LTC 10/14
LTC 10/14


Delivering more with less
Emerging findings January 2011
Iain Springate
http://admin.exeter.ac.uk/ppr/HEFCE/more_with_less.shtml 

www.twitter.com/morewithlessHE 

[image: image1.jpg]IIIIIIIIIIII



                                                           [image: image2.png]university for the creative arts




 [image: image3.png]University College

@ FALMOUTH

Incorporating Dartington College of Arts



                                                    [image: image4.jpg]us

University of Sussex




Table of Contents

31.
Introduction


31.1
Delivering more with less


41.2
Purpose of this report


42.
Emerging findings


52.1.
Delivering more with less successfully: Key principles


92.2.
Potential mechanisms for delivering more with less


173.
conclusion and Next steps


174.
References


17Fully reviewed sources


19Other references




1. Introduction
1.1
Delivering more with less

The ‘Delivering More with Less’ project is responding to the current (and ongoing) climate of constrained resources in HE. The project will develop a learning resource for managers in HE to aid them in generating the efficiencies necessary in this new context, drawing on practice both from HE, and other sectors (e.g. private, public).

‘Delivering More with Less’ is led by the University of Exeter in partnership with the University of the Creative Arts, University College Falmouth and the University of Sussex. HEFCE has provided £275k of funding from the Leading Transformational Change element of the Leadership, Governance and Management Fund. The partners are providing match funding.

The project will develop resources to help managers acquire the skills, attitudes and knowledge necessary to deliver more with less, specifically by:

· Generating an evidence-based set of ideas about how managers can deliver more with less by: carrying out a literature review; interviewing managers from different sectors who have successfully created efficiencies; and trialling approaches at the four partner institutions 

· Developing learning resources based on the evidence that are directly applicable to managers in HE

· Disseminating the resources throughout the project widely via a website and events. 

The project is summarised in the diagram below:


[image: image5]
Projects at the four participating institutions are described briefly below:
· The project at the University for the Creative Arts involves carrying out a structural and organisational change to deliver enhanced international support functions. It aims to derive efficiencies in the delivery of services that are currently dispersed across several departments. 

· Activities at the University of Exeter aim to ensure that all potential efficiencies are delivered from the transition from nine Schools to five Colleges. The activities being undertaken are seven Common Action Teams (involving all colleges/professional services), aiming to identify/resolve operational issues, and deliver efficiencies; a Value for Money Committee that seeks to facilitate a culture change towards greater efficiency and deliver savings; and a staff suggestion scheme focused on generating efficiencies.

· The project at University College Falmouth will investigate, develop and trial a change management cycle that will then be rolled out across the institution. The cycle will involve elements of Enterprise Architecture, Prince2 and ITIL, and will be trialled and developed using three small scale projects. The cycle will involve mapping existing processes, identifying inefficiencies, developing and reviewing solutions.

· Activities at the University of Sussex will achieve strategic and operational efficiencies in relation to enhancement of the student experience. Activities will focus upon creating improvements through a number of strands: enhanced provision of student advice services and of IT learning resources; improved levels of graduate employability; and increased business engagement.
Progress made to date on the project is:
· Completion of the literature review

· Initiation of institutional projects, and completion of first interim reports

· Identification of first wave of managers to interview.

1.2
Purpose of this report

This report briefly sets out emerging findings from the project to date, drawing principally on the literature review (see methodology box below), and also on the first interim reports from institutional projects. As the main output of the project will be learning resources to help managers in HE take forward some of the approaches and ideas discussed below, this is not intended to be a detailed report- the detail will be provided within the learning resources.

Literature review methodology
Potentially relevant literature was identified through using pre-defined search terms (and derivatives) to search academic databases, search engines, and relevant web sites. In addition, key stakeholders in the project were asked to identify relevant literature. From these methods, 235 relevant documents were identified. These were systematically ranked in terms of relevance to the aims of the project, and the most relevant 35 documents were reviewed in detail. These documents covered several sectors (mainly private, public, HE) and described a range of mechanisms to generate efficiencies.

2. Emerging findings
The emerging findings are set out in two sections below. Firstly there are key principles for delivering efficiencies. These are derived from a synthesis of the key success factors across different efficiency mechanisms, and as such, describe key principles associated with success regardless of the mechanisms used to deliver efficiencies. The second section briefly outlines some potential mechanisms for delivering efficiencies successfully in HE, and gives some information about their implementation.
2.1. Delivering more with less successfully: Key principles
The key principles associated with the successful delivery of ‘more with less’ are laid out below. Whilst in the literature, these were directly associated with successful delivery of efficiencies, they are generally also key principles of good management. The key principles are organised under three main themes- management and leadership, supporting staff, and planning change. Following this, the two major challenges described by the literature that are faced by organisations attempting to delivering more with less are outlined.
MANAGEMENT AND LEADERSHIP

Strong and effective management is critical to the success of interventions to deliver efficiencies (e.g. Radnor, 2006; Patwardhan & Patwardhan, 2008). Specifically, it is important that managers:

· are committed to the interventions taking place (e.g. Franken, 2009; Leach et al, 2006; Marin-Garcia et al, 2008). Radnor et al. (2006) found that management commitment is the most important factor contributing to the success of Lean implementation, and Comm et al (2005a) note that change initiatives rarely work without being driven by senior management. It is important that this commitment extends to allowing staff the necessary resources (e.g. time, money, expertise) that they need to effect change successfully (e.g. Antony, 2007)
· actively demonstrate their support for the interventions through their involvement (e.g. Harrison et al., 2010; Milner et al., 1995; Franken, 2009), for example through being involved in teams making changes, ensuring that their behaviour demonstrates the changes they are looking to see in the organisation, and actively supporting those involved. However, Radnor et al. (2006) note that managers need to ensure that they allow their staff to challenge current systems, and do not dominate those situations where they are involved. A balance is needed to ensure that they show support, without negatively impacting the participation of staff.

· have a good understanding of the intervention(s) taking place, why change is necessary, and the context within which interventions are being implemented (e.g. Antony, 2007; Schoenberg, 2009; Taplin, 2006). This ensures that managers are more likely to support change as they see its value; able to make the right decisions associated with changes; able to communicate with staff, and; able to answer questions effectively. This in turn makes staff more likely to be positive about the changes (OPM, 2007). It is important therefore to plan carefully the communication with managers so that they fully understand the interventions, likely outcomes and the necessity for them (e.g. Taplin, 2006).
· ensure that interventions fit with the longer-term strategic aims of the organisation (e.g. OPM, 2007; Franken, 2009; Schoenberg, 2009). Alignment of efficiency interventions with strategic objectives is a core feature of businesses that have prospered during recessions (Schoenberg, 2009). Such alignment helps avoid short-term cost cutting, which may have negative impacts later (Comm et al., 2005b), as well as helping to ensure a focus on an organisation’s core business (Schoenberg, 2009), and the ownership and support of staff throughout the organisation (Radnor et al., 2006).
· communicate effectively  with staff about the changes underway (e.g. Comm et al., 2003; Comm et al., 2005a; Moore et al., 2007). Specifically, managers need to tell staff what they expect the changes to achieve, how this will be measured, and keep them updated about progress (Comm et al., 2005a). This needs to lead to a common understanding across the organisation about the changes underway (e.g. Moore et al., 2007). It is important that:

· communication is ongoing, so that staff are always up-to-date (e.g. Marin-Garcia et al., 2008)

· managers do not use technical language that staff can’t understand (e.g. Patwardhan & Patwardhan, 2008)

· managers are aware that staff might make negative assumptions about interventions to deliver efficiencies (i.e. they will involve cuts, redundancies) and reassure them (e.g. Comm et al., 2003).
· engender a culture of trust and understanding (e.g. Radnor et al., 2006; Taplin, 2006; Goffin & Perkins, nd), so that staff feel they are able to suggest ideas, try new approaches, and are allowed to make mistakes in their search for efficiencies without fear of reprisal. 
· empower staff so they are able to input into decisions about generating efficiencies (e.g. OPM, 2007; Taplin, 2006). This can involve providing resources, permission and time for staff to involve themselves in identifying areas that are inefficient, as well as working out and implementing possible solutions (Comm et al., 2005a). This helps staff to own their service/processes and the changes being made to it, making them more likely to be supportive, as well as utilising the knowledge and experience staff have relating to their roles (e.g. OPM, 2007).
SUPPORTING STAFF

There are also some key principles relating to staff involvement in interventions to generate efficiencies. Firstly, staff across the organisation who are affected by changes should be provided with training/communication relating to the changes taking place (e.g. Antony, 2007; Marin-Garcia et al., 2008). Training should cover the principles behind an intervention, how it works, why it is necessary, and how staff will be impacted (e.g. Comm et al., 2005a; Comm et al., 2005b; Higgins, 2007). Such training/communication brings understanding to staff, overcomes preconceptions, demonstrates the benefits, builds up a common understanding, and develops a ‘critical mass’ of employees who understand the changes and why they are happening (e.g. Radnor et al., 2007; Radnor et al., 2006; Moore et al., 2007). However, without such training/commuincation, there can be resentment, mistakes and a lack of understanding amongst staff (Comm et al., 2005a).
Secondly, individuals with specialist skills related to the changes should be available to support the implementation of change (e.g. Aaron, 2009; Cook & Hughes, 2009). The literature suggests that this can take several forms depending on what is appropriate. For example, technical staff supporting front-line staff who are looking at changing the processes they use (Marin-Garcia et al., 2008); recruiting more highly qualified staff to assist with implementing change (OPM, 2007); and using outside consultants (e.g. Moore et al., 2007; Radnor et al., 2006). The literature suggests that if using outside consultants, it is important that they are commissioned to transfer skills to staff over time, so that in-house capacity to deliver and sustain the changes is developed (Radnor et al., 2006).
Thirdly, where staff are involved in saving money through their actions (e.g. by submitting ideas to save money, by reducing energy use), it is helpful to motivate staff by providing feedback on the efficiencies they are achieving (e.g. Bekker et al., 2010; Leach et al., 2006; Taplin, 2006). This can be done by providing regular feedback (e.g. on ideas submitted, energy saved) (Milner et al., 1995; Bekker et al., 2010) or making savings immediately visible (e.g. via a website). Staff are also motivated to generate efficiencies by incentives, such as financial rewards or recognition from the company (e.g. Marin-Garcia et al., 2008; Leach et al., 2006). Some (e.g. Milner, 1995) suggest that recognition from a company is a more effective motivator than financial rewards. The key, as Friedrich et al. (2010) suggest, is understanding what motivates people to change their behaviour, and using that knowledge to motivate them. Alongside this it is important to provide practical tips and solutions to help them make changes to their behaviour (e.g. Bekker et al., 2010; Friedrich et al., 2010).
PLANNING CHANGE
Effective planning is central to the success of interventions to deliver efficiencies (e.g. Comm et al., 2003; Cook & Hughes 2009; Milner et al., 1995). In particular, organisations need to ensure that prior to implementing change they have defined the changes to be made, the aims and expected outcomes, and realistic timescales (e.g. Leach et al., 2006; Cook & Hughes, 2009)
Organisations also need to gather relevant and robust data to use to make decisions about where and how efficiencies can be made (Cook & Hughes, 2009; Harrison et al., 2010). The lesson from the public sector in the recession of the 1980s is that a lack of information made it difficult to know where efficiencies could be generated (Cook & Hughes, 2009). Therefore, managers often tried to save money by making short-term savings, which often then had: “…a negative impact on long-term outcomes…” (Ibid; 35).
In addition, organisations will need to choose effective metrics in order to evaluate change, and continue to monitor and improve processes (e.g. Antony, 2007; Higgins, 2007; Harrison et al., 2010). Appropriate internal measures, and external measurement by benchmarking against other organisations, are crucial to knowing how efficient processes are, and where improvements can be made (e.g. Comm et al., 2003; Comm et al., 2005a). In addition, seeing the savings that have been made encourages staff as they see the value of their actions, and this motivates them to create more further savings (Marin-Garcia et al., 2008; Friedrich et al., 2010).
As part of the planning process, organisations may want to consider whether specific interventions are appropriate to all areas of their organisations. For example, Patwardhan and Patwardhan (2008) found that undertaking business process reviews was only appropriate in certain areas of hospitals, and not where clinicians decisions are paramount, or the process is not accepted by staff. The literature also suggests that it is useful to look at research relating to an intervention as part of the planning process to learn about how best to implement it (e.g. Sanders, 2005). Short pilot projects on a small scale may also be considered to generate ‘quick wins’, demonstrate benefits of an intervention to staff/senior managers, and therefore help gain support amongst staff/management for larger-scale implementation (e.g. Antony, 2007; Moore et al., 2007).
Finally, when planning interventions, they should be embedded into organisational systems and structures, rather than being ‘bolt-on’ activities (e.g. Friedrich et al., 2010; OPM, 2007). This means that staff remain focused on them, and see them as an integral part of their work. Examples of how to achieve this include: using leadership and management development programmes to effect a culture change throughout the organisation; making efficiency a theme within strategic documents; building efficiencies into competency frameworks; creating roles and responsibilities that relate to delivering efficiencies; putting efficiency and programmes on agendas of key decision-making fora; building efficiency competencies into recruitment processes; and introducing internal incentive structures that rewards departments for efficiencies (i.e. keeping a proportion of the saving) (OPM, 2007; Harrison et al., 2010).
OTHER PRINCIPLES

In addition to the key principles outlined under the three themes above, there are two other principles raised within the literature:
· Where appropriate, organisations should automate processes using IT solutions (e.g. Anglin, et al., 2008; Kaganoff, 1998). However, to be successful in generating efficiencies through automation it is important that:

· the principles behind the intervention are fully understood by staff before the software is used to automate a process (Antony, 2007)
· software is user-friendly and intuitive (e.g. Friedrich et al., 2010; Irwin, 2009)

· Training is provided to users to ensure they can use the software properly (Kaganoff, 1998).

· As far as possible, organisations should take a whole system view to generating efficiencies, rather than making piecemeal changes to individual processes (Radnor et al., 2006; Cook and Hughes, 2009). As Cook and Hughes (2009;35) explain: “A culture of process-specific renovation through work group-centric innovation comes at a cost of a diminished capacity to adapt processes to future technology environments, and hence create opportunities from integration that generate cost saving and improved outcomes. The multiplicity of approaches across the public sector in introducing web-based services in the late 1990s exemplified this.” 
CHALLENGES

The literature also describes the challenges that organisations face in delivering efficiencies. Naturally, a lot of these challenges are overcome by following the key principles outlined above. The two major challenges outlined across the literature are described below, along with the solutions used to overcome them.
Delivering more with less effectively relies on effective culture change in organisations- new ways of working, new responsibilities, and a different focus, for example- and this can be resisted by staff (e.g. OPM, 2007; Taplin, 2006; Radnor et al., 2006). Arguably, enabling and sustaining culture change is the most significant barrier organisations face. OPM (2007) suggest that there are several aspects to organisational resistance: fear of failure; perceived high risk of failure/negative impacts as poor performance has a higher profile than delivery cost; a lack of willingness to work in new ways with others; cynicism about the agenda and a lack of ownership; and staff feeling under continuous change and being resistant to more change/responsibility on top of what they are doing.
 Some of the solutions to this are covered in the key principles above (e.g. training, effective communication, empowering staff to own their services, providing incentives for efficiency gains, embedding an efficiency focus into organisational structures). Another solution is to take a devolved or ‘bottom up’ approach to efficiencies- seeing it as the responsibility of departments to come up with and deliver their own ideas (OPM, 2007). This is a useful approach to win the backing of managers and more junior staff. However, the literature suggests that those organisations doing this successfully, are those with high quality staff with a culture of generating efficiencies already established (Ibid).
The second significant barrier is a lack of capacity in organisations (e.g. Duncome et al., 2007; OPM, 2007). One aspect of this is staff not having the capacity in terms of time to deliver efficiencies, as they are often having to do this work alongside their regular jobs (OPM, 2007). This highlights the need, outlined above, for managers to make staff the time for this work, and embed it as a part of organisational structures and individual roles. The other aspect is organisations not having staff with the relevant skills to effect change, especially in smaller organisations (Duncome et al., 2007). For example, OPM’s review (2007) suggests that there is a lack of individuals with managerial skills, project management experience and change management expertise in the public sector. Potential solutions to this are training staff, recruiting staff with the required skills, and using consultants (Ibid).
2.2. Potential mechanisms for delivering more with less

This section describes the various mechanisms outlined in the literature that appear to have potential to help managers in HE deliver more with less. The literature review provided more information about some mechanisms than others, and that is why some mechanisms have fuller descriptions. It is anticipated that more information will be gathered (via literature and interview) about mechanisms to support development of the learning resources. It is also anticipated that other promising mechanisms may be explored that come to light as the project progresses. 
The aim of this report is only to briefly introduce the mechanisms described in the literature reviewed and provide some specific points additional to the key principles that are described above and generic to all mechanisms. The mechanisms discussed are business process reviews, idea capture schemes, management interventions, reducing energy use, knowledge management, academic –related interventions, collaboration and shared services, and procurement.
BUSINESS PROCESS REVIEWS

Carrying out a business process review (BPR) involves: “…fundamentally rethinking and radically redesigning business processes to achieve dramatic improvements in critical contemporary performance measures such as cost, quality, service and speed.” (Patwardhan & Patwardhan, 2008; 290). 
There is evidence suggesting that BPR’s can lead to efficiency savings and other benefits, for example in local authorities (OPM, 2007) and the health sector (Patwardhan & Patwardhan, 2008).  For example, Patwardhan and Patwardhan (Ibid) note that in the US, 21 health care organisations undertook BPR’s as part of a demonstration project and most (15) made financial savings as well as accruing other benefits (e.g. improved patient satisfaction, improved target attainment). They also examined the outcomes of BPRs at two UK hospitals, and found that both saw benefits (e.g. reduced waiting times, reduced length of stay for patients, faster diagnostic processes) and that one hospital made savings of £1 million by removing non-value added activities and increasing efficiency within the system (Ibid).
Patwardhan and Patwardhan (2008) suggest that there are some specific key success factors associated with successful generation of efficiencies in healthcare settings using BPRs:
· BPRs are most applicable to processes and organisations that need a complete overhaul, rather than those that need small adjustment/improvements. In local authorities, the most gains were made using BPRs in organisations that had not done much prior work on generating efficiencies (OPM, 2007)

· those undertaking BPRs need to take account of the complexity of healthcare organisations and their processes, which are more complex than the manufacturing environments within which BPR approaches were developed

· those undertaking BPRs also need to be aware of the nature of professionalised knowledge in organisations.  The authors note that the language used as part of BPR processes was “…alien to clinicians…” and that therefore the changes were sometimes “…rejected as management fads.” (Ibid: 292).
There are many ways of undertaking BPRs, and approaches that are associated with BPR processes, and lean thinking, enterprise architecture, balanced scorecard and statistical process control were all highlighted in the literature as potentially valuable.
Lean

Lean is a generic process management philosophy, looking to make processes as efficient as possible. The process was originally developed by Toyota as a means to make their manufacturing more efficient. Lean: “…provides a way to specify value, line up value-creating action in the best sequence, conduct these activities without interruption whenever someone requests them, and perform them more effectively. In short, lean thinking is ‘lean’ because it provides a way to do more with less – less human effort, less equipment, less time, and less space – while coming closer and closer to providing customers with what they really want.” (Comm et al., 2005a: 135). 

Essentially lean involves mapping processes to determine where there is wasted effort (e.g. duplication, inefficiency), or activities that do not add value for the customer of a service, and  remodelling processes to make them as effective and efficient as possible.  Comm et al. (2003) have developed a framework for universities to use in implementing lean thinking which describes how to take forward the approach.
Although it was developed in manufacturing, lean thinking is seen as potentially applicable to HE, especially professional and administrative services, as in the current context, there is a need to provide improved services at lower cost (Comm et al., 2005a). Understandably therefore, there is significant interest in lean from the HE sector (e.g. http://www.st-andrews.ac.uk/lean/). 

There is much evidence of lean thinking delivering financial, and time savings in the private sector (e.g. Higgins, 2007), the public sector (e.g. Radnor, 2006) as well as in HE. In relation to HE, Comm et al. (2005b) note that lean thinking has tended to reduce waste and improve operational efficiency, and note some of the processes in which universities have made savings using Lean (e.g. IT helpdesk, management of estate, procurement, budgeting processes). Moore et al. (2007) describe the savings from applying lean thinking to the work order process of facilities management at the University of Central Oklahoma. For example, they note annual savings of $14k on paper alone, and an improvement of 90 per cent in the average waiting time for a job to be completed.
There are some specific key success factors for implementing lean thinking successfully and seeing the benefits:

· In their study of lean thinking in the public sector, Radnor et al. (2006) note that some organisations implemented lean in full, embedding lean principles, using a range of different lean tools, and aligning improvement to strategy with a whole systems perspective. Others used a ‘Kaizen approach’, which involves using rapid improvement workshops to make small, quickly introduced changes. Whilst benefits were seen with both approaches, the research demonstrated that full implementation was more beneficial in the longer-term to organisations
· Comm at el. (2005b) note that the lean principles- which are value, value stream, flow, pull, and perfection- need to all be applied effectively in order to realise the full benefits
· Higgins (2007) notes that staff who are applying lean thinking to their work need to understand that they have a role in maintaining and improving organisational performance, whatever their function, and that this is why it is important to make processes more effective and efficient. Similarly, Radnor et al. (2006) write that staff need to have a focus on their customers, understanding who they are and what they want.
Enterprise Architecture

Enterprise architecture (EA) is a: “…high-level strategic technique designed to help senior managers achieve business and organisation change. It provides an evolving, dynamic way of describing and aligning the functional aspects of an organisation, its people, activities, tools, resources and data/information, so they work more effectively together to achieve its business goals. EA is also about achieving desired future change through design. It holds that by understanding existing information assets, business processes, organisational structures, information and application infrastructures (the ‘as is’ state) it is possible to ‘do something different’, something new and innovative (the ‘to be’ state).”  (Anderson & Backhouse, 2009: 8).
The JISC Early Adopters study (Anderson & Backhouse, 2009: 8) suggests that there is potential for universities to generate efficiencies and see other benefits by using EA. One of the partners in the project, University College Falmouth, is using EA to map current administrative processes, determine potential changes and efficiencies to be gained, and monitor/review the impact of their changes. 

To date, they have identified and used the EA modelling principles to model their Ad Hoc Room Booking  process ‘as is’ and develop a ‘to be’ process. From this they have been able to derive an estimated return on investment which allowed them to present the case clearly for change to management, and gain their backing. The model estimates that the proposed changes will save 60 days of work per year (equivalent to a 0.27 fte post).

Key lessons so far from the work include ensuring that non-technical language is used to explain the process to staff, and the value of learning from other universities using EA techniques.
Balanced Scorecard

The balanced scorecard (BSC) approach was originally developed by Kaplan and Norton (1996). It is a means of organisations reviewing their performance in order to improve, but critically, it focuses on more than just financial measures, as they only provide part of the picture. Amaratunga et al. (2001: 182) describe use of the BSC as: “…gathering critical non financial data to help pinpoint problems, improve processes and achieve organisational goals in ways that can be understood and used by all levels of the corporation, from line managers to senior executives.”
There are different ways to implement BSC in organisations (Witcher & Chau, 2008; Amaratunga et al., 2001). Witcher and Chau (2008) describe the difference ways used by two large companies:
· At EDF Energy corporate senior managers use a BSC approach to link strategic objectives to continuous improvement. The scorecard expresses the organisations strategic vision in terms of five ambitions (with associated performance measures). It is used as a tool to move the organisation towards its strategic aims.

· At Tesco a BSC approach is used to focus staff and stores on their core purpose, and ensure that they are working towards that purpose. It is not attempting to move the organisation towards a strategic objective, but to manage performance on a day-to-day basis.

There is evidence that some organisations have improved performance using a BSC approach (e.g. Amaratunga et al., 2001) Some universities have successfully used a BSC approach to improve performance and generate efficiencies, and their experiences will be explored by the project in the next phase of research.

Statistical Process Control

Statistical process control (SPC) uses statistical techniques to measure and analyse variation in processes (Antony, 2007). This enables the identification of variations that can be reduced within specific processes- leading to quality and efficiency improvements.  Antony (2007: 7) writes that SPC: “…has been widely accepted among quality practitioners as an aid for monitoring, managing, analysing and improving process performance by eliminating special causes of variation. The use of hard SPC data permits a scientific, databased management style in which decisions are made based on facts, rather than guesswork, and better products can be produced with less scrap and rework.” 

Roth (2005) writes that SPC can be useful in several cost-reduction strategies, including business process reviews, activity management, quality improvement, and efficiency improvement. Further investigation is needed to ascertain how helpful SPC can be to generating efficiencies in universities.
IDEA CAPTURE SCHEMES

An idea capture scheme is “…a formalised mechanism which encourages employees to contribute constructive ideas for improving the organisation in which they work.” (Milner et al., 1995: 4). Schemes can be generic, encouraging any ideas about how an organisation can be improved, or can be specific to a single issue, such as cost-saving ideas. There are four broad types of scheme (Leach et al., 2006):

· Centralised scheme, a single scheme for all employees

· Decentralised scheme, several schemes (e.g. by department or site) run independently within an organisation

· Work based schemes, which involve specific staff working together as a team to identify areas where processes could be improved, and then to suggest and implement solutions (e.g. quality circles and product development teams)

· Informal schemes, where there is no structure to generate ideas, but a formalised process to deal with them if a suggestion is made by a member of staff.

In the literature, there is evidence of efficiencies being generated through idea capture schemes across different sectors (e.g. Leach et al., 2006; Marin-Garcia et al., 2008; Milner et al., 1995). For example, leach et al. (2006) reviewed the evidence and note that:

· a survey of 513 UK organisations found that those with more successful major innovations reported higher levels of idea capturing from non-management employees

· A survey of suggestion schemes at 40 UK companies revealed an average yearly saving of £63k with a range from £10k to £1.9m.

· A survey of 63 UK organisations revealed a combined saving of £153m in one year.

In addition,  Marin-Garcia et al. (2008) cite the example of a Spanish company that have saved over 50,000 euros annually through a staff suggestion scheme, and over 100,000 euros annually through the work of a continuous improvement team of staff.
There is evidence that the most effective schemes are work-based schemes, followed by decentralised schemes (e.g. Leach et al., 2006; Marin-Garcia et al., 2008). However, regardless of the type of scheme, there are some key success factors to take account of (Leach et al., 2006; Marin-Garcia et al., 2008; Milner et al., 1995):

· There should be encouragement for all staff to participate, whatever their grade and role. This is especially the case if people are being rewarded, as if the scheme is only open to some individuals/groups, those who have no chance to participate may feel the situation is unfair
· It is important that staff have clarity regarding scope of the scheme (i.e. what they can suggest) and the process by which ideas are evaluated and implemented (i.e. who does what by when). Ideally ideas are processed, evaluated and implemented quickly- evidence suggests that staff lose faith in a scheme that takes a long time to assess and implement any ideas.
· The process for the evaluation of ideas needs to fair and transparent, with clear timescales. 
· It is important that all who suggest ideas get feedback on what happened with their idea and why. It is critical that those ideas that don’t go forward are not classed as ‘rejected’, but that responses are framed in a positive way, emphasising the value of the idea and encouraging the individual to continue to contribute ideas
· Rewards for ideas can be an important motivator for staff. The types of rewards commonly used are cash bonuses, non-monetary rewards (e.g. time off, goods) and recognition (e.g. thanks from CEO, award etc.). The evidence suggests that non-monetary rewards and recognition are more effective than cash bonuses in making schemes successful.
· Publicity is critical to the success of a scheme. It is good practice to name the scheme so that it is instantly recognisable, and to ensure continued (and varied) publicity to keep it at the forefront of the minds of staff.
MANAGEMENT INTERVENTIONS

The literature suggests that most of the interventions managers need to make are generic to all efficiency-related interventions, and are outlined above. However, the literature did include some more specific ways that managers could contribute towards generating efficiencies. 
Firstly, Schoenberg (2009) carried out a literature review looking at how managers improve the performance of their organisations in recessionary times. Ten studies were identified, which had looked at 650 businesses operating in the recessions of the ‘70s, ‘80s and ‘90s. All the studies identified the same three core elements of success:

· Focus on the core business of the organisation: Successful business focused on their core business- the one in which they had the most strengths and/or were the most profitable in. This often involved pulling back from activities that were less profitable. The successful business recovery strategies were therefore characterised by having a clear competitive strategy within this core business, managers knew who their target market was, had a distinctive product or service that they were offering, and really understood the needs of customers.

· Good cost control: This is something that all companies do, but the evidence showed that how it is done is important. Companies struggled where they only carried out ‘easy target’ cost savings (e.g. cutting R&D) or became overly focused on internal cost cutting and as a result lost touch with their customers and compromised the product or service they were offering. Those businesses that thrived were able to cut costs without compromising core business as they were very clear about who their target market was, what they were offering, and what those people wanted. Therefore, they could identify areas that did not add value to the customer, and make savings in these areas.
· Positive and committed management approach: Successful companies had a management team with a bias for action and a clear sense of direction. This engendered confidence and commitment throughout the rest of the staff, helping lead to positive outcomes.

Secondly, Harrison et al. (2010) have carried out research looking at how leadership and management development programmes (LMD) have contributed to organisational culture change, which is necessary to successfully generate efficiencies. Their review of literature and research suggests that LMD programmes can help facilitate the required culture change if:
· the desired culture is clearly articulated, and there is a framework in place linking LMD activities to potential culture changes, and demonstrating how LMD activities are designed to effect change through managers. However, they note that there were very few examples of this in universities.

· LMD specialists are involved in discussing with senior managers what culture changes they would like to see, and how LMD can support, enable and deliver culture change.

· LMD is part of a package of measures to deliver culture change.

· an LMD programme is maintained for a number of years.

INTERVENTIONS TO REDUCE ENERGY USE

There is evidence that interventions to reduce energy use, such as technical interventions (Altan, 2010) and behaviour modification schemes (e.g. Bekker et al., 2010; Friedrich et al., 2010) can make significant savings. 
Altan describes some of the technical interventions that can save money. The most successful example was the installation of control systems, and  “…equipment efficiency improvement initiatives recorded the highest levels of success by leading to between 10% and 46% reductions in energy demand.” (Ibid: 5). Savings were also made through insulation interventions and the switching of power sources. The investment required to install control systems and switch power sources is higher than insulation interventions, and therefore Altan (2010: 5) suggests that there is:  “…a strong case for taking into account fabric insulation as a key measure in HEIs.”

There is also evidence that behaviour modification schemes can affect the energy consumption of individuals, which can save money for organisations. Altan (2010) notes that schemes aimed at students based on raising awareness and using ‘carrots and sticks’ have reduced energy use in student halls and saved money. Bekker et al. (2010) cite several instances of such savings in student halls, and report on a case study in New Zealand with estimated savings of NZ$1,300 per semester in a hall of 190 students. The scheme worked by raising awareness about energy use, letting students see what energy they had used, and offering an incentive for the students if the hall met specific savings targets. Friedrich et al. (2010) report on a range of interventions to modify behaviour and reduce energy consumption in homes and businesses, and found that such: “…programs can deliver significant savings, although the range of savings varies widely.” (Ibid: ix). For example, one intervention provided real-time displays of energy use in the home, and evaluation showed an average energy saving of 6.5%.

Key success factors across behaviour modification schemes are giving feedback and ensuring visibility of energy use, offering incentives for individuals/groups to make savings, and providing ideas and tips on how to save energy (Bekker et al., 2010; Friedrich et al., 2010).
KNOWLEDGE MANAGEMENT

Knowledge management (KM) is a means of collating and organising the knowledge contained within an organisation and its staff, so that it is easily and quickly available to all staff. This enables staff to draw on the lessons that others have learnt, and the work that has been done previously, rather than having to start over on a new piece of work. The literature suggests that there can be savings made through effective KM:

· Aaron (2009) describes part of the KM infrastructure at the global consulting company Accenture, called Knowledge Exchange. It holds all the information that staff use and need in the course of their roles- such as contracts, presentations, pitches, reports, and approaches/methodologies used. It is searchable, so that staff taking on a new contract can search the system, and take on board the lessons from anything similar that colleagues elsewhere have done. A robust evaluation of the time savings for staff from using the system demonstrated a return on investment of over $18 for every $1 invested.

· Kurniawati et al. (2006) discuss an electronic process guide/experience repository (EPG/ER) developed and used within a small software company. This is a web tool that contains information and help specifically indexed by processes to provide on demand information to staff (e.g. containing checklists, examples, templates, anecdotes, lessons learned, code fragments, and links to other useful information). The research showed that the tool saved staff time, and improved the quality of the work that they did. 
More investigation will be needed to determine whether KM approaches can have benefits for universities, and whether they are only applicable in certain contexts with certain processes.

ACADEMIC RELATED INTERVENTIONS

The literature included some interventions specific to the education element of HE. These relate to academic organisation, academic practice and libraries. Capaldi (2009) discusses the academic reorganisation undertaken at Arizona State University. The aim was to: “…transform the academic organisation of a university to fit the current mode of intellectual inquiry which is broader, more individualistic, and more interdisciplinary than previous modes  and at the same time to conserve university resources.” (Ibid: 19).  The reorganisation involved reducing the number of academic departments by combining faculty and their related intellectual interests into larger multi-disciplinary groups. This has meant that activities traditionally handled by departments (e.g. administrative work, certification of dissertations/theses, administration of undergraduate curricula) are handled by staff connected to the larger multi-disciplinary groups, taking advantages of economies of scale. As a result, savings were made, and the elimination of small colleges (into other units) saved $500k of recurring expenses per unit, with the total saving from the reorganisation being $13.4m (Ibid).

The literature suggested some other ways of making savings that may be relevant to some institutions:
· Anglin et al. (2008) investigated whether using online rubrics (predetermined criteria used to assess essays and other subjective assignments, allowing standardised evaluation of work) saved time over hand grading, and even paper-based grading using rubrics. The research found that using online rubrics saved academic staff significant time over traditional grading, and paper-based rubrics. Using this method did not lead to any negative reaction from students.

· Rosenfeld et al. (2008) investigated the efficiency of a non-traditional approach to interviewing students for medical school, the multiple mini-interview (MMI). The MMI involves candidates visiting 12 stations on a carousel system covering different aspects of selection criteria, rather than having an individual panel interview. Research has demonstrated that the MMI has positive psychometric qualities as an assessment tool and is more effective at selecting good candidates than the traditional process. The case study demonstrates that the process saves time and money over the traditional approach, with the potential to be done even more efficiently, whilst keeping the same level of quality. 

There is also some evidence in the literature of savings being made by interventions in academic libraries. Firstly, Cronin et al. (2009) describe a two day fines amnesty at a university library, carried out at minimal cost. The library had books returned worth an estimated 5,250 euros, and waived fines of 1,450 euros, generating a saving of 3,800 euros against replacing the unreturned books. Irwin (2009) describes the benefits of automating an inter-library loan system so that library users enter details online, and search for books, rather than putting a paper request for items to library staff. A six month trial of the software showed that savings of NZ$14,000 could be expected annually from the system.
COLLABORATION AND SHARING SERVICES

There is some evidence in the literature to suggest that collaboration and shared services (e.g. revenue and benefits, payroll, HR etc.) could generate significant savings (OPM, 2007; Kaganoff, 1998). Kaganoff (1998) cites instances of savings made in US institutions, such as 17 independent non-profit colleges and universities in Virginia that joined together to purchase a contract with a long distance network carrier and expected to save a total of $4.65 million over the three-year contract. O’Shea (HEPI/JISC, 2010) discusses the savings already made through universities working together, and suggests that there are further efficiencies to be gained (e.g. by using common university administration systems). Binks et al. (2006) argue that sharing services is a proven route to generating efficiencies and increasing quality in the private sector, and that sharing services between the public and private sectors could lead to significant efficiencies and benefits for the public sector. The Policy Exchange (Massey, 2010) has also argued that shared services have the potential to deliver significant savings for universities, and cite some successful examples of such services.
However, Duke and Jordan Ltd (2008) suggest that there are various inhibitors to developing shared services within HE (e.g. VAT issues) and further investigation is required to ascertain in what circumstances working together can meet the needs of all parties and generate efficiencies.
PROCUREMENT
There is some evidence in the literature that savings could be made through improved procurement processes (OPM, 2007; Duncome et al., 2007; HEPI/JISC, 2010). There is evidence of savings being made as a result of using processes such as purchasing calendars, bidders lists, a central warehouse, and e-procurement (Duncome et al., 2007; HEPI/JISC, 2010). 

In terms of potential savings, Duncome et al’s (2007) research with schools suggested that the use of a central warehouse is associated with a 37% reduction in per pupil spending; the use of purchasing calendars are associated with a 24% reduction in per pupil spending; and the use of bidders lists is associated with a 32% reduction in per pupil spending.

3. conclusion and Next steps

As Kaganoff (1998) found in her review, there is a lack of case study evidence in the literature that details mechanisms used to make savings and that describes implementation and precise savings made. However, the literature has highlighted a number of key principles for the successful delivery of efficiencies and a number of mechanisms that have the potential to deliver savings within universities. 

The next steps for the project will be to gather more information about the most promising mechanisms for generating efficiencies, and conduct interviews with managers who have used these (and other) mechanisms to deliver efficiencies in order to learn lessons direct from them. 
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