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Being the change we want 

• HE in UK - impact 
 

• Efficiency, effectiveness and vfm – Diamond II 
 

• Strategic HR challenges survey 2014 
 

• Changing HR practices benchmarks 
 

• Impact of institutional culture  



The Economic Impact of Higher 
Education Institutions 

Source: UUK 



Student Satisfaction, as 
measured by the National 

Student Survey, 2005 - 2014 

Source: 
HEFCE 



HEFCE has estimated that 
efficiencies totalling more that £1 

billion have been delivered between 
2011 and 2014 



There are now over 50,000 
academics in the UK with 

professional recognition in teaching 



Individuals recognised against 
UK Professional Standards 

Framework, 2004-05 to 2013-14 



Diamond II 

• HE workforce 
 

• HE estate 
 

• World class and sustainable 
research base 
 

• Asset sharing 
 

• Unlocking value from HE 
data 



Key leadership challenges 

• UUK research study 2014: strategic workforce challenges: 
 
• Corporate and academic cultures 
• Staff engagement 
• Performance management 
• Working practices and workload 
• Skills shortages, talent management, succession 
• Pay, reward and pensions 
• Employment contracts 
• Diversity 
 

 
 

 
 

Presenter
Presentation Notes
YOU MAY NOT WANT TO GO INTO THIS LEVEL OF DETAIL (NOR ON NEXT SLIDE)In 2014, UUK commissioned research on senior leaders’ concerns focussing on strategic workforce issues. In no particular order, these were the top challenges identified. Professor Sir Ian Diamond has also highlighted the importance of staff engagement for leading the efficiency agenda. 



The sector has shown great 
restraint in pay, in step with 

developments in the public and 
private sector. 



The uplift to the pay spine since 
2009 has been 5.4%, against 

inflation of 17.2% over the same 
period 



Staff costs represent a declining 
proportion of total expenditure, 

falling to 55.2% of expenditure in 
2012-13 



Changes in HE income and staff costs 
as a proportion of total expenditure, 

1998-99 to 2012-13 

Source: UCEA based on HESA data 



The median workforce eligibility for 
service-related pay progression 

reported in 2014 was 36% 



Although levels of diversity are 
improving, the higher education 

sector has a particular challenge in 
attracting, promoting and retaining 
women at senior levels of academia 





Diamond II 

The past decade has been 
challenging for the sector, and 

without good leadership, 
management and governance it 

would have been very difficult for 
institutions to navigate successfully 
though a period of such uncertainty 

and change. 





Coming next 
 
 

• The continuing case for developing the leadership, 
management and governance skills of existing and 
future leaders of higher education 

 
• Case studies and pilot projects: demonstrating 

approaches to innovation, transformation and efficiency 
in Higher Education 
 

• Reading and leading culture to help leaders and 
managers of the efficiency agenda to effect change 
 
 
 
 

 

Presenter
Presentation Notes
This short presentation will propose some thoughts on the first two questions here:I’ll argue that good leadership, governance and management are important to delivery of the efficiency agenda (something I think you’ll already know from your own experiences), drawing on some of the research undertaken for phase 2 of the Diamond TaskforceI’ll suggest some ways in which analysis tools and consideration of organisational culture can support leaders of efficiency in delivering effective changeAnd I’ll provide some very brief synopses of case studies, pilot projects and lessons we’re learning about leadership of efficiency through the two phases of our joint Innovation and Transformation Fund with Hefce, and our work with UCEA, UHR, UUK and Hefce on the Higher Education Workforce strand of the second phase of the Diamond taskforce on efficiency and effectiveness in HE.



Diamond II 
 
 

Professor Sir Ian Diamond’s report  
 
………..without our leaders’ and managers’ abilities to help 
their institutions navigate the raft of uncertainties and 
change over the past decade, the picture of gains in 
productivity without compromise to excellence may well be 
very different. 
 



Demonstrating efficiency in HE 
 

• Joint HEFCE/Leadership Foundation £1m  
Innovation and Transformation Fund phase 1 (2012-14) 
• Nine projects covering procurement, shared services, 

digital learning and support services 
 
• ITF2.0 launched in 2014: identifying key leadership 

challenges, pilot projects and case studies to 
demonstrate HEIs’ holistic, OD approaches to workforce 
engagement, development and change 
 

 

Presenter
Presentation Notes
There is a wealth of evidence demonstrating the sector’s engagement with the efficiency agenda, not least today’s case studies and other presentations. Inspired by the first Diamond report, the LF and Hefce launched a joint £1m ITF scheme to provide momentum to some of the key themes of that report – [Steve Butcher may have talked about these in detail, if not, they’re on our website].A second phase of the ITF, at the lower level of £500k, was launched in 2014 and to date has funded work particularly in support of the workforce change workstream, identifying key leadership challenges and illustrating where the sector is making transformational change to address them. Much of government’s interest in efficiency in the workforce is in pay, pensions and other forms of reward. The pilot projects we have funded under ITF2.0, and the case studies being developed, show that although HEIs are also concerned with these areas of significant spend, they are tackling them in a holistic, organisational development way. HEIs are complex, and multiple layers of change are often needed, demanding high levels of leadership, persistence and resilience, as our recent regional change networks have been showing. 



Innovation and Transformation 
Fund (ITF) 

 
Examples of successfully rising 

to that challenge 
 
 
 
 

http://www.lfhe.ac.uk/en/research-resources/itf-projects/itf-case-studies.cfm 

 
 
 

 



http://www.
lfhe.ac.uk/e
n/research-
resources/itf
-projects/itf-
case-
studies.cfm 
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A university-wide change programme 
modernised the academic role framework 
and promotional routes.   

A powerful cultural shift through 
collaboration and digitisation of all 
college systems and processes. 

A high performance culture, systematic 
approach of interconnected and 
integrated people management processes 
and initiatives.  



Delivered an outstanding turnaround 
by focussing large scale change on 
cost reduction, investment and 
process improvement. 

Achieved success via development and 
training of its people and creation of a real 
commitment to service excellence.  

Contribution 
through the 
development 
and 
implementation 
of a tool that 
enabled 
additional 
initiatives and 
improvements 
to the student 
experience 



Cultural change through the performance 
of academic staff. 

Strategically connected and high quality 
approach to people management aligned 
with university values 



 
 
Impact 
• 99% of professional development reviews completed in 2013 

compared to 20% in 2010. 
• Increased performance against six out of 10 university-wide 

student experience targets. 
• Increased performance against six out of six university-wide 

research targets.  
 
Learning points 
• Engagement is critical to overcoming resistance and 

achieving buy-in. 
• KPIs for individual academic staff must be relevant and 

timely. 
• Training in handling difficult conversations is critical. 
• Continuous improvement must be embedded into the 

approach. 
 

University of Swansea 







 
 
 
Impact 
• 14% deficit in 2008/09 to 7% surplus in 2012/13. 
• £0m cash balance in 2007/08 to £17m in 2012/13. 
• Staff costs of 59% in 2008/09 to 40% in 20012/13. 
 
Learning points  
• A real and determined focus on transformational change to 

achieve major efficiencies as well as important investments. 
• Clear commitment from the top, clarity of objectives, structured 

communication. 
• Maximum use of flexibility currently available in employment 

practices/terms and conditions – they are not necessarily 
inhibitors. 

 
  

University of Cumbria 



University of Birmingham 
 
 
Impact 
• Three times more staff on teaching-only contracts. 
• £360k cost savings and transparent reward framework.  
• Significant increases in research funding: 17% increase in 

research grant applications and 56% increase in research 
awards. 

• Improved student satisfaction ratings. 
• Improved Sunday Times University Guide ranking from 25 to 

13 in 2013. 
 
Learning points 
• Start with academic strategy as key driver for change. 
• Release money and invest wisely. 
• Integrated approach is essential to leverage maximum impact. 
• Partnership working between HR and senior academic 

colleagues with visible support from vice-chancellor is 
essential. 

• Consultation and communication with all stakeholders. 
• Importance of pilots to refine and test approaches. 

 



Nottingham Trent University 
 
 
Impact 
• Focus on workforce efficiency through reporting at quarterly 

business reviews enables senior management monitoring of 
academic resources. 

• Identification of resource to support enhancement of the student 
experience – course tutorials, teaching observation etc achieved. 

• The planning tool informs timetabling and estates utilisation at 
school level. 

• Reduction in "over contract" payments and cost of employing 
casual staff - £2m saved in 2011/12. 

 
Learning points 
• High level of technical-based competence in HR to ensure 

systems-based projects succeed. 
• Significant organisational, project management and influencing 

skills to ensure all contributions are sought and considered.  
• Enthusiastic and proactive support from senior management in 

this traditionally difficult area is essential. 
 



 

“Efficiency and human dignity 
are uneasy bedfellows” 

Charles Handy 
 

But not impossible! 



Organisational culture 

Observed behavioural regularities when people interact... 
Group norms...Espoused values...Formal philosophy...Rules of the 

game...Climate...Embedded skills...Habits of thinking, mental models, 
linguistic paradigms...Shared meanings...Root metaphors or 

integrating symbols 

Presenter
Presentation Notes
What is it? Various definitions, perhaps the simplest is just “How we do things around here”. We need to be clear that culture in this sense is not necessarily something that you can straightforwardly influence. It contains elements of unconscious assumptions. The first step is to understand it.



Why pay attention to culture? 

When we try to change behaviour, we often encounter 
‘resistance to change’ at a level that seems beyond reason. 
We observe departments in our organisation that seem 
more concerned with fighting with each other than getting 
the job done. We see communication problems and 
misunderstandings between group members that should 
not be occurring between ‘reasonable’ people. We explain 
in detail why something must be done, yet people continue 
to act as if they had not heard us. 

 
 

Schein, E. (2009) Organizational Culture and Leadership 



Five Monkeys Fable 

 
Professor Eddie Obeng 

 



https://www.youtube.com/
watch?v=QhBv1kEGUeE 
 

https://www.youtube.com/watch?v=QhBv1kEGUeE
https://www.youtube.com/watch?v=QhBv1kEGUeE


Our punishments 

Presenter
Presentation Notes
What are the equivalents of the hose and cold water in our organisation? 



Our rewards 

Presenter
Presentation Notes
What are our equivalents of the bananas? 



Recognise anyone? 

Presenter
Presentation Notes
What would have happened if the researchers had only sprayed the monkey who tried to get the bananas?  Have you ever been the new monkey? One of the old monkeys beating up the new monkeys? 



Learning from the Five Monkeys 

Use your real-life experience to consider one of the 
following questions: 
1. What can the ‘first new monkey’ do in order to promote 

reflection on a culture as it begins to develop? 
2. Once a culture is well embedded (the ‘first new monkey’ 

has joined in ‘beating up the second new monkey’), 
what actions can a thoughtful manager take to begin to 
change it from within? 

3. In what circumstances might you need to use external 
intervention to change a culture? What might such 
intervention consist of? 

 



• What do you notice about the way people talk about 
management and leadership in the various contexts in 
which you operate? What might this suggest about the 
their assumptions on the nature and purpose of 
leadership? 
 

• What opportunities exist in your workplace for people 
other than those in formal leadership positions to 
demonstrate leadership? How is this recognised and 
rewarded? 



 



Distributed Leadership  

Regards leadership as a group process 
rather than as a set of individual, traits, 

competencies or behaviours  
 
 

Shared leadership requires a systemic 
approach focussing on the relationships 

between individuals, groups and 
organisations 

 



In other words 
where working in partnership and 
collaboration is the norm and the 

ability to lead across boundaries is 
essential 

• From leadership inputs 
 

• Leaders 
• Followers 
• Tasks 
• Power and control 

centralised in the few 

• To leadership outputs 
 

• Shared sense of direction 
• Alignment 
• Commitment 
• Involving a far wider set 

of people 
 





 
 
 

 
Thank you for listening and taking part 

 
alison.johns@lfhe.ac.uk 
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