


Vice-Chancellor’s Directorate and Executive (VCE)   
This paper sets out changes to the Vice-Chancellor’s Directorate and Executive (VCE). The paper outlines the functioning of the Directorate and VC’s Executive, as situated within the University’s broader governance structure. The changes are designed to better support the core academic agenda of the University and the strategic decision-making and operational / implementation activities of UWE. 
The changes are informed by our values (academic rigour, community, integrity, inclusiveness and professionalism) and our core purpose as a university – to inspire and transform futures. They are designed to ensure decision-making, accountability and responsibilities are clearly defined and understood, in order to fully support the delivery of high quality learning, teaching, research and scholarship, across all discipline areas that we support at UWE.
The main objectives to be realised through implementation of these changes are:
· Clarity – ensuring that the governance structure and decision making lines across the University are clearly defined and appropriate to the needs of the organisation. This involves supporting an enterprising community of colleagues, who are sensitive to our commercial environment, by ensuring clear lines of accountability, responsibility and levels of delegated decision making, throughout the organisation. 
· Connectivity – ensuring that high level activities to implement the strategic plan are joined up across the University.
· Empowerment – ensuring that the leads of relevant groups (Executive Groups and the corresponding Task and Finish groups) are empowered to make decisions and steer the specialist areas they lead on behalf of the Vice-Chancellor.
· Strategic Focus – ensuring that senior managers are sufficiently focused on the core academic business of the University and the strategic issues that relate to the delivery of high quality education and research. In order to support this, the management information informing the business of VCE will be enhanced. Executive members will be responsible and accountable for the strategic and operational decision making in their area, and will be expected to represent this expertise in fulfilling the business of VCE.  VCE will focus on developing an academically coherent, commercially enterprising, creative and innovative business approach and culture throughout the organisation, which better supports the changing environments within which HE operates.
· Shorter Agendas – ensuring more open time is available at the meetings to discuss strategic issues as they arise, as opposed to management and operational issues that should have been dealt with elsewhere before being reported to the Executive.

Each member of VCE will be expected to form and lead task and finish groups as appropriate, reporting progress back to the Executive. 

A fundamental requirement for operating this framework is the need to communicate effectively the decisions that are made, both to the wider University and other relevant stakeholders. To support this, action notes / decision logs will be made available on a share point site and will form part of a broader communication strategy designed to engage with managers and the wider staff and student body. 


SECTION 1 – Outline Structure and Terms of Reference
Vice-Chancellor’s Directorate 
The Vice-Chancellor is supported in his duties by a team comprised of the two Deputy Vice-Chancellor’s and the Pro Vice-Chancellor (Commercial Director and Corporation Secretary). Members of the Directorate may deputise for the Vice-Chancellor from time to time, but each has a specific portfolio for which they are responsible and accountable.
The responsibilities, accountabilities and powers of the Directorate are agreed from time to time by the Vice-Chancellor and Board of Governors in accordance with the Articles of Government. Where appropriate these are also specified in the Financial Regulations.  
Overall the Vice-Chancellor, working with, and advised by his Directorate:
1) has oversight of the University’s policy and strategic developments;
2) proposes to and seeks approval from the Board of Governors for the University’s strategic plan, paying due regard to the human, physical and fiscal needs of the University;
3) understands and interprets the strategic environment in which the University operates, including dissemination of analyses and consultation on the strategic choices facing the University;
4) provides a steer on the supporting strategies for the strategic plan, and the lead, on the Academic and Resources strategies of the University;
5) sets the University budget, within the delegated limits agreed by the Board of Governors;
6) identifies opportunities for development of the University in national and international markets;
7) sets and approves the University’s annual operating plan, including key performance indicators and strategic priorities;
8) approves Faculty and Professional Service plans; and
9) receives reports from VCE, including exception reporting on mission critical operational issues which could damage the University or put at risk delivery of the strategic plan. 

The Deputy Vice-Chancellor (Academic), Professor Paul Gough, is responsible for the strategic and operational oversight of the academic direction of the University. Pro Vice-Chancellors with portfolios to lead across our academic activities and Pro Vice-Chancellor/Executive Deans are directly line managed by Paul. Paul will also work closely with other members of the Directorate to ensure systems, business processes and investments support the academic business that is core to UWE.

The Deputy Vice-Chancellor (Operations) and Clerk to the Board of Governors, John Rushforth, is responsible for the strategic and operational oversight of most of the Professional Services, in addition to Planning, Performance and Governance. John is also the Clerk to the Board of Governors and has operational oversight for the daily management of the University. 

The Pro Vice-Chancellor (Commercial Director and Corporation Secretary), William Marshall, is responsible for the strategic and operational oversight and management of commercial ventures impacting on the University. This includes, but is  not limited to, commercial transactions impacting on our facilities and infra-structure, university companies, joint ventures and commercial partnerships, VAT planning, investment, borrowing and legal services. He will be developing, and championing, a more commercially enterprising, creative and innovative approach to our thinking and operations, across the University.  

Vice-Chancellor’s Executive (VCE) 
The Vice-Chancellor’s Executive provides support and advice to the Vice-Chancellor on the strategic leadership and direction of the University. Members will be responsible for the implementation of designated policy and strategic initiatives which they lead on.
Overall VCE: 
1. provides advice to the Vice-Chancellor;
2. oversees and co-ordinates delivery across the different elements of the University’s Strategic Plan; 
3. monitors delivery of the strategic priorities set out in Faculty and Professional Service annual operating plans and the achievement of corresponding KPI targets;
4. confirms resource allocations for academic programmes and key strategic projects;
5. signs off strategic academic initiatives impacting on the academic character, discipline mix and degree levels offered by the University, where this is in line with the University’s key strategic priorities (as agreed by the Board of Governors). Variations to agreed plans will also be considered by VCE. Where circumstances and initiatives challenge our agreed strategic priorities, these matters will be referred to the Board of Governors;
6. acts as the Programme Board for the reporting and coordination of strategic projects run through the Project Management Office;
7. resolves disputes and conflicts between projects;
8. ensures the robust management and reporting of risk/impact assessments and effectiveness of the Health and Safety management system; 
9. ensures that sustainability, equality and diversity and commercial sensitivity are embedded throughout the University’s plans; and 
10. ensures that there are effective consultation and communication plans for project activities and that these are implemented appropriately.

In these tasks VCE is supported by four Executive Groups which oversee the development and implementation of the enabling strategies that will support delivery of the University’s 2013-2020 Strategic Plan. The 2013-20 Strategic Plan is currently under development and due to be published in March 2013. 
The enabling strategies are as follows:
· Academic Strategy (Academic Board are responsible for this enabling strategy)
· Finance and Resources Strategy
· Marketing and Recruitment Strategy
· UWE Global Strategy
· Estates and Commercial Property Strategy

Reporting to VCE and the Board of Governors will form part of the business plan for each of the Executive Groups and Academic Board.

· Finance and Resources Executive Group 
Responsible for the development and implementation of the University’s Finance and Resources Strategy, in addition to our IT and information management priorities. Both will support delivery of the University’s 2013-20 Strategy.  

· Marketing and Recruitment Executive Group 
Responsible for the development and implementation of the University’s Marketing and Recruitment Strategy. The Marketing and Recruitment Strategy will support delivery of the 2013-20 University Strategy, in addition to the more detailed elements of the Academic, Finance and Resources, and UWE Global Strategies. Given the increasing pressures of a more competitive higher education sector, and the need for the Marketing and Recruitment Strategy to guide and support delivery of the Academic, Finance and Resources and UWE Global Strategies, this area makes up the third enabling strategy for the University.

· UWE Global Executive Group 
Responsible for the development and implementation of the UWE Global Strategy (including UK based FE/Independent Sector Partnerships) and advising on the international elements of both the Marketing and Recruitment Strategy and the Academic Strategy. Given the high profile/complex nature of this area, a dedicated Executive Group will steer development and implementation for international/UK-based academic partnership activities including UKBA institutional and partner organisation compliance.

· Campuses Development Executive Group
Responsible for advising the Vice-Chancellor and VCE on the development, implementation and challenges posed to the University’s campus developments. It is the executive sponsoring group for master planning and estates capital programmes. It has oversight of the Estates and Commercial Property Strategy and is the reporting line for all approved project streams signed off by the Board of Governors.
Development, oversight and implementation of the Academic Strategy is the responsibility of Academic Board led by Professor Gough. Development will be based on the strategic direction provided by the Vice-Chancellor, his Executive and the University’s academic community. VCE is responsible for further advising the Vice-Chancellor on the Academic Strategy for recommendation to the Board of Governors for final approval. Academic Board will produce quarterly reports on the development and implementation of the Academic Strategy for VCE and the Board of Governors to consider. Academic Board and its sub-committees will make recommendations on policy changes to the appropriate Executive Group and will also report major changes in the Academic Strategy to VCE for their consideration and advice. Any recommendation that has a resource implication will be considered by the Finance and Resources Executive before final sign off by the Vice-Chancellor.  
The Chairs of each of the Executive Groups are the key accountable and responsible Officer for the Group. Chairs are expected to ensure proper consultation with staff on the development and implementation of strategic initiatives. They will also engage with the relevant Academic Board structures.
In addition to the formal Executive Groups, two new advisory Groups focusing on the coordination of operational activities have been introduced:
1. A Faculty Co-ordination/Advisory Group; and 
2. A Heads of Professional Services Co-ordination/Advisory Group.  
This is to ensure the strategic focus of VCE.
These Groups function to support the new framework and achievement of the objectives set out on page one.  
The Faculty Coordination/Advisory Group is a meeting of the 4 PVC/Executive Deans chaired by the DVC (Academic), with occasional attendance by the VC, DVC (Operations) and other PVCs by invitation. 
The Heads of Professional Services Coordination/Advisory Group is chaired by the DVC (Operations) with occasional attendance by the VC, DVC Academic and PVCs by invitation.
In addition to these two groups, VCE will also receive expert advice on sustainability and equality and diversity issues in relation to the development and implementation of the University’s Strategic Plan 2013-20, enabling strategies and strategic initiatives as they arise. VCE will refer issues to the groups leading on these areas as appropriate, and draw on their advice and recommendations to make sure these values and priorities are embedded in the strategic direction and decision-making of the University.  
All of the above will use task and finish groups to develop full proposals for dealing with specific issues referred to them by VCE, or where this is necessitated in working through the business of the Group. 
In order to support VCE in meeting its responsibilities, the Chairs of Executive Groups, PVCs and Heads of Professional Services will report progress, obstacles and risks (threats and opportunities) twice a year – based on their specific areas of responsibility. This will be in the form of a risk register, aligned to the objectives of each Group or business unit, and an action plan and decision log summary. There will be expert representation at these meetings in relation to sustainability and equality and diversity.
Matters can be referred to VCE from the Executive Groups, PVCs and Heads of Professional Services as appropriate. However, the main focus of the VCE is on the overall strategy/policy issues facing the University. The Chair of each Executive Group, the PVCs and Heads of Professional Services are expected to feed information into the discussion and decision-making that takes place at VCE.
The University’s wider Senior Management Team (which includes all Heads of Professional Services, Associate Deans and Heads of Department) will also review VCE’s work twice a year as part of two strategic away days, designed to re-fresh and drive further implementation of the University Strategy and its enabling strategies.
VCE and the Executive Groups are supported through the VC’s Executive and Policy Office.
The Directorate is also supported through the VC’s Executive and Policy Office.
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