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HEFCE FUND FOR THE DEVELOPMENT

OF GOOD MANAGEMENT PRACTICE

2000-2001 BIDDING ROUND

STAGE 2 APPLICATION FOR FUNDING

1. Financial Benefits 

The main outcomes of the project will be to generate initiatives within participating Higher Education Institutions (HEIs) to achieve cost-effective environmental improvements, for example, by reducing paper and water consumption or using energy more efficiently. The proposal therefore conforms to the overall aims and approach advocated in HEFCE Guide 00/04 Estate Strategies. 

The potential for savings is demonstrated by current levels of expenditure on environment-related heads such as:

· direct expenditure on energy, water and paper (for example, Bradford currently spends around 10% of its total purchasing spend of £20 million on these items)

· direct expenditure on waste handling and disposal, and the original raw material costs of substances which have become waste 

· indirect costs associated with the above e.g. equipment costs and staff and administrative time.

Recent government initiatives, such as the climate change levy and landfill tax, are likely to further increase these costs in coming years. 

The potential for cost savings is demonstrated by a number of existing ‘best practice’ initiatives:

· Cardiff University saved approx £70k annum on energy through some simple remedial actions which incurred initial expenditure of £25k

· at Glasgow University an energy awareness day produced a 13% reduction in energy consumption compared to a similar day on previous weeks, whilst the Geology Department saved 20% of its energy consumption from simple good housekeeping measures such as radiator monitoring and lighting fixture replacement

· a new CHP plant at Coventry University had a payback period of 4 years and is thereafter producing an annual saving of £40,000 for the remaining 10 years of the contract

· a kitchen energy management project at York University produced savings of 25% per annum through equipment replacement with a payback of 3 years

· a new energy plant at Keele University’s Chemistry block reduced running costs from 37k to 5k per annum, achieving a  payback of 3 years

· at Manchester University energy consumption has been reduced – despite a substantial rise in student numbers -  by 36% in 8 years, providing cumulative savings of over £2 million. The reduction has been achieved through building energy management systems, heating controls, and reducing losses in steam raising. 

However, these initiatives are currently the exception rather than the norm, suggesting that more support is needed for all possible cost-effective measures to be an adopted. As an illustration, a recent pilot exercise at Bradford sought to identify total utilities expenditure and consumption as a prelude to identifying cost-effective opportunities to improve energy and water efficiency. It found a number of schemes where savings in the order of 10% can be achieved with payback periods of less than two years, often with little required investment. 

One obvious solution to this slow take-up is better dissemination of information about successful initiatives. However, conventional means of doing this can be expensive. The creation and use of web-based processes both for benchmarking and dissemination of environmental management information which this project is adopting enables the costs of data transfer and benchmarking to be significantly lower than for paper based systems. It is also likely that, with the support of national bodies such as AUDE and JPPSG, other elements of environmental performance management could be built into the web portal thereby achieving further financial efficiencies.

Of course, the actual financial returns from the proposed project depend upon managerial effectiveness, levels of investment available and the sophistication of environmental performance management and accounting systems. One barrier to achieving these savings is internal accounting systems, which make it difficult to identify and assess indirect expenditures. Another common barrier is the absence of an overall management strategy to translate the wide range of advice, guidance, measures and best practice available into concrete improvement measures. The project is intended to overcome both these barriers. 


2.
Non Financial Benefits

The project will benefit higher education in non-financial ways by:

· improving its environmental performance

· strengthening environmental management competence and morale

· improve the sector’s public image

· creating educational opportunities for students.

Government policy, public opinion and many other external pressures are all requiring organisations to improve their environmental performance. Improved environmental responsibility has also been a long-standing aim of the sector since the time of the Toyne Report. Although many of the possible means of improvement can be financially beneficial, they will often be necessary even if this is not the case. 

This project should help HEIs to respond to these pressures by, for example:

· reducing CO2 emissions and thereby making a small contribution to the national targets established under the Kyoto Protocol

· reducing solid waste generation and therefore helping to meet government targets for a reduction in the amount of waste sent to landfill

· reducing water consumption and thereby helping to reduce the possibility of water shortages in future years.

The project should also improve management capability by increasing knowledge and helping to create an adaptive or learning culture, which can build on the early achievements of the workshops and benchmarking activities.

These activities should have a positive impact on the sector’s image which, as with any large organisations, is increasingly likely to be based on perceptions of its environmental commitment and performance. It is likely in the future that HEIs will come under greater scrutiny, perhaps equivalent to private sector companies, to report and demonstrate their environmental performance. Indeed the Business in the Environment Index on Corporate Environmental Engagement now includes HEIs and the results of these surveys are reported to the media alongside other public sector bodies and private sector companies. As an example, Bradford is placed in the 2nd of the 5 quartiles (1 being top, 5 being bottom). Creditable as this position is, the rankings of all HEIs will be vulnerable over time as expectations of what constitutes good environmental management change. 

Finally, there is potential for student and academic research and learning activities to be included in the project process. At Bradford, teaching modules at both UG and PG level uses Campus Environmental Management as a focus for project and assessed work and the lessons from this will be passed on to other institutions. The growth in Teaching and Learning networks in the Environmental Sciences and Geography teaching field also provides another mechanism for stimulating teaching activities around campus focussed environmental projects.

3.
 Continuing Benefits


The experience of environmental leadership organisations in the private sector is that environmental improvement is a long-term process. It requires an integrated approach, good information and skills in the management of change. A key aim of the project is therefore to strengthen the HEI environmental management infrastructure so that benefits continue after its cessation.

There is at present a strong sense of duplication and fragmentation of effort within HEI environmental management. This project aims to draw together existing efforts through the creation of networks, and establishment of a portal web site. The intention is that the web site will continue after the life of the project, funded by subscriptions by individual HEIs seeking access to the comparative data posted there. In our experience people are willing to pay for feature rich, information relevant and user friendly web based services.  By building an affordable subscription section into the web design this is expected to provide revenue to maintain the facility and roll-out the initiative across the sector. A subscription level of between £300-500 is envisaged. 

Another key to successful environmental improvement is the vision and change skills of managers given environmental responsibility. This will be achieved by generating new or improved information to alert responsible managers to environmental improvement opportunities within their own institutions.  The project will also improve the competence and confidence of the pool of staff charged with responsibility for environmental management or who are seeking to improve environmental performance. The primary means for doing this will be working with peers through ‘action learning’ initiatives to develop a shared understanding of problems and identify solutions. Identification of key areas of performance, and their associated performance measures, is a very useful means of achieving this and is also, of course, useful in its right.  In the private sector considerable success has also been achieved through peer mentoring, by which companies seeking to improve performance learn from other companies who have achieved improvements from similar starting points. The results of these activities should be manifested in a continuing stream of initiatives by HEI staff who have taken part in the project.

Finally the project is seeking to mainstream environmental performance management across management practice rather than be viewed as a responsibility of estates or some other function. This too should create a change in attitudes which will persist beyond the life of the project. 

4.
Project Management and Collaborative Links

Expertise of Individuals and Collaborators

The project will be co-ordinated by Dr. Peter Hopkinson, who will be supported by Professor Peter James.

Peter Hopkinson has extensive experience in project management and applied research in the field of environmental performance assessment and management. He manages a post-graduate programme in Business Strategy and Environmental Management which includes extensive project work around environmental performance measurement. He has published work on the development of environmental performance indicators and also the problems of using indicators to compare performance between sites and across time. He is an experienced facilitator of group and team based project work and has run many workshops. 

Peter James has extensive experience as a consultant, business school researcher, teacher and professor, manager and journalist in the fields of environmental management, business strategy and organisational change. Over the last decade he has held appointments as Senior Research Fellow, University of Warwick Business School; Senior Lecturer in Business Strategy, University of Stirling; Professor of Management and MBA Director, University of Limerick and Assistant Director of Research at Ashridge Management College. He is currently an independent consultant and researcher, and part-time Professor of Environmental Management at the University of Bradford. His recent books, with co-authors, include Sustainable Measures: Evaluation and Reporting of Environmental Performance (Greenleaf, 1999) and The Green Bottom Line: Environmental Accounting for Management (Greenleaf, 1998). Peter has run a number of courses, workshops and in-company programmes on environmental benchmarking and improvement, and the change skills of environmental staff. The companies involved include ICL, Royal Mail and Xerox.

Bradford will also supply expertise from both the Estates function and the Purchasing function via Colin Fairweather (Head of Estates and Regional Chair of AUDE, NE) and Steve Wilson (Head of Purchasing).  Colin is a chartered surveyor and has been head of Estates at Bradford for over 10 years. He has worked with Peter Hopkinson to support environmental management projects and initiatives over the past 4 years. Steve is based in Corporate Services at the University and has been active in building environmental considerations into supply chain management practices as well as into tenders for specific purchasing contracts. 

The project will also have the close involvement of estates, procurement and academic staff at the three collaborating HEIs, Cheltenham and Gloucester C&G), Leeds Metropolitan (LMU) and one further body to be agreed. (There are a number of candidate partners to fill the vacant position but we wish to have fuller discussions about the ideal balance of partners, and the feasibility of data capture before making a final decision).

Martin Bennett, Principal Lecturer in Accounting at Cheltenham and Gloucester, is a well-known expert on Environmental Performance Evaluation and Accounting and Chairman of the European Environmental Management Accounting Network. C&G have also been actively developing an Environmental Management System (EMS) which requires that they have in place robust environmental performance monitoring and management systems.

LMU too have been very active in developing environmental performance benchmark data. The lead officer at LMU is Andrew Nolan who also sits on the Regional Business in the Environment (BiE) practitioner group which includes several Regional HEIs. One objective of this group is to develop key environmental performance indicators which will become part of the BiE Index of Corporate Engagement survey next year.  

Project Management
Dr. Peter Hopkinson, a Senior Lecturer in the Department of Environmental

Science, will manage the project. Professor Peter James will support him, 

especially in the overall strategic direction of the project, running the workshops and website content. 

The project will set-up a steering committee and a management group. The purpose of the steering group is to identify the needs of key stakeholders, to minimise duplication of existing initiatives, to review progress of the project (using the main project performance indicators – described below - to monitor the achievement of objectives), and to help disseminate the project outcomes. It is estimated that it will meet four times during the life of the project. Its membership will therefore be drawn from important stakeholder organisations. Commitments to join the steering group have already been received from Vic Slater, Chair of the Association of University Directors of Estates (National), Mike Noble, Chief Executive of Yorkshire and Humberside Universities Association and Dave Reynolds, Deputy Director of the Joint Procurement Policy and Strategy Group (National). In the phase 1 bid we also had the support of Mike Eastwood, Director of CHEEP and lead body on HEFCE funded project GMP6. However, Mike is leaving his post prior to the submission of this stage 2 bid. He has indicated that he is confident his successor will be supportive of the project and will wish to be represented on the steering group but, as an appointment has not yet been made, we cannot conform this at present. Steve Brunt, who works for CHEEP on Water Benchmarking in the HE sector, has indicated that he would he be happy to take on this role, subject to the approval of the new Director.

We have identified other sectoral bodies who may also be invited to join at the commencement of the project including ShareFair, Environmental Association of Universities and Colleges (EAUC), Going for Green and the Environmental Technology Best Practice Programme (ETBPP, now known as Envirowise). 

The management group will comprise members from each of the four participating HEIs. Its primary purpose is to co-ordinate the development of standardised measures and the production of data during the first year of the project. It will contain the key people involved in implementation within the HEIs. It is likely to meet on at least 4 occasions during the first year of the project.

Role of Performance Indicators
Performance indicators are central to the project because the aim is to develop standardised indicators which can be used to compare environmental performance. The measures which can be used to assess the success of the project itself include:

· number of attendees at project events

· number of HEIs contributing data to the web site

· number of HEIs adopting the set of environmental performance indicators in their management strategies

· number of hits on the web site

The ultimate performance measures for the project are improvements in

 participating HEIs, and the sector as a whole, in key environmental parameters

 such as energy efficiency and water consumption.  Exactly how these should be

 measured is part of the content of the project.  The lesson from the applicant’s

 research is that measures are most effective when those who must take action

 to improve them are involved in their development and definition. 

The project will also explore the value of developing an HEI environment index or template to be used to assess performance on a number of parameters.  A similar template has been devised and promoted by the HEFCE Energy Management Project for the more specific area of energy.  An index associated with this project may include managerial responsibilities and structures, monitoring, objectives and target setting, indicators, funding and budgets, auditing, measures and initiatives, training and awareness, programmes and processes etc. If developed, the index could be used to track the progress of individual HEIs, and compare their performance over time. 

Post Hoc Evaluation
The evaluation of the project will be determined firstly from a compilation of the progress reports and achievements reported by the steering committee. Secondly the co-ordinator will undertake a series of interviews with the participating universities, steering group members and other key stakeholders to review the changes that have occurred as a result of the project and identify both successes and barriers to progress.

The evaluation will take place and be reported not more than 6 months after the completion of the results of the main activity. 

List of Partners 

The lead body on the project is the University of Bradford. The main collaborative partners on the project are:

Cheltenham and Gloucester

Leeds Metropolitan University

One other National HEI to be determined

Yorkshire and Humberside Universities Association (YHUA).

Association of University Directors of Estates 

Joint Procurement Policy and Strategy Group.

Letters of support and commitment from each of the partners is provided as an attachment.

5. 
Project Milestones 

The deliverables of the project will occur during four main stages:

Stage 1 – Action Workshops
The key milestone of this stage is running up to 3 free ‘action workshops’ around the country on the topic of Improving Environmental Performance, targeted at environmental champions within HEIs. These workshops will be managed by the two project leaders, supported by the project officer. The workshops will aim to recruit a wide cross section of key staff including Estates, Purchasing, Finance, Residential Officers, Senior Academics and Senior Management. There is no fixed target for number of attendees although a figure of between 15-25 is desirable. The workshops will have the dual purpose of developing individual’s managerial capabilities, particularly in terms of leading change within an organisation, and identifying a set of key performance areas indicators which could be established in a variety of universities. These will then provide a framework for the remainder of the project.  Representatives from other initiatives concerned with improving environmental management will be invited to speak at the workshops, and will be consulted on their planning. The main deliverable will be a publicly available summary of the workshop discussions. 

Stage 2 – Developing Indicators

The two milestones of this stage are publication of a set of standardised indicators (near its start) and posting of data on the web site for each of these indicators by the HEI partners (at its end). This will involve detailed work at the University of Bradford and partner universities to collect detailed data, developing appropriate measures in collaboration with the university managers (e.g. finance directors) who will make use of them, and the preparation of a guidance document providing definitions, advice, examples etc. for other universities. Where available, use will be made of data from existing initiatives, e.g. on energy efficiency. 

Stage 3 – Launch of Web Site and follow-up Activities

The key milestones from this stage are the launch of the web site and running of workshops in each of the four participating HEIs (see section 6 for more detail). As stated previously the web portal is a distinctive feature of this proposal and will enrich both the project outputs but also the dissemination process. 

Stage 4 – Development of Web Site 

The key milestone for this stage is creation of a fully developed, password-protected web site (see section 6). 

A detailed timetable of events is provided in Figure 1. 

Fig 1: 

Project timetable, showing the different strands of the work to be performed.
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6 
Project Reporting and Dissemination 

Regular project reports will be prepared for the meetings of the management group and steering committee. These reports will also be used to appraise the Vice Chancellor of Bradford University, and senior managers at other partner institutions, about the progress of the project. 

The project will achieve dissemination through events, the project web site and publications in journals promoting sustainability and environmental activities within HE and similar organisations. The key dissemination activities will occur during stage 3 and 4 of the project. 

Stage 3 

Data from stage 2 will be published on the web, together with the guidance document, and comments solicited from the higher education community. Workshops will be held at each of the HEIs participating in stage 2 (Bradford, C&G, LMU plus one other) to review the lessons learnt from the exercise, and how the data could be used. The morning will be open to other HEIs, with the aims of developing their knowledge and change skills and gaining more participants in the benchmarking database. The afternoon will be for an internal audience, and will be aimed at building awareness and commitment amongst senior decision-makers, strengthening the competence and ‘change mandate’ of internal environmental champions and developing concrete improvement plans. 

It is also likely that several more specialised events might be arranged in collaboration with representative bodies e.g. AUDE.

Stage 4 

The web site would be updated with new material emerging from stage 3.
 Other HE bodies would be invited to post data on the site. A charging mechanism for access to data would also be put in place to allow the project to continue beyond the end of HEFCE support. This would aim to cover the costs of maintaining and updating the environmental performance data and is likely to be around £300-500 per institution, depending upon numbers.

The project puts great emphasis on web-based dissemination as this has a number of advantages over a paper based system, in particular:

· lower running costs

· ease of updating

· interaction with site users via email, bulletin boards etc

· ability to link to wide range of other complementary and supporting sites

· ability to enrich the site with value added services and facilities. 
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