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Abstract 
The purpose of this paper is to compare and contrast two technology transfer 
projects funded through the Department of Trade and Industry's 'Teaching Com
pany Scheme' initiative. During the first year of involvement in the projects, the 
Academic Supervisors noted differences in the way the projects were progressing 
and out of interest decided to analyse, with the associates working within the com
panies, what was happening and try to find answers as to why. The paper examines 
many aspects within each company that appeared, to the authors, to have a profound 
effect on the project and it's direction, also in some instances the level of success 
achieved. It is hoped that the paper will conclude with key points for consideration 
when setting up such a project. 
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I. INTRODUCTION 

The Teaching Company Scheme (TCS) is a Department of Trade and Industry 
(DTI) initiative which supports partnerships between companies and academic 
institutions. The fundamental purpose of such a partnership is to achieve industrial 
innovation through the sharing of knowledge and intensive development carried out 
by able graduates (Teaching Company Associates (TCAs) ). The costs of such a 
project are shared between the DTI and the participating company. 

An R & D programme is devised and managed, by the industrial and academic part
ners, to enable a technological advance within the company. The partnership can 
have two-way benefit as observed by Professor Bob Hollier (School of Manage
ment Science, UMIST) in a statement published by the Teaching Company Directo
rate (TCD). 

" The Scheme keeps staff in touch with industrial practice and fosters 

technology transfer, often in both directions ... " 

The Department of Computer Science at the University of Manchester have been 
involved in five schemes to date, the first two were in the computer industry, the 
most recent three schemes have been in widely diverse areas of industry where lev
els of understanding of Information Technology were much lower, therefore the 
technology transfer element of the projects have a much wider audience, i.e. the 
whole user community. 

The two projects examined in this paper have the same Academic Supervisors, 
therefore from the academic management perspective the same style exists for the 
different schemes. 

The different aspects chosen for the analysis are:-

the nature of each company and the position of the project within the organisa
tion; 
the structure for the management of each project in terms of the teams estab
lished, the processes put in place and the line management responsibilities; 
the communication mechanisms employed to disseminate the results of the 
project to members of the company's staff, to elicit information from staff and to 
propagate key findings and decisions through the company's management hier
archy. 

These three aspects are covered in the following sections with the final section 
drawing a number of conclusions. . 

2. THE NATURE OF EACH COMPANY 

This section discusses the relative organisational structures and shows how the 
project teams were integrated into these structures. The criteria used in this section 
are:-
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the nature of the companies; 
the operational structure of the organisation; 
the position of the project in relation to the above structures. 

2.1 A Profile of the Companies 

For the purposes of this paper the two companies will be given the fictitious names 
of Mix-a-Chem pic. and Water World Ltd. The companies are rated as medium
sized, having less than 300 employees. Both the companies work in highly special
ised market areas and are considered market leaders in many parts of the world. The 
companies have very diverse cultures; in Mix-a-Chem motivation is based around 
the balance sheet, while Water World, although aware of the need to have a healthy 
balance sheet, is motivated by extending expertise and a high reputation. 

Mix-a-Chem is a petro-chemical manufacturing company that provides custom 
made chemicals to solve problems mainly in the oil industry (e.g. lubricants for 
drilling rigs). Although a manufacturer, due to the specialist application of the prod
ucts, the business is sales driven. It is quite normal for a single order to be worth 
over half a million sterling. The sales engineers, based across Europe, Middle East, 
Africa and the Far East, are all fully qualified experienced Chemical Engineers. The 
UK manufacturing base provides a full research and manufacturing service to sup
port the work of these sales personnel. 

Water World serves the civil engineering community through consultancy with 
basic and applied research in the field of civil engineering hydraulics, i.e. the effects 
of water on civil engineering structures, for example harbours and beaches. The 
company is project driven and currently business is divided into 60% consultancy 
and 40 % research contracts. 
The two projects are concerned with the examination and modelling of business 
processes and access to information that supports those processes by utilising cur
rent developments in Information Technology. Both companies view the timely 
access to information as a key to supplying client needs with greater accuracy. They 
both also recognise the possibility of reuse of work through timely access to histori
cal data. 

Both companies seek to gain competitive advantage through the use of improved 
business processes, database technology and advanced communications. 

2.2 The Operational Structure 

The operational structure of the organisations is diverse, both companies have 
departments that provide support services throughout the company, for instance 
accounts, repro-graphics, personnel etc. The two companies are then divided in a 
very different way in order to deal with their external business. 

Water World is divided into groups of expertise, based around the specific experi
ence and skills required to investigate particular problem areas. The group is 
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responsible in every aspect from gaining business to completion of a contract. There 
is cross group co-operation as it is sometimes necessary for expertise to be pur
chased from another group in order to fulfil a contract. Groups are allocated annual 
budgets and all group expenses are allocated against specific contract identifiers for 
accounting purposes. This includes personnel time recorded on time sheets, this 
method of accounting has implications for the project, as will be shown in subse
quent discussion ( See Section 4.2). 

Mix-a-Chem is organised on, possibly, more conventional lines, with Marketing, 
Technical Services (including Sales Engineers and Laboratories) and Manufactur
ing. Although the business is manufacturing it is by necessity sales driven but each 
department has it's own budgets and an order passing through a department to the 
point of manufacture has to be resourced from those budgets. This can cause inter
nal political and budgetary pressures. 

2.3 The Projects' Position in the Organisation 

The project at Mix-a-Chem was instigated and sponsored by the Technical Services 
Division. The head of this department, acts as the project sponsor and chairs the 
project management committee. He is a member of the European Business Team 
(EBT) that forms the board of the European Division ( Mix-a-Chem being a subsid
iary of that Division). The project has the support of the UK Managing Director and 
the project sponsor, but the support from other board members ranges from indiffer
ent to antagonistic. 

The Management Information Systems (MIS) Department is seen as a support func
tion only and departments buy in their own IT resources on their own budgets, with
out any control from MIS. The final decision about investment in IT (greater than 
£ 15,000) will have to come from the US parent company therefore the project is 
also potentially subject to restrictions that could be dictated by the IT decisions of 
the parent company. 

The TCA works within the MIS Department, which serves the IT needs of the 
whole UK company. It should be noted that the MIS manager who is the industrial 
supervisor of the project is not a member of the EBT hence there is no voice on the 
board to specifically represent the MIS Department or IT issues. 

The project appears to be seen by company personnel as an MIS project rather than 
a company sponsored project, or more critically, it is sometimes viewed as a Tech
nical Services project. 

The Water World project was conceived by the company for the whole company 
and the project management committee is chaired by a Senior Consultant. Both the 
Industrial Supervisors are Group Managers and have a place on the board of direc
tors of the company. It is this structure that means that the project is seen firmly as a 
company wide project working to the board of directors. The funding and organisa
tion of the project has been disseminated to the two groups headed by the industrial 
supervisors. Budgets being allocated to each group to fund the project work. 
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The TCAs are located within one of the groups, if somewhat physically remote, this 
location does not seem to give the project the status of 'belonging' to that group. It 
seems to be viewed very much as a company wide project. 

2.4 Summary 

Yap et al (1992) performed a study which looked at the key factors associated with 
information systems success in small businesses. The authors' key findings backed 
up by an empirical study, were that computer based information systems success (as 
measured by levels of user satisfaction) was positively associated with IT consult
ant effectiveness, level of CEO support, level of user participation. These findings 
correlate to the conclusions the authors have drawn from this section and are out
lined below. 

The fact that the TCS is a partnership between industry and academia, can cause 
perception problems within the company. It is a particular difficulty at Mix-a
Chem as the project was initially seen as an academic exercise. This was not 
helped by the fact that Technical Services do 'research work' within the com
pany and this caused 'individual expectations' which were not understood by 
the project team at the start. Water World have had some indications of this 
nature but generally had an easier route to solving the misconceptions. 
The level of authority given to local project management can empower or 
restrict the major and everyday project decisions. If this is limited, the project 
can spend too much time getting authority to make minor changes in direction, 
one of the results of this type of bureaucracy is demotivation of project staff and 
sometimes the inability to deliver to project deadlines. 
The perception of the level of authority for the project by the user community 
has an effect on the responsiveness of personnel involvement in the project 
activities. If the project is seen as company-wide and sponsored by the top deci
sion makers, other members of the company community will be more willing to 
be seen as co-operating with the project team. 
The drivers for the company business and company culture can have a profound 
effect on the project, pay back of benefits, quantifying benefits etc. In the two 
company cultures examined it is observed that, although both need to be profita
ble, the Mix-a-Chem culture is much more impatient about realising the benefits 
from a project. Water World by comparison have a research culture built into all 
their work and appear to have a much greater level of understanding about 
investment in research and pay-back time on the results. 

3. PROJECT MANAGEMENT 

This section will concentrate on the use of project teams, steering groups, user 
groups, management teams and their interrelated reporting structures and interfaces. 
The way each team is managed and meetings run will also be analysed. The role of 
individuals will be touched upon. The criteria used will include:-
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• management style of the individuals; 
the decision making power of the individuals; 
empowerment; 
the experience of individuals. 

3.1 Management of the Project Shape 

Although TCS projects are defined through the project proposal, as with all explor
atory projects, they can change as 'goal posts are moved' within an organisation. 
The TCD consultant has a monitoring brief to keep the project on target, however, 
the means of reaching the target is seldom a straight course. 

The project at Water World changed considerably from its original inception. Since 
the start of the project, it has taken almost a full year to fully define the overall 
objectives. Why? The industrial supervisors didn't really know what they wanted in 
the early stages, this is mainly due to lack of specific knowledge of the technology 
available. Because of this they were not prepared to commit themselves and were 
prepared to allow the project to find its own course. It has now reached the stage 
where they have a clearer idea of what they are striving to achieve and the objec
tives have become more firmly defined. 

In the Mix-a-Chem project everyone had slightly different ideas about the direction 
of the project. The TCA thought the project was a combination of IT and Business 
Process Re-Engineering (BPR), starting with BPR. The academic view was towards 
Process Engineering and prototyping applications and finally the industrial view 
was more BPR. Finding the 'right' direction' or project methodology was difficult 
because no initial reference site or prior exper-ience existed to apply to the situation. 

Some six months were spent by the TCA at the start of the project trying to balance 
these differing views before a 'mutual' comfortable direction was found by decid
ing to compromise with a plan that carried out business analysis followed by look
ing at IT to suit the business model. 

On the one hand this has allowed a large degree of freedom to the TCAs to develop 
and shape the project in their preferred direction, generating a lot of enthusiasm on 
the part of the TCAs which should be nurtured. However the danger in this situation 
is that when/if the supervisors do attempt to influence the direction after the TCA 
has established a 'plan of action' it can lead to the TCAs become dispirited if there-
emphasis is not handled well. · 

3.2 Water World Project Management 

Water World as outlined in the previous section are project oriented, all business is 
dealt with as 'projects' therefore all the personnel are well versed in working in a 
project team environment hence it has been very easy to fit the TCS project into the 
organisational structure. The project management is structured around visits from 
the Academic Supervisors approximately two days a fortnight and access to the two 
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Industrial Supervisors on an 'as and when required basis'. 

On a formal level there are Monthly Progress meetings, these are attended by the 
two Industrial Supervisors (Directors of Company), one or two Academic Supervi
sors, a section leader, an engineer and the two TCAs. These meetings receive a 
report on the current status of the project from the TCAs', there is open discussion 
on ways to move the project forward and an open forum on ideas from all members 
of the committee. It has been found that these meetings enable decision making on a 
regular basis, they enforce the scheduling of tasks on a monthly basis and therefore 
slippage on project deadlines is recognised quickly and steps can be taken to rem
edy or change work patterns. Due to the fact that the personnel includes people from 
all levels of the organisation useful input from the whole prospective user commu
nity is also received. 

3.3 Mix-a-Chem Project Management 

At Mix-a-Chem there is no formally pre-arranged project meetings. Meetings take 
place informally when the Academic Supervisor visits the company. The Industrial 
Supervisor and the organisation in general have little or no project management 
training or skills, this leads to a very ad-hoc way of managing the project. Meetings 
are arranged when problems arise or to enable a decision making process and due to 
the way the organisation works it can be quite difficult to organise meetings in the 
short term. The success of the project management is very reliant on the maturity 
and experience of the TCA placed in the organisation. 

3.4 Local Management Committee 

There is a requirement from the TCD that a quarterly Local Management Commit
tee (LMC) meeting is held and is attended by the Industrial and Academic Supervi
sors, a chairman (from the organisation, normally the project sponsor) , the TCD 
consultant and the TCAs. This provides the TCD and the company with an up to 
date view of the project and the personal progress of the TCAs. If the project com
pany has no formal internal project structure, communication of the current status 
can be partially achieved through these meetings, however, the experience at Mix-a
Chem would indicate that this is entirely inadequate to open 2-way communications 
channels within the company. This could be because the culture is budget driven 
and in the case of the project the budget is controlled by the University, therefore no 
management was applied by Mix-a-Chem. 

3.5 Summary 

A number of conclusions have been drawn from this section. 

That it is presumptive to firmly define the project objectives before the project 
starts, an element of flexibility should be given to the project workers to exam-
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ine the theoretical objectives in the light of the 'live' situation. 
It has been observed that the formal project management structure in place at 
Water World enables tighter control on the project and a quicker route to deci
sion making. The Mix-a-Chem project has suffered through lack of formal 
meetings. , 

• The project led culture of Water World enables the TCS project to sit comforta
bly in the company structure. 

• The expertise and understanding of project working by all members in the Water 
World organisation acts as an enabler to the project. 
The enforced LMC, ensures that the company, TCD and academic institution are 
kept in touch with the progress of the project, the financial status and the devel
opment needs of the TCAs. There is, however, a three month time lapse between 
meetings, this meeting therefore cannot be considered sufficient on it's own to 
ensure timely day-to-day decisions. In addition this route provides no sure route 
to internal communication in the company. 

4. COMMUNICATION MECHANISMS 

The communication mechanisms discussed in this section fall into two categories:
gathering of vital information for the project, for example through interviews 
with staff and feedback; 
dissemination of information to all company staff, immediate project team and 
steering group members, interested parties and decision makers. 

The criteria used will include:-

the effectiveness of the communication mechanisms; 
the resistance from staff; 
the logistics, e.g. setting up meetings and interviews; 
the quality of the feedback. 

The summary will include details of how the 'communications mechanisms' have 
hindered or benefited each project. 

Both organisations have internal communication problems for a variety of reasons, 
in the case of Water World the groups are spread over a large site and as each group 
works fairly autonomously the communication between groups is stilted. In Mix-a
Chem the main communication problems stem from having personnel spread 
throughout the world, therefore time differences and distance become a barrier to 
effective communication between the project and many members of the user com
munity that will be affected by the work. 

4.1 Information Gathering 

In both projects the first phase of work involved the examination of organisational 
processes. Both projects endeavoured to involve the user community in this exami-
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nation, through individual contribution, group discussion and in the case of Mix-a
Chem, the use of questionnaires. The basic idea behind this involvement is to allow 
the user community to examine their own processes and to model these with guid
ance from the project team. 

Although the work carried out in the first part of the projects was similar, the organ
isational structure of the companies meant that the way of carrying out that work 
needed to be approached in a different way. 

In Water World the group structure and the way projects are managed mean that 
people involved in the process being examined can play any one of the roles in any 
one project (i.e. one project the Project Manager, another a Topic Leader). This 
means that individuals have a good understanding of all tasks in the process. As a 
result the initial investigation was carried out on a one-to-one basis. This worked 
very well with productive interviews, model checking and feedback of ideas to 
solve perceived problem areas. 

Water World staff recognised that change was required in the way they worked. 
They were eager to see that the change, when it came, reflected their ideas. This was 
a major driver for their willingness to get involved. It was also found that although 
the personnel did not actively carry out production of models they were very willing 
to undertake the 'intellectual challenge' of understanding the techniques being used 
so that they could verify the models produced. 

The TCA at Mix-a-Chem used a mix of techniques for information gathering with 
differing levels of success. Due to the organisational structure of the company, indi
viduals understood completely their own role in a process but had minimal knowl
edge of other roles. 

This meant that to get the full advantage of Business Process Re-Engineering (BPR) 
an information gathering technique of 'work groups' needed to be established. This 
brings together all the roles in a process and facilitates discussion of the process in 
all its parts. To use this means of communication successfully the participants need 
to become actively involved in the modelling procedure. Work groups failed at 
Mix-a-Chem because people would only participate if they could see recognition 
for their involvement from their direct line manager. Therefore when work was 
required on cross departmental processes/projects, there would be limited enthusi
asm because their efforts would not be directly recognised by their line managers. It 
should also be recorded at this point that this project was looking at several business 
processes which required more than one work group to be active and the expertise 
resides in a single TCA, therefore there is a necessity for greater involvement from 
the user community. 

The TCA also tried questionnaire based information gathering. For remote enquir
ies this was a successful method, using the same technique for local enquiries 
failed. This use of questionnaires was successful only if it was supported by a 
strong political manager/player to get results. One to one interviews were, by far, 
more successful as individuals could be 'educated' about understanding business 
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processes during the information gathering process. In Water World initially there 
was some difficulty in obtaining time with users until the 'cost-centred' nature of 
resource allocation was recognised.(i.e. that employ.ees allocate time on a weekly 
basis against project numbers, this cost is then allocated to the project budget). 
Although the industrial supervisors only wanted time allocated to the project when 
specifically requested by users, this administrative detail lent authority to the TCAs 
confidence when using the time of non-project personnel. 

The general view on co-operation was that in Water World information and feed
back on an individual and group 'face to face' basis was good, feedback on a 
remote basis often had to be chased but when received usually proved of value. 

The TCA at Mix-a-Chem felt that getting participation in information gathering and 
feedback was very difficult, if not often impossible to obtain and that there was a 
cultural need to 'give sweets' to encourage results. Unlike Water World there was 
no mechanism to cost the time resource used to co-operate with the project work 
and unless the participant could see a practicality to involvement they were reluc
tant participate fully in the exercise. The TCA found that although during work 
group meetings the users would commit to carry out some task related to the model
ling, no one was willing to accept the task of collating that information or making 
sure that tasks had been completed before the next work group. This resulted in 
abortive meetings as essential tasks, that enabled moving the modelling process for
ward, had not been completed. A product of this happening was that the work group 
members became demotivated. 

The effects observed by the TCAs of management attitude on successful participa
tion corresponds with work by Kautz ( 1995) were it was observed that ~ 

" ... Management did not appear really committed ... Some of them thought the 
group to be a good idea, but did not want to delegate staff from their own 

department ... " 

4.2 Information Dissemination 

G. Leon ( 1995) talks about the 'identification of circles of diffusion' and the use of 
'dissemination' groups for the diffusion of technology through the company. This 
section looks at the formal and informal ways in which the associates feel dissemi
nation is taking place in the organisation. Leon's (1995) circles can be observed as 
underlying some of the observed diffusion. Some information dissemination took 
place naturally as a result of the information gathering exercise. 
Initially dissemination takes place within the user community directly involved in 
the project. The involvement may be as members of the project committee or 
through participation in the information gathering process. 

Formal dissemination will take place through the interviews, work groups and 
project meetings and deliverable project reports. Informally the participants in those 
activities will quite naturally filter information to other colleagues, this will of 
course be coloured by the experience and level of understanding of the individual. 
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The associates felt that there will be a point in the project where it is important that 
a wider audience is reached. This is important; to control any misconceptions that 
may be gained through 'informal' routes and in an effort to include the wider user 
community in the project as a preparation for implementation plans. The ability to 
reach a wider audience will be effected by the organisational culture as well as the 
'in place' dissemination processes. 

Currently in Mix-a-Chem dissemination has not been spread to the wider commu
nity, although the project has reached a point where this should be done. Dissemina
tion takes place through the work groups, written monthly reports to the Industrial 
and Academic Supervisor, and the project sponsor. Deliverable reports are also dis
tributed to the same project personnel but are subject to 'censorship' by the project 
sponsor before they are distributed outside of this group. 

Mix-a-Chem also have the problem of world-wide personnel distribution, dissemi
nation to representatives of these personnel can only take place when a business 
meeting is called in the UK. 

The organisation recognises their own weakness in dissemination of information, 
and it is an objective of the project to improve the situation through the use of better 
technology. One of the first implementations was the introduction of an electronic 
mailing system and users are beginning to notice the benefits of this technology. 
Currently the TCA is using intranet technology to add further available information 
for the user community. 

In Water World dissemination takes various forms and wider dissemination began 
quite early in the project. Monthly reports are delivered in written and verbal form 
to the project committee, quarterly reports similarly to all members of the LMC. 
The project deliverable reports are disseminated to Water World members of the 
LMC, and are available to the user community. The project has also started to 
develop a prototype of the process support system and targeted users are assisting in 
the evaluation of this prototype. 

On a wider dissemination, a work group was set up to discuss the process models, 
this included users from all levels of the project focus groups, a senior consultant 
and two representatives from other company groups not yet involved in the project. 
The inclusion of the latter three people was to ensure a level of genericity in the 
models so that implementation could eventually take place company wide by pro
viding an outside view. The personnel from other groups were given basic instruc
tions on how to read the models and proved to be enthusiastic in providing input to 
the work group. 

The most recent attempt at wider dissemination has been enabled by the organisa
tion culture. As an organisation with a high level of research activity there are lunch 
time seminars on technology transfer, these are held on a weekly basis and provide 
a medium within the organisation to disseminate information from both within and 
outside. The project team took advantage of this to demonstrate the current proto
type of the process and to explain the work they are doing. The seminar was well 
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accepted but has raised some disquiet, however, the project team are looking at 
ways to utilise this new interest to gather feedback from the wider community and 
dispel any anxiety that may have arisen. 

4.3 Summary 

A number of conclusions can be drawn from this section:-

Interviews, in both projects one-to-one or group interview sessions were the 
most productive way of gathering information. 
Meetings, it is important to have regular meetings for information dissemina
tion. 
Other means of feedback must be used including monthly reports, seminars and 
informal discussions, to ensure effective and efficient information dissemina
tion. 
The organisational culture and structure may influence information gathering 
and dissemination, but it is important to plan what methods are needed for the 
project, in advance, and enforce the structure rigorously. 

5. BREAKING DOWN THE BARRIERS 

The comparisons made in this paper have enabled the authors to recognise some 
enablers and some disablers to successful technology transfer. What we have tried 
to do in this paper is to draw attention to these pointers and we will now try to sug
gest a way forward to overcoming some of the problems experienced through the 
two case study projects. The authors believe that with careful planning, prior to the 
start date of the project, procedures can be implemented that can simulate the condi
tions required to overcome the majority of the problems. The difficulty may be in 
placing the procedures in the organisation seamlessly. 

5.1 Project Position in an Organisation 

If a project fits within a department, and the expectation is that the project delivera
bles will have little or no impact on other departments in the organisation, then 
experience with previous TCS projects would indicate that positioning the project 
firmly in that department works very well. 

If, however, project deliverables are expected to impact across departments or 
autonomous groups then care must be taken in placing the project so that : 

It is not perceived as belonging to one department, for example: a neutral physi
cal location for TCAs; a reasonable representation from across the organisation 
for the management committee; and a project sponsor should be a major deci
sion maker in the organisation, preferably with an organisation wide brief (e.g. 
Managing Director or Senior Technical Director). 
the project has access to decision making power; for example: to enable a faster 
route to decisions with financial or organisational implications; to lend an 
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authority to the project which would, in some organisational environments, 
enhance the enthusiasm for co-operation with the project team; and to enable 
internal company information that may have a direct effect on the project being 
made readily available to the project team. 

5.2 Training in Collaborative Project Work 

When planning the project an initial survey should be carried out of the company 
culture related to the knowledge of working in project teams and collaborative 
research with academia. This survey should look at all areas of the organisation that 
will be impacted by the existence of the project. Plans should then be constructed 
for the education of personnel in relevant aspects of project working, this could 
include project management, team working, group working etc. It is important that 
this education is applied across the organisation. 

It is also important that management (directors and line managers) across the organ
isation should be educated in:-

understanding the project's objectives and tasks; 
creating common/individual expectations and aligning these to the project's 
deliverables. 

In addition effort should be expended to dispel any misconceptions that may exist 
about the nature of industrial/academic collaboration in technology transfer. The 
authors found that even in the Water World organisation where collaboration with 
academia is commonplace, in an area of expertise unrelated to their own, personnel 
held concerns that the technology being introduced was; too ambitious, unproved 
and not applicable to an industrial environment. 

5.3 Project Management Procedures 

A project management committee should be set up, this should include Academic 
and Industrial Supervisors, TCAs (or equivalent), other organisational representa
tion as appropriate. 

Regular project meetings are essential -they provide a means of updating all those 
involved with the current status of the project and are a good forum for discussing 
future directions and implications. 

The organisational representation at these meetings needs to be very carefully con
structed to ensure a broad view of people impacted by the project so that: 

the project has ambassadors across the organisation; 
a broad experience has input to the project objectives and outcomes; 
dissemination of project information has a wide audience. 
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5.4 Setting the Project Objectives 

The objectives should be broadly defined prior to the start of the project, indeed if 
the funding is from a body like the TCD then objectives are part of the funding pro
posal. However, these need not, indeed should not, be too rigidly imposed. Experi
ence in both case study projects (see Section 3.1) has shown that, although the main 
objectives will remain intact there is a period of time at the front end of the project 
during which two things happen. 

An equilibrium needs to be established between the industrial, academic and 
TCAs perspectives of the project objectives. When the balance is achieved it is 
important that the objectives are re-examined to ensure that they match the new 
perspective. 
Once the project is underway the TCAs through their investigation of the prob
lem, may discover objectives that could or should be achieved. Once again it is 
important that the original objectives are re-examined and adjustments made 
where required. This will encourage creativity, innovation and ownership by the 
TCAs. 

5.5 The 'Front Line' Collaborative Workers (the TCAs) 

There are two forms of isolation, at Mix-a-Chem a single TCA and at Water World 
the academic supervisor is based about 180 miles away. 

Projects that involve a single TCA need to be very carefully managed so that the 
TCA does not become isolated within the organisation structure. 

The physical distance of the academic institution from the organisation can also 
have an isolating effect on the TCAs, making it difficult to get immediate access to 
academic support which can sometimes be required. 

These two factors should be considered when selecting suitable candidates at inter
view as the maturity and resilience of the individual is of prime importance in these 
situations. 

The TCAs play a pivotal role in a project of this type, being the main link between 
the company and the academic institution. They are ultimately responsible for 

"selling" the new ideas and technology to the company. They must be prepared to 
take a pro-active stance, particularly with respect to information dissemination 
within the company. 

The TCAs should be made aware of this 'hidden' role and provided with any neces
sary training and support to enable them to feel confident in this role. 

6. CONCLUSIONS 

The comparative exercise has proved invaluable to the authors enabling them to 
focus on problems encountered and finding what appear to be the root causes. The 
TCAs have gained a better insight to the organisational pressures surrounding their 
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projects which will, hopefully, assist in paving a smoother path through the rest of 
the project. 

From the academic viewpoint we would hope that we can apply the knowledge 
gained through this exercise to any future technology transfer projects undertaken, 
to further enhance the level of success that could be expected from such a project. 

The authors would hope that the conclusions drawn from this exercise will also pro
vide benefit to both industrial and academic organisations when they embark on 
collaborative technology transfer projects. 

7. REFERENCES 

Yap C.S., Soh C.P.P and Raman K.S. (1992). Information Systems Success Factors 
in Small Business. 'International Journal of Management Science 20.' 

Kautz K. ( 1995) Information technology transfer and implementation: The intro
duction of an electronic mail system in a public service organisation. Diffu
sion and Adoption of Information Technology- Conference Notebook of the 
first IFIP WG 8.6 Working Conference. IBSN 82-539-0398-7 

Leon G. ( 1995) On the diffusion of software technologies: technology frameworks 
and adoption profiles. Diffusion and Adoption of Information Technology
Conference Notebook of the first IFIP WG 8.6 Working Conference. IBSN 
82-539-0398-7 

8. BIOGRAPHY 

Ms. Alexandria Walker is a lecturer and consultant with the Post-Experience 
Vocational Education in Information Technology (PEVEIT) Unit. She graduated 
from The University of Essex in 1983 and completed an MSc in Advanced Compu
ter Science in 1996. She has held her current post since 1990 and has extensive 
experience of the analysis and design of IT Systems in a wide variety of application 
areas and is an expert in the use of structured methods. Ms. Walker also has experi
ence in the field of business process modelling and process enactment using infor
mation technology. She is currently leading a TCS project which is providing IT 
support for business and engineering processes and the development of a distributed 
information system to support projects and research in hydroinformatics. 

Mr. Stephen Ball is a Teaching Company Associate with The University of Man
chester. He studied metallurgy at the Royal School of Mines at Imperial College, 
London, from where he graduated in 1984. He spent most of his career as a process 
metallurgist in research and development, working mainly on the treatment of gold 
ores. In 1994 he decided to pursue a further degree in Information Technology and 
graduated from The University of Glasgow with an MSc in Information Technology 
in 1995. Since graduating he has been working with Ms. Walker on a TCS project. 



238 Part Four Assessing Government Initiatives 

Mr Alessandro (Sandro) Morretti graduated from The University of Manchester 
with an MSc in System Design in 1993. Sandro has recently joined the National 
Computing Centre after a successful 2 year IT enabling project for a speciality 
chemical manufacturing company. He specialises in understanding business proc
esses and the application of IT, and can apply this knowledge and ability to finding 
'best-fit' IT solutions, which has recently included integrated manufacturing sys
tems, intranets, and work-flow enabled document management systems. He will be 
working closely with industry and help companies successfully overcome Year 
2000 non-conformance. 

Mrs. Anca Popescu was awarded an MSc degree in Fine Mechanical Design from 
the Polytechnic of Bucharest, Romania in 1986. Her engineering career in Romania 
centered around researching optical sensors and their implications within automated 
engineering processes. Since moving to the UK Mrs Popescu has developed her 
skills in Information Technology and is currently completing an MSc in Computer 
Distributed Systems at Oxford Brookes. Mrs Popescu initially utilised her IT skills 
in teaching in Oxfordshire Colleges but has returned to the r<::search field as a TCA 
with the University of Manchester working with Ms. Walker and Mr Ball on the 
TCS in Oxfordshire. 

Dr Martyn Spink, is Director of the Post-Experience Vocational Education in 
Information Technology (PEVEIT) Unit. He graduated in 1983 with a First Class 
Honours Degree in Computer Science and completed his PhD in 1987. He joined 
the lecturing staff of the Department of Computer Science in 1986. During his time 
with the Unit he has presented courses on a wide variety ofiT subjects including the 
design and analysis of computer systems. In addition he has acted as a consultant to 
a number of small and medium sized companies wanting to integrate their IT with 
their business processes in order to make the business more affective. He has also 
carried out research in the areas of process modelling and process support systems. 


