than specific,
quantifying the business outcome for each student was recognised at the outset as being

a necessary task for three major reasons:

a) to permit training programmes to be revised in the light of actual student
business experience;

b) to encourage students to maintain contact and to provide a self-learning device
on their own achievements;

c) to ensure that Government as the main sponsor, and the private sponsors,

received "value for money“6.



To this end a voluntary quarterly audit report was designed (subsequently semi-annual,
see Appendix 1) and a data base established at Cranfield. GEP 1 students have now
been trading for more than 18 months (therefore outside the further 12 months
Government's assistance often provided by the Enterprise Allowance Scheme). As shown
in Exhibit 10, nearly three quarters of the 36 starters are still fully employed in their
own enterprise, with only 17% having entirely abandoned their original venture in
favour of full-time employment, 8% continuing with part-time emplofyment. This
compares to the 41% first eighteen months failure rate quoted by Ganguly7 and is about

the same as other start-up courses8

, although the age of participants is considerably
younger. In addition, several in employment claim to be considering new
entrepreneurial activity (e.g. "when funds improve"); none are unemployed. Of the 26
businesses currently still trading, 85% reported that they were trading above break-even

point (one, below break-even, has a 2 year lead-time in bringing his kit-cars to market),

and 70% reported that they were "confident" or "very confident" about the future.

Exhibit 11 gives an indication of the financial performance of those still pursuing their
own business activity. As might be expected, turnover is increasing faster than net
profitability. If we group the GEP | businesses and regard it as a single holding
company (with business lines ranging from Dockspeed freight transport, through the
manufacture of folding bicycles to the sale and distribution of plastic greeting cards) we
could report that in the 12 months June 86 - June 87, GEP | Company sales turnover
was £1,448,688, and net profit was £135,918, giving a margin of 94% on sales (excluding
a £42,000 property asset windfall, and after deducting losses of those businesses below
break-even). The total investment cost for the MSC in this programme was
approximately £250,000 (see Exhibit 12). A businessmen, therefore, might view the

GEP | Company as an investment producing a two-year payback, a simple return on



investment of more than 50% per annum! This would ignore however, the further,
usually small, amounts of private sector investment and the fact that "net profit" is
mostly calculated prior to owner’s drawings. The figures, therefore, simply provide a

first indication of the underlying health of the businesses.’

Government sponsor, results have not been as encouraging. Current full-time
employment, including student entrepreneurs, stands at 41 for the latest 24 businesses
reporting; together with a reported 32 part-time workers (including 14 full-time for 10
weeks at Oxford Activity Camps) and some 76 indirect workers (inéluding 15-20 agents
for plastic cards, clearly carrying other people’s merchandise lines as well). These low
employment levels, however, should be seen in perspective, given the relative youth of
the student entrepreneurs. Business school training and counselling has consistently
emphasised the need for caution in early start-up stages (referred to as the Spider
approach to entrepreneurship - see Exhibit 13). The use of part-time employees has
constantly been encouraged during the early phase of development, while the
entrepreneurs learn to manage and to react to markets. Similarly, caution has been
advised in not ertering into any long-term property commitments and sub-contracting
recommended rather than direct manufacturing. Clearly, for youthful entrepreneurs,
profits have to be earned and track records established before any signif ican; finance
can be attracted into the business. A few case examples might make these points more

clearly:

a) Dockspeed has been the largest employer in GEP, with 5 full-time employees;
each employee, however, has been clearly based on a newly leased vehicle,

following leasing company satisfaction with the profit progress of the company,



b) Howard’s Originals, a novelty greeting card company, despite being the most
consistently profitable company (over £10,000 p.a. net profit in each of first two
years) has only now obtained a significant loan. This will enable the company to
move from home to rented premises and to engage for the first time a warehouse
employee;

c) Anthony Robinson’s holograms contract with Rigby Electronics and Mark
Sander’s folding Strida bicycles, (Exhibit 14) have provided no recorded full-time
employment other than for the entrepreneurs themselves, as all their work is sub-
contracted to licenced manufacturers, Clearly, however, there is an

unquantifiable sub-contract employment benefit.

One may conclude, therefore, that some twenty-six new businesses have been
satisfactorily started, with a positive, if modest, return to the entrepreneur owners and a
capacity, as yet undetermined, to make a real contribution to new employment,
particularly over the period of some 2-5 years after start-up. A data base for GEP I, 2
and 3 training programmes and a mechanism (semi-annual reports) to monitor progress
existS at Cranfield. In judging the performance of GEP business outcomes therefore,
wealth creation snould come first, as this is the only sustainable way of creating genuine
new employment, and a suitable time span allowed to measure the subsequent

eruployment achievement.

3. IMPACT ON ENTREPRENEURSHIP

The question is frequently asked ‘Would these student entrepreneurs have undertaken
their enterprises anyway, without the costly support framework of the Graduate
Enterprise Programme?’ During the selection workshops for GEP 3 in March/April

1987, some 214 applicants for the GEP programme completed a market research



questionnaire on their intentions regarding starting their own business. !0 Only one out
of ten indicated that their interest in starting their own business derived from the GEP
programme itself; but out of the remaining nine, one half indicated it had not been their
intention to start up immediately after graduation. The GEP programme, therefore, has
provided an incentive for young people to accelerate and bring forward the timing of
their projected business start-up. This, after all, is what might be perceived as a
legitimate purpose of any educational experience: to provide concentrated skills training
and "real world" experience, sho;-t circuiting the necessity for young people to gain
experience by actually being employees and perhaps in the process losing their original
entrepreneurial ambition. To further confirm this assertion, just over one third of the
applicants (36%) indicated that they had actually already received offers of full-time
employment. Following selection, few students failed to attend the GEP training (see
Exhibit 7, a 90% acceptance rate following selection). We might conclude therefore that
just over half of the participants on the programme owe their start, or more importantly
the timing of the start of their own business, to the encouragement of the GEP

programme.

A further question that could be asked is ‘Has failure to be selected for the GEP
reduced the number of potential business start-ups?” Some 92% of the 214 applicants
interviewed for x'AEP 3 indicated tha. they intended to set up their own business
regardless of whether or not they obtained places on the GEP (a not unnatural response
during selection). A further survey of unsuccessful applicants for GEP 1 and 2
programmes produced a small response (19 only, due to address location difficulties).
This small survey confirmed that over 95% had intended to set up in business, regardless
of GEP places but in the event, following a negative decision, only 6 (32%) did actually
set up their business after graduation. To the extent, therefore, that two thirds did not

proceed with their earlier entrepreneurial intentions, the GEP has to accept either that



they have reduced or at least delayed some potential business start-ups; however, in
response to a further question, nearly two thirds of respondents accepted that they

thought the GEP selection decision was correct!

Furthermore of the six who set up in business, and who clearly did not think that the
GEP selection decision was correct, five indicated that their business was currently
trading profitably; none of their success is due to GEP! But at least they were not
deterred from starting up by the GEP. While nearly all found some benefit in the two
day selection weekend teaching workshops, one might conclude that really determined

and potentially successful entrepreneurs are not dissuaded by selection decisions!

Finally, this research amongst GEP applicants did provide some information on family

backgrounds, motivation and what the student entrepreneurs were seeking from GEP.

More than one third of the students indicated entrepreneurial antecedents in that 38%
had fathers who owned their own businesses, 12% had mothers owning their own
business; 28% of the total had grandparents who had owned their own businesses! The
majority (61%) were starting their own business primarily to be independent rather than
to make money (22%); more than haif (51%) ranked training as the most important

el meu. of GEP, ahead of counselling (29%) and money (18%). This latter interest in
buri.ass training was perhaps not surprising given that nearly two thirds (68%) were just
completing their undergraduate degree, with nearly half (45%) having had less than 12

months work experience.



4. NCLUSION

This report was written to provide some evidence from a specific MSC programme to
fuel the debate on public and private support for smail enterprise training. In a climate
of almost total private company aversion to financing or assisting "high risk" start-ups,
one might maintain that as long as the financial and employment returns for such
investments are positive (and closely monitored) then Government is right to create
"infrastructure” upon which the private sector can subsequently build gy providing
further venture capital and private investment (which is clearly what venture capitalists
prefer to do, well after "start-up"). In this respect the training (not financing) of
graduate entrepreneurs is no different to the clearance and refurbishment of inner city
areas, in that it is a necessary pre-requisite to further development by encouraging

subsequent future private investment.
Nonetheless changes in design and administration would improve the programme:

1) Set clear objectives for the trainer and the trainee:

As data on the effectiveness of such programmes is assembled, a redefining and a
re-setting of specific busine ; ou.” omes should be undertaken. Objectives such
as "encouragement of entrepre- eurship” cannot be assessed and more measurable

financial as well as employment objectives should be set;

2) jectives and evaluate in Inpu rm h Programme:

Management within Government departments by cost input comparisons amongst
programmes should be modified to include financial output measures (turnover,

net profit and number above/below breakeven) and pay back (financial and

10



employment) time horizons and targets compatible with the age and experience of

programme participants.

3) Monitor these objectives regularly:

Monitoring of such programmes should become mandatory rather than voluntary
upon participants and institutions. This does not mean a host of inspectors,
auditors or forms, but a simple requirement for participants accepting places on
such programmes to file management reports to the usually supportive provider
data base so that future education, guidance and an informa.l review might take
place. This suggests also that Government requires the management and
provision of data be mandatory upon the providers of training, with access for

independent verification.

Some of these suggestions are currently being considered for the Mark 2 GEP and we

hope they will be introduced to this significant and positive graduate programme.



1983

EXHIB

SURVEYS SHOW FEW UNITED KINGDOM GRADUATES

ENTER SMALL BUSINESS OR SELF-EMPLOYMENT

- ONLY 6% OF KEY MANAGERS IN SMALLER FIRMS WERE

GRADUATES OR EQUIVALENT
- 14% IF CHIEF EXECUTIVES ARE INCLUDED

Source: The Stirling Surs

- ONLY 500 OUT OF 150,000+ GRADUATING STUDENTS OPTEL
FOR SELF EMPLOYMENT

- NEARLY 14,000 UNDERTOOK ACCOUNTANCY TRAINING

Source: Careers Service Destination Surve



IN USA, SIGNIFICANT NUMBERS OF GRADUATES START

THEIR OWN BUSINE

- UNDER 30’s STARTED | IN 3 NEW VENTURES

- A SIGNIFICANT GROUP WERE IN THEIR EARLY 20's WITH COLLEGE
DEGREES

- THE CHANCES OF FAILURE THE SAME AT 24 AS AT 35!

- THE BIGGEST PROBLEM FOR YOUNG GRADUATES - ‘BEING TAKEN
SERIOUSLY’

Source: National Federation of Independent Business (USA) - 560 members

WHICH THE BRITISH G.E.P. HAS ATTEMPTED TO START TO REMEDY

- LAUNCHED IN STIRLING, SCOTLAND 1983

- FIRST ENGLISH GEP LAUNCHED AT CRANFIELD IN 1984/5, SIMILAR
PROGRAMME IN WALES AND N. IRELA VD

- SECOND ENGLISH GEP, BASED AT CRAMT(ELD, DURHAM AND
WARVWICK 1985/6

- THIRD ENGLISH GEP, BASED AT CRANFIELD, DURHAM, WARWICK,
MANCHESTER AND BRISTOL 1986/7



EXHIBIT 3

WHAT'S GQING ON IN THE UNITED KINGDOM

"LARGE COMPANIES ARE NOW REDUCING THEIR LABOUR FORCES MORE
THAN EVER BEFORE. THEY HAVE NO ALTERNATIVE, INDEED IT IS IN THE
COUNTRY’S BEST INTERESTS THAT THEY SHOULD.

THAT MEANS THAT SMALL BUSINESSES CAN BE THE ONLY SOURCE OF
REDUCTION IN UNEMPLOYMENT".

John Bolton, author of "Bolton Report"

Source: Financial Times, 14th October 1986

- e



EXHIBIT 4

GRADUATE ENTERPRISE PROGRAMME BROAD OBJECTIVES

- TO STIMULATE ENTREPRENEURSHIP AND INTEREST IN SMALL
BUSINESS AMONGST STUDENTS

a IDEA GENERATION - SELF EMPLOYMENT -

- TO CHANGE ATTITUDES

s RISK TAKING AND FAILURE

- CHALLENGE STUDENTS WITH BUSINESS IDEAS
» REAL BUSINESS OUT OF HOBBIES

- PROVIDE TRAINING FOR BUSINESS START UPS
u FINANCE AND MARKETING

- PROVIDE A COUNSELLING SUPPORT NETWORK FOR NEW
BUSINESSES

a PLANNING AND REVIEW

Source: GEP, Cranfield



EXHIBIT 5

YOUNG PEOPLE ARE GQOD AT MAKING MISTAKES

AND STARTING NEW BUSINESSES

‘I HAVE NO REGRETS ABOUT DIVING IN THE DEEP END. WHEN YOU'RE
YOUNG YOU CAN MAKE A FOOL OF YOURSELF. IT'S VITAL TO DO
EVERYTHING POSSIBLE IN THOSE 10 YEARS AFTER SCHOOL ..... BUT IT

TAKES TIME AND YOU'VE GOT TO BE PREPARED TO MAKE MISTAKES"

ROBIN BIRLEY, aged 27 The Guardian 1st March, 1985

m Ist sandwich bar, Fenchurch St., 1979 age 21

u 1986 profits £75,000 p.a., 3 sandwich bars



EXHIBIT 7

ENGLISH GRADUATE ENTERPRISE PROGRAMME IS GROWING

NO. OF SEMINAR

LOCATIONS

NO. STUDENTS

ATTENDING IST SEMINAR

NO. STUDENTS
SELECTED
NO STUDENTS

ATTENDING PROGRAMME

NO. TRAINING CENTRES

(ENGLAND)

* (including Scotland and Wales)

31

1003

40

36

GEPII
1986

1499

70

67

GEPII GEPIV
1987 1988
65 200
2020 4000
125 350
110 300
5 9

Source: Report on Recruitment and Selection, Cranfield Working Paper



EXHIBIT 8

THE ENGLISH GRADUATE ENTERPRISE PROGRAMME

- Management Schoo!l Training

1987
July - Dec (16 weeks)

. 5 weeks residential
business school training

. 11 weeks non-residential
market research with
academic counselling

. TRAINING

& Private Company Support Programme

1988
Jan - Dec

12 Months

Arthur Andersen
Counselling and Aftercare.
B.IL.M.

British Petroleum product development support

National Westminster Bank’s advice on obtaining finance

1987

MSC Training Allowance
£40-62 per week for 16

weeks (5 weeks at Management
School)

Market Research Budge-
Up to £1200

. FINANCIAL SUPPORT

1988

Student may be eligible
for MSC Enterprise Allowance
£40 per week for 52 weeks

Crusnar MNED Nuanfiald



EXHIBIT 9

STUDENTS LIST SALES & MARKETING AS NUMBER QNE PROBLEM

AREA NUMBER EXAMPLES
OF
COMMENTS
Marketing and 7 Need good sales catalogue
sales related Need more selling time!
Finding sales outlets!
Finance, or 5 Need working capital
lack of Need to update Business Plan to
obtain more working capital
Costs not anticipated in first
Business Plan
People 3 Loyalty of agents poor!
Under-staffed!
Production 2 Bottlenecks - need more
outworkers
Personal - 3 No one to complain to!
loneliness!
Other 3 Sunday trading laws!

Company law.

Source: Cranfield GEP 1 Semi-Annual Survey



GEP 1: 18 MONTHS ON

EXHIBIT 10

CATEGORY NUMBERS %
Full-Time, Self-

Employed, 26 72
Trading

Part-Time Trading

(with Full-Time 4 11
Job)

Full-Time Job 6 17
Course Totals 36 Participants 100%

Those with full-time jobs include:

one training to be an accountant, one in financial services, property development,

market resex.ch = d one in an enterprisc agency

Source: Cranfield GEP Database



EX 11

GEP 1 COMPANY TURNOVER INCREASING FASTER THAN NET PROFITS

TURNOVER PER

QUARTER
£22,000 ]ﬁ 21,830
20,000 -y
18,000
16,000 /
12.000 AL 11/622
£ »
10,000 Q,\)VV
&
8.000 @0\3
6,000 N ©
£
4,000 // 4,516
2,000 A AV NET PROFIT PER QUART :i_z' 1 £1,701
0 £950 ’
Jan 1986 June 86 Dec 86 June 1987
NET PROFIT AS % TURNOVER 21% 1% 8%
NO. OF COMPANIES REPORTING 27 28 24
(75%) (78%) (67%)

Source: CRANFIELD

GEP DATABASE



EXHIBIT 12

GRADUATE ENTERPRISE PROGRAMME
BUDGETED COSTS
CRANFIELD 1985

Recruitment (seminars, publicity, counselling) £40,000
Accommodation £41,000
Teaching, Counselling & Administration £100,000
Market Research Grants (1250 per student) £45,000
Student Allowance (16 weeks) £23,040

£249,040

Source: Cranfield GEP Budgets
r MSC Allowances



THE SPIDER’'S APPROACH TO ENTREPRENE&UEHIF’{J

When a spider falls, it doesn’t get hurt

It lands and moves on to weave another web!
DON'T GET HURT

Test market, market stalls first, stores last (market testing)
Short leases not long (property testing)

YTS not full-time employees (people testing)

Shoestring early finance don’t guarantee loans (finance testing)

Good margins to cover selling costs (price testing)
WEAVE ANOTHER WEB!

Recognise what was good/remedy weaknesses
Recognise opporturf.tiescx -onnectair! Scoops!)
Make new mistakes ..ot old ones

Keep making it ‘good, different & newsworthy’ (Bob Payton)

Source: Cranfield, After Professor Mintzberg, McGill
University.




Except for specialised
racing machines, most
bicycles - and especially
most folding bicycles -
don't carry the fashionable
aura of high tech.

Mark Saunders (above)
thinks he's changed

all that. Report by John
Diamond. Photographs
by Sandy Porter

The Strids folds up, when not bringing the
glow of health (and saddle sores?) to the
“unfamilier cheek, inte a stick on wheeis

el

HIT

AR

Nothing quite so understates 1 ncw
invention's case as the synoptic descrip
tion on the title page of its pawnt
registration. Thus Mark Saunders's new
bicycle, the Strida, a prodigy of a
machine which may have millions of us
up and pedalling heaithily any day now,
is to the Patemt Office no more than
“Improvements Relsting to Collapsible
Bicycles™.

Saunders is 28, an engineer who gave
up designing vending machines for Mars
Bars to return to college and study for an
industrial design MA conferred jointly by
[mperial College's Engineering Depart-
ment and the Royal Coilege of Art. It's
the sort of course that annually produces
shape-of-things-to-come copy for the
industrial trade papers as students peer
optimistically into the future and come
up with the Twenty-First Century
Toaster or the Ford Cortina (or the year
2000. Invaciably the designs look sleek in

EXHIBIT 14

3
'\ NS
RN

UR RIDING STICK

.hat futuristic. Buck Rogers School nf Art
way, and equally invariabiv thev turn out
to be no more than inventive casings
waiting for the 2lst-century technology
to come along and make them work.
Saunders’'s design s different.
Futuristic as his bike looks. it works now
and has just gane into full.scate produc-
tion. Saunders might not have re-
invenied the wheel, but he's redesigned
its closest relation almost trom scratch.
There have been, and are, folding
light-weight btkes on the market, but the
truly coflapsible ones are <eldom reslhv
lightweight and the really lightweight
ones can be devils to fold and unfoid.
And those that combine both desiderata
can make an unexpectedly lfarge hole in
the pocket, and are o be found aimost
exclusively in cvcle-trade outlets, which
the uncommitted may lind inumidaung
The Strida weighs 22tbs and hreaks

down to a sort of buiky, wheeled =3 75



RIDING STICK continved

walking stick in seconds flsc. And it is
intended for Everyman, at an everyman
price, from the kind of shop -
department store or hypermarket - that
the cycle trade warns hike-buyers to
avoid if they expect aftersale service.
There isn’t much of the Strida tn service.

Design work started while Mark was
studying how to meld the RCA's form
with Imperial’s function, and neither
college was keen. "“Everybody said,
"Look, the bike's been invented in 1890.
{t's a classic redesign exercise ~ why can’t
you choose something like 2 toaster?’ "™
says Saunders. “‘l had to fight to do the
bike as my major project.”

In fact although the Strida was a
college project, most of the design work
was done in Saunders’'s study, an 8ft
square box that overlooks the neighour-
ing semis in Windsor. The room is
dominated by a draughtsman's board,
and the board by eight A3 layout pads
which chart the progress of the Strida
from idle doodle 1o production line.

The first book, labelled Afark Saunders
Bicyele Book [ with a handwritten
notice vesting all copyright in M
Saunders © 1980 is full of frst inklings
of maybe germs of just possibly could-be
idess. By Book II Saunders has decided
on the bike he wants to design. Ile has
drawn a grid of squares: along the top are
the various possible {rame formations,
down the side are the various possible
wheel and drive formations. Each
combination of (rame and wheel is

Wndehousian tones that allow him to call
total strangers “oid chap™.

When we meet, Saunders has just
1aken delivery of the first production
model, complete in its final livery of
black with a 1ouch of primary yellow.
Although Marshail i« the money man, the
colour scheme has been all his ides.

1 have very strong views about what
I think the consumer will like, and |
think AMack will probably agree that the
black frame was my ides.”” Well, yes,
<avs Saunders. "l said the frame would
work in black, and Mark said it woukin't,
but it looks good." tie looks down at the
black bike with its yellow mudgusrds and
logo. Yellow was Marshall's ides too,
although retrospectively so. “1 think that
is almost psvchic! You see | had a thing
about this yellow the other day! And here
it is, veflow!"”

Marshall, who has variously managed
golfer Greg Norman. put together a
group to take over a couple of Rolls-
Royce's extraneous companies and gener-
allv spent 2 life forming companies,
turned up at the degree show with his
secretary, “le asked me a2 lot of
questions,”’ tays Saunders. “Very, very
pertinent questions, like how developed
is it for mass production and how much
does it cost. Then he got tleather, his
secretary, to take it ous into the pouring
rain and ride and then report back on
what it was like.”" This was acid enough
a test for Marshail, who set up a company
to produce snd market the bike. But not

measured against a checklist of things the
bike must have. Thing No | is mus fold
1o approx this size (Approx this size is a
stick with a wheel at one end.) No 2 is
easv 1o fold: one acnon, rwo at mosr; 3:
accept range tn people herghts, 4: wheels
together when folded. And S is wheely free
to tum when folded, '‘so that you can
wheel it rather than carry it”.

There are already lolders which meet
these criteria - but don't expect them to
look simple or to be cheap: something
looking lik¢ miniature scaffolding and
costing £250-plus is not uncommon. The
Strida is a triangle of lightweight metal
with 3 small-diameter wheel at each of
the bottom corners. The seat is bolted
haifway up one side of the triangle and
the handlebars are at the apex. The rear
wheel is driven by a toothed rubber beit,
not a chain. To fold the bike, the bottom
bar of the triangle unclips at the front, the
two upright sides hinge together and the
bottom bar hinges to join them. Simple;
and about £190.

The production version is hardly
different ([rom the prototype displayed at
his degree show (“Isn’tit light?" said the
visiting Mrs Thatcher); or, come to that,
from the one he constructed four years
ago by hacking a scrapheap pushbike to
bits and welding it back together again.
"1 had to work out a way of adjusting the
bike to any angle so we got my father to
try it - he’s 6ft 4in - and my wife, who's
quite small. And then there were things
like finding out whether the ergonomics

for riding on a triangle were right, and
making sure the handlebars didn'¢ hit the
frame when you went round a corner.

“"Before [ built the prototype ail | had
were matchstick men with matchstick
bikes. ! was stll thinking, ‘s this the best
way to do it?’ | mean in retrospect it's
easy 1o pick out_what the correct design
solutions are. "'For example, at one time
the idea was that the handlebars were
going to [oid, and | spent weeks and
weeks looking for ways of foiding them.

“In the end we decided that there was
no real need for folding bars. They're
short enough not to have to.” Other
design decisions came more quickly:
“Some things came in a Rash of
inspiration - like the catch which holds
the bottom bar. With things like that {
tend to work by leaving a problem to go
round in my head - eventually the answer
will just come out.”

Like any good modern engineer who
knows what went wrong with the British
manufacturing sector, Saunders is as
conscious of form as he is of function: "[
try to make things work first, because my
number one role in life is as an engineer,
but my number two mle is as a designer,
so [ try to make things look good too. But
there are usually lots of ways to make
something work well, and only a few
ways for it to look good too."”

But what if the best way of getting the
bike to work had been to make it look as
ugly s sin? “It woukin't have been
acceptable, of course. But it's amazing

Saunders’s partner in the Strida enterprise, City gent James Marshall, on his unfoided
product {no clips, no screws, no chain, no nasty cil). R was ke who chese the colours

actually to make it. "My philosophy is [
don’t need to own f{actories, plant,
equipment or masses of people. We own
the design and we own all of the 1noling
that makes the bike. Then we forced the
best deal out of the best manufacturers

we could find who will make the bikes
using our toois.”

As far as Marshall is concerned, the
Strida isn't in compeution with other
folding bikes - or with other non-(olding
bikes, come to that. The idea is to reach

Source: The Sunday Times Magazine, May 31, 1987

how nften vou find the right mechanical
solution is often quite elegant as well.
And one of the things { found working
with designers at the RCA i« that often
the visual solution can suggest 1 new
mechanical solution, and verv often I'd
find a2 probiem couldn't he solved
mechanically so 1'd say let's leave the
mechanical side and start thinking about
what it’ll look like. And because vou're
freewheeling you have lots of ideas about
how it might loock, and some of those
ideas suggest a mechanical solution. It's
very exciting.”

In 1985 BBC's Tomorrow's \World sent
1 scout along to an extubition of work at
Imperial and soon afterward one of the
presenters signed off the show riding a
Strida round the studio. "But of course
they didn't say it was a prototype. o
there were goodness knows how many
people writing in to find out where to get
one. But then [ invited T'he Sunday Times
along to the degree show, because | was
trying to find 2 backer of some soct. They
took photos and ran a piece in the
“Innovations” column, which was just
the right place for it. It got seen by people
with companies, people who are in
manufacturing. And one of them was
James Marshail.”

James Marshall doesn't strike one
as the natural partner for Saunders.
Saunders is a happy, seil-e(facing young
suburbanite with a remaining trace of 2
Northern axcent, Marshatl is middle-
aged, city-spruce and taiks in the sort of

a market that hasa't, in the past, inoked
at cycling as an acceprable alternative to
the Golf GTi. “We want to market in a
different way from conventienal bicveles
I's a very design-nnientated, high-
tech looking machine and 1t's virtually
maintenance-free.  There's ne grease
anywhere on it. which mweans vou conld
touch anv part of the hike and come
away clean.”

The Saunders marketing  <iratepy
means thac the onlv cvele shops that are
likelv to seil the Strida are the one< whe
send up their own vans o pick stk ap
(rom the warchouse, |he big cales are
pitched to come from department and

chain siores which unni now haventt
considered stocking bikes. Sannders and
Marshall are nothing if not opimisiie.

They are looking for sale< of araund 8300

in_the first vear and already thev ve (gken
a0.ocder for 2500 in Australia,

As Marshall the moncv-man carries
on taiking about marketing strategy and
consumner preference and the cost of
tooling, Mark Saunders  Jooks  on
approvingly. Surelv there can't be many
Royat College of Arts <tudents who
recognise this sort of economic reatity? ‘[
recognise it because ['ve been on this
route before T gave up a very well paid
job at Mars 1o go tothe RCA <o Lhad 1o
make it work for me. And il one dav the
resuit is [ sce people nding toward< me on
the bike {'ve designed. vhich thev've
actually decided to go vt and buy
well, that'll be fantastic'” @




, Graduate
APPENDIX 1 Enterprise
Programme

Confidential i
onfidenti Cranfield School of Management

Cranfield Institute of Technology
Cranfield Bedford MK43 QAL

Telephone Bedford (0234) 751122
SEMI-ANNUAL BUSINESS AUDIT REPORT: Telex 826559 CITMAN G

END SIX MONTHS TO JUNE 1988

INGIMI@ OF PAISOM: ....oiieiiriiiirientriteeeeareereesesseenserrensenestseeaeseeseesansestasestesensessasessrasesesstsmmessansastesanransisensasanes
NAME OF DUSINGSS: ...t eses et s s sas et sas bt sas s e e s baassaseasenseneenessbensareanranie
Where did you attend the GEP COUrSa? ...t

What year did you start the GEP COUSE? ...t ens e sennesenes

Please complete and return this form in the envelope provided. The purpose of the Audit Report is to
provide a means for you to let us hear about new opportunities and problems that you have
experienced as your business has progressed. We may even be able to help! It will enable us to
monitor the effectiveness of the programme as a whole. All information relates to the last six months.

in return we will mail all contributors with the GEP_newsletter, summarising results and comments. This
helps us all to keep in touch.

SECTION 1: Business account

1.1 Are you still In business on your own account? Yes [t
, No O

If ‘No', please let me know what happened in a separate letter or on the back page.

SECTION 2= Sales
For the last six months, please indicate:
21 Invoiced sales value (in £'s). £ rrreenieseeeneanns

2.2 Total numberofcustomers soldto. e

Any commernts? (e.g. names of new major accounts et¢.)




SECTION 3: Profits

3.1 Were you operating above your breakeven point Yes Ch
over the past six months? No O
3.2 What was your pre-tax profit (Joss) for the last E e,

six months (in £'s)?

SECTION 4: Employees

Full Part

4.1a  How nany full time and part time people were Time Time

direcy employed by your business, including

yourself, in the last six months?
4.1b  How many full time and part time peoplewere .

indirectly employed (e.g. outworkers)?
4.2 Do you expect to be taking on more Yes [

peopile during the next six months? No 0Oe

Any comments? (e.g. type of peopie taking on etc.)

SECTION 8: New products/Markets

5.1 What new products did you launch/new markets did you enter in the last half year?




SECTION &: General

6.1

6.2

6.3

6.4

What are the main problems that you are currently experiencing in any of the following areas?

Area:

Problems:

Finance/Accounting

Marketing/Sales

People/Communication

Production/QOperations

Property

Other (specify)

How confident are you about the success of your business over the coming six months or so?

Not at ail confident (i}
Fairty confident Qa2
Confident N
Extremely confident O«

Have you contacted any professional advtqors in the last haif year (e.g. accountant etc.)?

Pleass list

Do you feel that you require further advisory help? Yes [

No ]

if ‘Yes', where from?




SECTION 7: Newsletter update

7.1 Please use the space below to add information that would be of further use or interest?

Please enter your new business address (i changed since last half year).

...........................................................................................................................................................
...........................................................................................................................................................
...........................................................................................................................................................
...........................................................................................................................................................

...........................................................................................................................................................

...................................................................................
.

...........................................

THANK YOU FOR YOUR CONTINUED HELP IN COMPLETING THIS QUESTIONNAIRE |
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they are a good guide to the underlying health of the businesses concerned.

10 Report on GEP applicants, Cranfield Working Paper Series, No. 87.12.



ot
tors

(¢

EXPORTING HANDICRAFTS

& check list

Be prepared to answer the questions and your chances
of —iccess wil® r—eatly imprcoe

8.

9.
10.
11.
12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

Ll Lanve 8@

IL y0u have ca LAl Spens

Zc .aow nave photos?

-0 you have prites’®

‘with clear refererice to written description or
chotos).

Jc you have details of the product?

‘Size, colour, pattern, etc.)

Can any of these be changed to suit a customer's
~equirements?

What is your production capacity?

What are the comparative freight rates?
(Land/sea/air)

“nat are your delivery times?

Jhat are your policies on exclusivity?

What are your payment terms?

s there any seasonal variation in production?

o you have information on the producers?

Mumber of employees, hours of work, length of
-raining, wage rates).

Has your product been properly tested e.g#, for
colour fastness, shrinkage?

Jo you know about, does your product fulfil the
necessary health requirements? (e.g., mohair must
be certified 'anthrax free').

o you know about, and does your product fulfil
any special requirements of the country you will

be visiting? (e.g., the Federal Republic of
Germany requires that ceramics be labelled 'not
for tood 1i ..is 1 . 2Ty,

Have you obtained details of import document-
ation required for your product in the country
with which you wish to trade? Similarly the
export documentation your own country requires?
Are the products properly packaged for export?
(air and sea freight packaging varies). Have you
provided adequate protection against pests,
humidity or damp?

How much of the product is consumed locally and
how much is exported?

What are the projections for the product?

(i.e. is production/export expected to in-
crease?).

Does the country/this product benefit from any
tariff concessions or customs agreement which
would reduce its cost to the importer?

Who else is importing your product?



