Part IV
Case Studies of Current Governance Practice

Introduction

1.
This part of the guide provides some examples of current governance practice in the UK drawn from the report Good Practice in Six Areas of the Governance of Higher Education Institutions in the UK compiled in 2004 by CHEMS Consulting, the consultants who have worked with the CUC on analysing and identifying good practice in the sector (see Bibliography). 

2.
The case studies do not necessarily represent core good practice, in that some are experimental or innovative and their adoption would not suit every institution. However, they aim to illustrate the range of imaginative and creative thinking about governance in the sector and are presented as a resource for institutions to draw upon.

Recruitment, Selection, Training and Development

	Systematic Identification and Selection Processes

3.
Many universities have strengthened their approach to identifying and selecting governors. Leeds Metropolitan University, having identified the skills needed and the places available on the board in the next few years, operates a rolling programme of recruitment. Advertisements are placed in the regional press; from 2004-2006 specific candidates are being sought in estates, communications and marketing, from ethnic minorities and the local community. Applications and CVs are reviewed by a panel established for the purpose by the nominations committee, against the previously agreed criteria. A short-list is drawn up and individuals are interviewed by a panel made up of the chair, deputy chair, vice-chancellor, registrar and secretary as well as student and staff members. The names of recommended candidates go forward for approval to the nominations committee and subsequently to the board. 




	The Diversity Agenda 

4.
Many universities and colleges have reviewed their selection processes in order to broaden the scope of board membership. Several are also actively seeking to increase the diversity of the governing body membership by advertising in the national and local press and by approaching bodies such as the Register of Public Appointments to assist in this process. The University of Durham was an early adopter of national, local and regional advertising as a recruitment vehicle – with excellent results to date. The diversity agenda is of importance to the university, so advertisements were also placed on the web-sites of the Racial Equality Council and Disability Now.




	Identifying and Making Best Use of Governors’ Specialist Skills and Knowledge

5.
Like most universities, the University of Sussex seeks council members with specialist skills that fit the university’s particular needs. Experience of chairing other public bodies is a useful pre-requisite for a chair of council, while expertise and experience in the finance sector is valuable for the role of treasurer. Lay members’ specialist expertise assists the university with the development of its policies and strategies. Educational expertise has contributed to the university’s teaching and learning strategy, in-depth knowledge of human resources practice has fed into the HR strategy – as has specific lay interest in equality and diversity issues. Business expertise has informed the university’s innovation and outreach work.

The academic schools also gain from the targeted use of specialist skills. Knowledge of the media has helped in developing a strategy for the creative and performing arts, while expertise in medical manufacturing has benefited the School of Life Sciences. In addition, lay expertise is valued in the management of change. Clear lines of communication between Schools and council members have assisted in making the recent debate on academic re-structuring an open and inclusive process. 




	Comprehensive Induction Processes

6.
CUC surveys between 2000 and 2004 show that universities and colleges have continued to develop and refine their induction processes for governors. Leeds Metropolitan University operates a comprehensive three-stage approach to induction. The first stage involves a briefing from the vice-chancellor, registrar and secretary and the chair of the governing body. This introduces the university, its aims and strategic direction, identifies the formal responsibilities and personal liabilities of governors, provides formal information from the CUC and the university, and describes the Board’s membership, its role and the university’s expectations of governors. A follow-on meeting with deputy vice-chancellors provides more detailed information about the core activities of the university. The second stage of the process requires attendance at the CUC’s induction seminar and the third stage involves the allocation of a mentor from among the experienced Board members. Governors are also provided with information about the full CUC programme of training and events and are encouraged to attend. The chair of governors follows this up by discussing with individuals their ability to access and gain benefit from this programme.




	Mutual Learning

7.
Ensuring that governors are sufficiently knowledgeable about and up-to-date with the university’s core activities and the wider higher education context is a key concern of institutions. At the University of Brighton opportunities for mutual learning between lay members and the senior management team have involved the development of termly seminars on topics chosen either by governors or the senior management team. One of the most successful involved staff from all parts of the university where everyone gained insight into a new policy area and how it was developing on the ground. The seminars are popular, with a 75 per cent attendance rate as the norm. A briefing pack is sent in advance and a record is created for those who could not attend. Recent topics have included tuition fees post-2006, risk management, services to business and student finance.




Conduct of Governing Body Business

	Involvement of Governors

8.
At Oxford Brookes University during most of the six meetings a year of the governing body, members receive a short briefing on some aspect of academic activity (including developments in learning and teaching and areas of research). Each governor sponsors and makes regular visits to an academic school or support directorate and it is planned to introduce a programme of visits for all governors to different parts of the university’s activities. In order to help members understand their role better, as well as producing a substantial governors’ handbook, the clerk prepares briefing notes describing their responsibilities in relation to specific issues such as equality and diversity legislation. New governors are told when they join that their time commitment is expected to be 15 days per annum.




	Governors at Annual Open Meetings

9.
At the University of East London there is a long-standing annual event when staff and students have an opportunity to meet governors and ask them questions. The executives are also in attendance but do not take the lead in replying. Participation has ranged from a normal level of about 30 people to a high of 200 when major issues were on the table. Up to half of the governors usually attend, and they believe that it helps them to get the temperature of the institution and know what the community is thinking. At Canterbury Christ Church University College a similar annual meeting is held but with stakeholders from the city and region. Governors take the lead in introducing major topics arising from the college’s annual report. Over 150 are invited, and the event allows the governors to meet some of their customers in the external community. 




	Briefings That Make Meetings More Effective

10.
At the University of Aberdeen considerable attention is given to briefing lay and academic members of the court before each meeting. It is thought that this has made the meetings much more productive in terms of the quality of debate and understanding of the issues. In the morning before each meeting the chair briefs the lay members on their own, with only the university secretary in attendance. This is followed by a sandwich lunch in which lay members and the executive are given a presentation on a topical university activity. The official court meeting then follows, making a five hour programme. The eight members of senate on the court are briefed by the university secretary on the day preceding the court meeting. This enables them to raise any management issues and concerns arising from the agenda, so that on the following day they can focus on the strategic issues in the debate. This two-pronged approach to preparing members is thought to have achieved its objective of enabling the members to have well informed and strategic discussion of the issues.




The Framework of Governance of HEIs 

	Relationship Between the Governing Body and Senate/Academic Board
11.
While it is usual for each meeting of the governing body to receive a report on the events and decisions of the preceding meeting of senate, some institutions have taken to formalizing the reporting arrangements. At Kings College London each meeting of the council receives a written report on what has happened in the preceding meetings of the academic board, which is then elaborated upon by the principal of the college who is the chair of the academic board. This categorises topics into those where the academic board is advising council, where it is making recommendations to council and general academic items that it thinks council should note. At the end of each year an annual report is submitted to council by the academic board.




	Joint Committees of Governing Body and Senate

12.
Many institutions have joint committees of senate and governing body that cover the central functions of planning and resource allocation. However some institutions have gone further and widened the areas covered by joint membership. At the University of Aberdeen, for example, a major review of committees two years ago reduced their overall number by 40 per cent and greatly increased the links between the court and senate. Now there are joint committees covering planning finance and estates, student affairs, staffing and development and research, income generation and commercialisation. In addition two of the 12 members of senate sub-committees on teaching and learning and student recruitment and admissions are from the university court. There is said to be little or no friction between the two bodies since each respects and recognises the valid interests and responsibilities of the other.




	Radical Reviews of the Committee Structure

13.
As part of a strategic overhaul of its organisation and governance the University of Southampton has reviewed the structure of the committees reporting to council and senate with the creation of a number of joint committees of them both. The new simplified structure has not affected the existing council of 37 members, but has created an influential Policy and Resources Committee (PRC) with six ’policy’ sub committees, which cover Research, Teaching, Enterprise and Innovation, Finance, Estates, Human Resources.

The PRC has 16 members: the vice-chancellor, the chair and vice-chair of council, the treasurer, one lay member of council, the three deputy vice-chancellors, the three deans, the secretary and registrar, the director of finance, two heads of schools appointed by the vice-chancellor and the president of the students’ union. Its sub-committees have the power to co-opt specialist lay members from outside the council (which is currently being used in respect of the Enterprise Committee). The sub-committees are chaired by pro vice-chancellors, the treasurer or the registrar, and the vice-chancellor is a member of each of them; other members are drawn from senate and council, as appropriate.

The PRC is virtually an executive committee of council as it meets ten times a year, while its sub-committees meet between four or five times. Some of the policy sub-committees pass their decisions to senate for comment and review before they reach council. This means that the senate of 140 members is playing a consultative role. 



Oversight of Commercial Activities

	High Level Support for Commercialisation

14.
The importance given to commercial ventures at the University of Strathclyde is confirmed by the status of the Business Ventures Group as a committee of court, the governing body. In the current strategic plan the university sets itself a target of five successful research spin-outs each year and a 20 per cent increase in royalty income over four years. 

Business Ventures Group contains senior officers, lay members of court and up to five co-opted members, and it meets every six weeks to review the business plans of new ventures before recommending the investment of university funds. It reports formally to the court each year with a comprehensive review of all commercialisation activities and helps to develop policies and strategies in this area.



	A Comprehensive Approach

15.
At the University of Leeds the range of commercial activities is very wide, embracing the commercialisation of intellectual property, delivery of learning to corporate customers, a hotel/conference centre, university farms and regeneration projects developed with the local community. The university’s current strategic plan includes the activity of promoting knowledge transfer and a strategy has been developed for this, which will cover activities such as international R&D collaborations, support to local small and medium enterprises, and support for innovation in the NHS.

Governing body involvement in overseeing these commercial activities is through a Committee on University Companies to which the council has delegated powers to approve contracts under £1 million. The council itself approves all projects over that figure. This committee reports to the university’s Planning and Resources Committee in the first instance and is responsible for the oversight of all subsidiaries and for reviewing their annual and five-year plans. A Financial Monitoring sub-committee of the Planning and Resources Committee receives regular reports from the Enterprise Accountant on the trading performance of the companies concerned. A Nominated Officer attends a number of meetings of subsidiary companies and receives their monthly management accounts. He also presents an annual report to the committee on university companies on trading performance and company governance. 



	Funding for Ventures

16.
Two universities, the University of Southampton and Kings College London, have made arrangements with a private venture capital company to provide the funding for their spin-out companies. In the case of Southampton this is one of three sources of finance, the other two being the university’s own Enterprise Development Fund and Sulis, a consortium set up with the universities of Bath and Bristol. In both cases the venture capital company has created a fund that can be drawn on by the universities to finance ventures that have passed the scrutiny of the company and the university’s own enterprise accountants. In return the company will receive an agreed percentage of the ventures’ profits or capital proceeds on flotation. At Kings a policy has been agreed that risk will be minimised by investing only intellectual property and no cash in spin-out ventures.

In Southampton members of council are involved as members on all the key committees relating to commercial activities, and the council itself receives summary reports three times a year as well as an annual report on technical developments from the Centre for Enterprise and Innovation.




Measuring Institutional Performance

	Identifying Critical Success Factors

17.
As part of a major review of governance the University of Central Lancashire has introduced a detailed framework of delegation which identifies what each body or officer is responsible for and how successful performance is defined. As part of this, critical success factors (CSFs) have been agreed associated with each of the main responsibilities of its university board (governing body). These factors enable the board to monitor the performance of the university against agreed criteria, and may also serve as indicators of the performance of the board itself. New and explicit reporting mechanisms are also being introduced to ensure that the board has the necessary information to determine the extent to which the CSFs are being achieved.




	Measuring Strategic Objectives through Key Performance Indicators

18.
In order to strengthen the governing body's role in performance monitoring and measurement, Oxford Brookes University is introducing the practice of identifying a range of Key Performance Indicators (KPIs) for each of eight core strategic institutional objectives. Performance against up to 43 of these indicators will be regularly reported to the governing body. In order to ensure a suitable linkage between this measurement and service delivery, the university’s planning process ensures that the five-year plans of all academic schools and support directorates are strategically aligned with the eight institutional objectives, and that the KPIs are applied to the measurement of these plans.




	The Business Excellence Programme

19.
Liverpool John Moores University has pioneered the adoption of a 'Business Excellence Programme' based on the EFQM approach, and this has included the appointment of a director of business excellence at the executive board level. With strong support from the vice-chancellor a cross-institutional team undertook a self-assessment of the university's position in terms of the nine dimensions and 32 sub-dimensions of the EFQM model, which was followed by two workshops involving the senior management group. From this an action plan was produced, concentrating initially on issues of: strategy, process, people, and measurement. There will be a further self-assessment in 2005 and every 18-24 months thereafter, leading to a continuous cycle of development and improvement. The programme was commended in the Lambert Report.




	Annual Reports on Institutional Performance 

20.
Since 2000 the University of Exeter has produced an annual report to its council (governing body) on institutional performance against targets. This identifies progress against eight strategic targets which it calls FooS (Focus On Our Strengths), and where relevant the report provides both the mean and upper quartile statistical performances for the 94 Group of Universities of which it is a member. The report also provides a commentary identifying why university performance varies from its 94 Group comparators.




Examples of Approaches to Undertaking Effectiveness Reviews 

	Using Surveys to Review Governing Body Effectiveness

21.
Like many universities, Brunel University has used a survey of its council members as part of its effectiveness review process. The survey form (which was attractively and professionally produced) covered a range of areas on how governance could be made more effective, and sought the views of individual governors on what should be the strategic priorities of the university for the next three to five years. A report was produced on the results of the survey, and the implications discussed at an 'awayday'. Numerous issues concerning the effectiveness of both the council and the governance system as a whole were identified, and council processes are being redesigned. Substantial changes to university statutes are also planned. 




	Self-evaluation by Governing Body Members

22.
At Glasgow Caledonian University the performance of the court is evaluated annually through a questionnaire of which the second part is a self-evaluation form completed by individual members. It asks 22 questions (using a seven point rating scale) which cover a number of issues, concentrating on the knowledge of members of key aspects of the work of the court and members’ behaviour. A major outcome of the self-evaluation form is to guide the provision of training, briefing and support needs of court members.




	Reviewing Process Issues in Governing Body Meetings

23.
Research on the effectiveness of meetings has frequently identified the importance of ensuring that appropriate processes take place to ensure effective decision making, participation, and so on. However little work has been done in this area in relation to effective governance in HEIs. Harper Adams University College is piloting the use of a self-evaluation form to review the processes that actually take place in governing body meetings. Governors complete the short form during meetings, and the data is subsequently reviewed and fed back to members so that any changes in process can be quickly implemented. The scheme will be reviewed in 2004-05 and a report produced.




	A Range of Evaluation Activities

24.
The Southampton Institute has an established approach to the continuous review and evaluation of its governance arrangements. Four components are involved: an annual questionnaire to governors; an annual review of each governing body committee undertaken as an agenda item at the last meeting of the year; a two yearly review of the performance of the governing body against a standard set of external requirements suggested by HEFCE; and a ‘fundamental review of governance’ conducted every four years and involving a review committee of the governing body supported by an independent external element.
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