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1. Introduction

The following plan outlines the delivery mechanisms and identifies the anticipated outcomes for the £2.46 million allocated to the DARD Industry R&D Challenge Fund under the Innovation Fund.  

2. Vision and Outcomes
2.1
PSA Targets

This fund is designed to stimulate research and innovation in small agricultural and other rural enterprises within Northern Ireland.  The project, therefore, contributes to the Executive Priority of Growing a Dynamic, Innovative Economy.  In particular, it supports the achievement of PSA Target 4, DSO 1 – Supporting the Development of Rural Businesses, for which DARD has lead responsibility, although it is not specifically mentioned as an individual target.  In addition, it contributes to the achievement of PSA 1, DSO 4 – Promote Higher Value-Added Activity through Innovation and the Commercial Exploitation of R&D, for which DETI has lead responsibility. Consequently, the project is one of the Foundation Initiatives of the Regional Innovation Strategy Action Plan (RISAP) 2008 – 2011, published in April 2008.  
The project contributes to these initiatives by securing new and innovative solutions to business opportunities within agricultural and other rural enterprises, which will enable them to improve their competitiveness or create wealth.  The anticipated overall outcome is to increase the number of rural enterprises engaging in R&D for the first time and the level of private sector expenditure on R&D.  
2.2
DARD Strategic Plan 2006-2011

The project will also assist with the delivery of DARD’s Strategic Plan 2006 – 2011.  Specifically the project contributes to Strategic Goal 1, which seeks to improve performance in the market place of agri-food, fishing and forestry businesses, as well as Goal 2 – to Strengthen the social and economic infrastructure of rural areas.  The project is also identified as a key Customer/ Stakeholder objective in the Policy and Economics Division Balanced Scorecard for 2008/09.
2.3
Delivery 

The Department will deliver the scheme, with the assistance of industry professionals as discussed in Section 3 - Governance Arrangements below.  

2.4
Expected Outcomes

The anticipated overall outcome is to increase the number of agricultural and other rural enterprises engaged in research for the first time and the level of private sector expenditure on R&D.  This will be measured as part of the DETI PSA 1 Delivery Agreement published in January 2008 (reference DSO 4 actions and indicators) and through the performance indicators for the RISAP.
2.5 
Targets and Milestones

The RISAP identifies an overall target for the fund of a minimum of 20 proposals funded by 2011.  This can be broken down as follows:

· 4 proposals in 2008/09,
· 7 in 2009/10, and
· 9 in 2010/11.  
However, this target and associated milestones will be closely reviewed and changes made if it is deemed necessary in the light of early experience of running the project.
3. Governance Arrangements

3.1
Senior Responsible Owner

The Senior Responsible Owner (SRO) for this fund is Norman Fulton, Director Policy and Economics Division, DARD.
3.2
Delivery Chain

Day to day administration (grant management, appeal processing etc) will be conducted by the DARD sponsor branch, Research and Education Policy Branch (REPB). 

Awards will be decided by an Assessment Panel, which will include an industry professional.  Any appeals will be adjudicated by an Appeals Panel chaired by a separate industry professional.  DARD will have senior representation on both panels and the secretariat will be provided by the DARD sponsor branch, REPB.

In-house monitoring will be conducted by the DARD sponsor branch, REPB.  In addition, as the fund contributes to RISAP targets, quarterly verbal and six monthly formal monitoring reports will be provided to DETI. 
3.3
SRO Control
The SRO will have accountability and control over the fund as follows:-

· One of his branch heads is responsible for the DARD sponsor branch, REPB 

· The SRO, or the Head of REPB, will be a member of the assessment panel; and 
· Delivery of the project is one of the key objectives in the DARD Evidence and Innovation Strategy and in the PED Balanced Scorecard 2008/09.
3.4 Transfer of Objectives

As stated above, delivery of the project has been incorporated into the Policy and Economics Division Balanced Score Card for 2008/09.  The SRO, as the manager responsible for the delivery of the associated actions, has assigned delivery of the project to the Head of REPB who will be held accountable for delivery of targets.
3.5 SRO Responsibilities

The SRO will track progress of the project on a quarterly basis. This, together with progress reports to DETI, should facilitate early identification of problems and allow remedial action to be taken.

3.6 Key Dependant Actions
It is proposed that the awards and appeals panels will involve industry professionals.  Each panel will have Terms of Reference, which will define the panel role, meeting frequency, members’ responsibilities etc. In addition, the SRO (or the Head of REPB) will sit on the panel as the customer representative, so ensuring that a focus is maintained on the anticipated overall outcome of the project.  In addition, the panel secretariat will be provided by the sponsor branch, REPB.  These structures should mean that, if either panel fails to meet its Terms of Reference, the SRO should become aware immediately and able to take the necessary corrective action.
4 Resources and Priority Actions

4.1 Priority Actions and Associated Timescales
These are as follows:-
a) Creation of a project team within the DARD sponsor branch,  REPB to manage the delivery of the fund – already achieved;

b) Development and approval of the business case – October 2008;

c) Development of a legislative framework – November 2008;

d) Stakeholder engagement in scheme design– already commenced;

e) Development of scheme administrative rules and fund literature – December 2008;

f) Equality screening – November 2008
g) Agreement of Assessment and Appeals Panel membership and subsequent appointment of the panel – December 2008;

h) Publication of fund details and call for proposals – January 2009;

i) Assessment of proposals and award of grant – February – March 2009; and

j) Appeals considered – March 2009.

4.2 Responsibilities

Items a) to h) are the responsibility of the DARD sponsor branch, REPB.  Items i) and j) are the responsibility of the respective Panels, however, as the sponsor branch acts as the secretariat, they will be responsible for convening meetings and administering the associated processes.
4.3 Delivery Risks

These are as shown in the following table.
	Risk
	Mitigation

	Limited staff resources within the Sponsor Branch
	The creation of a project team. Monitoring of the project will alert the SRO to the impact of any unexpected staff loss.

	Legislative Framework is delayed
	This item is already on the DSO work programme and will appear in the ARD Assembly Committee’s autumn work programme.  The inclusion of experienced staff within the project team will also mitigate this risk

	Insufficient applications are made to the fund
	The engagement of stakeholders should mitigate this risk.  In addition, the early notification of the fund within the RISAP and the DARD Evidence and Innovation Strategy should generate industry interest.  Finally, a call for projects on a quarterly basis (or more regular basis if required) should ensure a steady flow of applications.


4.4 Financial Approvals

DARD aims to submit the business case to DFP Supply by October 2008.  DARD will work with DFP Supply to ensure that approval is achieved as rapidly as possible.

4.5 Financial Profile
It is anticipated that the quarterly financial profiles will be as shown in the table below.  These are dependant on the number of proposals received and, therefore, are subject to change as we apply lessons learned in the early operating period of the fund.
	Financial Year
	Month

	
	June
	September
	December
	March

	08/09
	
	
	
	£500k

	09/10
	£300k
	£200k
	£230k
	£200k

	10/11
	£300k
	£200k
	£300k
	£230k


4.6 Expenditure in Line with Delivery
The target number of proposals sponsored in any year is driven by the funding available.  Should the total expenditure in any year be less than that initially envisaged, remedial action will be taken i.e. additional proposals will be sought.
4.7 Financial Monitoring Information

Project expenditure will be profiled at the start of each financial year.  Any under or overspend against these amounts can be identified in the monthly reports provided by DARD Finance to budget holders.  Expenditure is reported to DFP on a quarterly basis as part of the standard in-year monitoring exercises.
5 Delivery Partners and Stakeholders

5.1 Key Delivery Partners and Stakeholders
DETI and InvestNI are NICS stakeholders, as the fund will contribute to the delivery of PSA 1 and the project is a Foundation Initiative of the DETI-led RISAP.

It is anticipated that the Assessment and Appeals Panels will involve industry representatives.  Other panel members will be drawn from DARD and other NICS departments.  These panels are critical to the successful delivery of the fund.
The involvement of stakeholders, chiefly from the DARD Rural Stakeholder Forum, will ensure buy-in from an early stage.  In addition, DARD may seek to liaise with relevant industry representative bodies and producer groups to promote the fund across a wide variety of agricultural and other rural enterprises.
5.2 Communication Plan

Discussion with other Departments on the fund has already begun and will continue throughout the lifetime of the scheme.  This dialogue typically occurs through the medium of the Inter-Departmental Working Group (IDWG) on Innovation, which has membership drawn from across the whole NICS.  Meetings are held on a quarterly basis.  Separate discussions, to prevent funding duplication etc, are ongoing with InvestNI and DETI.

Assessment and Appeal Panel members (including the chairs) will be provided with Terms of Reference and an overview of the objectives of the fund.  The former will detail individual roles and responsibilities.  In addition, those sitting on the Appeal Panel will receive instruction on the appeals process.

Stakeholders will be informed primarily through interaction with the DARD Rural Stakeholder Forum and via DARD’s press activities.  The Department might also consider inclusion of the fund in “grantfinder” publications as this would alert a wide range of small enterprises to its existence.

5.3 Timetable
The proposed timetable is as follows.  All timings are indicative but, as it is the Department’s intention to have £500k committed to projects by 31 March 2009, there is little scope for slippage.
· Interaction with NICS stakeholders has already begun and will continue to ensure that there is no duplication of effort and that RISAP targets are on track;
· The fund is an important component of the DARD Evidence and Innovation Strategy, currently out to public consultation.  The consultation will close on 4 September 2008.  Once stakeholder comments have been collated and considered, the final Strategy will be presented to the Assembly Agriculture and Rural Development Committee and to the Executive Committee, if appropriate.  This is anticipated to occur in late October 2008;
· Specific  engagement on the fund with stakeholders is proposed in early October 2008;
· Calls for proposals will occur January 2009; and
· The fund Assessment and Appeals Panels will be in place by December 2008. 
5.4 SRO Interaction

The SRO has established good working relationships with a variety of stakeholders.  In addition, he and staff in REPB have developed good working relationships with DETI and InvestNI colleagues, primarily through the Innovation IDWG but also in separate meetings on specific innovation issues in recent years.
6 Performance Management and Risk Management
6.1 SMART Targets

Targets associated with the delivery of the fund are as shown in the table below.

	Year
	Proposals approved
	Milestones

	2008/09
	4
	Fund launched by 31/1/09

	2009/10
	7
	3 proposals by 30/9/09

	2010/11
	9
	4 proposals by 30/9/10


6.2 Monitoring Systems
The DARD sponsor branch will monitor expenditure on a monthly basis and will provide updates on a quarterly basis to the SRO.  Expenditure shortfalls will also be highlighted in the standard monthly expenditure reports generated by DARD Finance for the SRO.  
In addition, DARD is committed to the achievement of specific actions within the RISAP.  Quarterly verbal and six monthly formal progress reports must be provided to DETI and any delivery failures fully explained.

6.3 Project  Management

The project will be managed by a small project team based in the DARD Sponsor Branch, REPB.  Standard project management practices will be observed to ensure that the fund is delivered on time and the SRO is kept fully informed of all potential delays and risks.

6.4 Risks

These are as shown in the following table.
	Risk
	Probability
	Impact

	Limited staff resources within the Sponsor Branch
	Medium
	High – the fund framework would not be in place in time with the knock on effect that the expenditure targets are not achieved.

	Legislative Framework is delayed
	Medium
	Low – the mechanisms are well established and the project team is appropriately skilled

	Insufficient applications are made to the fund
	Medium
	Medium – the general economic  downturn may restrict investment in R&D.


6.5 Risk Impact

These are as shown in the following table.

	Risk
	Timing
	Impact

	Limited staff resources exist within the Sponsor Branch
	Throughout fund lifespan
	All areas of delivery of fund

	Legislative Framework is delayed
	November 2008
	The fund could not open without the legislative authority

	Insufficient applications are made to the fund
	March 2009 and quarterly thereafter
	Expenditure targets are not met and money must be returned to the Innovation Fund


6.6 Risk Mitigation

These risks will be included in the PED Risk Register and, as already stated in Section 4.3, the Department has strategies in place to mitigate them. 
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