CARDONALD COLLEGE, GLASGOW

Board of Management

Minutes of the general meeting of the Board of Management held on 
Monday, 26 January 2009 at 5.00pm in the Sherbrooke Castle Hotel, Pollokshields, Glasgow.

Present:  

Bruce Durning
(Chair)

Susan Walsh
Ian Brennan
George Chalmers

Margaret Gilroy
Anne MGillivray

Lynn McHattie

Sandy Martin

Erlinda Matheson

Alison Sinclair

Graham Smith

Mark Toma
Attending:  

Alastair Martin
(Acting Secretary to the Board)

Eleanor Harris
(Depute Principal)

Christine Jardine
(Personnel Manager)

Apologies:  

Natasha McNally 
Sally Pickles 

	BUSINESS
	ACTION

	9.01
	
	WELCOME AND SEDERUNT

The sederunt was signed by all present.
	

	9.02
	
	DECLARATIONS OF INTEREST

There were no declarations of interest.
	

	9.03
	
	APOLOGIES

The apologies were noted.  
	

	9.04.01            
	
	ORGANISATIONAL  DEVELOPMENT
	

	
	1
	The Principal explained in her introduction to the paper, the background to organisational development including a proposal to amend the staffing structure of the College, copies having been issued together with the formal notice calling the general meeting, that she, Eleanor Harris, and Christine Jardine would, during the presentation, be covering the overall rationale for the new structure, as well as the educational and staffing implications.
	

	
	2
	The Principal explained that in order to achieve the Board’s vision for  Cardonald College Glasgow  “to be an excellent college”, the provision of learning experiences, appropriate to the economy of Scotland, which will build the self-worth of the students, in a high quality environment staffed by well-qualified individuals and in a flexible but sustainable manner is required.   
	

	
	3
	This has meant a review of the College Portfolio, and how it is delivered, but also means ensuring that the College will maintain the quality of its provision whilst operating more efficiently and effectively.  It was clear from the evidence shared with the Board of Management and staff, at previous meetings, that the College has the capacity to improve its performance in a number of areas both in terms of the quality of the student experience as well as in cost terms.  To ensure the on-going sustainability of the College it will be necessary to design a flexible and proactive structure which delivers a fit for purpose curriculum to our students now and in the future, whilst ensuring the capacity for on-going investment.
	

	
	4
	The Principal reminded the meeting that at the recent planning event attended by Board Members and college managers, a set of new strategic objectives had been developed for the College and that part of the evidence base on which the new strategic objectives were developed showed a need to improve the operation of the college in both structure and process. The paper, as presented, outlines the objectives for realigning the structure of the College from session 2009-2010 as well as the benefits and rationale which has underpinned the decisions. It also highlighted the internal and external drivers which necessitate action and demonstrates how the proposed structure better meets the future needs of the college.  The paper further explained the proposed process through which change will be achieved and the principles on which the process is based. 
	

	
	5
	The new organisational charts were appended to the paper and are attached to these minutes for reference.
	

	
	6
	As part of her introduction the Principal stated that historically the College had adopted a strategy which secured financial surpluses year on year but which had not been premised on the need to ensure adequate additional income to meet the aspirations of the College in relation to investment in staff, estate and resources. Human Resource agreements over a prolonged period had resulted in a cumulative effect producing high staffing costs in relation to colleges of similar size and curriculum, which are unsustainable and unnecessary. The reliance on formulaic approaches to setting staffing establishment had produced an inflexible structure which does not meet current and future activity. The College’s present salary model does not adequately identify the spot salary for a post and is often based on the use of unnecessary incremental scales.  
	

	
	7
	Staff had been moved from redundant posts into alternative posts with lower salaries and their salaries conserved in perpetuity.  The result is that the College has people being paid higher salaries than the post justifies and receiving on-going salary increases providing no incentive for the individuals to move on. The almost automatic making permanent of temporary posts reduces flexibility and may cause additional challenges for managers in working with an increased headcount and potentially costing more in the longer term. It was clear that the College has a backlog of Human Resource issues which require to be addressed.
	

	
	8
	The inability of the present College system to deliver expected outputs was demonstrated in the Scottish Funding Council’s (SFC) Performance Indicators for all Scottish Colleges. At present the College was using exceptional additional funding from the SFC to undertake some activity which other colleges would normally fund themselves, resulting in other colleges having a strategic investment advantage over Cardonald. Also, should these funds cease to be allocated by the SFC; this type of activity would undoubtedly cease to exist thus causing students difficulties and the College reputational damage.
	

	
	9
	The Principal then went on to explain the two main types of driver which have  necessitated her proposals:- 
	

	
	10
	Internal drivers which demonstrate how well we are responding to external changes and external drivers which will reshape the work of the college and the funding available to carry this work out. 
	

	
	11
	The examples of internal drivers highlighted by the Principal were:-
	

	
	12
	Curriculum  - where some of the College’s courses do not meet  quality or financial benchmarks and have not been tested against the needs of the economy, emerging employment opportunities and the aspirations of the communities served 
	

	
	13
	Financial - where the College’s performance indicators show an organisation which is less productive andhas higher costs than similar others within the sector. 
	

	
	14
	Human Resources - where there has been a lack of rigour in setting the establishment and ensuring staffing levels and budgets are not breached.
	

	
	15
	Management performance - where the College has 58% promoted staff which is the highest in the sector, due to the high numbers of Programme Co-ordinators and Section Leaders and there are no clear career opportunities available for teaching staff who prefer to extend their teaching expertise rather than move into educational administration.
	

	
	16
	Quality - where the College performance indicators although variable, show average levels of outcomes for our students in terms of retention and achievement  and the HMIe Review although Good did not show consistent improvement from 2004.
	

	
	17
	Examples of the external drivers given by the Principal were:-
	

	
	
	1 The upcoming Comprehensive Spending Review is expected to be extremely challenging for the Tertiary Education Sector.

2 The need to attract additional non-Grant in Aid income through commercialisation and new commercial development activities including Internationalisation.
	

	
	18
	The unlikely event that there will be additional funded WSUM activity available to the sector.  Where WSUMs are given up by other colleges the need to demonstrate a positive redistribution in our favour especially in light of the East Renfrewshire Campus project.  The requirement to provide 8.3% of activity via Schools College Partnerships (SCP) will mean a realignment of curriculum to allow this to happen.  Where colleges cannot demonstrate 8.3% SCP activity it is possible that the “unused” SCP WSUM allocation would be redistributed to other colleges.
	

	
	19
	Following the Principal’s overview Christine Jardine outlined for the Board the organisational development issues which would have to be addressed.
	

	
	20
	The issues highlighted included:- the new structure; job evaluation; a shortened incremental  pay scale (but not a reduction in the value of the final point);succession planning; career development opportunities; single pay bargaining for lecturing and support staff; changes to employment law; upgrading of the IT HR software; and the consolidation and updating of the conditions of service hand book.
	

	
	21
	Eleanor Harris then covered the benefits of the proposed academic structure for the four new faculties. The new faculties have been created to bring related areas together which will have the effect of maximising resources through better sharing of curriculum development and materials and at the same time reduce the high number of promoted posts.  Part of the College’s academic focus will be in developing alternative delivery methods where appropriate, such as e-learning, both as a way of enhancing the student experience and reducing overly-high delivery costs. 
	

	
	22
	In further explanation Eleanor Harris stated that it is the intention to rename “Sections” as “Schools” to better reflect the new areas of activity and signify a new structure. The number of Section Leaders will be reduced from 28 to 17. Section Leaders will become Heads of School.  Heads of School will be supported by a new grade of staff, Senior Lecturers. There will be approximately 60 Senior Lecturer posts. This grade will replace the existing Programme Co-ordinator posts of which there are approximately 78. Heads of Faculty in discussion with the Vice Principal (Learning Teaching) will identify the optimal number of promoted posts, both educational administrative and academic streams, required for the delivery of the Faculty plan. Trades Union colleagues would be involved in discussions defining appropriate levels of promoted activity within the differing Faculties and Schools.  Temporary Project officer posts will be created where a need is demonstrated. 
	

	9.04.02
	
	Proposals
	

	
	1
	The Principal drew members’ attention to the attached academic and support staff structures and asked the Board to agree the proposals as follows:-
	

	
	
	a
	A new post of Vice Principal (Finance and Resources) is created to drive forward financial activities and meet the estates challenge of new curriculum requirements.  The post would also directly manage IT resources.
	

	
	
	b
	The existing Depute Principal would remain Designated Depute in the absence of the Principal and would assume the role of Vice Principal (Learning and Teaching).
	

	
	
	c
	The existing Assistant Principal posts be removed and responsibilities be reconfigured amongst a new Directorate to provide a simplified management structure with the direct management of Quality and areas related to the student experience and student records being managed by the Vice Principal (Learning and Teaching).  The Directorates of Organisational Development and Enterprise and International Development to become the direct responsibility of the Principal.
	

	
	
	d
	The Director of Organisational Development be responsible for HR services, Staff Development, Equalities, Health and Safety, and Well-being. Staff development will be centrally co-ordinated and administered by HR, with development activities for teaching staff being part of the duties of identified promoted academic staff, supported by administrative staff within HR (Staff Development Officer) and external staff development activities.  Staff development will in future be linked to the Staff Development interview and college-wide needs. Health and Safety will be part of HR as it is part of our duty as an employer to ensure our people are safe and to tie it to preventative activities around well-being which are part of the Directorate of Organisational Development.  It will not be part of the Estates team as this may cause conflicts of interest in ensuring H&S actions related to estates are carried out.
	

	
	
	e
	The new Directorate of Quality and Management Information Services will bring together the administrative elements which support the student learning experience, including the Information Centre, Admissions and Student records, SFC returns etc.
	

	
	
	f
	A new post of Centre Administrator be created to support the co-ordination of activity by Faculty Administrative assistants, especially in relation to recruitment, admissions and registration activities.  The post holder will work closely with the Director of Quality and Management Information Services and the Staff Development Officer.  This is a direct response to administrative staff requests for common working practices where possible and the work of the SMT in stream-lining recruitment and admissions processes.
	

	
	
	g
	Establish an Enterprise and International Development Directorate which will be located in the Business Centre and manage the development of Commercial activities, funded community programmes and International Activity.  This Directorate will be central to ensuring the College can generate sufficient additional profit to allow us to re-invest in our people, resources and estate and therefore Marketing and Public Relations will be part of this functional area.
	

	
	
	h
	The proposed new academic structure of four faculties and seventeen schools be adopted
	

	
	
	i
	The new College Management Team to comprise those members of staff required to discuss and reach decisions on which action can be taken and monitored across the College and be as follows:
	

	
	
	
	3 Principal

4 Vice Principal (Learning and Teaching)

5 Vice Principal (Finance and Resources)

6 Director of Organisational Development

7 Director of Enterprise and International Development

8 Director of Quality and Management Information Services

9 Director of Finance and Resources

10 Head of Faculty - Technology and Business

11 Head of Faculty - Creative Industries

12 Head of Faculty – Care, Health and Sciences 

13 Head of Faculty - Access and Continuing Learning
14 Marketing Manager
	

	
	
	In summing up the Principal stated that her proposals are based on a number of principles.  These are:
	

	
	
	· The long term future of the College to take precedence.

· The new structure is designed to group functions and maximise efficiencies.

· Line management is clear and simple.

· All activity is to be based on equitable, fair and transparent decisions.
· The need to work interdependently with the Trades Unions and those staff members who are not otherwise represented.


	

	
	
	· Where posts are deemed redundant, the College will work to secure appropriate alternative employment including re-training, if appropriate.

· The Vice Principal (Finance and Resources) post will be advertised externally as it is at Principalship level.
· Where a new post is created which could be filled by staff from a number of existing areas/levels within the organisation all appropriate staff will be able to apply. 

· Where a reduced number of posts at a particular level are available all post holders at that level will be eligible to apply. Unsuccessful applicants at one level will be free to apply for posts at the next level within the structure.
· Where vacancies remain unfilled, staff from the level below will be able to apply.
· The selection process will be rigorous and fairly applied.  

·  All posts will be benchmarked with equivalent posts across the sector. 

· Those who are selected for posts with salaries lower than the individual’s current salary will be conserved for one year.

· We shall apply a consistent and fair redundancy policy in line with best practice and all extant legislation.

· All proposals will be shared at the earliest appropriate time with the Trade Unions, and staff will be able to provide input to the final shape of the College, however the challenge to the College is such we need to ensure change is in place and the new structure operating for the new academic session in August 2009-2010.
	

	
	
	The timescale proposed by the Principal was
	

	
	
	Presentation to the Board of Management
	26 January
	

	
	
	Initial discussion with Trades Unions
	27 January
	

	
	
	Early presentation to all staff
	29 January
	

	
	
	Developmental discussions with Trades Unions
	February – March
	

	
	
	Advertise posts (external)
	February
	

	
	
	Advertise posts (internal)
	March – April
	

	
	
	Recruitment
	mid April –June
	

	
	
	New structure in place
	August
	

	
	2
	The Chair thanked the Principal, Eleanor, and Christine for their presentations and then invited members to ask questions and comment on the proposals as contained in the paper.
	

	
	3
	Following a long discussion during which the following topics were discussed- current managers’ performance; staff input and reaction to the paper; the financing of PDA/TQFE qualifications; the costs and savings arising from the proposals; the position of staff where their salary is currently greater than that attached to the post; job evaluation; how a scheme of voluntary severance might work; efficiency and productivity; ability of existing staff to fill new posts; long term effect of the proposals; the need to keep staff informed; dialogue with the Trade Unions; HR resources; and the timetable. 
	

	
	4
	In summing up the Chair and Vice Chair reminded the Board that when they had appointed the new Principal she had been charged with taking the College forward as the Board had felt for some time that the College was capable of producing a better performance and therefore the proposals should be supported. 
	

	
	5
	During a short discussion following the Chair and Vice Chairs’ remarks the members sought assurance on the timetable being achievable and agreed that the Principal be allowed some flexibility in discussions with staff and the unions on the HR issues involved in order to realise the new structure.
	

	
	6
	There being no amendments moved, the proposals as detailed in section 9.04.02 were agreed and the Principal was authorised to proceed with their implementation.
	

	
	7
	The meeting ended at 7.15pm.
	


Signed
……………………………………….


B Durning


Chair
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