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1 	 EXECUTIVE SUMMARY 

1.1 Introduction 

Ilex was set up in 2003 with two members: Office of the First Minister and Deputy First 
Minister (OFMDFM) and Department for Social Development (DSD).  Ilex was funded 
by OFMDFM and DSD from 2003 to 2013, as set out in the Management and Financial 
Memorandum (MSFM)1, and was accountable to both departments for its activities.2 

In 2013 OFMDFM became the single sponsor of Ilex.  Ilex was established with the 
following objectives:3 

	 The creation and promotion of the co-ordinated regeneration of the Derry City 
Council Area generally and to facilitate its implementation in cooperation with DSD, 
other relevant government departments, Derry City Council, the private sector and 
other interested parties; and 

	 To secure the economic social and physical regeneration of the Ebrington Site 
(being a relevant site with the meaning of Article (2) (2) of the 2003 Order).  With 
specific reference to Ebrington the article states that Ilex have the necessary 
powers to manage and develop the Ebrington site, including procurement of works.   

OFMDFM appointed RSM McClure Watters to conduct a review of Ilex to examine the 
continuing need for the company, its effectiveness, purpose, aims, objectives, 
achievements, VFM, and funding arrangements. The MSFM4 requires a periodic 
review of the company in accordance with the business needs of the Department 
(OFMDFM) and Ilex.  The BDO review of Ilex in 20115 also recommended that a 
subsequent organisational review be carried out in 2014. Ilex has now been operating 
for 12 years and in this time has produced a regeneration plan as well as a number of 
business and corporate plans.  Therefore it is timely to assess the outputs, outcomes 
and impact of the company’s work and its future role.  

It is anticipated that the work currently undertaken by Ilex in support of the delivery of 
the One Plan will be subsumed or included within the work of Derry City and Strabane 
District Council (DCSDC) to provide a community plan6 for the Council area. Give this 
expectation, this review focuses on Ilex’s role to develop the Ebrington site. 

1 Ilex Urban Regeneration Company Limited MSFM (2008; updated 2014) 

2 Ilex: Management Statement and Financial Memorandum. 

3 Ilex Urban Regeneration Company Limited Memorandum and Articles of Association (2003) 

4 Ilex Urban Regeneration Company Limited MSFM (2008; updated 2014) 

5 BDO (2011) Review of Ilex Urban Regeneration Company  

6 The 11 new councils have a duty to make arrangements for community planning in their areas. 

Community planning involves integrating all the various streams of public life (such as the services 

and functions that are delivered in an area) and producing a plan that will set out the future direction 

of a council area. They will work with statutory bodies, agencies and the wider community, including 

the community and voluntary sector, to develop and implement a shared vision for promoting the well-
being of an area and improving the quality of life of its citizens (Local Government Reform Guidance 

to Councils: Community Planning Foundation Programme. Department of the Environment Local 

Government Policy Division (2013): 

(http://www.doeni.gov.uk/community planning foundation programme - oct 2013.pdf)
 

5 
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1.2 Conclusions and Recommendations 

1.2.1Need for Ilex 

There is a continuing need to develop the Ebrington site but, particularly given the 
changes following Local Government reform, this does not necessarily need to be led 
by Ilex. Ilex has not been sufficiently focused on this core purpose, the development 
of Ebrington (or Fort George), over the period of this review.  As a result there has 
been an underspend of £6m over the period and no significant private sector 
investment on the site. Instead there has been mission drift as the organisation has 
been involved in other activities, for example the City of Culture.  

The management team also needs to improve not only its focus but its reporting 
processes. A wealth of information is provided on projects and programmes, but 
progress against deadlines is not clearly monitored.  A recent example of this would be 
the development of a business need assessment for Grade A office accommodation 
was due at the end of February 2015 and it has not been delivered at the time of this 
report (July 2015). 

The lack of business cases for new capital projects and the feedback from funders on 
the quality of business case information presented in the past, highlights concerns 
over Ilex’s ability to deliver. 

A review of the resources and the information produced in the business plans shows 
that the organisation spends too much time being internally focused. 

A comparison of Ilex’s costs as a percentage of capital spend against other 
comparators show Ilex costs nearly four times DSD, nearly three times Riverside 
InverCLYDE (Scotland) and approx. twice Laganside costs.   

The emerging preference, both nationally and internationally, is to ensure coordination 
and collaboration of development projects at a local level. This is in line with the 
Reform of Public Administration (RPA) model which envisages local government as 
the cornerstone of reformed public services with a focus on creating vibrant and 
cohesive local communities through social, environmental and economic development. 
The BDO review recognised in 2011 that given these developments the Council could 
therefore ultimately become “owners” of the Ebrington development project. 

Given the implementation of RPA, the limited capital spend delivered by Ilex, concerns 
in respect of the quality of business cases and delivery of a pipeline of projects, this 
review endorses the direction of travel noted in the BDO review. 

Recommendation: We therefore recommend that Ilex ceases operation on 31st March 
2017 and the function in relation to Ebrington is transferred to the Council on 1st April 
2017, therefore bringing it in line with other regeneration / economic development 
functions for the area.  Under this option the Council would be responsible for 
delivering the plan of work set out in the EDF for 2015-19 and bringing forward as 
much of the work planned for 2019-23 as possible so that is can be delivered within a 

6 
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shorter timeframe. In addition the animation of Ebrington should continue, if required, 
to attract events and groups to the site. 

In light of reorganisation following the RPA, it is accepted that DCSDC is not in a 
position to take responsibility for Ebrington immediately, therefore it is proposed that 
Ilex remain until 1st April 2017 at which point it is expected that the development of 
Ebrington will become the responsibility of the Council. 

To support the regeneration work required, Ebrington could be recognised as a 
regionally strategic project by DSD, therefore providing the opportunity to bid for 
central government funding through the in year monitoring rounds. However it is 
recognised that this option may not be immediately deliverable given the challenges 
facing the new Council. In the interim, if Ilex is to retain its current responsibility to 
develop Ebrington, its effectiveness must be improved. In order for this to be achieved 
it will be important for Ilex to progress the recommendations noted below as swiftly as 
possible. The Department should seek to support this work. 

1.2.2Effectiveness 

The review of Ilex highlighted that whilst it had made progress in a number of areas 
since the last review in 2011, it has not been effective at delivering on its core function. 

The lack of progress in infrastructure investment and specifically in developing 
business accommodation is particularly concerning.  A review of performance has 
shown that Ilex has prioritised public realm projects and the car park over commercial 
units. This has made it more difficult to market the space / units to the private sector. 
Therefore strategically Ilex has not placed the development of Ebrington as its core 
focus; instead allowing wider opportunities such as the City of Culture, One Plan 
projects and Peace Bridge activities to take precedence.  

There is a lead time in getting public sector investment approved, but it requires 
business cases to be submitted in advance in order this to happen.  Until May 2015, 
there was no evidence that a pipeline of business cases were sent to OFMDFM 
indicating that progress is this area is unlikely to change significantly over the next 6 
months unless urgent action is taken. There was also evidence of poor quality 
business cases submitted which needed significant reworking in order to get 
approval.7 

Recommendation: The Board and CEO should ensure that the number and quality of 
the business cases should be significantly improved and increased over the period to 
the function is transferred, focussing on projects which can be delivered in the next 12-
24 months. 

7 Feedback provided by OFMDFM (see section 1.2.5) 

7 
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1.2.3Operation of Ilex 

1.2.3.1 Corporate Governance 

Ilex’s corporate governance systems came in for significant criticism by the Public 
Accounts Committee in July 2012.  Since then the internal and external audit reports 
demonstrate that Ilex has improved its governance. 

The Board needs to oversee an organisation focused on regeneration and attracting 
private investment into Ebrington but retaining high levels of governance and 
accountability. The lack of an agreed Corporate Plan and Business Plan for 2015/16, 
raises concern as these are essential for good governance. 

Recommendation: The Board need to focus on Capital work on Ebrington and 
maintain high levels of governance.   Therefore whilst membership of the Board should 
not be increased it should be reviewed to ensure that it has members with proven track 
records in physical regeneration; commercial development, corporate governance and 
attracting private sector investment. 

1.2.3.2 Budget and Business Planning / Monitoring 

A review of the Ilex’s Corporate and Business Plans 2011-2015- show a range of 
targets (for example they separately contain 100, 200 and 300 day targets and then 
further targets for each business objective). These separate targets do not completely 
align and makes the process of reviewing and monitoring progress against targets 
confusing and difficult.  

There are too many low level targets set, especially with regard to measuring 
‘process’,  ‘team’ and ‘partnership working’  demonstrating a focus on measuring its 
internal working rather than delivering on its core purpose. 

The key performance indicators should include: 

 Metres squared of developed or refurbished space; 


 Number of business cases produced and approved; 


 Number of businesses set up on the site;
 

 Number of jobs created on the site;
 

 Capital funding invested; and 


 Private sector funding leveraged. 


The monitoring reports have improved during 2014/15, but they still need further 
improvement. The Ilex CEO needs to ensure the reports8 give clear messages 
regarding performance against already agreed targets; sufficient to allow the Board to 
complete their role of robustly challenging the management team in the information 
presented. 

8 Reports cover no only project progress reports to ensure the projects are being delivered to the 
agreed deadlines, but also Post Project Evaluations- which should show that the projects delivered on 
the Outcome Targets expected or any reasons for under performance.  

8 



 

   

 

 
 

 

 

 

 

 

 
 

 

   

 

 

 
 

 
 
 
  
 

 

 
 

 

OFMDFM 

Review of Ilex Urban Regeneration Company 

Final Report 

July 2015 

Recommendation: The Ilex Board need to finalise a SMART business plan for 2015/6 
by July 2015. The work programme  contained in the plan at minimum needs to see 
the existing developed buildings rented out and 175 jobs confirmed for the area based 
on those projected to be in the final stage of completion as detailed in Appendix F.  

Recommendation: The information going to the Board should be improved 
immediately, to show a greater focus on the deadlines set out in the revised business 
plan and progress against these; including capital spend on a monthly basis. 

Recommendation: The Board needs to develop a performance culture, challenging 
the project information presented to them to ensure that the work programme is being 
delivered as planned. 

Recommendation: PPEs should be completed using evidence and data that is 
sourced and validated where possible to show performance against the targets set. 

1.2.3.3 Funding and Value for Money (VFM) 

The cost of running Ilex has decreased from £2.1m per annum to £1.6m per annum 
over the review period. However over the same period the capital and revenue 
expenditure has decreased from £9.9m per annum to £5.2m per annum. The cost as a 
percentage of expenditure has therefore increased from 21% to 32%. 

Comparisons of costs involved in delivery against a number of other organisations 
show that Ilex is between two to four times the cost.  This is not VFM and the costs 
involved in developing Ebrington need to be significantly reduced from present levels. 

The opportunities for reducing costs exist with staffing as detailed below. 

1.2.3.4 Structure and Staffing 

The administration cost is too high for the organisation.  Administration costs were over 
£700k in 2011/2 and while these have been reduced, they are still over 40% of the 
total staff costs (2011/12 – 2014/15). This high percentage of staff cost allocated to 
administration (against the much lower percentage allocated to Development) is not 
the best use of the public monies. 

The structure and staffing have evolved over time, as some roles have changed in 
order to take on additional responsibilities after other staff left and Ilex has made some 
cost reductions. For example, the CEO has taken on responsibilities for Ebrington 
(mainly legacy issues and the office accommodation) and Corporate Affairs (chairing 
case work committees; governance returns etc.).  The HR and Finance roles have 
been brought together into one role and are being delivered by a finance specialist. 
The Cultural Broker moved into the key Director of Ebrington role, resulting in a 
merging of both jobs. 

The Development team has an additional resource seconded, at Director level, from 
SIB delivering on core operational project work, but which provides much needed 
expertise on a flexible basis. 

9 
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As a result some staff members are undertaking roles that they were not recruited for 
and others are working on areas outside their areas of competence.  

Consequently the current staffing structure is not an efficient or effective use of 
resources nor is best use of the skills available within or available to Ilex and 
significant change required to deliver VFM. However it is recognised that in order to 
access the skills needed to deliver the development of Ebrington and the 
recommendations in this report to improve effectiveness, Ilex may need continued 
support from SIB. Given that the Director of Ebrington is a key role, this support may 
need to be increased given the planned end to Ilex in April 2017. Therefore it is 
suggested that this key role could be discharged by a person with relevant experience 
and skills in SIB who is familiar with the challenges of the Ebrington site. 

This would allow the Cultural Broker to continue with the role he was appointed to, 
specifically the animation and marketing of the Ebrington site, along with revenue 
generation. 

Recommendation: The Administration costs should be reduced and the finance 
function needs to be reduced to at most one member of staff.     

Recommendation:  A staffing review needs to be completed by the end of September 
2015 to reduce the staff headcount, with no new staff or board members required. 
This needs to ensure a Director of Ebrington is in place who is responsible for capital 
works and has a proven track record in delivering in this area.  Numbers employed / 
costs should be closer to the benchmark organisations, with a maximum of 13 FTE in 
the current year. A proposed structure is set out in figure 1.1, which includes staffing 
and costs greater than some of the benchmarks would suggest, but allows for the 
completion of a number of ongoing projects and assumes that the work planned into 
the EDF can be brought forward in order to demonstrate significant progress in 
attracting the private sector into Ebrington.  

10 
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grade norms for this level of work.  Note, any job evaluation which shows that a 
staff member is currently deployed at a level above the new job grade would 
not be impacted by this evaluation  but it should inform the level at which any 
replacements are recruited. 

1.2.4Marketing Potential 

Ilex’s marketing activities during 2011 – 2015 cover a wide range of areas, however in 
total 86% of communication and marketing spend (including event management) is 
attributable to areas outside Ilex’s core mission and only 3% of spend has been on 
Ebrington. 

Ilex has been working with Invest NI over the last year to promote the site to 
international companies seeking to move to or expand in Northern Ireland. This work 
needs to be expanded.   

Recommendation: The Marketing function needs to be led by a Director who would 
be responsible for delivering a 100% focus on marketing Ebrington to the private 
sector, working with Invest NI and other relevant stakeholders. Key performance 
indicators should include number of companies contacted; number of site visits to 
Ebrington; number of offers discussed / negotiated and number of deals. 

1.2.5Relationships 

Partnership working and therefore relationships are key for any URC.  The 
relationships between Ilex and the local stakeholders in the North West/ 
Derry~Londonderry area are generally positive and these stakeholders highlighted the 
vision and success of the organisation in relation to the Peace Bridge9, the City of 
Culture and the funding for the NW Science Park.  However they also highlighted Ilex’s 
lack of success with regard to attracting businesses, and the focus on car park / public 
realm projects rather on projects likely to attract a high number of jobs to the area.   

Many felt that Ilex’s non-performance in attracting private sector jobs was due to the 
time central government takes to get business cases approved.  However evidence 
provided by OFMDFM indicates that the time taken to approve major capital business 
cases during 2012 – 2014/15 was up to six weeks10 , therefore it is concerning that this 
information is not getting through to wider stakeholders. 

Relationships with Central Government Departments are strained.  DSD noted that 
when they held the sponsor Department role they were critical of the quality of the 
business cases produced by Ilex.  OFMDFM have also suggested that this, alongside 
a lack of planning ahead on projects to take into account the time required by 
OFMDFM / DFP, has impacted on their ability to get business cases approved and 

9 Note, whilst local stakeholders highlighted the importance of Ilex is the development of the Peace 
Bridge, the bulk of this work took place before the period of this review. The reference is included for 
completeness of recording the stakeholder feedback.
10 Details on the time taken to approve a sample of capital business cases have been provided by 
OFMDFM and are detailed in Appendix M 

12 



   

 

 

 

 
 

 

 
 

 
 
 

 

 
 

 

OFMDFM 

Review of Ilex Urban Regeneration Company 

Final Report 

July 2015 

work started on buildings on the Ebrington site.  The quality and quantity of the 
information produced by Ilex remains an issue for OFMDFM and requires them to be 
involved in reviewing and providing feedback on corporate/business plans, financial 
information and business cases well in excess of the normal level used in managing 
other arm’s length bodies.  In addition, meetings with Departmental Finance and 
Economists prior to the submission of the business case have been arranged; 
however there remain a number of issues outstanding when the business case has 
been submitted. OFMDFM is also very concerned about the length of time it takes for 
Ilex to develop business cases for capital works on Ebrington (dates of business cases 
submitted to the Department are included in Appendix M).  OFMDFM have noted that 
they expect a pipeline of projects developed to different stages in order to ensure a 
phased approach to development.  

Other departments outside of the sponsor role highlighted Ilex’s tendency to contact 
local politicians if they wish to try and achieve a result rather than working with the 
department concerned. DRD’s feedback suggested that Ilex has tended to focus on 
formal reporting structures which had not necessarily added value either in terms of 
delivery or communicating progress. Departments also questioned the role and value-
add of Ilex in delivering on certain aspects of the One Plan, specifically transport and 
education/skills. These examples demonstrate Ilex’s tendency to digress from its 
central mission of developing Ebrington and to get involved in other areas that are not 
within their remit. 

Overall relationships at a local level are more positive than those which exist with 
Central Government departments.  However to be effective, Ilex needs to have strong 
working relationships with central and local stakeholders. It is also a concern that Ilex 
does not have a good working relationship with its current or its previous sponsor 
departments. 

Recommendation: Ilex needs to build the confidence and relationships with central 
government and to accept the limitations of Ilex’s role in respect of other Departments 
roles and remits. 

13 
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2 	 INTRODUCTION AND BACKGROUND 

2.1 Background  

In 2003 and 2004 six former military and security sites were transferred to the Northern 
Ireland Executive as part of the Reinvestment and Reform Initiative in order to deliver 
the economic and social regeneration of local areas. Conditions applied to the 
transfers by the UK government were that the sites must be used specifically for the 
purposes that represent a tangible benefit to the peace process and that the Northern 
Ireland Executive must bear the cost of making the sites ready for use. Northern 
Ireland communities were then given the opportunity to develop and bring proposals 
for the sites. A community based panel11 was established in 2002. It recommended 
the formation of a new structure to take forward the strategic development of 
Derry~Londonderry.   

Ilex Urban Regeneration Company (Ilex) was subsequently set up in 2003 with two 
members: Office of the First Minister and deputy First Minister (OFMDFM) and 
Department for Social Development (DSD).  Ilex was funded by OFMDFM and DSD 
from 2003 to 2013, as set out in the Management and Financial Memorandum 
(MSFM)12, and was accountable to both departments for its activities.13  In 2013 
OFMDFM became the single sponsor of Ilex.  

Ilex was established with the following objectives:14 

	 The creation and promotion of the co-ordinated regeneration of the Derry City 
Council Area generally and to facilitate its implementation in cooperation with 
DSD, other relevant government departments, Derry City Council, the private 
sector and other interested parties; and 

	 To secure the economic social and physical regeneration of the Ebrington Site 
(being a relevant site with the meaning of Article (2) (2) of the 2003 Order). 
With specific reference to Ebrington the article states that Ilex have the 
necessary powers to manage and develop the Ebrington site, including 
procurement of works. 

The rationale15 for using the Urban Regeneration Company (URC) model was: 

	 URCs depend on the powers and resources which the partners who establish 
them bring, and much of the added value of the approach is therefore expected 
to result from the company’s coordinating, influencing and facilitating role; 

11 A community based panel tasked with bringing forward proposals within three months on the 

potential role of the Ebrington Barracks within the wider strategic development of the North West, as
 
well as the most appropriate vehicle to take it forward. 

12 Ilex Urban Regeneration Company Limited MSFM (2008; updated 2014) 

13 Ilex: Management Statement and Financial Memorandum. 

14 Ilex Urban Regeneration Company Limited Memorandum and Articles of Association (2003) 

15 Set out in NIAO report ‘The Transfer of Former Military and Security Sites to the NI Executive 

November 2011.  
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 URCs work towards a coordinated approach to the problems and opportunities 
in their target areas; 

 Principal focus is engaging the private sector in an agreed physical and 
economic regeneration strategy; and 

	 Ilex was set up at a time when Derry~Londonderry was experiencing significant 
economic and social problems and the military sites were viewed by many as 
an opportunity for regeneration of the area.  

The evidence as to whether Ilex was effective as an URC is set out in section 5 and 
concluded on in section 11.  

2.2 OFMDFM 

The overall aim of OFMDFM is to ‘build a peaceful and prosperous society with respect 
for the rule of law where everyone can enjoy a better quality of life now and in years to 
come’.16  The Department objective relevant to Ilex is  to drive  investment and 
sustainable development through the regeneration of strategic former military sites.17 

2.3 Ilex 

According to Ilex’s 2011-2015 Corporate Plan, its mission during this time is to 
‘champion sustainable economic, physical and social transformation in 
Derry~Londonderry’.  The aims of Ilex are: 

	 To create, promote and implement a co-ordinated regeneration of the Derry 
City Council area in co-operation with DSD, OFMDFM, other relevant 
government departments, Derry City Council, the private sector and other 
interested parties; and 

	 To secure the economic, social and physical regeneration of the Ebrington and 
Fort George sites. 

Specific actions included: 

	 Embed the structures and lever the finance necessary to deliver the objectives 
of the One Plan; 

 Expend £50m capital investment from 2011 until 2015; 

 Lever £3 private sector funding for every £1 of public sector expenditure; 

 Create 745 jobs and embed social clauses; 

 Develop Ebrington as a regional cultural Hub; and 

 Establish the North West Regional Science Park at Fort George as a centre of 
excellence in science and digital technology. 

16 OFMDFM Departmental Plan 2013-2014  
17 http://www.ofmdfmni.gov.uk/index/about-ofmdfm/about-the-department.htm 
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2.4 Organisational Review 

OFMDFM appointed RSM McClure Watters to conduct a review of Ilex to examine the 
continuing need for the company, its effectiveness, purpose, aims, objectives, 
achievements, VFM, and funding arrangements. 

The MSFM18 requires a periodic review of the company in accordance with the 
business needs of the Department (OFMDFM) and Ilex. The BDO review of Ilex in 
201119 also recommended that a subsequent organisational review be carried out in 
2014 (progress against BDO recommendations is noted in section 5.7). 

2.5 Terms of Reference 

The Terms of Reference for the review of Ilex are as follows:20 

Need 

	 Critical examination of the continuing need for the company, its effectiveness, 
purpose, aims, objectives, achievements, VFM, and funding arrangements. 

Effectiveness 

	 Taking account of the resource base and staffing structure consider how well 
Ilex has performed against its aims, objectives, key targets and quality 
standards. 

 Confirm whether the current aims, objectives, targets and standards are 
sufficiently focused, stretching and consistent with the Executive’s needs. 

 Independent and objective evaluation of the effectiveness and achievements of 
Ilex in: 

	 Delivering its regeneration mission, in particular the development of the 
Ebrington site; and including the Peace Bridge and the development of 
Fort George; 

	 the oversight and monitoring of the One Plan and associated contribution 
to the One Plan, Programme For Government 16 targets and 
objectives21; 

 working in co-operation with key stakeholders; 
 adding strategic value beyond that which might otherwise have happened 

without it; and 
 Attracting additional private sector investment. 

18 Ilex Urban Regeneration Company Limited MSFM (2008; updated 2014) 

19 BDO (2011) Review of Ilex Urban Regeneration Company  

20 OFMDFM: P19276 – Review of Ilex Urban Regeneration Company, Specification (December, 

2014). 

21 Note: refers to Programme for Government commitment number 16
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Operation 

	 Assessment of the effective operation of the company including key internal 
and external relationships and corporate governance arrangements, budget 
planning and monitoring, VFM and the role of the Ilex Board. 

	 Assessment of the current organisational structure and staffing with regard to 
its suitability for delivering its current functions. 

Marketing Potential 

	 Assessment of the marketing of the Ebrington site including engagement with 
the private sector. 

Funding 

	 Finance arrangements for Ilex including budget allocation by OFMDFM and 
income from other sources. 

Relationship with Sponsor Departments 

	 Assessment of the role and effectiveness of the relationship between Ilex and 
the sponsoring department and an assessment of the corporate governance 
arrangements between Ilex and the Department. 

Future Directions 

	 Ilex’s role in, and suitability for, delivering the required services in its future 
operating environment, including new financial models such as Financial 
Transactions Capital (FTC) and changes to new Council responsibilities. 

2.6 Methodology 

Full details of the review methodology are contained in Appendix A.  The stages of 
work used to undertake this review were designed to address each element of the 
Terms of Reference detailed in section 2.5 and involved five key work stages, which 
were as follows: 

 Stage One: Project Planning and Initiation;
 

 Stage Two: Organisational Context; 


 Stage Three: Organisational Performance (in relation to targets; relationships 

established; governance arrangements); 


 Stage Four: Organisational Evaluation and Draft Report; and 


 Stage Five: Review Finalisation.
 

2.7 Report Outline 

The following sections of this report are set out as follows: 

17 



   

 

 

 

 

  

 

 

 

 

 

 

 
 

 

OFMDFM 

Review of Ilex Urban Regeneration Company 

Final Report 

July 2015 

 Section 3: Policy and Delivery Context 


 Section 4: Need 


 Section 5: Effectiveness of Ilex
 

 Section 6: Operation of Ilex 


 Section 7: Marketing Potential 


 Section 8: Relationships 


 Section 9: Comparators 


 Section 10: Future Options 


 Section 11: Conclusions and Recommendations 


Additional supporting information is provided in the Appendices to this report.  

2.8 Acknowledgements  

The findings in this review have been informed by data, views and feedback provided 
by a range of individuals and organisations.  We would like to acknowledge the 
valuable information, assistance and support provided by all stakeholders involved in 
this review of Ilex, specifically Ilex Board, CEO and staff; OFMDFM Regeneration Sites 
Team and stakeholders detailed in Appendix B. 
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 Northern Ireland Executive (2012) Economic Strategy: Priorities for sustainable 
growth and prosperity; and 

 Department for Regional Development (2010) Regional Development Strategy 
2035: Building a Better Future. 

3.4 One Plan (2010-2020) 

The One Plan is a strategic regeneration plan for Derry~Londonderry which sets out a 
vision of delivering 12,900 jobs by 2020. Its mission is to deliver renewal (economic, 
physical and social) and to build a stronger and more vibrant economy with increased 
prosperity for the City and region.  This is to be done in ways which ensure 
opportunities and benefits from regeneration are targeted22 towards the most deprived 
groups in the community.  The One Plan was developed after a two year period of 
consultation and research, which took place prior to the period under review.   

Details on One Plan targets and the delivery structure in place to deliver the One Plan 
is detailed in Appendix C, performance of Ilex against One Plan targets is detailed in 
section 5.6. 

3.5 Regeneration Planning - Ebrington 

The first Ebrington Masterplan was launched in 2006 and a review of this was planned 
for 2011.23  The review was completed later than targeted and the Ebrington 
Development Framework (EDF) was only completed in 2014. The EDF highlights a 
demand in Derry~Londonderry for Grade A space in the range of c. 5,000 – 7,000 
square feet to meet demand from the IT / Technology and Business & Professional 
Services sector. Potential land uses outlined in the EDF include: 

 Creative Industries;
 

 Culture and education / research;
 

 Hotel and leisure; 


 Museum and heritage;
 

 Commercial office space; 


 Residential;
 

 Cafes, restaurants and bars; and 


 Car parking 


22 Words “targeted/targeting” means that proposals must demonstrate how they will bring about 

measurable improvements for those groups who have been identified as experiencing inequality in, 

for example, housing, education, employment and health. 

23 BDO (2011) Review of Ilex Urban Regeneration Company
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3.6 Regeneration Planning- Fort George 

The draft Masterplan for Fort George was launched for consultation in December 
2007. The framework was completed and the outline planning application was 
submitted in June 2012. Responsibility for planning application approval passed to 
DSD in April 2013.24 

A key issue in relation to Fort George was the level of contamination and work needed 
with the previous owner (Ministry of Defence) regarding confirmation of liability.  

3.7 Changes in Local government 

Local government have been granted powers25 to undertake community planning26 

and the One Plan will shortly be superseded by DCSDC’s Community Plan.27 

Councils now have a statutory responsibility to lead community planning and as a 
result work is underway between Ilex and the Council to transfer the Strategy and 
Regeneration team resource and function from Ilex to the Council.  

From April 2016, it is anticipated that Councils will also take on responsibility for 
regeneration from DSD. They will have the power to carry out regeneration schemes 
and projects, public realm and environmental improvement schemes and they will take 
the lead in tackling deprivation and delivering community development in their areas. 
They will be able to decide their priorities and where their budgets should be 
expended. DSD will have the power to publish strategic guidance to which Councils 
must have regard when exercising their functions. The Urban Regeneration and 
Community Development Policy Framework published in July 2013 provides the 
strategic direction for regeneration and community development policy.  

3.8 Planned Changes at Central Government Level from 2016 

The Stormont House Agreement of 23 December 2014 included a commitment that the 
number of departments should be reduced from 12 to nine in time for the 2016 
Assembly election, with the new allocation of departmental functions to be agreed by 
the parties.  OFMDFM would become the Executive Office and responsibility for the 
development of the North West sites (which includes Ilex’s responsibility at present for 
Ebrington) would move to the Department for Communities.  This change, if it goes 
ahead, will have implications for future options and is examined in section 10. 

24 Feedback DSD noted that the masterplan for Fort George did not progress beyond draft status and 
was not endorsed by the statutory agencies due to a number of reasons / issues
25 Under the Local Government Act (Northern Ireland) 2014 
26 The Local Government Bill introduced legislative provisions to make community planning a statutory 
process. It places a duty on local councils to initiate, maintain, facilitate and participate in the process, 
and on partners to participate in and support community planning. Government departments will be 
required to promote and encourage community planning in exercising their functions. The legislation 
took effect in April 2015. 
27 http://www.doeni.gov.uk/local government reform 
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3.9 Summary 

The Programme for Government includes objectives relating to the development of the 
two ex-military sites (Ebrington and Fort George)  in order to help the regeneration of 
Derry~Londonderry and in particular to generate jobs and leverage funding from the 
private sector. In addition the key Northern Ireland economic, investment and regional 
development strategies have also recognised that the development of Derry City is key 
to developing the North West. 

The importance of the development of the sites is also set out in the One Plan which 
states that the “re-development of the former military sites at Fort George and 
Ebrington will significantly advance the transformation of the City and Region”.  The 
success of the Ilex must therefore be measured with regard to the contribution it has 
made to the economic development of Derry~Londonderry, and the extent to which it 
has levered investment to do so. 

Recent changes in local government and planned changes to central government 
mean that the environment within which Ilex is operating has and is changing 
considerably. The new DCSDC (effective from 1 April 2015) will have much greater 
powers and responsibilities and the community plan which it develops should drive 
local economic and regeneration activity in the Derry~Londonderry / North West area.   

Responsibility and resource for the One Plan is expected to move to the local Council 
in 2016, meaning Ilex will have a sole focus and responsibility for the development of 
Ebrington. However from 2016 if the planned changes to Departments go ahead 
responsibility for Ebrington will move to the Department for Communities.  The options 
for the future development of Ebrington are reviewed in section 10. 
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or resources to be involved in this area.  This report does not therefore review any 
further options for delivery of this function. 

4.4 Summary 

This section shows that although Derry~Londonderry has shown some improvement in 
its economy over the last decade, it remains one of the most deprived areas in 
Northern Ireland. There is therefore a clear need for investment and regeneration in 
the region. 

The Ebrington site is an asset in the Derry~Londonderry area which, if invested in, 
could provide office space; licenced premises/restaurants; hotel/tourism; niche retail 
development and housing.  Research by SIB and Colliers shows that public investment 
is needed to stimulate the private sector and that this is expected for at least the next 
3-5 years. 

The short-term plans for the site as set out in the EDF are modest, with the planned 
scale of investment rising significantly from 2019 onwards.  Any future delivery option 
must be able to demonstrate that it can deliver the plan of work set out in the EDF for 
2015-19 and bring forward the work planned for 2019-23 so that it can be completed 
within a shorter timeframe.  This is considered further in the future options section 
(section 10.3). 

The focus of any government support should be on the precise market failures 
regarding physical development detailed in the Colliers report.  The options are 
considered in section 10.  
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5 EFFECTIVENESS OF ILEX 

5.1 Introduction 

This section assesses whether Ilex has been effective31 in delivering on its objectives 
and targets. The analysis is based upon evidence from the annual reports and 
accounts; year-end internal performance reports and information provided by Ilex staff.  

5.2 Performance against Annual Business Plan Measures 

The sections below summarise Ilex performance against the measures / actions 
(targets) set in the business plans for 2011/12; 2012/13 and 2013/14. Full details of 
performance each year is provided in Appendix E.  The annual analysis shows that the 
highest number of targets not met related to those centred on Ilex’s core purpose of 
developing Ebrington and Fort George. 

5.2.1Year 2011/12 

In total 34 targets were met; 26 were not met; 12 were not met within timescales, a 
further two were not met but were was outside of Ilex’s control, for one there was 
insufficient information on which to make an assessment and one action was not clear 
enough to be robustly assessed. 

Of the 29 core delivery actions (targets) (i.e. those relating to the One Plan, Ebrington 
and Fort George or Shared Spaces) only 12 (41%) of these were met in 2011/12.  Of 
the 26 actions (targets) not met three had no clear alternative strategy in place as 
required by the MSFM. 

5.2.2Year 2012/13 

In total 42 targets were met; 16 were not met; one was not met within timescales, for 
one there was insufficient information on which to make an assessment and two 
measures were not clear enough for performance to be robustly assessed. 

The greatest number of measures (targets) not met related to Ilex’s core purpose of 
regenerating Ebrington / Fort George (n=10).  . The highest number of targets met 
related to Processes (n=10), followed by the One Plan (n=9). 

Of the 34 core delivery measures (targets) (i.e. those relating to the One Plan, 
Ebrington and Fort George or Shared Spaces) only 19 (56%) of these were met in 
2012/13. Of the 16 measures (targets) not met five had no clear alternative strategy in 
place as required by the MSFM. 

31 Effectiveness refers to delivering a successful outcome and meeting objectives as fully as 
possible(http://www.dfpni.gov.uk/index/finance/eag/eag-glossary.htm) 
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5.2.3Year 2013/14 

In total 36 targets were met; 12 were not met; one was not met however this was 
outside of Ilex’s control, for two there was insufficient information on which to make an 
assessment, while another two measures were not clear enough for performance to be 
robustly assessed. 

The greatest number of targets not met was within Ebrington / Fort George (n=4).  The 
highest number of those met was within the Processes (n=11).  Of the 24 core delivery 
measures (targets) (i.e. those relating to the One Plan, Ebrington and Fort George or 
Shared Spaces) only 16 (67%) of these were met in 2013/14.    

5.3 Ebrington 

The work on Ebrington has focused on the development of the Master Plan (which was 
only finalised in 2014), shared space and the car park.  

Programme for Government provided £23m for infrastructure investment.  However 
only £17m32 of capital investment was delivered by the end of 2014/15 and the final 
underspend for capital investment was £6m. 

Specific progress on Ebrington over the review period is as follows: 

	 Masterplan for Ebrington: a Concept Masterplan / Framework for Ebrington 
was drafted in 2013 and finalised 2014, which was much later than the original 
timescale of quarter three 2011/12 and is currently still with DOE Planning 
Division for consideration. 

	 Completed Public Realm shared space: Ebrington Square part of Public 
Realm Stage 1 completed 25 June 2011. Stage 2 completed 14 February 
2012. 

	 Maritime Museum project: No progress on this to date, as the full Business 
Case has not yet been submitted or the project approved. The original date for 
business case approval was Q4 20121/1233 

	 Refurbishment of the Clock Tower: a Strategic Outline Case (SOC) was 
submitted by Ilex in 2011/12; however this did not demonstrate affordability and 
therefore could not be considered by OFMDFM or Department of Finance and 
Personnel (DFP) and subsequently the project was not pursued.34 

	 Conservation works: delivered as part of general maintenance by Ilex. 

32 This figure includes 2014/15 projected capital expenditure provided as an estimate in March 2015 
by the Ilex finance manager 
33 Ilex 2011/12 Business Plan 
34 Following submission of an SOC by Ilex, DFP wrote to DCAL in February 2011 in relation to the 
Strategic Outline Case (SoC) for a proposed Gallery in the Clocktower building at Ebrington. In the 
letter DFP stated that the affordability issue needed to be addressed and DCAL, OFMDFM and DSD 
needed to confirm the capital and on-going revenue commitments for the project.  In December 2011 
Ilex and OFMDFM agreed to pursue an alternative approach, and arising from this Ilex 
accommodated the Turner Prize for three months in the Creative Hub (Building 80/81) 
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	 Construct the Car Park and Office Quarter (enabling infrastructure): the 
car park was completed in October 2014, 19 months later than the original 
timescale of completion by March 2013.35 

 Completion of refurbishment of Buildings 80 and 81: This project was 
being developed at the time of writing this report (April 2015).36 

 Building 71: Refurbished as the regional headquarters of the Department of 
the Environment; took up tenancy in October 2014. 

	 Completion of the Venue 2013 programme and reinstatement of the site: 
work commenced on the Venue in September 2012, was completed in 
December 2012 and the Venue removed from site January / February 2014 
and the site reinstated for event use. 

To date no capital project has been delivered by Ilex within the original timescale, 
without addendums to the business case and additional budget has been required for 
completion. 

The current status (at the time of writing this report) of each of the buildings on the 
Ebrington site is outlined in Appendix F. 

As a result of projects not being progressed as planned only 25 of the projected 174.5 
jobs have been delivered at April 2015 (Department of the Environment jobs in building 
71). 

5.4 Fort George 

There were three main areas which Ilex was responsible for during the period 2011/12 
and 2012/13 in relation to Fort George, these were:  

	 Developing a Concept Masterplan and outline planning application / 
obtaining outline planning permission: business plan targets were to 
achieve a revised development framework and secure Outline Planning 
Application Approval from the Planning Service.37  Ilex submitted the 
development framework and outline planning application in July 2012; 
responsibility for progressing the planning application approval passed to DSD 
in April 2013 and it was not achieved by Ilex before this.  

	 Decontamination38: business plan targets for 2011/12 were to agree the 
methodology with DSD and seek DFP / Ministerial approval of the Economic 
Appraisal in Q1 2011/12.  Ilex secured DFP approval for Decontamination in 
June 2011 and ministerial approval in July 2011, however a consultant was not 

35 Due to the linking of this project to Ebrington Square, Ilex was not able to proceed with the project 
until late 2013 
36 During phase 1 Buildings 80/81 were used to host Turner Prize and in June 2014 Blick Studios was 
awarded the contract to manage the Hub.  
37 Ilex 2011/12 and 2012/13 Business Plans 
38 The site had been a ship building yard, a ship repair yard for the allied forces in WWII, a military 
base and a municipal dump. These varied uses, coupled with non-regulation of environmental 
hazards, resulted in widespread contamination which in 2010/11 revealed significant levels of 
hydrocarbons, polycarbons, heavy metals and invasive plant species including Japanese Knotweed. 
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appointed until 2013 which was later than the original timescales. DSD note 
that the decontamination was not significantly completed when the site was 
handed over. Ilex documents note that by February 2013 75% decontamination 
had been achieved before DSD became responsible for Fort George, which is 
not accepted by DSD. 

	 NW Regional Science Park: business plan targets during 2012/13 were to 
commence infrastructure; select delivery partners and to construct the NW 
Regional Science Park, however Ilex’s role in the development of the NW 
Regional Science Park was in relation to the application for funding.  The 
Strategy and Regeneration team led the development of the INTERREG IVa 
funding bid to develop the €14.5 million NWRSP at Fort George.  In November 
2012 the Special European Programmes Body (SEUPB) announced that Ilex’s 
application for the science park was to be awarded £12m funding from the EU 
Interreg programme and an additional £1.1m DSD funding was provided 
towards the total project costs.  Ilex’s contribution to the NWRSP included39: 

 writing the business plan, economic appraisal and funding application;
 
 facilitating the working group to scope the project;
 
 researching the Knowledge Economy and need for the project in the 


North West; 
 identifying partners; 
 developing the project; 
 establishing and supporting the Steering Group including secretarial 

support;
 
 engaging with stakeholders; 

 risk management; and 

 programme management. 


Details on the capital and revenue expenditure in relation to Fort George are in section 
6.4, however in summary £176,079 was spent on capital expenditure during 2011 – 
2013. 

5.5 Peace Bridge 

Business plan targets during 2011/12 show that Ilex was responsible for completing 
construction of the bridge and achieving planning conditions / reaching agreement for 
the Peace Bridge to be adopted by the Roads Service.  

The Peace Bridge was opened in June 2011. However while Technical Approval in 
principle was received for the Bridge, DRD advised Ilex in May 2014 and again in 
November 2014 that a number of unresolved issues, particularly in relation to 
oscillation, remains and until the reports requested are furnished evidencing the 
structures capability, the Peace Bridge will not be adopted.40 

39 Ilex Summary of Performance (provided by Ilex to RSM McClure Watters March 2015) 
40 Letter_PatColganToPhilipFlynnILEX_Re_ThePEACEBridge_2015-04-28 
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5.6 The One Plan 

The terms of reference for this evaluation require a review of Ilex’s performance in 
relation to the One Plan.  Ilex has two roles regarding the One Plan:  

 Oversight and Monitoring and 

 Delivery of a number of projects. 

5.6.1Oversight and Monitoring of the One Plan 

The Ilex Strategy and Regeneration team are responsible for monitoring progress 
against the One Plan and through the programme and project management system 
provides information to the Strategy Board on a quarterly basis.  

A review of the One Plan reporting information shows that it is overly complicated and 
difficult to read / understand.  It also does not set out progress against the overall key 
targets set for the One Plan (2015 and 2020 targets).  The progress reports sent to the 
Strategy Group do not focus on these targets sufficiently or highlight easily that 
performance is well below what was expected.    The reporting system needs to be 
simplified and produced to give progress at a project level on the activities completed, 
but also the outputs and outcomes achieved.  

Ilex’s also is responsible for verifying the jobs promoted figures provided by the One 
Plan interdepartmental co-ordinating group.  The verification of the jobs promoted 
figures has taken Ilex up to six months which has meant that OFMDFM are late in 
reporting this information. 

5.6.2Project Delivery 

Ilex is Lead Body41 for eight programme activities in the One Plan and has contributed 
to 16 other projects, ranging from participating as a consultee to helping develop a 
specific idea / business case.  Progress made by the Ilex is outlined in Appendix C. 
Overall six of the eight projects it is Lead Body for have been progressed significantly 
or completed. As targets were not always set, it is not possible to confirm if they have 
all been effective.  There is also a lack of clarity on the specific role of ilex with regard 
to all projects, therefore going forward details of the roles and responsibilities of Ilex in 
relation to the outputs and outcomes achieved should be more clearly detailed. 

5.6.3Post Project Evaluations  

The review of PPEs shows that there are areas for development in how Ilex plans and 
delivers its projects. First the project objectives need to be more specific and targets 
included so that evidence of success can be evaluated. Second the evaluations need 
to go beyond qualitative information and include quantitative evidence. This evidence 
of data when used should be sourced and/ or validated so that the findings are robust.   

41 Lead Body - Responsible for leading delivery of Catalyst Programme & accountability for 
performance 
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5.6.4Jobs Promoted 

Ilex’s role within the jobs sub group is to verify the jobs promoted figures provided by 
the One Plan interdepartmental co-ordinating group.  The verification of the jobs 
promoted figures has taken Ilex up to six months which has meant that OFMDFM are 
late in reporting this information.  

Attracting Additional Private Sector Investment 

Ilex has been successful with regard to accessing public sector investment in support 
of the One Plan. Specific examples regarding the One Plan are:  

	 Attracting the Northern Ireland Science Park to the Fort George site and 
assisting with the business case for the North West Regional Science Park, 
which ultimately secured £12m of Interreg IV funding (£12m) in summer 2012;  

	 Preparing the business case for and managing the VENUE during the 2013 UK 
City of Culture Year. This project secured a return which DSD Analytical 
Services Unit estimate to be in excess of £1m on a full-cost recovery basis, 
backed by £500k - £600k in ticket sales and additional sponsorships (estimated 
by DSD to be in excess of £1m); and 

	 Managing the £3m for City of Culture Capital Scheme for DSD, which levered a 
total of £7m in funding for projects for 33 organisations in the city.  Of the 33 
some (e.g. Inner City Trust) invested private sector funding.’ 

However information on private sector investment was not readily available for this 
review. 

5.7 Review of Ilex Urban Regeneration Company (BDO, 2011) 

BDO completed a review of Ilex in February 2011. It was critical of Ilex’s performance 
and made 22 recommendations requiring action regarding delivery, project / financial 
management, organisational development, corporate planning, reporting and Ilex’s 
relationship with the private sector.  These recommendations and an assessment of 
progress against these are contained in Appendix H. 

As at March 2015 it is evident that seven recommendations have been fully 
addressed; eight not fully addressed / not addressed within the timescale set or there 
was insufficient evidence of progress against the recommendation.  In total five were 
not addressed and two were not the responsibility of Ilex. 

Most notably the BDO report emphasised the development of SMART42 KPIs targets 
and, greater involvement of key stakeholders in the planning and review of 
performance. Specifically it highlighted the need to align business planning, 
monitoring and evaluation to prevent under performance.  It also criticised Ilex for 
mission drift, stating that many of Ilex’s achievements had not contributed to the 
development of sites at Fort George and Ebrington and the urgent need to complete 

42 Specific; Measureable; Achievable; Realistic and Timebound 
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and sign off delivery strategies for the two sites.  These are issues which, whilst action 
has been taken by Ilex, still remain significant weakness in 2015.  

The BDO review also recommended Ilex should continue for at least the next 3 years 
with immediate significant revisions to operations, a further organisation review before 
the end of 2014 and the expectation that subject to this review and outworking of RPA 
that the organisation should wind down its operations by 2016. This recommendation 
is considered further in section 10. 

5.8 Summary 

Ilex has not delivered on the Programme for Government target of completing £23m 
infrastructure investment at Ebrington by 31 March 2015 and no private sector jobs 
have been created on the site.43  The development of business accommodation at 
Ebrington has been slower than projected, although a number of small projects (four) 
are understood to be close to closure.   

Public realm projects have been implemented and contaminated land at Fort George 
was significantly reduced with before handover to DSD in April 2013 to make the 
locations at both sites more attractive.  It also successfully applied for funding of £12 
million to support the construction of the North West Science Park. 

In addition, Ilex delivered a consultation process for the One Plan which brought 
together many stakeholders and built relationships that previously did not exist. It also 
contributed to a City Of Culture events programme that delivered more than 400 
events and it is estimated that these events generated up to 1 million attendances and 
participants.44 

43 The £23m target relates to Northern Ireland Executive Monies 
44 Strategic Investment Board: Monitoring Report on City of Culture 2013 
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6 OPERATION OF ILEX 

6.1 Introduction 

This section provides an assessment of the operation of Ilex.  This includes a review 
of corporate governance arrangements, budget planning and monitoring, funding and 
Value for Money (VFM), and the current organisational structure and staffing. 

6.2 Corporate Governance 

Governance Framework  

Ilex is a Company limited by Guarantee that was established in 2003.  Accordingly, its 
governing documents are its memorandum and articles of association and, subsidiary 
to these, the Management Statement and Financial Memorandum which sets out the 
powers given by its sponsor Department, OFMDFM, and those items for which 
approvals should be sought.   

Originally, Ilex was the shared responsibility of two NI Departments namely DSD and 
OFMDFM. However, during the period of this review, the MSFM changed to reflect 
OFMDFM becoming the single sponsor department. A Memorandum of 
Understanding (MOU) was then set up between DSD and OFMDFM, with regard to the 
oversight of Ilex which took effect from 1 April 2013 and which should remain in force 
until Ilex no longer exists or sponsorship of Ilex and responsibility for Ebrington is 
transferred to Department for Communities.   The MOU states that up to 31 March 
2015, DSD will provide £1.5 million resource by way of transfer in each of the years 
2013/14 and 2014/15 to cover Ilex operations. These monies are to be used for the 
purposes as outlined in Ilex’s approved corporate plan for 2013/14 and 2014/15. DSD 
will also provide £133,000 resource by transfer to enable OFMDFM to provide those 
additional services through staffing. 

This agreement between DSD and OFMDFM requires OFMDFM to review and 
approve the Ilex Corporate Plan and for DSD to have sight of it prior to approval.  

6.2.1Corporate Governance Systems Summary 

Ilex’s corporate governance systems were significantly criticised by the Public 
Accounts Committee in July 2012.   Since then OFMDFM have taken on single 
authority responsibility for Ilex, reduced the delegated authority of Ilex and put in place 
a system for ensuring business cases are received and approved before any funding is 
approved on projects (over £100k).  The internal and external audit reports since 2012 
demonstrate that Ilex has improved its governance systems.   

However a review of meeting minutes between OFMDFM and Ilex show that the 
sponsor department spends a lot of time on checking and rechecking that projects and 
agreed actions are being implemented. This indicates a lack of confidence by 
OFMDFM in Ilex’s ability to deliver and a shortfall in the reporting information provided 
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by Ilex. The quality of Ilex’s reporting information is reviewed further in the next 
section. 

6.3 Budget and Business Planning / Monitoring 

There has been one corporate plan and four business plans developed during the 
review period.  This section reviews whether these provided the content needed to 
focus the work of Ilex over this period.     

6.3.1Ilex Corporate Plans 

The layout of the corporate plans is confusing as there is duplication of the objectives 
throughout and a mix of looking forward and looking back in the same section. 

Corporate objectives are three year action statements and good practice dictates they 
should be SMART.45 However some of the targets set for corporate objectives are not 
specific and measureable to allow for a robust assessment of performance. Appendix 
K details targets in the draft corporate plan 2015-2018 under the objective “to advance 
the regeneration of Ebrington” and an assessment of whether these are SMART. 
Overall, only four of the 11 targets under the objective “to advance the regeneration of 
Ebrington” in the draft 2015-2018 Corporate Plan are SMART. The draft Corporate 
Plan 2015-18 needs to set out how the existing projects still in development will be 
completed to standard.  Those to be completed with particular urgency are ensuring 
grade A accommodation is delivered on time and budget and that the pipeline of work 
is built for 2019 in line with the EDF.  Targets set for these areas need to demonstrate 
not only the capital build but also the employment created. 

The Corporate plans did not detail alternative scenarios for any areas that are crucial 
to delivery, despite this being a requirement in the MSFM.  The Corporate Plans note 
this is included in the risk strategy however a review of this information found that they 
do not include the detail required. 

6.3.2Ilex Business Plans 

Content of Business Plans 

Each business plan during 2011/12 - 2013/14 includes four areas (perspectives): 
Delivery; Partners; Processes; and Team.  There are a number of corporate objectives 
and measures (targets) listed under each perspective.  

Appendix K provides an overview of the number of objectives and measures (targets) 
that relate to core delivery work (i.e. One Plan, Ebrington, Fort George and Shared 
Spaces) and those that are needed to support delivery (i.e. the partners, processes or 
team). There are numerous measures (targets) in place ranging from 52 in 2011/12; 
62 in 2012/13 and 53 in 2013/14. This number did not reduce despite responsibility for 
Fort George moving to DSD as part of the single sponsor arrangement in 2013.   

45 Specific; Measureable; Achievable; Realistic and Timebound 
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Three objectives focused on the core purpose of Ilex were set each year; however 
nine objectives were set for the support areas. Similarly the number of measures 
(targets) set for delivery work was lower in 2011/12 and 2013/14 than the number set 
for support areas, indicating a disproportionate focus on the organisation workings 
rather on delivering the organisation’s core purpose.  The plan needs to refocus with 
objectives and measures (targets) set relating mainly to the delivery priorities. While 
the other areas are important, targets need to be set at a higher level than at present.   

The plans also need to be simplified, with a smaller number of objectives and targets 
and with a stronger focus on the organisation’s core purpose, namely the development 
of Ebrington. The key performance indicators should include:   

 Metres squared of developed or refurbished space; 

 Number of businesses set up on the site; 

 Number of jobs created on the site; 

 Capital funding invested; and 

 Private sector funding leveraged. 

Structure of the Business Plans 

In addition to the measures (targets) set against each objective, 100, 200 and 300 day 
targets have also been included in the business plans. However these targets are 
often not directly linked to the corporate objectives. For example Appendix K.3 
compares the 100 day targets and the business measures set for quarter one in 
2013/14. This shows that the two are not aligned. 

There should be one set of corporate objectives with measures / targets as to what will 
be achieved over the three year period.  The objectives and measures in both the 
corporate and business plans should be identical if they relate to the same planning 
period. The targets set in the business plans should show progression towards the 
relevant corporate objective. 

Role of Ilex in delivering the targets set 

Ilex business plans should focus on the work they are directly responsible for.  For 
example there are currently targets included in the business plans over which Ilex has 
limited control, such as the “Adoption of Peace Bridge”.  Such targets should be re-
developed to measure how Ilex can progress this. 

6.3.3Budgeting 

Ilex budgeting procedures are set out in the Financial Memorandum. This states that 
each year, in the light of decisions by the Department on Ilex’s corporate plan, the 
Department will send to Ilex a formal statement of the annual budgetary provision 
allocated by the Department and a statement of any planned change in policies 
affecting Ilex.  The process used within Ilex is in line with this procedure. However 
while adhering to general processes Ilex is not realistically profiling spend as during 
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2014/15 Ilex failed to identify a £666k underspend and this was only highlighted in mid-
March 2015. 

6.3.4Monitoring Reports 

A monitoring report should provide a comprehensive but concise assessment of how 
the organisation has performed against each of its targets for that year. In doing so the 
Board and others are able to clearly identify what has / has not been achieved.  

The performance monitoring reports for 2011/12 - 2013/14 do not provide robust and 
concise summaries of progress against objectives and targets as set in the respective 
business plans.  For example, in relation to the development of Ebrington the year end 
2013/14 performance monitoring report does not state whether the projects detailed in 
the business plan for that year were on target (budget and / or timeline). It does 
include the following information however further work is required in order to 
understand whether this performance is on target or not46: 

 Building 80/81 completed to host Turner prize and will be converted as a 
creative hub; 

 76 informal expressions of interest received, being followed up as part of 
development framework process; 

 Agents in place and completed initial soft market testing for hotel opportunity;  

 Car Park progressing, completion July 2014; 

 Development Framework commenced - stage 1 of public engagement 
completed and on target to complete by 2014 (no specific date given); 

 A further route through Ebrington from Dales Corner to St Columb’s Park 
completed; 

 Going to market with buildings on Ebrington with LPS/BTW Shiells; and 

 Over 500,000 attended events on Ebrington Square and in VENUE 2013 and 
for the turner prize during 2013. 

The 2014/15 reports have been revised to use a traffic light system to monitor 
performance against targets.  However a review of the 9 Month Performance report to 
31 December 2014 report highlights that this approach is overly complicated with 
additional colours and definitions used to describe the current status of project 
progress. While this approach usually requires a red / amber / green system to 
indicate whether targets are not met / on track to meet / or met; the Ilex approach is as 
follows: 

 Completed – Blue; 

 Green - on track for delivery; 

 Green/Amber - broadly on track, close to outcomes; 

 Amber - significant doubt about outcomes; and 

 Red - will not be achieved in current Programme for Government period. 

46 Ilex 2013/14 performance monitoring report 
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In addition, in some cases there is insufficient information to determine if a target is on 
track to be met as intended or has been met within the original timescales. 

Monitoring of performance should include the following: 

 Project title and description; 

 Target date in business plan; 

 Action date completed; and  

 Code / assessment. 

For this system to work it is essential that Ilex assess their progress robustly and 
accurately using the deadlines agreed in the business plan, otherwise the 
organisational culture becomes one that is overly tolerant of poor project management. 
It is the responsibility of the Ilex Board to ensure they are receiving accurate and 
complete information and challenge instances where this is not provided. 

6.3.5  Review of Available Post Project Evaluations 

The review of PPEs (see appendix G) shows that there are areas for development in 
how Ilex plans and delivers its projects. First the project objectives need to be more 
specific and targets included so that evidence of success can be evaluated. Second 
the evaluations need to go beyond qualitative information and include quantitative 
evidence. This evidence of data when used should be sourced and/ or validated so 
that the findings are robust. 

6.3.6Summary 

The Corporate and Business Plans developed by Ilex over the period 2011/12 -
2014/15 are confusing in with the inclusion of 100,200, 300 day targets and separate 
measures / targets included later in the same plan for the business objectives.  These 
often do not align and the inclusion of both is unnecessary.  

The Board needs to ensure that the number of targets is reduced and that they focus 
on the core purpose of Ilex (the development of Ebrington as measured through the 
square metres developed in line with the EDF and the jobs created).  Objectives and 
targets can be used to measure progress in areas that support the core objectives 
however they should not become the main focus. 

Performance reports going to the Board have not made it clear what is on target or not.   

The use of the traffic light system represents improvement in this area however the 
benefit of this has been reduced by the changing of deadlines, rather than recording 
the work as not delivered and therefore there needs to be a stronger focus on meeting 
the original deadlines set.  The Board needs to ensure that they are receiving 
sufficient information to allow them to hold management to account. 
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invested in the Development function are therefore significant, however as detailed in 
section 5, Ilex has not performed in this area as targeted.  

The Director of Corporate Affairs position has been suppressed and these duties have 
been subsumed into the roles of finance manager and / HR lead and the CEO.   

6.5.2Senior Management Structure and Teams  

Ilex currently has 21 WTE staff85 and five vacant posts.  The following section details 
the current departments and the functions of each with details on roles and 
responsibilities in Appendix L.  

Ebrington Team 

The organisational structure of the Development Directorate is shown in figure 6.2.  

Figure 6:2: Organisational Structure of the Development Directorate 

Source: Ilex CEO (May 2015) 

The Development Directorate structure shows a Director and a SIB resource both at 
the same level. The SIB resource has no supporting staff, however the Director has a 
Programme Manager, Development Manager and a Business Manager reporting 
directly and two project managers and a Facilities Manager / administrator reporting 
indirectly. 

85 The figures include secondees from NISRA, Del NIO etc. and temporary staff 
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2012 however no appointment was made.  The post was subsequently re-advertised, 
resulting in the appointment of Philip Flynn on 16 September 2013, by which time Ilex 
had been without a permanent Chair for almost 19 months.  However an interim chair 
was in post for the entire time. 

Similarly, the post of Chief Executive had to be re-advertised twice. This meant that 
Ilex did not have a permanent Chief Executive from 1 November 2012 until 1 March 
2014, a period of 16 months. However an interim chief executive was also in post the 
entire time. It is also worth noting that Ilex had both an Interim Chairman and an 
Interim Chief Executive for 10 concurrent months (November 2012 – mid September 
2013). 

The current Director of Ebrington joined the organisation as the Cultural Broker in 2010 
however this role changed to the Director Ebrington when the former CEO left in 
October 2012. 

6.5.4Summary 

The structure and staffing will need to change in light of the secondment of the 
Strategy and Regeneration team to the Council, the high level of staff costs compared 
to capital expenditure (as detailed in section 6.4), and the inefficiencies in the present 
structure. The corporate affairs function is being delivered across a number of staff. 
However the CEO has taken on responsibilities for Ebrington (mainly legacy issues 
and the office accommodation) and Corporate Affairs (chairing case work committees; 
governance returns etc.).  The Director for Ebrington was previously recruited into the 
Cultural Broker role and moved into his current role when it became vacant. 
Consideration needs to be given as to what staffing is needed to deliver on Ebrington 
development objectives and targets, and therefore a staffing review should be 
completed as soon as possible. The options are reviewed in section 10.  

The performance appraisal process involves a formal annual review of the individuals’ 
performance against the agreed objectives and targets. This is supplemented with one 
to one discussions as required. This should change to include a half year review, in 
order to ensure there is a stronger focus on meeting objectives and targets. The 
objectives and targets set at an individual level should link directly to those in the 
annual business plan and focus on the development of Ebrington, development of 
business accommodation and getting the private sector involved in the site.   
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8 RELATIONSHIPS  

8.1 Introduction 

This section summarises Ilex’s key internal and external relationships as well as its 
relationship with the sponsoring department based on findings from consultations with 
stakeholders agreed at the project planning stage with OFMDFM. Appendix B details 
the list of consultees. Stakeholders were asked to provide feedback on the need for 
Ilex’s functions, the effectiveness and strategic added value of Ilex, relationships with 
Ilex, and the impact of the changing environment in which Ilex is operating.  

8.2 Need for the Ilex Functions 

The stakeholders interviewed highlighted that Ilex has two key functions: namely the 
development of the Ebrington site and to contribute to the co-ordination and delivery of 
the One Plan. 

All consultees felt that there is a need to develop Ebrington, given that it has a prime 
location within the City. 

Stakeholders felt the function of coordinating the One Plan was needed in the past but 
as the Council now has powers to develop a community plan it is important that this 
work be integrated within the Council. All were aware that work is underway to second 
the staff in the Strategy and Regeneration team (responsible for the coordination of the 
One Plan) to the Council to ensure that this work fits with the planned work on the 
Community Plan and the Economic Development Strategy being developed for the 
new Council. 

8.3 OFMDFM feedback on the Effectiveness of Ilex  

OFMDFM has as one of its key aims: ‘driving investment and sustainable 
development: through regeneration of strategic former military sites; promoting 
effective long-term capital planning and delivery; and, promoting the Executive’s policy 
interests internationally.’  The work of Ilex focused on the Ebrington site (as a former 
military site) will contribute directly to the aims and objectives of OFMDFM. However, 
Ilex has two objectives set out in its MSFM, namely the development of Ebrington and 
contribution to the wider regeneration and development of the City Area.  This lack of 
total alignment of Ilex’s aims with those of OFMDFM causes tension in relationships 
and in ensuring accountability of OFMDFM funding provided to Ilex. 

As the sponsor Department OFMDFM is accountable for the work of Ilex and were 
therefore impacted by the Public Accounts Committee findings89 in July 2012 which 
resulted in Ilex’s accounts being qualified.  This subsequently influenced their working 

89 Public Accounts Committee (July 2012) Report on the Transfer of Former Military and Security 
Sites to the Northern Ireland Executive and Ilex Accounts 2010 - 2011 
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relationship with Ilex, for example the delegated limit on expenditure was reduced from 
£150k to £100k which meant more business cases should be submitted to OFMDFM 
for approval. 

In line with PAC recommendations OFMDFM took on sole sponsorship for Ilex in April 
2013 and this led to the aim “to secure the economic, social and physical regeneration 
of the Ebrington site...” becoming the primary aim of Ilex and the wider regeneration of 
the Derry City Council area becoming the subsidiary.  

However feedback from the Department suggests that Ilex has paid insufficient 
attention to its now core purpose of redeveloping Ebrington and has worked on areas 
outside of its general remit of creating and promoting the co-ordinated regeneration of 
the Derry City Council area.   

Evidence OFMDFM highlights: 

	 The underspend of capital monies (£17m90 spent against a target of £23m) in 
an area where there is a need for significant expenditure; 

 The low number of business cases being submitted to the Department; 

 Business cases being submitted by Ilex to OFMDFM require rework which 
lengthens the time required to get them approved and increases the resource 
time needed by OFMDFM. The specific criticism was the lack of evidence 
included to support the funding request; 

	 Lack of planning ahead on projects to take into account the time required within 
OFMDFM / DFP to get approval on business cases as part of the project 
development process; 

	 The lack of understanding of the time required to project manage development 
projects generally and therefore the underestimation of work required and the 
late delivery of projects; 

	 The lack of attention to the processes needed to get funding approved. This 
was one of the issues highlighted at the PAC hearing in 2012, however 
OFMDFM have suggested that the lessons had not been taken on board.  The 
Stratified Medicine project was provided as an example of a project which Ilex 
had worked on developing over a period of time, but for which no business 
case had been developed, despite the £500k of funding requested.; and 

	 The lack of SMART targets relating to Ilex’s now core objective of developing 
Ebrington in the 2014/15 business plans. 

Moreover, it was indicated that the business planning process was not efficiently 
implemented, as the Department does not receive initial draft business plans in a 
timely manner and revisions / comments on these are not dealt with promptly.  It 
highlighted that the draft 2015/16 plan was due to be submitted in December 2014 but 
was not received until 26 January 2015.  Thereafter, the Business Plan has been back 

90 This figure includes 2014/15 projected capital expenditure provided as an estimate in March 2015 
by the Ilex finance manager 
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and forth between Ilex and the Department with a number of revisions and further 
queries are still being addressed. 

8.4 Effectiveness of Ilex- Feedback Other Government Departments and SIB 

All consultees felt that Ilex had been effective or highly effective in at least some 
elements of their work, however issues were raised regarding the cost effectiveness of 
Ilex and what core competence existed within Ilex outside of SIB and NISRA resource.  

The positive areas of Ilex’s work highlighted were: 

	 It was unanimous that the Peace Bridge was highly unlikely to have happened 
if Ilex had not taken the lead in the project and that it was needed to assist in 
the development of Ebrington. Stakeholders felt that the then Chair and CEO 
had demonstrated vision and courage in taking responsibility for the Peace 
Bridge. However the bulk of the work on the Peace Bridge happened prior to 
this Review period, and it is noteworthy that consultees are referring to it even 
though it was completed in years earlier; 

	 The development of the successful City of Culture bid with Derry City Council 
was felt to be a significant success for the area, although stakeholders were 
not confident that it had delivered the impact expected.  It was believed that the 
bid had set targets that were too ambitious and unlikely to be achieved; 

	 The development of the Venue for the City of Culture events (although some 
stakeholders highlighted the role of the SIB resource seconded to Ilex to get 
the Venue delivered on time); 

	 The development of the One Plan through the use of statistical evidence and 
the City Scope process.91   The One Plan process was felt to have galvanised 
the City and brought stakeholders together in the development of the plan; 

	 Ilex often become involved in areas when no-one else would, for example the 
Peace Bridge,  delivering the Outline Business Case for the planned expansion 
of Magee and the sourcing of funding  for the North West Science Park92; and 

	 The Ilex team are perceived by the stakeholders to have specific strengths in 
data collection and analysis through the secondment of NISRA staff and use of 
external resource such as Oxford Economics.  

There were a number of areas highlighted as weaknesses / areas for 
development: 

91 Ilex has developed a web-based statistical resource outlining key information and data aligned to 
the five themes of the One Plan. The Citi-Stats section went live on the Ilex website in March 2012 
and provides wide ranging data on education, health, demographics, etc.  
92 Ilex was seen to be the main driver (although DCC claimed that the idea came from them not Ilex) 
and they wrote the business plan, economic appraisal and funding application and facilitated the 
working group to scope the project. 
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	 Departmental consultees felt that Ilex staff were quick to use local political 
contacts to escalate issues, rather than working with relevant Department 
officials. DRD officials felt that escalating issues in this manner too often 
appeared to be the first course of action. This often resulted in misinformation 
and misunderstanding and negatively impacted on the efforts to build stronger 
relations between local and regional stakeholders;  

	 DRD feedback suggested that on occasion Ilex has tended to focus on formal 
reporting structures which had not necessarily added value either in terms of 
delivery or communicating progress; 

	 It was felt that the previous Chair and CEO disregarded government processes 
regarding getting approval for investments (but it was felt this had changed with 
the current CEO coming into position and the lessons learnt from the PAC in 
2012); 

	 Ilex’s perceived lack of project management capability was criticised.  This was 
exemplified in the Venue as quotes from interviewees include: “‘they realised 
late in the day they needed help to get the venue sorted for the Turner prize’; 
‘their lack of progress was recognised late in the day and without the help of 
SIB this could have been a disaster’, and ‘it could have been managed much 
better’; 

	 The pace at which Ilex works was also highlighted.  Two of the Departmental 
contacts felt that ilex was slow to deliver projects that it was responsible for. 
They also felt Ilex could be unrealistic about the length of time it would take to 
get projects delivered, resulting in these running late or not happening if the 
specific opportunity past.  Specific projects highlighted as examples included 
the Clock Tower project; the lack of progress on the Ebrington framework until 
2013; and the lack of research on the demand for property in the NW until DSD 
commissioned work in 2014; 

	 There were mixed views on the effectiveness of Ilex in coordinating delivery of 
the One Plan, with some consultees suggesting that actions in the One Plan 
where too ambitious and unrealistic and therefore could not be delivered; and  

	 DEL highlighted the potential for confusion with employers as to the role of Ilex 
with regard to skills, as opposed to DEL or the Council as part of its economic 
development agenda. 

8.5 Specific Feedback from Local Stakeholders 

The Chief Executive of Derry City and Strabane District Council Derry City Council and 
Derry Chamber of Commerce highlighted that Ilex had delivered well in difficult 
economic circumstances, although there was frustration with the slow pace in 
regenerating Ebrington. Both organisations felt that the success of Ilex had been 
limited not only by the economy but also by the time it takes to get business cases 
approved by Departments / DFP. It was felt that the time required was too long and 
would not work for any time critical project (which can often be the case when working 
with the private sector). However details on the time taken to approve business cases 
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have been provided by OFMDFM and are detailed in Appendix M; this indicates 
substantial reworking due to the quality of the business cases received from Ilex and 
that approval once the business cases meet the required standard happens relatively 
quickly. This table shows that the time taken to approve major capital business cases 
during 2012 – 2014/15 was usually within six weeks.93 

The Chief Executive of the Council agreed that the City could benefit by the functional 
activities being more aligned to those of Council as long as the appropriate 
mechanisms and governance arrangements to facilitate this were undertaken in a 
planned and co-ordinated manner.  It was noted that at present Ilex as an arms-length 
body of central government can make bids for Capital monies to Central Government 
through monitoring rounds and other means whereas the Council does not have 
access to this source. This source of funds was felt to be needed in order to overcome 
the market failures for Ebrington.. 

The Chief Executive of Council stressed that major revenue and capital expenditure is 
needed to deliver the development required and that the key source of this initial 
investment must be through central government funding. 

The Council is concerned that significant monies are needed to regenerate the 
Ebrington site and moving the functions to Council without addressing this 
fundamental issue effectively would result in a potential loss of critical funding. 

The Council is concerned that significant monies are needed to regenerate the 
Ebrington site and moving the functions to Council without addressing this 
fundamental issue effectively would result in a potential loss of critical funding. 

8.6 Strategic Added value of Ilex 

Stakeholders felt the strategic added value of Ilex is no longer as clear is it was 
initially. Previously, the strategic added value provided by Ilex was that it took on 
projects others would not, particularly the development of the Peace Bridge; the One 
Plan; the City of Culture Bid and the bid for the NW Science Park.   

All stakeholders felt that the Peace Bridge is seen as iconic and a major success for 
Derry~Londonderry which is a result of Ilex taking this forward.  With regard to the One 
Plan, Ilex’s strength was in bringing together all the key stakeholders. However the 
organisation’s flexibility was also seen as a weakness as it is difficult to be clear on the 
exact contribution made by Ilex. In addition, it was felt by the sponsor Department that 
Ilex’s attention on areas outside of its core purpose of developing Ebrington has 
resulted in significant mission draft and failure to deliver on its key priority (Ebrington). 

93 Details on the time taken to approve a sample of capital business cases have been provided by 
OFMDFM and are detailed in Appendix M 
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The City of Culture is viewed a success, but is understood not to have achieved all that 
was expected of it. 

In the future: 

	 In the context of local government reform and the new community and 
development planning functions for local government, DRD officials suggested 
that Ilex may have limited opportunities and capacity to add strategic value in 
the development of the NW / Derry~Londonderry. DRD also suggested that 
while the One Plan was a significant achievement, it did not address the 
regional role of Derry City sufficiently. This was both in terms of its role as a 
driver of growth for the North West but also in terms of its role as a key 
gateway. This had resulted in a very limited focus in the One Plan on how the 
City region connected with other parts of the NW and Northern Ireland / Ireland 
generally; 

	 DCAL recognise the importance role that Ilex play in coordinating the One Plan 
and as part of this are responsible for monitoring the impact of the City of 
Culture 2013; 

	 DEL highlighted the considerable investment it currently makes in skills 
development in the North West and emphasised the need to ensure that 
additional interventions delivered clear benefits. In addition DEL drew attention 
to the need for clarity on the roles and responsibilities of all parties involved in 
marketing skills delivery.  DEL also drew attention to the potential for confusion 
for employers with regard to skills and in particular the need for clarity around 
the role of ILEX on this subject; and 

	 Invest NI highlighted that there was no need for Ilex to get involved with 
Financial Transactions Capital (FTC) as this was an area that was under 
development by Invest NI.  

8.7 Relationships 

8.7.1OFMDFM and Ilex Relationships 

Relationships have improved somewhat between OFMDFM and Ilex since the very 
difficult times post the PAC hearing however relationships remain strained.  Feedback 
from OFMDFM states that the continuing lack of understanding by Ilex in respect of the 
required governance processes indicates it cannot depend on Ilex to comply with 
government processes while Ilex indicated that as OFMDFM is its Sponsor 
Department, the departmental vires is limiting Ilex to deliver on a more broad range of 
projects as opposed to the focus on the Ebrington site. 
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8.7.2Departmental and SIB feedback 

Departmental Stakeholders (outside OFMDFM) assessed their relationship with Ilex 
(with one exception) as ‘improving’, with one stakeholder assessing their relationship 
as excellent. 

The relationship between Ilex and Departments has been impacted by the PAC 
findings and the failure of Ilex to follow public sector processes; poor quality business 
cases (two Departments); the tendency to go to political advisors if they dislike 
responses from Department Officials and the lack of delivery in some areas while 
taking on work in other areas. 

8.7.3Local Relationships 

Ilex is felt to have good working relationships with the Council and the Chamber.  Both 
are aware and involved in the planning of the work that Ilex is involved in. 

8.8 The Changing Environment 

Stakeholders highlighted a number of issues regarding the future of Ilex: 

	 The reform of Local Government has resulted in a merger of Derry and 
Strabane Councils and a transfer of functions to the new Council.  It will take 
time for these significant changes to bed in and therefore the new Council is 
unlikely to be able to take on any additional work until then; 

	 Once the Strategy and Regeneration team moves to the new Council in 2016, 
the cost of running the remaining development function will not require the 
existing corporate services provision; 

	 Change in Sponsor Departments; the Stormont House Agreement of 23 
December 2014 included a commitment that the number of departments should 
be reduced from 12 to nine in time for the 2016 assembly election, OFMDFM’s 
functions are being reorganised from 2016 with responsibility for Ebrington 
being passed to the Department for Communities.  

All Departmental consultees and the Chamber of Commerce felt that the regeneration 
of Ebrington function should move to the Council, so that regeneration activity is linked 
directly to local economic activity.  However it was suggested that given the level of 
change currently being experienced it would not be appropriate to hand on such 
additional responsibility at this stage.  

The Chief Executive of  Council agreed that the City could benefit by the functional 
activities being more aligned to those of Council as long as the appropriate 
mechanisms and governance arrangements to facilitate this were undertaken in a 
planned and co-ordinated manner.  It was noted that at present Ilex as an arms-length 
body of central government can make bids for Capital  monies to Central Government 
through monitoring rounds and other means whereas the Council does not have 
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access to this source. This source of funds was felt to be needed in order to overcome 
the market failures for Ebrington. 

The Chief Executive of Council stressed that major revenue and capital expenditure is 
needed to deliver the development required and that the key source of this initial 
investment must be through central government funding.   

8.9 Consultation with Ilex Chair and Chair of the Audit Committee 

The current Chair was appointed to this position in September 2013.  The Chair and 
Chair of the Audit Committee felt that the organisation had developed significantly 
since the criticisms stated at the PAC hearing in 2012.  It was noted that the corporate 
governance recommendations had been taken on board and Ilex was now ready to 
‘show what it could deliver’, after having been focused internally in the recent past in 
order to improve corporate governance processes. 

The Chair and Head of Audit discussed the pipeline of projects and the expectations 
that nine businesses would be moved into Ebrington over the next few months. 
However to date only three Business Cases have been submitted for Departmental 
consideration of six that should have been submitted by now. In addition departmental 
feedback is that the quality of these Business Cases has been poor and comments 
from the Economists are with Ilex for consideration. 

Both noted their frustration with the Managing Public Money NI processes for 
approving businesses cases.  The quality of the work produced by Ilex was not felt to 
be an issue, but they were both critical of the amount of time taken by OFMDFM/DFP 
in this process.  It was highlighted that decisions on business cases could take 6-18 
months94 but that private sector businesses cannot afford to wait this time to get 
decisions and have moved onto other sites/premises.  

It was also highlighted that when in negotiations with a private developer the project 
costs or the conditions can change.  In these situations it was the Chairs’ perception 
that Ilex staff have had to resubmit a new business case, rather than producing an 
addendum to an existing approved business case and go through the process again. 
Given that it takes at least another 6 months, this situation was not felt to be practical. 

The One Plan was felt to get an excellent example of a community planning process 
and there is complete agreement that this work should move to the Council. 

8.10 Consultation with Ilex CEO and Senior Staff 

The senior team at Ilex feel that the organisation has been highly effective in recent 
years, providing examples such as the development of the Peace Bridge; the City of 
Culture bid for 2013 and the support provided in delivery of the same. They also 

94 Details on the time taken to approve businesses have been provided by OFMDFM and is detailed in 
Appendix M 
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referred to the international recognition given to the One Plan by the OECD report95; 
the way in which local stakeholders got involved in the One Plan process and the 
successful funding bid for the North West Science Park.  In relation to Ebrington, it was 
highlighted that Ilex had successfully developed the carpark and the Venue as well as 
hosting a number of the City of Culture events, including BBC Radio 1’s Big Weekend, 
2013 Turner Prize and a range of other sporting, family, charity and cultural activities.. 
However it was suggested that OFMDFM constrain the organisation in a number of 
ways, specifically: 

	 The length of time involved in getting business cases approved – with cases 
taking 6-18 months; and 

 The desire96 to see Ilex’s sole focus on the development of Ebrington, rather 
than also on the contribution that can be made to the wider area.  The Ilex 
team noted that approx. £1.5m of their funding comes from DSD annually and 
DSD do not require that this money be solely focused on Ebrington and 
therefore can be used to contribute to the wider regeneration of the Derry City 
Council area.  

Ilex were also critical of the time taken by CPD to provide support on procurement 
projects, noting that it can take 3-6 months to get a procurement process completed.  

In terms of good practice, the Ilex team highlighted the: 

	 OECD feedback on the One Plan, which stated that ‘’it offers a very clear and 
well-conceived approach to building the future of the city and through a 
thorough and commendable participation process, Derry~Londonderry has a 
solid regeneration plan, and the economic and social challenges faced by the 
city are not insurmountable”. 

Ilex does not use any quality schemes such as EFQM Excellence Model, Charter Mark 
or Investors in People. 

8.11 Summary 

Consultation feedback indicates mixed opinions on the performance of Ilex. Local 
stakeholders view their performance as successful in a difficult economic situation, 
although there is frustration with the lack of progress in getting businesses and jobs 
created in Ebrington. The willingness of Ilex to get involved in areas outside their core 
remit has resulted in mission drift and the organisation not delivering on its primary 
purpose of the regeneration of Ebrington / Fort George. Specific areas of non / poor 

95 The OECD report concluded that the One Plan represented ‘sound and good progress’ for the City 
and that arrangements had been put in place to oversee the plan locally and to engage with the plan 
within the central government.  OECD (2012) Delivering Local Development in Derry~Londonderry 
Northern Ireland: Inclusive growth through the One Plan
96 It should be noted that Departmental vires do not extend to the contribution that can be made to the 
wider area - therefore the Department, nor the work of any of its ALBs, can extend beyond the 
Departmental remit 
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performance were felt to be the significant underspend on the Programme for 
Government target of £23m; the lack of planning approval for Ebrington or Fort George 
and the lack of private investment. Stakeholders highlighted that Ilex needs to prioritise 
the development of Ebrington and not get involved in projects that are the 
responsibility of other departments and organisations. 

With regard to the One Plan, it is more difficult to be clear on the exact contribution 
being made by Ilex, given that part of its role is influencing / coordinating the work of 
others. There is also concern that the targets set in the One Plan are overly ambitious. 
Moreover, while the City of Culture is viewed a success, it is understood not to have 
achieved all that was expected of it. 
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9 COMPARATORS 

9.1 Introduction 

This section reviews the structure and costs of other similar delivery organisations. The 
organisations agreed with the Project Steering Group were: Riverside Inverclyde (RI); 
Laganside Corporation and DSD North West Development Office further details of 
each are in Appendix N.  

9.2 Methodology 

Each comparator operates within different contexts and therefore any comparison of 
information should take this into consideration however the results still provide points 
for discussion. The following information was sought from each of the comparators 
(although information was not available for all): 

 Aims, objectives, targets and progress against targets;
 

 Staffing levels and costs; 


 Performance regarding regeneration and any KPIs set, and 


 Key factors contributing to successes to date/ Lessons learnt. 


9.3 Findings 

The review of comparator information highlighted the following: 

Importance of a focus on Physical Regeneration: 

The review of RI in 201397 was critical of the organisation for not delivering as 
required. The recommendation was that it needed to refocus on physical regeneration 
and transfer the other business development work to the Council. 

Key Performance Indicators – Physical Regeneration  

The analysis of the comparators performance shows that the KPIs need to be focused 
on physical regeneration (rather than the wider development of the area) and the key 
performance indicators are the cost per generated outputs/outcomes (i.e. cost per 
hectare of land developed; cost per square metre of property developed; cost 
per jobs promoted/retained etc.).  Use of these indicators is essential as otherwise 
the URC can become too involved in other activities which will not deliver the results 
needed. While such work on other areas is accepted as important, there is recognition 
that this should be allocated to the most appropriate organisation to carry it out, with 
the Council being recognised as a key partner in terms of delivery.   

97 Inverclyde Council (2013) Review of Riverside Inverclyde and Delivery of Regeneration Services 
within Inverclyde 
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Despite this the information provided shows a significant difference in the costs of Ilex 
compared to the other organisations and highlights the scope for reducing the costs 
involved in delivery and/ or increasing the level of capital expenditure.  Given the 
constraints on public funding the latter is not a realistic option, therefore the costs need 
to be reduced. 

A comparison of Ilex’s costs as a percentage of capital spend against other 
comparators show Ilex costs nearly four times DSD, nearly three times RI and is 
approximately twice Laganside costs.    

9.4 Summary 

Ilex does not have a focus on the physical regeneration KPIs used by the other 
comparators as their main performance measures. Ilex needs to adopt these in any 
subsequent business plans- namely the cost per generated outputs/outcomes (i.e. 
cost per hectare of land developed; cost per square metre of property 
developed; cost per jobs promoted/retained.  This will also not only measure the 
outcomes being delivered by the costs involved in delivery. 
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10 FUTURE OPTIONS  

10.1 Introduction 

An important part of the terms of reference was to undertake an assessment of future 
options for the delivery of regeneration activities at Ebrington.  

10.2 Assessment Criteria 

Assessment criteria were developed to reflect the conditions and issues that need to 
be addressed in order to provide an effective approach to regeneration delivery in the 
future. The assessment criteria set were (in no specific order of importance): 

	 Improved delivery regarding regeneration of Ebrington: which option will 
provide a clear focus on regeneration activity within Ebrington; 

	 Flexibility: which option will respond quickly to opportunities i.e. could be 
scaled up or down responding to changes in the availability of regeneration 
funding; 

 Private Sector:  which option will increase the involvement of the Private 
Sector in Ebrington; 

 Ability to secure funding in a highly competitive environment: which 
option provides the best chance of securing regeneration funding; and  

 Value for Money:  which option will deliver the regeneration function more cost 
effectively, particularly with regard to operating and staffing costs. 

10.3 Potential Options 

The options for moving ahead are as follows: 

 Option 1: Status Quo ; 


 Option 1 A : Ilex remaining but restructured in light of changed priorities;
 

 Option 2: Ilex Dissolved with Ebrington and its development transferred to the 

Council; 

 Option 3: Ilex Dissolved with Ebrington and its development a function of 
Central Government (DfC post departmental restructuring). 

10.3.1 Option 1: Status Quo 

This option involves no change regarding the responsibility for the development on 
Ebrington. Ilex will continue as a company limited by guarantee reporting to 
OFMDFM105 with responsibility for the regeneration of the site. Historically Ilex had 
necessarily a wide remit given its responsibility for Fort George, lead role in respect of 
the One Plan and its input into the City of Culture.  Fort George is now the 

105 From 2016, this responsibility would move to the Department for Communities – under the planned 
reduction in Departments and the Stormont House Agreement  
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responsibility of DSD and the legacy of the City of Culture is being taken forward by 
DCAL. The One Plan continues to be important but will during the current year be 
subsumed by the Community Plan which is the responsibility of the new Council.  The 
review therefore has provided evidence of a need by Ilex to focus on the development 
at Ebrington. 

The organisation at present has 21 staff (plus 5 vacant posts) and based on 2014/15 
figures staffing costs would be in the region of £1,290,402 per annum and overheads 
would be £401,000 per annum. The organisation has a board that costs £78,841 per 
annum based on figures recorded in the 2013/14 annual report and accounts. 

The capital budget for Ilex over the next year is projected to be in the region of £2m-
3m per annum. A comparison of costs as a percentage of capital spend shows that 
Ilex costs between 2-4 times the comparator organisations.   Detailed assessment of 
option 1 against the criteria is contained in Appendix O. 

Conclusion: The status quo alone option does not deliver value for money, nor does it 
offer the opportunity for any improvement in delivery or reduced costs.  

10.3.2 Option 1 A: Ilex remaining but restructured in light of changed priorities 

Given the assessment above Ilex requires major restructuring to allow it to focus on 
delivery of its primary objective - the development of Ebrington.  

To do this the Ilex Board and CEO immediately need to focus on work which will 
increase the development of business / commercial accommodation and therefore 
attract the private sector to Ebrington. This will need a fundamental change in culture 
and focus by the Board and CEO.  The annual business plan needs to use SMART 
outcome targets, for example in line with the benchmarks use sq. m of buildings 
developed, businesses established on site etc. There also needs to be a tighter control 
of projects and a focus on meeting deadlines.  Our assessment is that this does not 
need additional resources, indeed the new focus (and reduced scope of Ilex) should 
deliver efficiencies. 

Conclusion: This option would deliver a new focus on Ebrington as the priority for Ilex 
and cost savings due to the reduced scope of the organisation / proposed staffing 
review. However in the longer term it does not integrate Ebrington with other local 
economic development priorities, or provide access to resources within the Council, 
and therefore limits the development impacts that can be expected. There has been 
insufficient evidence supplied to demonstrate that Ilex are able to deliver the volume of 
projects required to develop the Ebrington site. Furthermore, Ilex has failed to prioritise 
the development of existing buildings with potential tenants, instead focusing on 
speculative projects on as yet undeveloped parts of the site. 
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10.3.3 Option 2: 	 Regeneration Function transferred to the Council (2016), 
followed by transfer of the Ebrington site to DCSDC (2017) and 
dissolution of Ilex 

This option involves a phased approach with regeneration functions moving to the 
Council on 1 April 2016 and transfer of the site to DCSDC on 1 April 2017, resulting in 
the dissolution of Ilex. . As noted above the Council is currently developing the 
community plan for the Council area which will subsume the One plan responsibility 
which currently rests within Ilex.  There is consequently obvious synergies.  

The move to the Council removes the need for a separate corporate services function 
as these supports already exist within the Council. There is the potential for further 
savings as the Council already has technical and project management resource 
working on major capital projects. 

The Council is undergoing significant change in 2015 and there are risks that adding 
the regeneration of Ebrington this year would not deliver the focus or the scale of 
development needed, specifically delivering the plan of work set out in the EDF for 
2015-19 and bringing forward the work planned for 2019-23 so that it can be 
completed within a shorter timeframe.  In April 2016, the Council is expected to take on 
responsibility for urban regeneration and the addition of Ebrington to the Council would 
place major site regenerations under Council control.   

The Council is concerned that significant monies are needed to regenerate the 
Ebrington site and moving the functions to Council would mean there is no opportunity 
to bid for additional central government monies (although the current delivery structure 
has not availed of this opportunity).  Discussions with DSD have highlighted that if 
Ebrington is designated as a regionally significant project, then bids can be made 
through the Department for central government monies.  Responsibility for designation 
of projects as regionally significant rests with the DSD Minister, and detail on the 
criteria for becoming registered is under development.  Detailed assessment of option 
2 against the criteria is contained in Appendix O. 

Conclusion: This option provides benefits in terms of cost savings and the integration 
of the development of Ebrington with local economic development priorities.  If 
Ebrington can be designated as a regionally significant project, then it also provides 
potential access to central government funds for further expansion and development.  

Given the benefits, this is an option that needs to be seriously considered for April 
2017. However, it is clear from consultation with the Chief Executive of Council that 
the transfer of any more functions to Council would have to be fully resourced in both 
revenue and capital terms, under appropriate and flexible governance arrangements 
and developed and implemented in full consultation with Council.  At a minimum the 
Council needs to see evidence that Ebrington is performing, that income is being 
generated from the site and private sector involvement is forthcoming. 
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10.3.4 Option 3: Ilex Dissolved and responsibility for Ebrington Regeneration 
transferred to Central Government. 

Under this option Ilex would be dissolved and the functions moved to central 
government, in the first instance OFMDFM and then (subject to the review of 
Departments) move to the Department for Communities from May 2016. (The 
Stormont House Agreement provides for the functions in respect of Ebrington to move 
to the new Department for Communities). .  This option provides the most cost 
effective option of the 3, given that in 2014/15 DSD’s Physical Development Unit and 
One Plan Team between them managed the Fort George site and delivered £6.15m in 
capital expenditure with a total of 11 staff (compared to Ilex’s 17 staff delivering 
£6.3m). The functions of Ilex could be absorbed into the Department for Communities 
with relatively small resourcing implications.  DSD has also demonstrated its ability to 
get the North West Science Park developed and fully operational in a short period of 
time, therefore showing significant credibility in this area.  

However it doesn’t link the regeneration of Ebrington into other local economic 
development activities or provide locally appointed representatives the opportunity to 
provide local leadership. Detailed assessment of option 3 against the criteria is 
contained in Appendix O. 

Conclusion: This option provides the opportunity to make significant cost savings, but 
it does not provide the link to local economic development that option 2 provides.    

10.3.5 Preferred Option 

The Preferred Option is that Ilex ceases operation on 31st March 2017 and the function 
in relation to Ebrington is transferred to the Council on 1st April 2017, therefore bringing 
it in line with other regeneration / economic development functions for the area.  Under 
this option the Council would be responsible for delivering the plan of work set out in 
the EDF for 2015-19 and bringing forward the work planned for 2019-23 so that it can 
be delivered within a shorter timeframe.  To support this, Ebrington could be 
recognised as a regionally strategic project by DSD, therefore providing the 
opportunity to bid for central government funding through the in year monitoring 
rounds.  However it is recognised that this option may not be immediately deliverable 
given the challenges facing the new Council. In light of reorganisation following RPA, 
it is accepted that DCSDC is not in a position to take responsibility for Ebrington 
immediately therefore it is proposed that Ilex remain until 1st April 2017, at which point 
it is expected that the development of Ebrington will become the responsibility of the 
Council. If Ilex is to retain its current responsibility to develop Ebrington, its 
effectiveness must be improved. In order for this to be achieved, it will be important for 
Ilex to progress the recommendations noted below as swiftly as possible. The 
Department should seek to support this work. 
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11 CONCLUSIONS AND RECOMMENDATIONS 

11.1 Introduction 

This section presents the conclusions and recommendations based on the findings 
contained in the previous sections of this report and set against the headings in the 
terms of reference for this study. 

11.2 Conclusions and Recommendations  

11.2.1 Need 

There is a continuing need to develop the Ebrington site but, particularly given the 
changes following Local Government reform, this does not necessarily need to be led 
by Ilex. Ilex has not been sufficiently focused on this core purpose, the development 
of Ebrington (or Fort George), over the period of this review.  As a result there has 
been an underspend of £6m over the period and no private sector investment on the 
site. Instead there has been mission drift as the organisation has been involved in 
other activities, for example the City of Culture. 

The management team also needs to improve not only its focus but its reporting 
processes. A wealth of information is provided on projects and programmes, but 
progress against deadlines is not clearly monitored.  A recent example of this would be 
the development of a business need assessment for Grade A office accommodation 
was due at the end of February 2015 and it has not been delivered at the time of this 
report (July 2015). 

The lack of business cases for new capital projects and the feedback from funders on 
the quality of business case information presented in the past, highlights concerns 
over Ilex’s ability to deliver. 

A review of the resources and the information produced in the business plans shows 
that the organisation spends too much time being internally focused. 

A comparison of Ilex’s costs as a percentage of capital spend against other 
comparators show Ilex costs nearly four times DSD, nearly three times Riverside 
InverCLYDE (Scotland) and approx. twice Laganside costs.   

The emerging preference, both nationally and internationally, is to ensure coordination 
and collaboration of development projects at a local level. This is in line with the RPA 
model which envisages local government as the cornerstone of reformed public 
services with the focus on creating vibrant and cohesive local communities through 
social, environmental and economic development. The BDO review recognised in 
2011 that given these developments the Council could therefore ultimately become 
“owners” of the Ebrington development project. 
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Given the implementation of RPA, the limited capital spend delivered by Ilex, concerns 
in respect of the quality of business cases and delivery of a pipeline of projects, this 
review endorses the direction of travel noted in the BDO review. 

Recommendation: We therefore recommend that Ilex ceases operation on 31st March 
2017 and the function in relation to Ebrington is transferred to the Council on 1st April 
2017, therefore bringing it in line with other regeneration / economic development 
functions for the area.  Under this option the Council would be responsible for 
delivering the plan of work set out in the EDF for 2015-19 and bringing forward as 
much of the work planned for 2019-23 as possible so that it can be delivered within a 
shorter timeframe. In addition the animation of Ebrington should continue, if required, 
to attract events and groups to the site. 

In light of reorganisation following the RPA it is accepted DCSDC is not in a position to 
take responsibility for Ebrington immediately therefore it is proposed that Ilex remain 
until 1 April 2017, at which point it is expected that the development of Ebrington will 
become the responsibility of the Council. 

To support the regeneration work required, Ebrington could be recognised as a 
regionally strategic project by DSD, therefore providing the opportunity to bid for 
central government funding through the in year monitoring rounds.  However it is 
recognised that this option may not be immediately deliverable given the challenges 
facing the new Council. In the interim, if Ilex is to retain its current responsibility to 
develop Ebrington, its effectiveness must be improved. In order for this to be achieved 
it will be important for Ilex to progress the recommendations noted below as swiftly as 
possible. The Department should seek to support this work. 

11.2.2 Effectiveness 

The review of Ilex highlighted that whilst it had made progress in a number of areas 
since the last review in 2011, it has not been effective at delivering on its core function. 

The lack of progress in infrastructure investment and specifically in developing 
business accommodation is particularly concerning.  A review of performance in 
relation to capital works on Ebrington has shown that Ilex has prioritised public realm 
projects and the car park over commercial units. This has made it more difficult to 
market the space / units to the private sector.  Therefore strategically Ilex has not 
placed the development of Ebrington as its core focus; instead allowing wider 
opportunities such as the City of Culture, One Plan projects and Peace Bridge 
activities to take precedence.  

There is a lead time in getting public sector investment approved, but it requires 
business cases to be submitted in advance in order this to happen.  Until May 2015, 
there was no evidence that a pipeline of business cases were sent to OFMDFM 
indicating that progress is this area is unlikely to change significantly over the next 6 
months, unless urgent action is taken. There was also evidence of poor quality 

73 



  

 

 

 
 

 

 
 

 

 
  

 

 
 

 

 

 

   

 

 

  

  

                                                      

OFMDFM 

Review of Ilex Urban Regeneration Company 

Final Report 

July 2015 

business cases submitted which needed significant reworking in order to get 
approval.106 

Recommendation: The Board and CEO should ensure that the number and quality of 
the business cases should be significantly improved and increased over the period to 
the function is transferred, focussing on projects which can be delivered in the next 12-
24 months. 

11.2.3 Operation of Ilex 

11.2.3.1 Corporate Governance 

Ilex’s corporate governance systems came in for significant criticism by the Public 
Accounts Committee in July 2012.  Since then the internal and external audit reports 
demonstrate that Ilex has improved its governance. 

The Board needs to oversee an organisation focused on regeneration and attracting 
private investment into Ebrington but retaining high levels of governance and 
accountability. The lack of an agreed Corporate Plan and Business Plan for 2015/16, 
raises concern as these are essential for good governance. 

Recommendation: The Board need to focus on Capital work on Ebrington and 
maintain high levels of governance.   Therefore whilst membership of the Board should 
not be increased it should be reviewed to ensure that it has members with proven track 
records in physical regeneration; commercial development, corporate governance and 
attracting private sector investment. 

11.2.3.2 Budget and Business Planning / Monitoring 

A review of the Ilex’s Corporate and Business Plans 2011-2015- show a range of 
targets (for example they separately contain 100, 200 and 300 day targets and then 
further targets for each business objective). These separate targets do not completely 
align and makes the process of reviewing and monitoring progress against targets 
confusing and difficult.  

There are too many low level targets set, especially with regard to measuring 
‘process’,  ‘team’ and ‘partnership working’  demonstrating a focus on measuring its 
internal working rather than delivering on its core purpose. 

The key performance indicators should include: 

 Metres squared of developed or refurbished space; 


 Number of business cases produced and approved, 


 Number of businesses set up on the site;
 

 Number of jobs created on the site;
 

106 Feedback provided by OFMDFM (see section 11.2.5) 
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 Capital funding invested; and 

 Private sector funding leveraged. 

The monitoring reports have improved during 2014/15, but they still need further 
improvement. The Ilex CEO needs to ensure the reports107 give clear messages 
regarding performance against already agreed targets; sufficient to allow the Board to 
complete their role of robustly challenging the management team in the information 
presented. 

Recommendation: The Ilex Board need to finalise a SMART business plan for 2015/6 
by July 2015. . The work programme  contained in the plan at minimum needs to see 
the existing developed buildings rented out and 175 jobs confirmed for the area based 
on those projected to be in the final stage of completion as detailed in Appendix F.  

Recommendation: The information going to the Board should be improved 
immediately, to show a greater focus on the deadlines set out in the revised business 
plan and progress against these; including capital spend on a monthly basis. 

Recommendation: The Board needs to develop a performance culture, challenging 
the project information presented to them to ensure that the work programme is being 
delivered as planned. 

Recommendation: PPEs should be completed using evidence and data that is 
sourced and validated where possible to show performance against the targets set. 

11.2.3.3 Funding and Value for Money (VFM) 

The cost of running Ilex has decreased from £2.1m per annum to £1.6m per annum 
over the review period. However over the same period the capital and revenue 
expenditure has decreased from £9.9m per annum to £5.2m per annum. The cost as a 
percentage of expenditure has therefore increased from 21% to 32%. 

Comparisons of costs involved in delivery against a number of other organisations 
show that Ilex is between two to four times the cost.  This is not VFM and the costs 
involved in developing Ebrington need to be significantly reduced from present levels. 

The opportunities for reducing costs exist with staffing as detailed below. 

11.2.3.4 Structure and Staffing 

The administration cost is too high for the organisation.  Administration costs were over 
£700k in 2011/2 and while these have been reduced, they are still over 40% of the 
total staff costs (2011/12 – 2014/15). This high percentage of staff cost allocated to 

107 Reports cover no only project progress reports to ensure the projects are being delivered to the 
agreed deadlines, but also Post Project Evaluations- which should show that the projects delivered on 
the Outcome Targets expected or any reasons for under performance.  
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administration (against the much lower percentage allocated to Development) is not 
the best use of the public monies. 

The structure and staffing have evolved over time, as some roles have changed in 
order to take on additional responsibilities after other staff left and Ilex has made some 
cost reductions. For example, the CEO has taken on responsibilities for Ebrington 
(mainly legacy issues and the office accommodation) and Corporate Affairs (chairing 
case work committees; governance returns etc.).  The HR and Finance roles have 
been brought together into one role and are being delivered by a finance specialist. 
The Cultural Broker moved into the key Director of Ebrington role, resulting in a 
merging of both jobs. 

The Development team has an additional resource seconded, at Director level, from 
SIB delivering on core operational project work, but which provides much needed 
expertise on a flexible basis. 

As a result some staff members are undertaking roles that they were not recruited for 
and others are working on areas outside their areas of competence.  

Consequently, the current staffing structure is not an efficient or effective use of 
resources nor best use of skills within or available to Ilex and significant change is 
required to deliver VFM.  However it is recognised that in order to access the skills 
needed to deliver the development of Ebrington and the recommendations in this 
report to improve effectiveness, Ilex may need continued support from SIB. Given that 
the Director of Ebrington is a key role, this support may need to be increased given the 
planned end to Ilex in April 2017. Therefore it is suggested that this key role could be 
discharged by a person with relevant experience and skills in SIB who is familiar with 
the challenges of the Ebrington site. 

This would allow the Cultural Broker to continue with the role he was appointed to, 
specifically the animation and marketing of the Ebrington site, along with revenue 
generation. 

Recommendation: The Administration costs should be reduced and the finance 
function needs to be reduced to at most one member of staff.     

Recommendation:  A staffing review needs to be completed by the end of September 
2015 to reduce the staff headcount, with no new staff or board members required. 
This needs to ensure a Director of Ebrington is in place who is responsible for capital 
works and has a proven track record in delivering in this area.  Numbers employed / 
costs should be closer to the benchmark organisations, with a maximum of 13 FTE in 
the current year. A proposed structure is set out in figure 11.1, which includes staffing 
and costs greater than some of the benchmarks would suggest, but allows for the 
completion of a number of ongoing projects and assumes that the work planned into 
the EDF can be brought forward in order to demonstrate significant progress in 
attracting the private sector into Ebrington. 
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	 All jobs that have changed significantly as a result of the restructuring should 
be evaluated to provide clarity on the level of the job and the public sector 
grade norms for this level of work.  Note, any job evaluation which shows that a 
staff member is currently deployed at a level above the new job grade would 
not be impacted by this evaluation  but it should inform the level at which any 
replacements are recruited. 

11.2.4 Marketing Potential 

Ilex’s marketing activities during 2011 – 2015 cover a wide range of areas, however in 
total 86% of communication and marketing spend (including event management) is 
attributable to areas outside Ilex’s core mission and only 3% of spend has been on 
Ebrington. 

Ilex has been working with Invest NI over the last year to promote the site to 
international companies seeking to move to or expand in Northern Ireland. This work 
needs to be expanded.   

Recommendation: The Marketing function needs to be led by a Director who would 
be responsible for delivering a 100% focus on marketing Ebrington to the private 
sector, working with Invest NI and other relevant stakeholders. Key performance 
indicators should include number of companies contacted; number of site visits to 
Ebrington; number of offers discussed / negotiated and number of deals. 

11.2.5 Relationships 

Partnership working and therefore relationships are key for any URC.  The 
relationships between Ilex and the local stakeholders in the North West/ 
Derry~Londonderry area are generally positive and these stakeholders highlighted the 
vision and success of the organisation in relation to the Peace Bridge108, the City of 
Culture and the funding for the NW Science Park.  However they also highlighted Ilex’s 
lack of success with regard to attracting businesses, and the focus on car park / public 
realm projects rather on projects likely to attract a high number of jobs to the area.   

Many felt that Ilex’s non-performance in attracting private sector jobs was due to the 
time central government takes to get business cases approved.  However evidence 
provided by OFMDFM indicates that the time taken to approve major capital business 
cases during 2012 – 2014/15 was up to six weeks109 , therefore it is concerning that 
this information is not getting through to wider stakeholders. 

108 Note, whilst local stakeholders highlighted the importance of Ilex is the development of the Peace 
Bridge, the bulk of this work took place before the period of this review. The reference is included for 
completeness of recording the stakeholder feedback.
109 Details on the time taken to approve a sample of capital business cases have been provided by 
OFMDFM and are detailed in Appendix M 
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Relationships with Central Government Departments are strained.  DSD noted that 
when they held the sponsor Department role they were critical of the quality of the 
business cases produced by Ilex.  OFMDFM have also suggested that this, alongside 
a lack of planning ahead on projects to take into account the time required by 
OFMDFM / DFP, has impacted on their ability to get business cases approved and 
work started on buildings on the Ebrington site.  The quality and quantity of the 
information produced by Ilex remains an issue for OFMDFM and requires them to be 
involved in reviewing and providing feedback on corporate/business plans, financial 
information and business cases well in excess of the normal level used in managing 
other arm’s length bodies.  In addition, meetings with Departmental Finance and 
Economists prior to the submission of the business case have been arranged; 
however there remain a number of issues outstanding when the business case has 
been submitted. OFMDFM is also very concerned about the length of time it takes for 
Ilex to develop business cases for capital works on Ebrington (dates of business cases 
submitted to the Department are included in Appendix M).  OFMDFM have noted that 
they expect a pipeline of projects developed to different stages in order to ensure a 
phased approach to development.  

Other departments outside of the sponsor role highlighted Ilex’s tendency to contact 
local politicians if they wish to try and achieve a result rather than working with the 
department concerned. DRD’s feedback suggested that Ilex has tended to focus on 
formal reporting structures which had not necessarily added value either in terms of 
delivery or communicating progress. Departments also questioned the role and value-
add of Ilex in delivering on certain aspects of the One Plan, specifically transport and 
education/skills. These examples demonstrate Ilex’s tendency to digress from its 
central mission of developing Ebrington and to get involved in other areas that are not 
within their remit. 

Overall relationships at a local level are more positive than those which exist with 
Central Government departments.  However to be effective, Ilex needs to have strong 
working relationships with central and local stakeholders. It is also a concern that Ilex 
does not have a good working relationship with its current or its previous sponsor 
departments. 

Recommendation: Ilex needs to build the confidence and relationships with central 
government and to accept the limitations of Ilex’s role in respect of other Departments 
roles and remits. 
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