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The Benchmarking approach

Objective

The objective of this benchmarking tool is to provide a means of assessing the regional impact of individual HEIs. As such it seeks to go beyond the collection of simple output data on selected external interactions of an institution, to encompass wider institutional strategies. It also seeks to assess the extent of inter-linkages of different components of HEIs in terms of their ability to address multiple community needs. 

Methodologically, the key challenge is not just to highlight linear relations between an HEI and its region, but a wide range of strategic interactions. Strategic priorities for regional engagement should be regional development processes which link between, for example, economic development and educational attainment, or community regeneration and new firm formation and as a result, add value to activity occurring within the HEI. 

The tool is also designed to work with a regional assessment tool that can be used to identify regional problems and priorities
. It therefore can be used as a means of developing a collective strategy between the HEI and a range of regional partners.

The tool therefore addresses three different needs:

· A measurement tool to assess improvements in the strategy, performance and outcomes of HEI-regional engagement

· An aid to strategic priority formulation within the HEI

· A means for agreeing joint strategies within a regional partnership

Why use a benchmarking approach?

Benchmarking is becoming a well established element within the process of continuous improvement for companies. Recently however the benchmarking concept is being applied to other areas, such as public services. 

There are several key aspects of benchmarking that are valuable in this context.

· A range of benchmarks can cover the variety of actions and responses undertaken by a heterogeneous set of HEIs. Thus any HEI can identify areas in which it can be successful, without being assessed against a few narrow criteria.

· Benchmarking is a tool to support decision-making: in this case where should HEIs devote more effort in order to better support their regions. In this context benchmarking the HEIs regional engagement can be usefully connected with a parallel exercise at regional level to determine regional priorities.

· Benchmarking approaches have been developed which allow the use of qualitative as well as quantitative indicators, process measures, leading and lagging indicators.

· Benchmarking allows the combination of different forms of measurement, and the development of synthetic forms of representation of performance.

Assessing good practice in regional engagement

In assessing and benchmarking the ways in which an HEI interacts with its region there are typically two main approaches: quantitative indicators of performance (e.g. how many firms have been assisted, or jobs created through economic multipliers, or visitors to an art gallery); and some form of qualitative assessments of practice (e.g. how well the HEI undertakes certain processes such as graduate placement, or participation in regional economic development partnerships). 

The problems with the quantitative indicators are several:

· they reflect past endowments and policies rather than current strategies;

· they are highly influenced by the structure of HEIs and the inputs such as the quality of students;

· they are often crude surrogates of what we really want to measure and there is a risk of seeking to deliver the required indicators rather than the desired outcomes;

· it is always easier to measure absolute outputs rather than value added;

· there may be significant time-lags in ultimate success; and 

· significant economic impacts may require risk-taking, and hence there is a likelihood of short term failure and poor performance even if the approach is correct.

Despite these difficulties there is considerable investment being made in the development of performance indicators, and they are especially valuable for assessing if additional investment in a particular activity affects the scale of impact of that activity.

Qualitative assessments also have considerable shortcomings:

· good practices may be extremely context-dependent and therefore the relative success of one approach may be difficult to judge;

· most qualitative evaluation is akin to description and generalisation is difficult.

However both quantitative and qualitative assessments suffer from a problem of scale: many of the phenomena in which we are interested are undertaken by parts of the HEI only, or are small elements within the mission of a department and hence tend to be unmeasured or unreported to the centre of the HEI. The efforts of individuals may be of great significance but go unnoticed within their departments. Indeed heads of department with a focus on the RAE may disregard and disguise any regional engagement by junior academic staff, and it is not unknown for such efforts to be discouraged. At which scale should measurement take place? And how do we devise measurements which can be applied across a wide range of departments and activities?

These problems are not of course particular to HEIs; companies also are keen to examine their performance on a great many aspects of their business, at different scales, and with attention to the process of current business practices. Such company benchmarking approaches and tools have become quite common in recent years, and offer the potential to be used both in a comparative manner between firms or divisions, but also in a diagnostic manner to assess strengths and weaknesses. More recently there have been attempts to apply these techniques to different contexts, and we were involved in a recent attempt to apply these techniques to benchmarking regional competitiveness. 

The benchmarking approach we use here evaluates both quantitative performance data and qualitative good practice information concerning the ways in which the operation of the HEI and the activities of its constituent parts support regional economic and social development. Central to this is a tool that builds upon previous benchmarking such as the European Foundation for Quality Management approach, but applies these concepts to this new field. 

The benchmarking tool has several different elements:

· It requires the analysis of existing, relevant quantitative indicators, and the development of new quantitative measures of core regionally oriented activities. These are used to assess the current impact of strands of activity and within an aggregate impact performance indicator. 

· It incorporates a series of benchmarking questions related to those aspects of institutional management and culture concerning the promotion and rewarding of regional engagement.

· It also incorporates a set of questions relating to each of the main themes of regional economic and social development as identified below. For each of these, good practice in the support of regional processes will be used as the benchmark to be attained. 

· The benchmarking tool is designed to be implemented within cross functional and cross departmental groups within an HEI, and involving staff from all levels from support staff to vice-chancellor, and including students also.

The tool uses a standard approach of using a five point scale to represent the spectrum from poor to good practice, and these numeric values can be used to produce synthetic scores for groups of indicators. Analysis and graphical representation of these results, combined also with quantitative data permit the identification of which areas are done well, and can be extended into internal analysis of which departments or units are achieving good practice. More importantly though this provides a tool for stimulating discussion and internal assessment of  where to focus effort both for the benefit of the region and for the HEI.

· What mechanisms exist within the HEI to establish a consensus on what strategic priorities should guide the regional development process?

· What mechanisms can be established within the HEI to link together existing regionally-focused activities and add value to them? 

· What mechanisms exist within the HEI to balance its different geographical roles and create synergy between them?

· What mechanisms exist within the region to think about issues such as health, culture, the economy, and community regeneration, in a joined-up way?

· Finally, what mechanisms can be established to bring together those involved in the regional development process such as HEIs, RDAs, community groups and central government, so they can begin to prioritise which regional needs should be addressed?

Approaches to benchmarking

A recent attempt to develop a widely based benchmarking tool for HEIs in Australia 
 seeks to move beyond an output or outcome approach to performance using the benchmarking framework. Outputs are regarded as lagging indicators in that they measure the consequences of actions after the fact. To understand change and future performance these need to be supplemented with leading indicators, and what are termed learning indicators that relate to the rate of change of performance. A further complication is that all actions within the HEI are likely to be leading with regard to wider processes of regional development. However our emphasis here is on assessing the performance of an HEI not a region.

Another concept applied in the Australian model is the idea of the Balanced Scorecard approach of Kaplan and Norton and Arthur D. Little. Here a matrix of measures are assembled which cover the leading, learning, lagging dimension, for four main perspectives: financial, customer/student, internal process, and people/culture. Thus the selection of metrics should cover all twelve boxes in the matrix, allowing a balanced view of current performance, of future performance drivers and the rate of change across all key business processes.


leading 
learning
lagging

financial




customer/student




internal process




people/culture




In the Australian model which covers all aspects of an HEI then the measurements reflect basic business processes, whereas in our concern here to map just the external engagement with regional development processes the business processes will be replaced by regional development processes in the matrix. Thus we examine whether HEI engagement is balanced across the range of regional development activities, and where the emphasis is between current performance and those practices needed to ensure improvement in future.
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Regional development process 2




Etc.




Types of benchmark

We have already noted that both quantitative and qualitative benchmarks can be used. There are a number of different ways in which we can handle quantitative data, but qualitative data needs to be transformed into a numerical scale for analysis.

Quantitative data can be used in a raw state to compare with various forms of sectoral averages, adjusted according to various criteria, and used to show over and under-performance as is the case with some existing HEFCE performance indicators relating to socioeconomic status of students. Another approach is to develop simple five point scales which can measure achievement of target levels of performance or of degree of improvement. So for example the scale may differentiate the raw number of spin off firms established, the number of firms divided by a measure of size or research performance, the number as a proportion of sectoral averages (more then average, fifty per cent more than average etc) or a level of improvement (same as last year, fifty per cent more than last year, etc).

Qualitative performance may be translated into a scale, by the development of scale from poor to good practice in terms of performance (e.g. no testing of user satisfaction, irregular testing of user satisfaction, regular testing of user satisfaction). Here the objective is to examine a key characteristic of the organisation or of business process performance and construct a scale between the actual worst and best performance. The indicator will only be useful if it actually differentiates, and hence the full scale should be used to guarantee maximum sensitivity. 

Finally there is a further form of benchmark which is the criterion reference, where an attribute of good practice can simply be defined in terms of a criterion to be met. 

Processes and outcomes

In this tool we are using indicators to examine both process and outcome as both matter. The PROBE benchmarking tool developed by IBM/LBS/CBI differentiates between practice and performance: between doing the right things to ensure that future outcomes will be achieved, and the current performance outcomes. A firm that currently achieves a good performance or outcome, but has not put good practices into place will be vulnerable to a declining future performance. Similarly an HEI may be fortunate enough to achieve positive outcomes without having established good practices, perhaps because of traditional resource endowments or a strong regional environment, but another with a poor performance but good practices should not be penalised for failing to achieve outcomes in what might be more difficult circumstances.

Calibration and adjustment of benchmarks

Each of the benchmarks developed should be calibrated against known existing performance either within the UK or internationally. Over time new benchmarks should be introduced and existing scales adjusted to ensure that the scales meet the range of experiences within the UK. Where possible the scales should express performance in terms of variation around the mean of quantitative indicators, although in most cases this will need to be adjusted to compensate for the different character of institution. 

Scale of analysis

The tool as presented here is designed to be used at an institutional level, but certain aspects may be applied to sub units such as campuses or faculties.

Operationalising benchmarking

The benchmarking is delivered through a five‑stage process, which ensures a number of aims are met.

· Different interests in the HEI need to be involved.

· The evaluation of practice is removed from existing interests in strategies, policies and projects.

· There is ownership and consensus on the view of regional practice within the team.

· The results of the benchmarking are handed back to the actors.

The five stages of the benchmarking process are as follows:‑

· Initiation ‑ team is established to implement the benchmarking approach, briefed on the objectives, provided with copies of the questionnaire, and informed on how to complete it.

· Preparation ‑ each of the individual team members examines a copy of the questionnaire, and makes an initial assessment.

· Seminar ‑ an event is held in which all of the questions are discussed, and a single common set of answers agreed.

· Report ‑ the responses are analysed and results are returned to the participating team members and other regional partners.

· Dissemination ‑ the results of the report are discussed by the team and potentially with other regional partners to decide how the findings will be used and disseminated.

In the case of a desire to examine a more limited subset of benchmarks, perhaps focused on a specific theme, then a one-off meeting could be organised to address that theme involving a combination of relevant HEI staff and appropriate partners from outside of the institution.

Initiation

The co-ordinator of the benchmarking process receives the full benchmarking pack, and it is their responsibility to assemble the team, distribute materials, arrange meetings and encourage responsiveness. The benchmarking team should draw upon and represent the following groups:

· Senior management (e.g. a pro-vice chancellor, senior administrative staff)

· Representatives of outreach activities (regional office, careers service, innovation support)

· Faculty and departmental management (especially those elements with outreach roles)

· Representatives of research and teaching staff

Additionally the HEI might want to include representatives of students and of key local partners. The latter might include an HE liaison officer from an RDA or local authority.

Preparation

The team members complete the questionnaire

Each member of the team should spend some time reading through the questionnaire and the accompanying guidelines to completing the questions, and then scoring the HEI for each question on a scale from 1 to 5 as indicated. It is important that questions are left unanswered if the respondent has no real knowledge of that specific issue, or cannot justify their response. Certain statistical data will need to be collated and the co-ordinator should, take responsibility for gathering this from relevant officers.

The Workshop

Differences in the responses are resolved by the members

It may be expected that for a number of the questions there will be a variety of responses, although in most cases the results may only vary between adjacent categories for each question. In the workshop phase each question will be examined and debated by the group in order to reach a consensus position.

At this stage, an important learning process is to examine why there might be different perceptions of the HEI’s rating on a specific issue, and at this stage also an understanding at a detailed level of where major problems lie can emerge.

The report

The analysis is fed back to the team members

The purpose of the benchmarking exercise is for the group to articulate their view on the current position of the HEI, and for this to be combined with a variety of baseline indicators.  This allows an analysis of combination of the performance and practice of the HEI.  The analysis takes place after the workshop, and is returned as a series of diagrams.

Dissemination

Findings are agreed within the team and disseminated within the overall institution

Following the return of the reports on the HEI, the co-ordinator/facilitator will explore the issues raised by the analysis and discuss with the group which are the priority issues for action. The group may then decide on a wider dissemination process involving sharing the results with a wider group of individuals and bodies within the HEI as part of a strategy development process.

Framework for Assessing Regional Needs

The Regional Competitiveness Model

Regional competitiveness can be defined as: 

the ability of the constituent members of a region to take action to ensure that business based within that region is selling greater levels of value added against international competition, sustained by the assets and institutions of the region, thereby contributing to rising GDP and a broad distribution of wealth across the population, yielding a high standard of living, and a virtuous cycle of learning effects.
The benchmarking approach being developed here builds upon work to develop a regional competitiveness benchmarking tool. In this a set of indicators is used to assess the competitiveness of a region, using a combination of statistical indicators of mainly outcomes, and process assessments of a more qualitative nature that look at inputs and developmental potentials.

There are three main areas in which an improvement can be made to the competitiveness of the region.  Business activity can be created, increasing the input level of the cycle.  Business activity can be supported, increasing the actual process level of the cycle.  Finally, the business environment can be supported, enhancing the outputs from the cycle.

The regional benchmarking tool evaluates the performance of a particular region against a range of the input, process and output measures, in terms of both performance and practice of the region.  The tool evaluates a region in terms of each of those measures.

Seven main groups of processes can be identified and incorporated into a simple model:‑

· Enhancing regional framework conditions — supporting the regional infrastructure, regulatory frameworks and underlying quality of environment and lifestyles.

· Human capital development processes: - supporting the development of human capital through education and training both within the HEI and in through other organisations

· Business development processes — the creation and attraction of new firms within the region, as well as support for the development of new products, processes and markets.

· Interactive learning and social capital development processes — encouraging co-operation between firms and other institutions to generate technological, commercial and social benefits as well as developing new skills in individuals.

· Redistributive processes — ensuring that the benefits of enhanced business competitiveness is widely shared within the community and that the health and welfare of the population is maximised.

· Regional cultural development — the creation, enhancement and reproduction of regional cultures, underpinning the other processes above, and interpreting culture both as activities that enrich the quality of life but also as patterns of social conventions, norms and values that constitute regional identities.

· Sustainability processes — long term regional development must be underpinned by processes seeking to improve the prospects for sustainability, even though some of these objectives may appear to conflict with business development objectives.

If these processes underpin regional competitiveness then the activities of HEIs in supporting that ambition can be mapped onto these processes. Furthermore the analysis of the regional problems in terms of shortcomings in these processes will indicate priorities for engagement.

Hence the benchmark measures that follow will be grouped according to the regional development processes rather than internal characteristics or programmes of the HEI, and measures and outcomes need to be examined for relevance to the underlying competitiveness mission. 

The Benchmarking Tool

1. Enhancing regional framework conditions

Benchmark: 1.1 Regional infrastructure planning

Area:  

Enhancing regional framework conditions

Element: 
Engagement of HEI in regional infrastructure planning and assessment

Type:

Leading

Benchmark rationale: Regional competitiveness is in part dependent on adequate infrastructure. HE does not have a direct involvement in the provision of infrastructure (with the exception of its own facilities), but can assist regions in identifying infrastructure needs and providing evidence for benefits. The benchmark asks whether the institution has capacity to provide such advice, and if such advice is offered.

Sources of data: Internal assessment by reference to research strengths and impact on local infrastructure policy.

Good practice:

Regional infrastructural investments come in a variety of forms from transport to energy, ICTs, water, business parks etc. Most HEIs will have some activities that relate to such investments, whether it is a business school looking at demand aspects or a civil engineering department. Such departments or units may undertake research into regional infrastructural needs either under contract to regional bodies and firms, or as part of supervised student projects. At an institutional level HEIs should be aware of the work that is being undertaken and ensure that regional partners are both aware of the capacity and competences available and that results are effectively disseminated within the region as an input to RDA strategies.

Levels:

1
2
3
4
5

No engagement in regional infrastructure planning or assessment despite the existence of relevant skills and knowledge

Departmental level activity to identify regional infrastructural needs on an ad hoc basis through local contracts etc. But no institutional recognition of this expertise or link with regional strategy

Departmental level expertise and knowledge is recognised centrally and built into strategic discussions with regional partners.

Self assessment:

Check assessment:

Benchmark: 1.2 Quality Campus

Area:  

Enhancing regional framework conditions

Element: 
Investment in a high quality campus

Type: 

Leading

Benchmark rationale: The main infrastructural provision made by an HEI is in its campus, which although mainly directed to meet its own needs, nonetheless provides some facilities of more general value to the regional community and can be considered to help create a positive image for a region. 

Sources of data:  Self assessment

Good practice:

The nature of good practice will depend on the nature of the university campus: whether an urban based campus or greenfield out-of-town location. 

For an urban university the built form should make a positive contribution to a high quality urban infrastructure, possibly enhancing urban regeneration through new developments, and with associated streetscape works to unify the campus.

For campus universities the buildings and setting should be high quality and high visibility with a strong positive image for the region and a focus for business development through associated science or business parks.

A key issue is the value of the campus for regional image promotion.

Levels:

1
2
3
4
5

Anonymous campus or fragmented building stock. No positive images associated with the campus, poor quality architecture. Low regional identification of the university.

Quality of the built environment of the university is acceptable but not outstanding. Individual buildings contribute to the quality of the environment, but some may also be viewed negatively. A campus university may be set in good quality parkland, but with relatively poor quality buildings.

University campus or buildings provide a strong identity, used by regional bodies as a strong positive image. Buildings contribute to the quality of life in the area by enhancing the city centre or as a park destination for local people. Environment is attractive to business and developers 

Self assessment:

Check assessment:

Benchmark: 1.3 Demand on infrastructure

Area:  

Enhancing regional framework conditions

Element: 
Use of HEI demand as lever to upgrade local infrastructure

Type: 

Leading

Benchmark rationale: As a large organisation, HEIs place significant demands on local infrastructure whether in the form of daily commuting flows, long distance transport routes, communications or the wider urban environment. HEI managers should be assessing infrastructure demand for the institution as a whole and engaging in negotiations with RDAs, local authorities and utilities to ensure that their needs are considered alongside other private sector employers. By adding the HEI needs to others a better case may be made for changes and investments that are beneficial to the community as a whole.

Sources of data: Internal assessment

Good practice:

HEIs should assess their infrastructure needs and collaborate within the region with other organisations in building a case for new infrastructure developments.

Levels:

1
2
3
4
5

No consideration made of infrastructural needs outside of immediate campus.

Ad hoc response to local planning proposals for infrastructure and lobbying where immediate problems are faced. Responses often left to individual departments rather than institution centrally

External infrastructure requirements considered as a central element of estates strategy and HEI draws on internal expertise to inform lobbying for additional provision. HEI seeks to collaborate with other local organisations in communicating demand for new infrastructure.

Self assessment:

Check assessment:

2. Human capital development processes

Benchmark: 2.1 Access 

Area:  

Human capital development processes

Element: 
Access for local students from disadvantaged groups

Type:

Lagging

Benchmark rationale: Raising educational attainment and high level skills are important elements in creating a knowledge-based economy, and locally domiciled students are most likely to remain in a region after graduation. Hence extending participation within a region is a key element in strengthening the regional labour force. This indicator assesses whether the HEI has been successful in attracting students into HE from disadvantaged communities within their region.

Sources of data: Postcode analysis of students domiciled within the region.

Good practice:

Good practice will vary by institution, but benchmark figures for numbers of students from disadvantaged groups have been set for each institution by HEFCE. The benchmark needs to be recalibrated for local students only - we would estimate that as a share of locally domiciled students the average proportion from disadvantaged groups will be higher than for the total student base of an institution, as regionally mobile students tend to be more affluent.

Levels:

1
2
3
4
5

Percentage of disadvantaged students amongst locally domiciled students is significantly lower than benchmark figure for institution.

Percentage of disadvantaged students amongst locally domiciled students is equal to benchmark figure for institution.

Significantly higher percentage of disadvantaged students amongst locally domiciled students than benchmark figure for institution.

Self assessment:

Check assessment:

Benchmark: 2.2 Responsiveness

Area:  

Human capital development processes

Element: 
Responsiveness to regional labour market demands

Type: 

Learning

Benchmark rationale: Regional labour market demands are not static but shift from year to year as a result of two processes: changes in the nature of skills needs within particular occupations or industries over time, and changes in the sectoral mix within regions. Accepting that part of HE's role is to provide for these needs through undergraduate and more specialised short courses, the adaptability and response to regional needs is a key indicator.

Sources of data: Internal assessment, evidence of existence of key processes

Good practice:

HEIs can monitor the skills needs and sectoral change of their regional economies though labour market intelligence (LMI), and should be investing either individually or collectively in their interpretation of this data. LMI expertise should be involved in the discussion of aggregate provision and bespoke course targets across the institution.

Individual courses should make use of LMI and actively involve local employers in the development of content and regular reviewing of the curriculum.

Levels:

1
2
3
4
5

No monitoring of regional skills, general use of LMI, or collaboration with local employers in development of locally oriented courses or overall shaping of the curriculum

Moderate responsiveness – some changes in provision based on forecasting of demand using LMI, but little ongoing dialogue with employers and other regional bodies. LMI would typically be examined in central service units but not disseminated and used in departments.

Sophisticated monitoring systems at HEI level, with provision of appropriate data to individual departments. All departments are expected to consult with employers on curriculum where relevant. Evidence that information from LMI and employer suggestions are acted upon at central and departmental levels.

Self assessment:

Check assessment:

Benchmark: 2.3 Retention of graduates 

Area:  

Human capital development processes

Element: 
Retention of graduates in the region

Type:

Lagging

Benchmark rationale: Retention of graduates within the region is a key output target for HE in seeking to contribute to the local labour market. Retention levels are affected by a number of factors including the region of domicile and local labour market demand, both of which are outside of the control of the university. Hence this indicator should be judged alongside other benchmarks on promoting links with local employers.

Sources of data: First destination survey

Good practice:

Good practice should be judged for two specific groups:

Those originating in the region and finding employment, and

Those originating elsewhere and finding employment.

In each case the indicator selected is the proportion of those graduates who are in employment after six months where the place of employment is within the same region as the university

For the purposes of this indicator English averages will be applied

Levels:

1
2
3
4
5

Retention levels of both local and non-local groups is significantly less than the national average for each group

Retention levels of both local and non-local groups is close to the national average for each group

Retention levels of both local and non-local groups is significantly higher than the national average for each group

Self assessment:

Check assessment:

Benchmark: 2.4 Skills strategies

Area:  

Human capital development processes

Element: 
Involvement in regional skills strategies

Type:

Leading

Benchmark rationale: RDAs and Leaning and Skills Councils etc will engage with a variety of regional partners in developing regional skills strategies. HE should seek to be actively involved in these processes to ensure that skills strategies benefit from HE participation and that HE activity can take full account of regional strategic frameworks.

Sources of data: Internal assessment and cross check with regional partners

Good practice:

HEIs should be seeking to ensure that HE is fully engaged with regional skills strategies, and that the expertise and data available within HE are fully utilised within regional strategies. 

Senior HE staff should be taking a leadership role in regional partnerships, involved in steering committees etc rather than simply seeing involvement of functional representatives in working groups.

Levels:

1
2
3
4
5

Passive response to skills strategies.

No involvement in steering committees, no provision of data or expertise. No attempt to influence or respond to strategy during consultation.

Some engagement with regional partners and provision of expertise and data, but approached as a narrow sectoral interest. Involvement from officers with defined role rather than leadership inputs.

Pro-active engagement providing expertise data, interpretation and leadership inputs.

HEI seen as a core asset in the region and becomes a central element within the strategy

Self assessment:

Check assessment:

Benchmark: 2.5 Course provision

Area:  

Human capital development processes

Element: 
Course provision for employers and people in employment

Type:

Lagging

Benchmark rationale: HEIs should be identifying skills needs of local employers and employees and making provision of short courses and CPD/CVE to meet those needs. Income levels are likely to be less a product of instituional size or structure variables, so threshold values can be applied in the benchmark.

Sources of data: Income from CPD/CVE activity

Good practice:

Local needs should be identified systematically by a central CPD/lifelong learning support unit, using LMI and employer surveys. Courses should be designed to meet needs rather than be the products of departmental interests. 

Levels:

1
2
3
4
5

Course provision made on an ad hoc basis within departments. Income levels below £x million

Departmental level provision with some centralised programme development support. Little collaboration between departments.

Income levels above £x million.

Existence of mechanisms to identify course needs on a cross disciplinary basis. 

Existing course provision at departmental and cross departmental levels. 

Income levels above £X million

Self assessment:

Check assessment:

Benchmark: 2.6 Staff Exchanges

Area: 

Human capital development processes

Element: 
Exchanges of staff between HEI and other organisations

Type:

Lagging

Benchmark rationale: Much knowledge can only be effectively exchanged between HE and other sectors through the exchange of staff. This activity underpins technology transfer, but also the development of knowledge and skills for the persons involved. Long term secondment is often difficult to arrange and may be subject to decreasing returns, so multiple short term secondments may be more effective.

Sources of data: Internal assessment; information on numbers from departments.

Good practice:

A variety of strategies and mechanisms may be used.

Inward - visiting fellowships and professorships, use of external lecturers, industrial mentors, part-time research positions for collaborators, formal fellowship programmes applied to industrial researchers (e.g. Marie Curie)

Outward - secondments, temporary or part-time appointments in spin outs, participation in schemes such as Marie Curie Industrial Training Sites.

Research groups and departments should develop a strategy for such interactions and maintain records on flows.

HEIs should ensure that the institutional plan and internal processes encourage exchanges and do not create administrative barriers. Technology transfer units can assist with the identification of partners and funding.

Levels:

1
2
3
4
5

Relatively few and infrequent cases of exchange - no culture of collaboration. Institutional barriers.

Exchanges quite frequent in some departments, although usually informal. Institutional position is relatively neutral - little explicit encouragement, but no significant barriers.

Exchanges common and planned across a large number of departments. Central support and encouragement with some facilitation

Self assessment:

Check assessment:

Benchmark: 2.7 Student placements

Area: 

Human capital development processes

Element: 
Student placements in local employers

Type:

Lagging

Benchmark rationale: Student employability is enhanced through work experience, and hence placements provide an opportunity to link that experience to degree courses. In addition many employers who are reluctant employers of graduates may be encouraged to recruit more graduates after experience of short term, low risk placements. Benchmark simply records the level of placements as a total proportion of students

Sources of data: Student record for numbers on formal sandwich courses, plus departmental information on shorter and less formal placements. Benchmark figure to be determined.

Good practice:

Placements are common in engineering, vocational and technical subjects, but much less frequent in other disciplines. Opportunities exist for providing some form of placement in any discipline, through schemes such as placing students into schools as mentors, community service placements, and consideration of a wider range of employers. In the USA considerable work experience is undertaken in many universities through the university's own services.

Levels:

1
2
3
4
5

Below average

Average

Above average

Self assessment:

Check assessment:

3. Business development processes

Benchmark: 3.1 Plan for business

Area: 

Business development processes 

Element: 
Strategic plan for business support

Type: 

Leading

Benchmark rationale: HEIs have typically engaged in support for business through a range of central facilities and a rather fragmented departmental activity. Such activities have also been rather supply driven and oriented towards raising funds for the HEI or developing research links rather than responding to regional needs. In order to ensure that there is co-ordination between these efforts and a good fit with regional needs as expressed in regional innovation strategies, the HEI should have in place a strategic plan or framework for identifying and meeting regional support needs.

Sources of data: Existence of written plan, and evidence of its dissemination and use across the HEI. Evidence of recommendations having being implemented

Good practice:

Strategic plan or framework should incorporate the following:

· Analysis of regional context and needs, and evidence of demand

· Involvement of staff from all levels and a wide range of disciplines, including social sciences and humanities

· Central services and activities within research centres and departments

· Clear objectives and targets, with required monitoring systems

· Regular review and updating procedures specified.

· Processes for external consultation

Levels:

1
2
3
4
5

No strategic plan in place. Ad hoc approach to business support

Strategic plan developed and only partially implemented, or restricted to certain departments or central functions only

Strategic plan developed as a result of an inclusive process across the whole HEI. Accepted across almost all units and recommendations implemented. Use of plan to set targets and monitor achievement.

Self assessment:

Check assessment:

Benchmark: 3.2 Spin off firms

Area: 

Business development processes

Element: 
Spin off firms created

Type: 

Lagging

Benchmark rationale: Experiences in selected HEIs has shown that HEIs can be a source of spin off firms, and this is especially important in new science based industries. Regions with low levels of entrepreneurship and low high tech industry are especially keen to encourage HEI spin offs. However, rates of formation are likely to be affected by the nature and research base of the HEI and the level of support in the surrounding region.

Sources of data: Monitoring of numbers by HEI research or industrial office and comparison with calibrated benchmark figures

Good practice:

International case study experiences focus on raw numbers of firms created, but such figures need to be disaggregated by type (graduate entrepreneurs, consultancy firms, genuine spin offs with HEI IP etc.) and the number needs to be calibrated according to the scale of the HEI. 

Edinburgh University has a current target of 5 university spin offs per year and has calibrated that against US experience on the basis of research income. This level equals the best performance for spin offs with HEI IP.

Good practice calibration will need further work on levels of spin offs in other leading UK HEIs and elsewhere in Europe.

NB graduate entrepreneurship is taken as a separate element.

Levels:

1
2
3
4
5

Performance significantly below adjusted sectoral average

Performance around adjusted sectoral average

Performance significantly above adjusted sectoral average

Self assessment:

Check assessment:

Benchmark: 3.3 Inward investment

Area:  

Business development processes

Element: 
Engagement in Inward Investment

Type: 

Leading

Benchmark rationale: Most RDA strategies incorporate an element of inward investment, and successful regions in particular aim to attract high quality knowledge based investments and seek to embed them in the region. HEIs have a particular role to play through the provision of graduates and a wide range of specialised services from technology support to translating and language courses. The bencjhmark examines whether HEIs take a strategic role in supporting regional inward investment strategies

Sources of data: Assessment by HEI staff and cross check with perceptions of regional partners

Good practice:

Successful regions develop cluster-based strategies to attract and embed high quality investments with high levels of non-manual jobs. HEIs should engage in the development of the regional strategy, suggesting possible target sectors and building on their own contact networks.

NB this is not restricted to manufacturing but includes services and major new cultural investments where new to the region.

Levels:

1
2
3
4
5

Listed as a regional research resource in RDA inward investment literature

No co-ordinated response to enquiries from RDA, and no central intelligence on previous links with MNCs

Some collaboration with RDA and other agencies on inward investment, but tends to be limited to specific projects and proceeds on a tactical rather than strategic basis

Pro-active engagement with RDA in jointly targeting inward investment sectors, identifying firms and participating in attraction process. Provision of specialist support to new inward investors and embedding existing firms in collaboration with RDA

Self assessment:

Check assessment:

Benchmark: 3.4 Graduate entrepreneurship

Area:  

Business development processes

Element: 
Graduate entrepreneurship

Type:

leading

Benchmark rationale: Key policy objective to increase graduate entrepreneurship as part of general policy focus on entrepreneurship

Benchmark assess whether comprehensive support infrastructure is in place

Sources of data: Internal assessment, existence of support mechanisms, cross check with regional partners and evaluation of the experiences of graduates

Good practice:

Dedicated degree programmes with an entrepreneurship focus, modules on entrepreneurship available to all students, specialist support unit, financial advice and access to capital investment, and dedicated incubator facilities

Levels:

1
2
3
4
5

No significant provision of support beyond basic advice through careers service. Some individuals may encourage graduates but absence of bespoke courses or modules

Islands of provision on specialised courses or modules developed by certain departments. Some central support may be available from externally funded programmes but likely to be short term in nature with problems of continuity. Little internal expertise in entrepreneurship support

Comprehensive institution-wide support mechanisms.

Recognised by local enterprise agencies as offering an effective entrepreneurship service. 

Self assessment:

Check assessment:

Benchmark: 3.5 Graduate start-ups

Area:  

Business development processes

Element: 
Level of graduate start-ups per annum arising from HEI programmes

Type: 

Lagging

Benchmark rationale: Benchmark assess the level of successful outcomes from existing programmes against sector weighted averages

Sources of data: Numbers of graduates making use of HEI support for entrepreneurship and establishing a company within six months of graduation or during period of support. Monitored by careers department.

Good practice:

International experience of graduate entrepreneurship programmes suggest that well developed programmes that combine management advice and support with incubation space, mentoring and financial assistance can stimulate a regular stream of new firms.

Levels:

1
2
3
4
5

Little or no provision of support. No monitoring of outcomes.

Self employment in FDS significantly below sector average (currently 1.5%)

Support for graduate entrepreneurship for at least 50 students with at least half setting up in business within six months

Self employment in FDS around national average

Extensive support for at least 100 students per annum, with at least half setting up in business within six months.

Self employment above national average

Self assessment:

Check assessment:

Benchmark: 3.6 Entrepreneurship modules

Area:  

Business development processes

Element: 
Proportion of students undertaking at least one module in entrepreneurship

Type:

Leading

Benchmark rationale: HEFCE is keen to encourage self employment skills and has set this as one objective of HEROBAC.  It is anticipated that in the future a higher proportion of graduates are likely to be self employed or SME managers during their career and therefore will need entrepreneurial skills.

Sources of data: internal assessment

Good practice:

Entrepreneurship skills modules should be available to almost all students in the institution, through a combination of course-specific modules and generic business skills modules provided centrally

Levels:

1
2
3
4
5

Little or no availability of entrepreneurship modules, e.g. an isolated initiative within a business school

General availability of modules is limited to particular departments (Management or engineering usually) or as a limited scale initiative in the careers department

Widespread availability across the institution, especially reaching out to non-vocational and non-scientific departments.

Self assessment:

Check assessment:

Benchmark: 3.7 Staff incentives

Area: 

Business development processes

Element: 
Incentives for staff to engage with industry and commerce

Type:

Leading

Benchmark rationale: Given the general desirability of interaction with business, HEIs should provide incentives for staff to develop such links, and ensure that barriers are not erected through human resource and administrative systems. The benchmark focuses on the combination of incentives and barriers and seeks evidence not just that there is institutional encouragement for interaction, but that this is understood and acted upon at the individual level across the institution.

Sources of data: internal assessment

Good practice:

The incentive and reward system for collaboration comprises several elements:

Promotion criteria, individual incentives within IP deals (royalty payments for example), institutional attitudes to involvement and ownership of spin off firms, financial incentives relating to consulting and research grants, and the internal presentation of 'good practice' within the institution.

Barriers can be considered in similar areas such as low esteem and lack of recognition of industrial collaboration in promotion procedures, inflexible approaches to external interests, constraints on consulting etc.

Levels:

1
2
3
4
5

Barriers outweigh any incentives offered. General corporate culture is focused on internal activities and narrow interpretation of teaching and research. Collaboration within industry seen by staff as detrimental to career progression.

Some incentives in place, but with some barriers remaining. Typically policy may be generally supportive but there is a lack of understanding across the institution. Promotions committees still take a narrow focus on research even though guidance suggests industrial collaboration is valued equally.

Strong positive signals given to all staff to encourage appropriate levels of industrial collaboration. Incentive procedures well established and clearly understood and applied.

Self assessment:

Check assessment:

Benchmark: 3.8 Regional R&D income

Area: 

Business development processes

Element: 
Research income from regional industrial partners

Type:

Lagging

Benchmark rationale: Effective regional collaboration will in some cases be converted into research contracts with local businesses. The actual volume may be quite small as a proportion of total research income due to the importance of national programme funds, but there will be expected variation in performance for two reasons: first, regional variations in the nature and sophistication of business will lead to greater opportunities in the South East of England than the periphery and this is coupled with the presence of corporate headquarters for multinational businesses there; second, the historic variations in research intensity among universities will affect their ability to win contracts. The benchmark therefore focuses on regional research income as a proportion of total research income rather than total income, and further consideration needs to be given to potential regional variations.

Sources of data: research income data, further analysis needed to identify regional businesses. (Caution: some contracts are with parent companies although collaboration is with a local site - these should be included)

Good practice:

Further investigation is needed to determine the likely levels of local collaboration across a range of benchmark institutions

Levels:

1
2
3
4
5

Below average value (to be determined)

Average value

Above average value

Self assessment:

Check assessment:

4. Interactive learning and social capital development processes

Benchmark: 4.1 Involvement in regional governance

Area: 

Interactive learning and social capital development processes

Element: 
Involvement of HEI staff in formal governance institutions of region

Type:

leading

Benchmark rationale: The emergence of new regional governance structures in the form of RDAs, regional chambers etc, builds upon previous ad hoc local governance mechanisms such as urban development corporations, Structural Funds partnerships, City Challenge etc. If HE is to play a part in shaping its local economy through providing expertise and ensuring it is a proactive rather than passive player, then it is important for senior managers and expert staff to become active partners in such structures.

Sources of data: Internal assessment and records of staff involvement in formal bodies as HEI representatives

Good practice:

Membership of RDA boards and other formal institutions.

Internal mechanisms to ensure that HEI representatives are briefed on existing HEI capacities and intelligence on regional needs.

HEI engagement adds value through wider support from the HEI and as source of knowledge.

Levels:

1
2
3
4
5

No formal engagement with region/local bodies

HEI involvement through individual appointments but no institutional support and no internal link between external engagement and HEI regional strategies.

HEI involvement in various regional governance institutions. Individuals involved have key roles in internal regional engagement activities and make effective use of HEI capacities to support work with regional partners.

Self assessment:

Check assessment:

Benchmark: 4.2 Economic analysis role

Area: 

Interactive learning and social capital development processes

Element: 
Contribution of the HEI to regional economic analysis

Type:

Leading

Benchmark rationale: Effective regional economic strategies require high quality, realistic and reliable regional economic analysis. HEIs are well placed to provide such knowledge and should seek to ensure that such knowledge is used by regional partners, even if this sometimes implies critical but justifiable accounts.

Sources of data: Internal assessment supported by consultation with regional partners.

Good practice:

HEI has researchers or research group with expertise on aspects of regional economic development. HEI managers ensure that regional strategic bodies are aware of expertise and that there is a flow of existing knowledge.

HEI researchers seek to involve regional partners in externally funded (eg ESRC) projects where the region can benefit from such knowledge.

HEI makes sensible and effective bids for regional economic study work, consistent with own internal capacities and strengths.

Levels:

1
2
3
4
5

HEI has no regional economic research capacity or chooses not to engage in such activities within the region.

HEI has research capacity and engages with the region in an ad hoc manner. Engagement is project based with little wider knowledge exchange

HEI has sophisticated economic research capacity which is effectively and appropriately applied within the region. HEI seeks to strategically draw on economic research knowledge in its regional interactions.

Self assessment:

Check assessment:

Benchmark: 4.3 Regional Futures

Area: 

Interactive learning and social capital development processes

Element: 
Promotion of regional futures and foresight analysis within the region

Type:

leading and learning

Benchmark rationale: regional organisations seek increasingly to apply foresight or scenario building techniques as part of strategy development. Some companies are also seeking to use foresight techniques for future market and technological planning. HE should be promoting and supporting such thinking within their region and assisting to identify future technologies and social developments that will affect their region.

Sources of data: Internal assessment and cross check with regional partners

Good practice:

Active participation in any RDA foresight activities, with internal activities to provide information to regional partners.

Levels:

1
2
3
4
5

No involvement in foresight or futures activities within the region

Some engagement in regional foresight or futures activities but primarily through individuals. No embeddedness of foresight within the institution as a whole

Extensive strategic engagement in foresight and futures activities. Effective use of internal resources to underpin regional activities and ensure good fit between own institutional plans and external regional opportunities.

Self assessment:

Check assessment:

5. Redistributive processes

Benchmark: 5.1 Healthy cities

Area: 

Redistributive processes

Element: 
Engagement in healthy cities and related health promotion activities

Type:

Leading

Benchmark rationale: Poor health is a major problem in economically deprived communities, depressing quality of life and inhibiting the potential to take up work opportunities. HEIs can contribute to the building of a holistic approach to addressing the health problems associated with poverty, understanding the causes of poor health and developing multi-disciplinary solutions to the underlying problems. This however requires actions that bring together specialists from different disciplines to work with the public and voluntary sector in fostering new approaches. The benchmark assesses the willingness of the HEI to take a central role in such local health promotion initiatives, but also to make best use of the resources available to maximise the application of different disciplinary knowledge and draw upon diverse resources within the institution. 

Sources of data: Internal assessment 

Good practice:

Many universities and colleges are involving themselves in healthy city-type initiatives and collaborating with regional health promotion partnerships. Typically this may involve individual staff or departments providing their own expertise, but good practice requires a strong institutional commitment with an internal assessment of the contributions that could be made from across the HEI, and the appointment of a dedicated co-ordinator to encourage collaboration. The HEI may also be able to provide resources and services other than research, such as through student volunteers or facilities for safe play or fitness campaigns. Ideally the proactive HEI will be able to enhance the level of co-operation within the local partnership as a whole, by drawing together its own stakeholders into new forms of collaboration

Levels:

1
2
3
4
5

Little or no involvement other than through isolated individuals acting from a mixture of altruism and desire to access resources.

Some institutional commitment but tends to be restricted to key departments and focused around core research roles.

Strong institutional commitment with wide ranging involvement from across the HEI, including students. HEI is a key stakeholder in the initiative and seeks to enrol other agencies and facilitate collaboration across traditional boundaries.

Self assessment:

Check assessment:

Benchmark: 5.2 Community-based regeneration

Area: 

Redistributive processes

Element: 
Support for community-based regeneration activities

Type:

Leading

Benchmark rationale: Considerable support is required for the development of disadvantaged communities in many of Britain's cities and rural areas. Much of this is provided through various government urban and rural policies that require partnerships to deliver a mix of kinds of assistance. HEIs can provide support in a number of ways, through expertise based on research into the nature of community problems and regeneration policies, through direct services, through educational programmes, and as neighbours and landlords in many inner city areas. The benchmark examines whether the HEI seeks to provide integrated support for needy communities and effectively utilises resources in a way that meets real needs and maximises partnership potential whilst also providing benefits for the HEI mission.

Sources of data: Internal assessment

Good practice:

Good practice HEIs will go beyond the support for individual departments wishing to engage in community regeneration, and prioritise specific target communities for integrated support from the institution as a whole. Support may be provided within the framework of a compact in which a wide variety of departments and schemes are involved. In the case of proximate communities this may extend to the use of HEI estates strategies as a pump primer for physical regeneration. Senior staff within the HEI may seek to take leadership roles in regeneration partnerships or companies, and ensure that expertise from the HEI is made available to the community and other local partners.

Levels:

1
2
3
4
5

No engagement with community regeneration schemes, apart for individual efforts.

Some representation of the HEI on local partnerships at senior management level, but with limited implementation capability. Main focus is on research role and possible property development role.

Active and creative engagement with community programmes, with the HEI taking a leadership position and applying a wide variety of resources. Community regeneration seen as a mainstream activity with role for access policy, link to student community action and staff involvement as part of staff development.

Self assessment:

Check assessment:

Benchmark: 5.3 Student community action

Area: 

Redistributive processes

Element: 
Student community programmes in deprived communities and with socially excluded groups

Type:

Leading

Benchmark rationale: In most HEIs there is an active programme of community action undertaken and led by the student union. This includes direct action by students in providing free labour for local community support programmes, as well as organising additional activities such as decorating schemes, kids clubs and fund raising. The scale of human resources that can be mobilised through the student body is considerable, and the benefits to the assisted communities are supplemented by the educational value of such work in developing graduates with enhanced awareness of citizenship.

Sources of data: Internal assessment, supported by local community partners

Good practice:

Student-led community action should be well supported and encouraged across the institution. 

HEI should have a strategy for involving student volunteers in local partnerships, and a central unit for community groups to approach to identify student projects and opportunities for student community service. Community service should be seen as an important element of the educational experience in all faculties, and credit-bearing schemes should operate at both departmental and institution wide levels. This could include schemes such as students into schools, and community internships.

Levels:

1
2
3
4
5

Small scale student community action programme operates with little support or involvement of the HEI itself. No other community programmes offered.

Well-developed student community action programme, supplemented by ad hoc credit-bearing community service modules. No direct link to wider HEI partnerships.

Extensive student community action underpinned by institutional strategy to encourage community service with large scale credit-bearing service modules. Central unit to identify and encourage community service activities, and linkage into mainstream community partnership work

Self assessment:

Check assessment:

6. Regional cultural development

Benchmark: 6.1 Cultural strategy

Area:  

Regional cultural development processes

Element: 
Strategy for cultural provision and engagement

Type:

leading

Benchmark Rationale: HEIs provide cultural facilities for a variety of reasons, often in a fragmented and uncoordinated way. Some provision is linked to the teaching mission, others as part of the student life, to raise revenue or for altruistic reasons. In order to ensure maximum community benefit and co-ordination with other regional partners the institution should have a cultural strategy in which it examines what it provides and how this fits with other regional provision.

Sources of data: Existence of formal strategy and evidence of implementation of recommendations. Internal assessment of performance and cross check with regional arts and cultural bodies

Good practice:

Strategic plan or framework should incorporate the following

· Performing arts - theatre, music

· Museums, galleries, library resources, historic buildings and interiors, artworks

· Collaboration with regional arts and cultural institutions

Levels:

1
2
3
4
5

No strategy towards cultural activities. Fragmented provision and engagement.

Partial strategy covering some activities only, or else strategy developed but no evidence of implementation.

Existence of formal strategy and evidence of implementation of recommendations

Self assessment:

Check assessment:

Benchmark: 6.2 Cultural provision

Area:  

Regional cultural development processes

Element: 
Provision of cultural facilities

Type:

Leading

Benchmark Rationale: HEIs are often important providers of cultural facilities as a consequence of their teaching mission or in order to attract students. In areas where cultural provision has been historically low, HEIs might decide that it is of mutual benefit to them and the community to offer community cultural provision. Benchmark 6.1 focuses on the existence of a strategy for cultural provision, but this will also need implementation through specific cultural investments.

Sources of data: Internal assessment based on existence of facilities.

Good practice:

Cultural facilities as already noted can include the following: performing arts venues for theatre or music, museums, galleries, library resources, historic buildings and interiors, or artworks 

In addition a number of cultural facilities aimed at student and youth culture may be provided either by the university or student union. This could include rock music venues, clubs, internet cafes etc.

Good practice here is simply to provide a plethora of different facilities regardless of whether there is a strategic approach (benchmark 6.1). Achievement of high levels of provision will tend to be easiest in older institutions that have been well-resourced or benefited from endowments, but is also a consequence of perceptions of need and existing regional cultural infrastructure. Institutions in well endowed metropolitan locations may choose to place lower emphasis on this benchmark.

Levels:

1
2
3
4
5

No cultural facilities beyond those directly necessary for core courses, and little public access provided.

HEI provides a moderate range of facilities, usually including a theatre, gallery and music venue. Community access is provided, but facilities simply supplement other local provision rather than providing an important additional resource.

HEI offers a wide range of facilities for high and popular culture, and is a central element in local cultural provision. HEI seeks to expand and attract new facilities and touring attractions on behalf of the local community, developing museum exhibitions aimed at school groups for example. 

Self assessment:

Check assessment:

Benchmark: 6.3 Tourism impact

Area:  

Regional cultural development processes

Element: 
Impact on local tourism

Type:

Lagging

Benchmark Rationale: The provision of cultural facilities by HE might be expected to generate some impact on tourism in the immediate locality. The scale of impact will depend on the historic endowment of the institution (historic buildings, world class art galleries etc), creativity in promoting facilities, and innovation in developing new attractions. Impact may be as a result of national and international visitors or intra-regional flows of day visitors, but both will generate some local impact.

Sources of data: Monitoring of use of facilities by visitors and place of origin. Collaboration with local arts and tourism bodies in assessing benefits.

Good practice:

Most examples of high tourism impact are in ancient universities with extensive historical buildings which at least partly constitute high amenity townscapes (such as Oxford, Cambridge or Durham) or where the HEI maintains museums or visitor attractions of national status. However more recent institutions can achieve good performance on this benchmark through their involvement in new attractions of national or regional significance. So Sunderland University has taken responsibility for managing the National Glass Centre, which is on its campus, and other HEIs are participating in Millennium projects. 

Good impacts will be proportionate to the type of attraction, but if a new museum attracted 50% of its visitors from outside of the locality, and a high proportion of these would not have come otherwise, then that would be a positive outcome.

Levels:

1
2
3
4
5

Little tourist impact at all. No significant attractions and no monitoring of visitors

HEI buildings, campus or facilities attract a modest number of visitors, although primarily as a subsidiary destination. Local visitor numbers are not significantly increased by the HEI, but the attraction of the locality for visitors is reinforced.

HEI is a significant attractor of new tourists to the locality, most of which would not have come without the HEIs presence. In exceptional cases the HEI is the primary motor of tourism in the area.

Self assessment:

Check assessment:

Benchmark: 6.4 Community participation

Area:  

Regional cultural development processes

Element: 
Levels of participation from the community

Type:

Learning and lagging

Benchmark Rationale: Whilst the HEI may make extensive provision of cultural facilities and activities, the level of impact will depend on the participation and take-up within the community. Overall participation may be seen by the numbers of people attending performances or visiting exhibitions, although the extent to which these are from the local community, and from specific groups within that community would need to be assessed through audience surveys. If an HEI saw the cultural development as a priority then monitoring of participation should be undertaken. A strongly proactive approach would also include service provision involving community groups in performance and creation of art, and again numbers of individuals involved should be monitored.

Sources of data: Monitoring of levels of community participation in HEI cultural activities, audience surveys

Good practice:

A successful cultural development strategy will reach out to various groups within the local community and will achieve high levels of participation as artists, audience or visitors. 

Levels:

1
2
3
4
5

HEII cultural provision is entirely internally oriented and there is little or no community participation or engagement.

At least half of attendences at cultural activities are from the local community. Some activities are targeted at special groups notably schools. Some activities seek to involve community groups in performance or art. Monitoring of participation is ad hoc.

The majority of users of cultural facilities and activities are from the local community, and there is a diverse social mix of users. There are extensive activities provided which involve the community. Monitoring of use is regularly undertaken and taken into account in shaping policies

Self assessment:

Check assessment:

Benchmark: 6.5 Regional cultural identities

Area: 

Regional cultural development processes

Element: 
Role in preserving and fostering regional cultural identities (e.g. local studies collections, oral histories etc.)

Type: 

Leading

Benchmark rationale: Regional communities are strengthened by the existence of distinctive regional cultural identities which can both underpin social capital and present an asset which can be harnessed as part of a tourist 'brand' or even in the attraction of investment. Cultural identities may be defined in many ways and may consist of languages or dialects, specific shared histories, artistic or craft traditions, political or religious traditions or even food and drink. HEIs as centres for the preservation and communication of learning may be expected to preserve such traditions as part of this mission.

Sources of data: Internal assessment

Good practice:

Good practice internationally includes examples of universities preserving regional cultures when under threat of extinction, such as the case of Catalan language and culture in the Franco dictatorship, and then acting as a powerful source for the revival of that culture after the threat ended. In a UK context, good practice is likely to include the establishment of local studies and local history units, courses and archives for local folk music or even dialects, and related museums or library collections.

Levels:

1
2
3
4
5

No attention paid to local history or culture. HEI adopts a national focus.

Some local cultural preservation in the form of specialist collections and perhaps local studies courses through adult education programmes.

HEI acts as a powerful regional resource holding important collections of local cultural material, undertaking related research across several disciplines, and with an active outreach mission.

Self assessment:

Check assessment:

Benchmark: 6.6 Cultural industry spin offs

Area: 

Regional cultural development processes

Element: 
HEI spin-offs to the cultural sector

Type:

Lagging

Benchmark rationale: Whilst spin-off companies are often seen primarily in terms of technology based activities, there is considerable potential for HEI staff and graduates to establish themselves into self employment or to create businesses in the cultural industries. These might include self employed artists of all kinds, musicians and related activities, theatre companies etc. In many cases the spin off activity may not be sufficient to sustain employment, but may be combined with continued employment within the HEI, although not formally recognised as an HEI activity. The region may thus benefit from additional cultural activity due to the presence of the HEI staff even though that activity is not initiated or funded by the HEI itself. There is also a tendency for some student union officers to move into commercial entertainment management.

Sources of data: Survey of staff and discussions with departments most likely to produce cultural entrepreneurs, and with the student union.

Good practice:

This activity may be underpinned by the wider support for entrepreneurship that should be offered to creative arts students and staff. However in benchmarking the scale of such activity in terms of numbers of 'firms' and people involved there is little hard data. It may be expected that a number of graduates from creative arts degrees each year will move into self employment within the locality, but the appropriate benchmark figures would need further investigation.

Levels:

1
2
3
4
5

Very little support or encouragement and cases of cultural spin off are virtually unheard of.

Ad hoc encouragement of cultural spin offs with a number of cases of staff and students known. Some experience of flexibility in contracts to permit combination of HEI and spin off activity.

HEI recognises importance of cultural spin offs for the cultural life of the region and develops specific programmes to encourage staff and students to develop such activities. Numbers of individuals involved are well above average levels compared with benchmarked institutions

Self assessment:

Check assessment:

7. Sustainability processes

Benchmark 7.1: Sustainability at the heart of HEI governance

Area:  

Sustainability Processes 

Element: 
Placing sustainability at the centre of HEI governance systems

Type: 

Leading

Benchmark Rationale: The Toyne Report and Review noted that the only HEIs which had had any success in making any headway in introducing sustainability into their practices, their teaching and their stewardship were those HEIs which had commitment at a senior level.  However, even those with senior commitment failed to make long‑term progress if the interest of a few individuals was not supported by the systems to ensure that commitment outlives the departure of key individuals.  To maximise the benefit to the region, these systems have to join up to ensure that there is a good fit with local and community sustainable development activities, as well as spreading HEI best practice local partners.

Sources of data:  Evidence of a commitment to the principles of sustainability in the HEI corporate plan, with evidence of implementation of changes.

Good practice:

AN HEI with sustainable development central to its purposes will:‑

· Have a firm commitment to sustainability in the corporate plan,

· Have a sustainable development group with members from across services, academic and external relations departments,

· Communicate its activities to stakeholders, including employees, students, local residents, suppliers and local authorities,

· Have a performance monitoring system which goes beyond service departments, (e.g. transport, procurement),

· Have modules which all students can take which develop civic, social and professional/ vocational aspects of sustainable development, and

· Encourage all its clubs, societies and unions to adopt active sustainable development political approaches.

Levels:

1
2
3
4
5

No formal commitment to SD; rewards system discourages employees from local engagement

Formal group meets regularly to review performance against limited quantitative targets set in corporate plan.  Suppliers audited, local recycling schemes, frequent campaigns

Senior managers work to SD targets scrutinised by working group; all departments offer SD modules; support for local and regional SD bodies; work placements meet SD criteria; campaigns no longer necessary

Self assessment:

Check assessment:

Benchmark 7.2: Sustainability in the curriculum

Area:  

Sustainability Processes 

Element: 
Educating all students in their civic sustainability responsibilities

Type: 

Learning

Benchmark Rationale: There are two elements to sustainable development education.  The first is offering specific modules and courses in sustainable development, particularly within Masters level vocational courses, but also within honours degrees.  However, the Toyne Review presented evidence that students often regard those modules as impractical and unrelated to their main interest, so in a range of courses it is necessary either to have compulsory elements in sustainability or to make sustainability one of the fundamental principles in the courses.  In some subjects such as architecture or engineering it is relatively simply, whilst in others this is a more challenging process.  The end result is to ensure that all HEIs reach the standards outlined by the SD Education Panel, “to develop in all students the ability to make choices and decisions which take account of sustainability principles”.

Sources of data:  Student module and course data, with module and course outlines; evidence of academic and service staff on courses following their own principles e.g. through publications, communications material; module regulations which stipulate sustainability as a core task for the introduction of a new module.

Good practice:

AN HEI providing sustainable and sustainability education to its students will:‑

· Ensure all students receive some academic and practical sustainability education in the compulsory elements of their modules,

· Link sustainability education to research activities within departments/ faculties,

· Institute continuous improvement in existing modules to identify where there are compelling requirements and potential to introduce sustainability,

· Allow students to take responsibility in practical course components to develop ideas of sustainability e.g. in placements, marketing courses, 

· Work with professional and vocational bodies to ensure that students are aware of the sustainability requirements of their future employers, and

· Ensure departments’ own practices do not provide conflicting signals to students in areas such as transport, waste management and procurement.

Levels:

1
2
3
4
5

Sustainability education is limited, ad hoc, and fenced off in specific courses, often fee‑earning, detached from research; students receive contraindications from staff.

All students have opportunity to take particular module in sustainability; staff set good example in their own practices; corporate plan commits HEI to curriculum continuous improvement.

Sustainability becomes a core skill which students learn through their degree; all courses have SD elements; all practical work has inherent SD appraisal; students work contributes to HEI’s own sustainability strategy and outreach work.

Self assessment:

Check assessment:

Benchmark 7.3: Sustainability of student communities

Area:  

Sustainability Processes 

Element: 
Encouraging students to contribute responsibly to their host communities

Type: 

Learning

Benchmark Rationale: Although providing sustainability education in the curriculum is a very important element of encouraging students’ own civil responsibilities, HEIs should also strive to ensure that students are encouraged to behave in a sustainable way at all times.  As well as reinforcing local environmental activities, HEIs should provide a framework for students’ local political and social activism to be supported and recognised as an important element of action research, and a potential research resource for the HEI to incorporate.  The nature of this will vary dependent on the dynamic of the student community; but all have the potential to encourage and accredit socially‑responsible activities which encourage sustainable development.

Sources of data:  Evidence from HEI research departments with number of research projects empowering local/ regional communities; evidence of student-community groups; proportions of placements with local organisations with a specific brief to implement sustainable or Environmental Quality practices.

Good practice:

AN HEI providing incentives for its students to engage sustainably with the local community will:‑

· Ensure that all students involved in work placements have the opportunity to undertake sustainability and EQM practices prior to the placements,

· Provide mentoring for placement organisations to encourage them to think how the students can implement SD practices in their placements,

· Encourage and support student involvement in community action recognising the nature of the student residency patterns,

· Build systems that ensure that good student practices are not reliant on enthusiastic cohorts but are transmitted between intakes, and

· Incorporate local/ community involvement criteria in their allocation of HEI research awards.

Levels:

1
2
3
4
5

No formal mechanisms for encouraging student involvement in local community groups; sustainability education divorced from placements and employability.

Students briefed on expected standards in induction; ad hoc linkages with local partners encouraged; outreach fieldwork encouraged.

Formal systems exist to ensure that all placements incorporate sustainability knowledge as element of employability.  Community activists encouraged to undertake action research for community benefit in research structures.

Self assessment:

Check assessment:

Benchmark 7.4: Systemic Environmental Management Performance

Area:  

Sustainability Processes 

Element: 
The performance of HEIs against recognised EMSs.

Type: 

Lagging

Benchmark Rationale: The HE21 project identified that an important element of delivering sustainability in HEIs was in the delivery of particular sustainable development outputs.  However, traditional Environmental Management Systems such as ISO14000 were not entirely suitable for the higher education sector because of the diffuse nature of decision‑making and the inappropriateness of a one‑size‑fits‑all approach to research management and teaching.  Thus best practice goes beyond a successful implementation of a particular EMS tool to include the contribution which academic and research activities make to sustainable development.

Sources of data:  The existence of a EMS and parallel academic and research reporting system; audit trails for independent scrutiny of the report; continual improvement systems for weaknesses identified by the performance management system.

Good practice:

AN HEI with an effective EMS policy will:‑

· Identify and implement a comprehensive EMS system covering the services used and delivered by the HEIs, continuous staff development and feeding back results to senior management,

· have a communications strategy for its EMS report to ensure local participation and scrutiny of aims, performance and conclusions,

· Build on the formal EMS to ensure teaching and research activities complement service department activities, and 

· Offer accountable annual reporting on suggested improvements from previous performance reviews.

Levels:

1
2
3
4
5

No system in place for the measurement of the HEI’s environmental performance.

A formal EMS in place with targets and procedures set for each service department, an estate management policy, and an annual monitoring report of institution performance.  Accreditation of new buildings, waste management to existing best practice standards.

EMS runs itself with little effort; all activities and projects have full sustainability appraisal and joined‑up thinking in research, service and teaching activities e.g. using architecture experts to ensure new buildings meet SD criteria; assessment of students has outputs which improve HEI SD performance e.g. internal work placements and consultancy.

Self assessment:

Check assessment:

Analysis of benchmarks


Leading
Learning
Lagging

Enhancing regional framework conditions
1.1 Infrastructure planning



Human capital development
2.4 Skills strategies

2.5 Course provision
2.2 Responsiveness
2.1 Access

2.3 Retention

Business development
3.1 Strategic plan

3.3 Inward investment

3.4 Graduate enterprise

3.6

3.2 Spin offs

3.2 Graduate start-ups

Interactive learning and social capital development
4.1 Regional governance

4.2 Economic analysis

4.4 Company collaboration
4.3 Regional futures


Redistribution




Regional cultural development
6.1 Cultural strategy

6.2 Cultural provision

6.5 Regional identities
6.4 Community participation
6.3 Tourism impact

6.6 Cultural spin offs

Sustainability




� This tool was developed by CURDS in a different context. For further information contact David Charles at CURDS.


� McKinnon, K.R. , Walker, S.H. and Davis, D. (2000) Benchmarking: A Manual for Australian Universities, Commonwealth of Australia, Department of Education, Training and Youth Affairs, Higher Education Division.
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