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	the OECD leed mandate 2005-2010


Mission

· To improve the quality of public policy in economic, labour market and social areas, implemented at the local level, through continuous monitoring and assessment of current practices

· To promote the exchange of experience and information and the diffusion of innovation in local economic and employment development and the renewal of local economy

· To provide assistance for member countries in the design, implementation and assessment of local development strategies, to support exchanges with non-member countries

	Terms of Reference


1
Leadership 

How can local and regional leadership ensure that there is both economic growth and economic inclusion?  What are the mechanisms for encouraging private/public partnerships tools/strategies to make private sector stronger, more dynamic, risk taking?  What is the capacity required for dynamic and strategic economic development activity?

2
Economic growth  

How to foster wealth creation for the city in spite of poor Research & Development investment?  What are the city’s main economic assets and how can they be used to enhance economic growth?

What can be done to increase innovation and enterprise development in the city and how can external corporate and financial investment into Belfast be increased?

What should be the main priorities and mechanisms for the city’s economic and investment strategy?

3
Economic inclusion

How to ensure there is better economic inclusion in Belfast so that all communities in Belfast have the opportunity to benefit from economic growth?

4
Quality of Life/Place

How to increase quality of life to support economic growth and ensure the place is attractive to its people and investors?

5
Economic development delivery mechanism

What are the best organisational and delivery mechanisms to support economic growth in Belfast and what are the benefits of creating appropriate delivery mechanisms?

	the study team


The Study Team comprised: 
Andrew Boraine, Chief Executive of the Cape Town Partnership;

Greg Clark, Chair of the OECD LEED Forum on Development Agencies and Investment Strategies;

Gary Lawrence, Urban Strategies Leader, ARUP;

Debra Mountford, Senior Policy Analyst and Manager of the OECD LEED Forum on Development Agencies and Investment Strategies;

John Simpson, Local Advisor;

Paul Sweeney, Economic Advisor, ICTU;
Katia Travkina, Policy Analyst for Outreach Activities;

Peter Tyler, Professor in Urban and Regional Economics, University of Cambridge;

	the study APPROACH


The methodology for the study was the standard OECD peer review approach with an expert team being given access to key documentation and engaging in substantial discussion with politicians, policymakers, civil society, business, trade unions and other stakeholders.
why now?

· The success of Belfast over the next 25 years is critical to the success of Northern Ireland and thus the quality of life of all its citizens

· Belfast is a major business and employment hub, infrastructure platform.  Smaller regions and nations do not succeed if their capital city fails  

· Belfast should not be perceived to be in competition with other parts of Northern Ireland, it is a gateway for trade, employment, services and visitors, and a magnet for private sector investment

· Northern Ireland’s Programme for Government embraces the   twin objectives of securing enhanced economic growth in a way that promotes social inclusion and equality across the region and its individual parts

· Many countries in the OECD and beyond want to learn from the experience of Belfast.  In particular:

· How to recover from problems associated with 30 years of Troubles

· How to reverse population decline and attract population

· How to shift from an economic structure dominated by the public sector to a healthy mix of public and private sector jobs and activity

· How local government and other local actors can acquire the capability to promote development activity after many years of highly centralised administrative arrangements

· How the shift to a knowledge based, private service, lower carbon economy can be achieved in a city whose history was forged on the production of heavy industrial goods.  An essential transformation process.

taking forward the economic development of belfast:  the key issues

· Belfast; a dynamic and outward looking city.  A desire to grow its economy and address its social challenges.   An ambitious Programme for Government emerging from the Northern Ireland Assembly

However, many challenges that have to be faced if it is to realise its undoubted economic potential.  ENHANCING THE ECONOMIC GROWTH OF BELFAST IS OF FUNDAMENTAL IMPORTANCE TO THE OVERALL GROWTH AND FUTURE WELL-BEING OF NORTHERN IRELAND AS A WHOLE

· The Economic Vision for Northern Ireland.  A number of key documents have emerged in recent years that provide insight into the shape and form of the key changes envisaged

· DETI – Economic Vision for Northern Ireland economy up until 2015.  (Changes required to enhance enterprise, innovation and skills).

· First Steps Towards Sustainability (maintaining economic growth and quality environment/life)

· Northern Ireland’s Regional Economic Strategy (achieving Economic Vision against a background in which Review of Public Administrative and Civil Service Reform Agenda will deliver a different and more efficient public sector workforce)

· Draft programme for Government 2008-2011 (Building a Better Future).  The basis for the Budget and Investment Strategy of the Northern Ireland Assembly

· Shaping Our Future – The Regional Development Strategy (Department for Regional Development).  Strategy a ‘hub’ corridor with gateway framework to regional development

· Insight into how economic growth is likely to be managed and encouraged for Belfast and the immediate City-Region in the ongoing Metropolitan Plan – Planning Service, Department of the Environment

· Review of Public Administration. Current 26 council areas rationalised to create 11 new council areas.  Transfer functions to local government include local development plan, development control and enforcement; local public realm, urban regeneration and community development delivery functions; a range of housing functions, local economic development, local tourism, arts, sports and leisure.  Transferring responsibilities and building required capacities has to be done in a way that does not interfere with the central objective of enhancing the competitiveness and growth rate of the Greater Belfast economy

	ROBUST ECONOMIC GROWTH WILL PROMOTE THE PLATFORM ON WHICH TO TACKLE SOCIAL EXCLUSION AND IMPROVE THE QUALITY OF LIFE OF ALL OF THE POPULATION OF NORTHERN IRELAND


the belfast economy

Over the last ten years better economic growth in Northern Ireland than the United Kingdom average.   However, structural weaknesses exist;

· Under-developed private sector

· Over dependence on the public sector

· Low levels of business start-ups

· Low levels R&D investment

· High levels economic inactivity and long-term unemployment

· Some population decline

· Economic deprivation

Cities have to be attractive places to both people and businesses if they are going to turn themselves around after suffering extensive deindustrialisation.

Success depends on coordinating activity across the sectors of government, knowledge, finance, the business, voluntary and community sectors in Belfast.  Need to overcome deep problems of social exclusion.

Audit of extant development strategies and plans affecting the city:

· Strategy overload – 55 current strategies and plans – no commonly agreed development framework for Belfast

· Many agencies had a regional rather than a Belfast remit

· Fragmentation between policy setting and implementation

· Duplication effort and limited resources.  Single functional bodies and agencies overly dominant

· Lack of transparency and accountability

· Local authority powers limited

· Lack of local autonomy

· No Champion for City

Number of factors that impede the ability of land, capital and labour markets to adjust.  Existing partnerships are not well linked and there is no common agenda and a lack of trust.  Too many government departments, too much dependency on government and poor linkages between local and regional government.

Not possible to discuss the future growth of Belfast without considering its Centre.  Undergone a remarkable turnaround over the past ten years.  Laganside area is being successfully redeveloped.  Many good things achieved but many challenges remain.  Lack of independent retail offering, poor shop fronts, limited public lighting, lack of connectivity

	A WEALTH OF TALENT EXPERTISE AND RESOURCES BUT GOOD GOVERNANCE IS A KEY ELEMENT IN ENHANCING COMPETITIVENESS AND ACHIEVING SUCCESS.  


	SUCCESSFUL CITIES ARE ABLE TO ENHANCE THE CORE COMPETENCES OF BOTH THEIR PLACE AND THEIR RESIDENTS TO MAKE IT A RELATIVELY ATTRACTIVE LOCATION FOR ACTIVITY.  THEY HAVE TO BRING TOGETHER THE AGENTS OF CHANGE FROM ACROSS ALL THE RELEVANT SECTORS GETTING THEM TO WORK TOGETHER AND ADOPT A STRATEGIC APPROACH.  THIS IS NOT EVIDENT IN BELFAST AT THE PRESENT TIME.


	BESIDES IDENTIFYING ACTIONS REQUIRED TO ENHANCE THE COMPETITIVENESS AND GROWTH OF THE GREATER BELFAST AREA THE STRATEGY HAS TO IDENTIFY HOW THE PROCESS CAN BE MANAGED TO ENSURE ALL ITS RESIDENTS SHARE IN THE BENEFITS OF ECONOMIC GROWTH.


the position elsewherE

· Much known about how successful cities have been able to transform their economic fortunes.   Actions required to strengthen economic base, raise competitiveness of labour force and improve the physical environment

· However, evidence is that turning things around does not come easily.  And getting cities to grow again is only part of the problem.  The growth needs to be shared across the communities of the City.  Trickle down has often been weak or even non-existent and thus successful cities have had to work hard at sharing hard-won gains in their overall prosperity with their more deprived neighbourhoods

· Very few able to reverse their economic fortunes without creating some type of regeneration body that represents a partnership of key players from across government, the private, voluntary and community sectors.  Advantages of a partnership-led approach are suggested to include greater leverage of resources, economies of scale, attainment of synergy, avoiding duplication, promoting specialisation and enabling transformational projects to be delivered

· Wide variety of different models tried.  They have varied according to:

· Geographic spread

· Emphasis given to the economic, physical and social dimensions of the regeneration process and thus their core focus

· Formal powers they have to plan, provide infrastructure and key services, hold and vest land

· Their stakeholder representation and whether a narrow or a broad approach is adopted

· Their lifespan and the instruments and resources they can commit from their own funding base

· Virtually all models have played to some form of partnership based delivery.  A number of key lessons learned.  But above all for the partnership to work there has to be a desire to recognise the benefits to all from promoting in PLACE and there has to be TRUST between the key stakeholders.

moving forward: a development agency for belfast

Study Team have focused on four key issues to move the agenda forward:

· The nature of the delivery vehicle that should be used to deliver change required

· The type of activities and instruments required to facilitate change

· How the resources might be found to bring about changes required

· How the right people can be found to lead the development process

· In the light of the evidence available to it the Study Team believe that if Belfast is to realise its true economic potential then there is an urgent need for a new delivery vehicle that could bring together the required partners and seek to overcome the highly fragmented and confused position that currently exists

· Proposal is a Development Agency for the Greater Belfast Area, THE BELFAST INVESTMENT AND DEVELOPMENT AGENCY (BIDA)

· Key objectives are (i) Increase the economic growth of Belfast and to contribute to the economic growth targets for Northern Ireland as a whole.  (ii) To ensure that all of Belfast’s residents share in the benefits of economic growth

moving forward: a BELFAST INVESTMENT AND DEVELOPMENT AGENCY

[image: image1.wmf]BELFAST INVESTMENT DEVELOPMENT AGENCY BOARD

Chief Executive and Core Executive Team

Executive Team

Skills

Enterpris

e

Knowledge

ENTERPRISE SKILLS & KNOWLEDGE

Planning

Strategic 

investment

Core

infrastructure

STRATEGIC INVESTMENT

City

Centre

Promotion

Tourism

Social infrastructure

Local area regeneration

PLACE AND INCLUSION

AGENTS OF DELIVERY

Existing and with shadowing for transitional arrangements

BELFAST INVESTMENT DEVELOPMENT AGENCY BOARD

Chief Executive and Core Executive Team

Executive Team

Chief Executive and Core Executive Team

Executive Team

Skills

Enterpris

e

Knowledge

ENTERPRISE SKILLS & KNOWLEDGE

Planning

Strategic 

investment

Core

infrastructure

STRATEGIC INVESTMENT

City

Centre

Promotion

Tourism

Social infrastructure

Local area regeneration

PLACE AND INCLUSION

Skills

Enterpris

e

Knowledge

ENTERPRISE SKILLS & KNOWLEDGE

Skills

Enterpris

e

Knowledge

Skills

Enterpris

e

Knowledge

ENTERPRISE SKILLS & KNOWLEDGE

Planning

Strategic 

investment

Core

infrastructure

STRATEGIC INVESTMENT

Planning

Strategic 

investment

Core

infrastructure

STRATEGIC INVESTMENT

City

Centre

Promotion

Tourism

Social infrastructure

Local area regeneration

PLACE AND INCLUSION

City

Centre

Promotion

Tourism

Social infrastructure

Local area regeneration

PLACE AND INCLUSION

AGENTS OF DELIVERY

Existing and with shadowing for transitional arrangements

AGENTS OF DELIVERY

Existing and with shadowing for transitional arrangements


moving forward: a development agency for belfast (cONTD)

In considering the possible shape and form that a Development Agency should take in Belfast the Study Team were firmly against another Quango or NDGO

Four key factors to consider:

· Across the UK a move to place responsibility for economic development firmly in the hands of locally elected government.  Review of Sub-National Economic Development and Regeneration and Local Government White Paper in England makes this clear.  Direction of travel is firmly and irreversibly in this direction.  Responsibilities assigned to local government in Northern Ireland need to be aligned with the reality of this new thinking as soon as possible;

· Important that Agency has access to OFMDFM experience in area of strategic investment advice as it applies to all aspects of financing and investment.  Role for Strategic Investment Board;

· Formulation of Development Agency provides the opportunity to bring together expertise from existing organisations.  Thus consolidation of existing public bodies and in line with recommendations of Reform of Public Administration.  In early years SHADOWING of function as appropriate;

· Need to recognise that the growth of the Greater Belfast economy is crucial.  Importance for the future growth and well-being of Northern Ireland as a whole.  However, there are tensions – not all population in Northern Ireland live in or near Belfast.  First Executive and Central Government have role in managing tensions – composition of Executive Board important

moving forward: a development agency for belfast (cONTD)

Key features of the new Agency

· Executive Board, comprising local councillors, representation from New Executive, OFMDFM (SIB) and others drawn from private and voluntary sectors

· Core management team.  Expertise from across areas of:

· Planning, sites and strategic infrastructure

· Investment facilitation and securing funds of Major Transformational Projects

· Knowledge economy (including skills, enterprise, higher education and innovation)

· Economic inclusion

· Promotion

· City Centre Management

· Chief Executive assisted by Core Executive Team comprising senior management leads from each of the relevant agencies and departments responsible for the delivery of the relevant core services

· Coordination and delivery of endeavour across strategic themes, sectors and appropriate geography.  (Agency boundaries need to embrace Greater Belfast Area)

· A strong and well resourced secretariat

moving forward: a development agency for belfast (cONTD)

CORE ACTIVITIES

Place and inclusion

· Important areas of planning, strategic land use City Centre Management, social infrastructure and local area regeneration

· Strategic land assembly and investment strategy for Greater Belfast Area

· Relationships to Area Based Partnerships
Strategic Investment

· Securing strategic investment in a variety of ways – inward investment, built environment and communication infrastructure in line with Executive’s Programme for Government

· Need to fund large Transformational Projects

· Interface OFMDFM, Strategic Investment Board

Enterprise, Skills and Knowledge

· New approaches to labour market attachment, innovation and knowledge transfer securing key interfaces between activities of Knowledge Based Institutions, Governments and the business community and other partners.

moving forward: a development agency for belfast (cONTD); when to establish

Now or Later?  Key Issues:

Against rapid set-up:

· Another administrative burden – step too far at present time

· Capacity needs to be built

For prompt start:

· Thirst for change after many years of stasis

· The setting up of a new delivery vehicle could be the catalyst that brings together local and nationally elected leaders with business community and the voluntary sector to deliver the vision for Belfast, providing the very opportunity for integration and implementation of local strategies and projects linked into actions at the national level

· A mechanisms to implement the Reform of Public Administration

· Shows Belfast and Northern Ireland means business

instruments for change

Development agenda in Belfast requires the development of new policy instruments reflecting need for new ways of attracting and facilitating investment, risk and cost-sharing, image and reputation building and fostering the growth of new companies and sources of employment.

Key recommendations

(i) Belfast City Centre

Urgent need to move forward, establishing and resourcing an integrated City Centre development strategy and a capable implementation vehicle for integrated City Centre Management

(ii) Universities and Economic Development: Organising the Knowledge economy

Organise, with local and national government, a single and integrated joint venture between the key universities/colleges/institutions and BIDA to promote and develop the Belfast Knowledge economy ensuring a clear promotional vehicle for knowledge economy activity and a single mechanism for national and local engagement. 

The economic viability of Belfast hinges around its development as a hub that enables access to specialised inputs and employees, generates high levels of innovation and small businesses with a central emphasis on knowledge based sectors (biotechnology based around university and medical research) and representation in financial services and other new and emerging sectors including representation in aerospace, information and communication industries.

(iii) Employment and inclusion

The development of a City-wide full employment promotion strategy and an innovative programme for social inclusion
(iv) Investment Strategy

Based on the Northern Ireland Investment Strategy (NIIS) prepared by SIB. The new agency should work with SIB, local and national governments, INI and business partners to prepare and implement a plan for optimising the impact of NIIS, ensure greater leverage from private sector land assets and provide support for greater speed and certainty in facilitating foreign and corporate investment in support of INI.  Important issues around resourcing initiatives from conventional funding routes but also through more innovative mechanisms – City Bonds/BIDS etc.

(v) Better use of existing instruments

A number of well tried and effective policy instruments in the labour market, business support and promotion of enterprise and investment, as well as in land and property markets.  Possible interest in building on use of the incentives most notably capital allowances and Enterprise Zone incentives. Important to consider how to resource development on the Arterial Routes as well as in the Harbour Lands.

in conclusion

· Many reasons to be optimistic about Belfast and the Northern Ireland economy.  The economy is in a stronger position than it had been throughout much of the 20th Century – widespread political consensus backing a growth agenda – but emphasis on sharing benefits of growth

· Belfast has to assert its locational presence – an iconic core, a centre of R&D – high value functions.  Key to success is to build Belfast as a city acknowledged internationally as being business and investment friendly – an enterprising location where new ideas and knowledge can be translated into business opportunities and business formation. A decisive step to a better, balanced economy.  Decisive leadership to ensure that business, investment and jobs are attracted, welcomed and retained - a can-do attitude that underpins economic transformation required

· But, making the changes required is constrained at the present time by the highly fragmented and confused delivery position.  If Belfast is to realise its potential then there is an urgent need for a new delivery vehicle to drive the changes required, new policy instruments and formats and for new leadership

· Whilst it is important to be realistic about what can be achieved in the short-term, the setting-up of a Development Agency of the sort described could be the very mechanism that brings together local and nationally elected leaders with business and other leaders to secure the future vision for Belfast and provide the very opportunity for integration and reform of the existing position.

· The OECD Study team have benefited from the support and insight provided by a very large number of people from many different organizations across the public, private and voluntary sectors in Belfast and are grateful for the full, frank and above all, constructive support, received. The Team hopes that they have been able to make a helpful, contribution to how the economic development of Belfast might be taken forward in the years ahead, although they recognize that there will be many issues that they have not been able to explore fully at this stage. After many years in which the pace of institutional change and economic reform has been relatively slow there would now seem the opportunity to drive forward the economic development of Belfast in a way that will secure its rightful place as one of the world’s leading cities.
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