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This document outlines my final proposals for re-organising some part of the College’s administration.  It follows from initial proposals in October 2008 and a consultation period across the College, with staff in the departments concerned, and with Trades’ Unions since that time.

Vision
I am seeing to create three departments out of four current departments, to give the College:

· A single department with a clear and explicit brief for marketing the College and for recruiting students

· A single department with responsibility for managing students’ registration with the College and our provision of central welfare and support to those students

· A single department responsible for academic governance and for strategic planning 
This is important now because of our current strategic challenges: 
· A need to focus on improving the student experience
· A need to increase the number of international students at the College

· A need to focus our portfolio of programmes to ensure that we operate within our means

Marketing, Recruitment and Communications

This department would be formed from the Communications and Publicity Department and from most of the Student Recruitment section in Registry (responsibility for admissions would lie with the Student Office, discussed below).  It would have responsibility for:
Marketing: 
this includes promoting our programmes, but is much more than this.  It includes managing and maintaining our brand; gathering and sharing, with academic departments, hard information about what other universities are doing; working with academic departments to ensure that our portfolio of programmes is attractive to students; gathering intelligence about current and future student demand; and ensuring that promotional materials generate student demand for programmes at Goldsmiths.

Student recruitment:
being those activities, aimed at both home/EU and international markets, which seek to interest students in Goldsmiths; advise them on their qualifications and their appropriateness for Goldsmiths’ programmes; and to ensure enough applications to Goldsmiths from suitable students that our admissions process is one of selection rather than quota-filling.  I say more below in relation to international student recruitment, to enquiry handling, and to widening participation.
Communications:
This includes external communications (including press and PR); internal communications; publications; and responsibility for the content of corporate web pages.  This latter is currently – in practice – shared between the communications team and the web team in IT services.  Under the new model which I am proposing here, IT Services would have responsibility only for the infrastructure which supports our web presence.  This is a more workable split of responsibilities which will be enabled by the content management system which the web team are implementing. 
I flagged three issues for discussion: widening participation, international student recruitment, and enquiry handling.

The widening participation team is currently part of the student recruitment function, and it will go with that function into the new department.  This matches one strand of the widening participation team’s role – that of ensuring that we attract students fro all backgrounds to Goldsmiths.  It is important to recognise that the widening participation team also has a role to play in ensuring student success: that is, addressing student non-continuation.  This role is shared with other support services at Goldsmiths: for instance, the current Student Support Office and the Language Studies Centre.  The current work that is being done to restate our widening participation strategy is a means by which we can consider how best to support this strand of activity and whether for instance, we should establish with a greater degree of contractual permanency the widening participation team (several of whom are currently on fixed-term contracts.)

The market for our students is varied, but there is one clear divide that we must recognise: that is, the difference between home/EU recruitment and international recruitment.  Two factors make this particularly striking.  Firstly, and bluntly, we charge more for international students.  International students are aware of this and are sensitive to how different universities treat them as applicants.  Secondly, the decision to come to Goldsmiths typically represents a greater upheaval for an international student than for one from another part of the UK.  For a home/EU student, there is a mass structured application process, well catered for by schools and sixth-form/FE colleges, which means that Goldsmiths is only one of many universities to which most of our students apply.  For an international student, the factors informing the decision about where they apply to are different.
Accordingly we need to have different approaches to recruiting international students than for home/EU students.  I would thus expect the recruitment process activity to differentiate between home/EU and international work, and in relation to international students offering a more individuated service through the applications and admissions process.  Although admissions activity is run within the student office, we must ensure that international applications are dealt with quickly, and that admissions staff keep the recruitment team informed so that applicants feel happy about the process.  I am not suggesting that the recruitment team handle the admissions process, but that they can act in some sense as the agent for the applicant in this process.  
Finally, in relation to enquiry handling, there is currently an Admissions Enquiry Unit – based within the admissions team – which has responsibility for communication with all enquirers and applicants, from prospectus requests and course enquiries through to specific questions about the progress of an individual student’s application.  Responsibility for prospectus and course enquiries should lie with the Marketing, Recruitment and Communications department; responsibility for queries about the progress of applications should lie with the Student Office (see below) except that for international students we would expect the international recruitment team, based in the Marketing, Recruitment and Communications department, to focus on continued good communication with applicants, liaising as necessary with the admissions team.  The new student record system will in due course make this easier.
Student Office
This department would be formed by the merger of the Student Support Department and parts of the current Registry – the admissions, enrolment, student records, fees and assessment sections.  It would have responsibility for:
· Managing students’ registration with the College: this includes, as discussed above, the admissions process (turning applications into confirmed students); enrolment (which is the process whereby we make a formal contract with a student); and fee collection.  This latter must be a process shared with the Finance Department, with appropriate rules or mechanisms for deciding when and how we chase tuition fee debt.  The new student record system will integrate better with Agresso, making the process smoother and more susceptible to good management.
· Managing information about our students: the Student Office will own the student record, and be responsible for student statutory returns (HESES, HESA, TDA, and LSC).
· Managing the assessment process: operating schemes of assessment; managing the process of invigilated examinations; in partnership with academic departments, providing a single point of hand-in for assessed coursework; managing student appeals against assessment outcomes.  As we take on more responsibility from the University of London for research degree examinations, this may also be the appropriate office to manage research degree examinations: an alternative would be the Graduate School office.  No decision on this need yet be taken.
· Providing student support: access to financial support, through fees, bursaries, scholarships and student loans (via the Student Loans Company); advice and support for students with disabilities; access to counselling and other forms of support through the chaplaincy; support for students with caring responsibilities; managing our support for students’ health and wellbeing; support for, and management of arrangements to regulate, students under 18; and generally support for students’ integration into Goldsmiths (for instance, via induction)
This department would have responsibility for taking forward the notion of a one-stop-shop, which would aim to improve the quality and efficiency of student transactions with the College.  Although this paper only proposes a management structure, a one-stop-shop would clearly need a dedicated space, which will be picked up in the estate master planning exercise.  Also, for clarity, I should stress that not all of the above services would be delivered through a one-stop-shop: there are issues of privacy in relation to, for instance, counselling, which would make this inappropriate.

Planning and Academic Governance
This department would be formed by merger of the Planning Office with the Deputy Academic Registrar’s section and the Quality section of Registry.  It would have responsibility for:
· Academic quality assurance: programme approval; annual programme review; external examiners; support for external quality compliance (for example QAA); academic regulations; and the national student survey.
· Support for the external programme: working with relevant academic departments, supporting programme boards; student registration and assessment; programme development; and managing the relationship with the External Programme at Senate House.

· Academic board and its committees: with overall responsibility for the academic committee structure, and specific secretariat support for some of the committees; and responsibility for supporting academic departments in operating effective departmental boards.  
· Strategic planning: supporting the College’s annual and strategic planning processes, working closely with Pro-Wardens, academic departments, and other administrative and support departments; also supporting strategic departmental reviews
· Oversight of statutory statistical returns: working with colleagues in the Student Office, in Finance, in HR and in Estates to ensure that our statutory statistical returns are correct, consistent and complement our strategic narrative.
· Student complaints: managing student complaints which have progressed beyond the initial attempts to resolve matters, with a view to ensuring resolution in a timely manner.  The department would also have responsibility for liaison with the OIA.
· Graduation ceremonies: delivering graduation ceremonies for students, working with colleagues across the college.  
There are two particular arguments I would make in favour of this latter department’s creation.  Firstly, it brings together the quality assurance dimensions of programme development and approval with the resource and strategic dimension of programme development, which is currently a weak spot in our procedures.  This does not seek to deny the particular academic considerations which must inform this activity, but it does recognise that there is a strategic dimension which must not be ignored if we are to offer a strong portfolio of programmes.  Secondly it separates responsibility for handling student complaints from responsibility for a student’s contractual relationship with the College, giving a greater degree of independence.  
Resource implications

It is my intention that this change should not, in the medium term, cost the College more.  Any re-investment to strengthen these areas could be funded by the salary savings from one senior post (the Academic Registrar) and, over time, by efficiency gains from process reviews.  Nevertheless, there may be a need for up-front investment in:

· Marketing capacity (which has already been considered and blessed by SMT in the last planning round)

· Capacity to manage the content of corporate web pages
· Student complaint handling

· Second tier management in these larger departments
These should be considered on a case-by-case basis, with a business case and detailed proposals for each instance.

Implementation

The next step is to appoint to the headships of the three new departments.  In accordance with good HR practice, there are a number of current staff members who should be given the opportunity to apply for these posts on a ring-fenced basis.  We should make this a thorough process, recognising that it will make the transition to a new role easier for an internal candidate if it is demonstrably the case that the new role has been earned.
There is also one post which is not covered by the above – the PA to the Academic Registrar.  Subject to discussions with the postholder, my proposal is that this post becomes part of the Planning and Academic Governance Department, with a role based around committee support.  Again, we will need to involve HR in this.
For clarity, indicative organisation charts for the new teams are set out in an appendix.  These are not intended to be definitive but give a flavour of what I hope to achieve.  The heads of the new departments, when appointed, will have a significant role in determining the detailed structures of their departments.

Consultation responses

An appendix to this document contains a summary of the responses received in the consultation, including, at the request of UCU, the whole of their written submission.  The appendix also contains my specific responses to the points made by individuals.  The UCU response is lengthy and a specific response beyond this document itself is probably unhelpful
These proposals differ from those originally set out in a number of ways:

· The Secretariat is not included in the re-organisation

· Responsibility for fee collection does not move to Finance (although there is a clearly stated role for Finance in developing procedures and protocols.)
· The need to look further at the role and scope of the widening participation team is acknowledged
· The importance of taking different approaches to home/EU and international student recruitment is set out

· The specifics of the split between recruitment and admissions processes is defined in more detail

The process of consultation was a useful exercise which has helped to strengthen the proposals set out in this paper.

Recommendation

That SMT endorses the proposals set out above.

Hugh Jones

Registrar and Secretary

4 February 2009
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