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1. Executive Summary

1.1 Background to the project and the evaluation process

1.1.2 The Murrays’ Mill complex is unique and recognised across Europe as one of the most
important Grade 2* early industrial structures in the UK. The Murrays’ Mills ‘shell repair’
project brought together national and regional partners and funders with a local Trust,
Ancoats Buildings Preservation Trust (ABPT)', to facilitate a significant project that
provided gains to both the built heritage of Manchester and the overall regeneration of
the Ancoats area.

1.1.3 The Evaluation of the Murrays’ Mills project was carried out between May and September
2009. The primary purpose of the evaluation was, in one document, to draw together and
review all of the reporting, monitoring, evaluation and other information relating to the
project and include review of any participation within Area based Regeneration or
strategic frameworks. The evaluation included the project 'Skills Schools and Stories,
which was delivered by the Trust during that same period.2

1.1.4 This Executive Summary is intended to provide a ‘snapshot’ and overview of the more
detailed Murrays’ Mills Evaluation Report and Summary of Findings.
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Image: Scaffolding being erected in 2005 - Courtesy of BDP

! Ancoats Buildings Preservation Trust. A Company Ltd by Guarantee and a Registered Charity was established in 1995
% The Trust also simultaneously delivered a project of repair and restoration for St Peter's Church in Ancoats.

Prepared by Heritage& Regeneration UK November 2009



Heritage Works

1.15

1.1.6

1.1.7

Murrays’ Mills- Project Evaluation - Executive Summary

The evaluation process sought to bring together the many areas of recording and
monitoring that had been gathered during and after the project and to report and review:

Relevant statistics

'‘Good news' stories

Training, education and learning outcomes

Achievements, awards etc as part of above

Project development, delivered to timescale budget etc.
Evaluation of performance to target, outcomes and outputs

The process used several areas of enquiry to build a comprehensive review of the
project. It allowed a period of reflection that offered valuable positive and negative
observations and organisational learning points for all of those concerned. Participants
included Trustees, volunteers, relevant external organisations and individuals, staff team,
funders, partners, contractors and members of the professional teams.

Ancoats Buildings Preservation Trust, now known as Heritage Works, carried out a major
shell repair beginning on site in September 2004. The repairs were completed in July
2006. At the same time the capital works were being completed there were also
constituent elements and projects delivered, such as Skills Schools and Stories (SSS).
The Trust was also delivering concurrently another restoration project at the nearby St
Peter’'s Church. The time elapse since the completion of the project has made evaluation
contact difficult. However, best use was made of several methods of enquiry including:

Desk research on past reports, evaluation, monitoring, financial records any
relevant area or heritage based information and financial information relating to
the project strands and funders

Postal questionnaires(freepost reply)

A sample of telephone interviews with relevant individuals, funders and heritage
bodies and other interested organisations

A small number of ‘face to face’ interviews with partners, participants and key
personnel( past and present)

A full documentation review

1.2 Recording Successes of the Murrays’ Mill Project

1.2.2
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The evaluation has found significant evidence of high levels of delivery, achievement and
success, across all the main project areas.

Above all the recorded outputs and outcomes, there is no doubt that the project saved
and repaired a unique and ‘at risk’ 18" Century Mill complex. Murray’s Mills would likely
not have survived the onslaught of dereliction without that timely intervention. The project
was delivered on time, to plan and to budget . Ancoats Buildings Preservation Trust
was pivotal in campaigning for the local built heritage. The Trust developed plans with
local agencies in Ancoats over a number of years and then built and sustained a unique
working partnership to deliver the project. Without this joint approach and co-operation
the substantial conservation deficit would not have been bridged.
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English Heritage, Heritage Lottery Fund (HLF) and North West Regional Development
Agency (NWDA) made valuable and essential contributions either through the substantial
provision of main project funding or advice and officer support. The North West Regional
Development Agency took a brave and controversial step in an area based compulsory
purchase programme in Ancoats. However, it enabled significant focus and gains for the
area and the project.

The project delivered a difficult but credible solution to dereliction and neglect in an area
that has struggled for many years to receive some priority and resonance. Gains and
outcomes included:

Opening up access to a heritage asset

Regeneration — through the promotion of economic development

Contributing to the urban renaissance in Manchester

Acting as a catalyst for the development of derelict building and the associated
public realm works associated with area based regeneration in Ancoats
Reclamation of ‘Brownfield’ land

Improved and refurbished floor space

Securing and developing an Important historic building

Harnessing significant public and private * match’ funding

Murrays’ Mills and the project team also collected a string of high profile awards.
Although it had taken many years for the importance of the Ancoats area’s rich industrial
heritage to be recognised, this was demonstrated through eventual designation as a
Conservation Area.

The strategic and international importance of the Ancoats area was further recognised
when it was ‘short listed’ for designation by UNESCO as a World Heritage Site.
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The complimentary activity within the project ‘Skills Schools and Stories’ offered and
encouraged participation by schools and youth groups in its workshops, training and skills
taster courses and education programme and also provided and supported:

Heritage Open Days 2003

Primary school education and teachers resources pack

Published materials including ‘Ancoats- All Work and No Play’

A significant archive of oral histories

Development and training opportunities for volunteers and professionals
The development of links with local communities

Internet access to the Skills, Schools and Stories Website
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1.3 Learning Points
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1.3.2
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In the time that has elapsed since the project’'s completion, other issues have taken
priority. These technical issues have perhaps ‘diluted’ the successes of the project and
marginalised the role of the Trust in that delivery. The difficulties relating to minor
technical areas and therefore the final contract sums are insignificant compared to the
monumental achievement of delivering this project. They represent only a tiny percentage
of the overall scheme costs.

Findings of the evaluation do not only have resonance and relevance for the Trust, but
also for other partners and funders involved in the project.

The evaluation has offered important organisational learning points including those
relating to risk management, partnership and funding, legacy of the project, promotion
and publicity, future evaluation, sustainability and conflicts of interest.
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1.3.4 Ensuring that the ‘enduring message’ of the importance of the Ancoats area and
regeneration through heritage is not lost, as other areas take priority. The transient
outputs and gains of major projects can soon be lost if they are not capitalised on.

1.3.5 Building ongoing local benefits and protection and maintenance of the complex should be
a concern for all parties, partners and funders. Long term development and maintenance
issues remain. For the Trust the underpinning contribution of the Trust in delivering this
major project has been underplayed. However, loss of organisational knowledge and the
‘value’ of partnership as officers have ‘moved on’, has affected the ability of the Trust to
influence partners and control management of contractual issues; at a time when it has
also lost ‘in-house’ resources to deal with post completion issues.

1.3.6 The evaluation has identified, and the Trust has already noted, that their inability to
influence the subsequent development phase has restricted their intention to play a major
part in the outcomes of the project relating to overall sustainability. ‘Future proofing’ of
projects considered may include ‘agreement in advance’ of a maintenance programme.

1.3.7 As a Charity, Heritage Works duties lie with its stated objects and beneficiaries. A more
‘equitable’ balance of project management 'fees’ for delivery and a potential ‘profit share’
from subsequent development to the benefit of the Trust, should be negotiated in the
future. Other findings have led to recommendations that will ensure that outcomes or
outputs are deliverable and ‘owned’ by the Trust and establish a ‘starting point’, to which
as set of quantitative and qualitative measures can be applied and overall impact
measured. This should commence at the ‘options’ testing stage.
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1.3.8 The Murrays’ Mill project repaired, restored and ultimately saved, an important and iconic
industrial listed building that was ‘at risk’. This has been a successful project. It has
delivered a significant quality exemplar of a historic building shell repair, on time, to plan
and to budget.
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