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1.0 Background and Introduction

The University is seeking to provide alternative or parallel career pathways to ensure roles that are focussed upon educational development, enterprise, (industry) professional development and commercial impact are appropriately recognised, developed, valued, and rewarded.  The development of an alternative pathway will make it easier to identify career options at the University.  A pathway will offer progression in the traditional sense, with jobs increasing in responsibility and salary and a structure for creating personal development plans and making well-informed choices about training and development.

This is a means of responding to the increasing diversity of imperatives that inform the University’s Mission. 

Support for an alternative pathway has been obtained in principle from the Dean of the Kemmy Business School.

1.1 Drivers
There are a number of drivers for change which include:

· Development of researcher and academic role profiles with associated pathway.

· Changes in the education external market - increasing competition and requirement to demonstrate enterprise and commercial success

· Emergence of ‘third mission’ and Academic Enterprise

· Growing diversity of what it means to be an academic

· Current issues of groups of staff (including those within CPM/MDU)

· feeling disadvantaged within the current academic pathway

· workload balance (research v teaching v income generation v contribution to service)

· appropriateness of traditional academic ‘passport’ of PhD as an entry requirement / prerequisite for progression for those engaged in continuous professional development / industry engagement where industry experience or industry reputation is potentially valued higher by students

· Within MDU/CPM there is (and will be) an increased commercial focus (especially MDU) potentially new roles will require individuals who 

· Understand the market and needs of industry / profession / lifelong learners / executive (as opposed to undergraduate needs)

· Can generate income

· Can bring product to market (and be innovative in product development)

· Can manage projects and operational demands

· Have strong or can build professional networks

These attributes are greater indicators of success in role than excellence in Teaching, Scholarship and Research.

1.2 Career Pathways and Job Families
A job family describes a number of roles which are engaged in a similar or related kind of work. Although the level of responsibility, skill or competence required to undertake the work may differ, the essential nature of the activities carried out and skills used similar.

Within the University the following job families are recognised:

· Academic Staff whose responsibilities encompass research, teaching and service.

· Research Staff whose main focus is research and commercial application.

· Administrative & Managerial 

(other job families include IT, Library, Technical and operations).

 In development

· Job family for academic or support staff whose responsibilities are primarily to cover essential teaching, educational needs, learning technology and pedagogic research i.e. Educational Developer Job Family.

For roles at each level within the job family, there are descriptions to define typical work activities, the knowledge, skills and experience are required, and how an individual’s progression or performance might be measured.  This provides a career structure or pathway.

2.0 Proposal for the development of a new job family
It is proposed to develop a new job family with associated career pathway aimed at academic staff whose responsibilities are more balanced towards operations, enterprise, commercial development compared with typical Academic or Research roles.  Roles in the new job family are also differentiated from the Administrative & Managerial job family due to their pedagogic and scholarship requirements. 

This would enable recognition and progression for operational, product development, project management and leadership roles undertaken by staff whose level of research activity has not been sufficient to achieve Above the Bar status. 

Other Universities including Cranfield, Exeter, Leeds, Lancaster, Southampton, Warwick and York have already developed or are developing parallel career track schemes.  Considering specifically Executive Development, at Cranfield University (Centre for Executive Development) staff employed are classified in the Business Support Job Family not Academic.

· Executive Development Directors – they combine extensive professional experience in designing and delivering customised interventions with knowledge of the breadth of faculty expertise available across Cranfield School of Management and the wider Cranfield University.  These individuals are not ‘academic faculty’ and as such their focus is not on research but on provision of chargeable consultancy services and development programmes.  There is an expectation for individuals to be research active in their field – sharing knowledge within their profession, but no expectation to have or progress towards a PhD.  

· They are supported by Learning Services Professionals (a mix of delivery consultants/learning technologists) and Client Project Managers who provide the administrative and logistical support to in-client or open course programmes.

2.1 New Career Structure
The proposed career structure associated with the new job family would include the following:

· A job family reflecting the range of commercial, consultancy, teaching and enterprise activities

· a career pathway with recognition criteria and competencies associated with the role and levels

· the flexibility to move into this job family from research/academic/administration 

· parity of role to reflect equivalent status 

· a PhD to be no longer be a primary requirement for either recruitment or progression

· progression between levels to be either through promotion into a new position or if role scope has changed through job evaluation (no Lecturer Above / Below Bar progression mechanism).

3.0 General Principles
3.1 Movement between pathways

There is no right to move between Pathways, in any direction, even by way of a ‘sideways movement’ to the same level.  In other words, career paths and job families should be treated as distinct and separate.

A probation period for existing staff is not a requirement.  Probation for new staff recruited into roles is a requirement. (Probation follows UL’s Policy).
For existing staff who successfully move into this pathway, they will remain on this career pathway, there is no automatic right to transfer back to their previous job family.  
3.2 Advertised Posts

Any individual employed may apply for an advertised post.  Since the nature of the competencies required for a position on one pathway may differ from those needed on another, it should be normal practice for positions to be advertised and any person currently employed on other pathways interested in the position to apply for the post competitively.  

3.3 Sideways movement other than by response to an advertised position

Sideways movements of staff on the Academic Pathway to the proposed ‘Commercially Focussed Pathway’ would require approval(s) as this represents a change in contractual duties (typically Head of Department, the Dean, Human Resources).  The Head of Department can make a recommendation, the final approval authority lies with the Dean. 
The Head of Department and Dean should be satisfied that the individual concerned meets the competences required, were the post to be advertised position. Typically it would be normal practice for the person seeking transfer to be subject to an interview to establish appropriate competences; alternatively, those competences may be tested by application for an advertised post. 
· to move to academic career pathway a research portfolio must be evidenced (and teaching)

· to move to administration – operational management must be evidenced

· to move to Educational Developer framework – pedagogic knowhow, income generation, teaching excellence  must be evidenced an emphasis and criteria for innovation and income generation
Subject to that, it is suggested that such movements should not be viewed as exceptional and may be part of the way a particular career progresses.

Where the proposal is for a movement between Pathways to a higher level, it is proposed that the individual transfers to the new pathway (at the same level), with a subsequent confirmation of a higher level.

3.4 Movement within the new pathway
Progression or promotion within any given pathway is subject to the University Policy and Procedures, for Academics this is laid out in the Policy and Procedures for the Promotion of Academic Staff and Policy and Procedures for Progression Above the Bar. 

The proposed ‘Commercial pathway’ would NOT follow the Academic policies and procedures, but follow in principle the policy and procedures associated with Administration & Management pathway.

Progression is either through competitive promotion or re-grading after job evaluation. The University has an established job evaluation process used to determine the grade for different roles. The mechanism aims to provide a consistent, transparent and equitable procedure for assessing substantive and material changes to existing roles. 

The new pathway would end at Senior Lecturer Grade as further progression beyond this point would either be onto Administrative Managerial Grade or onto Academic pathway.  

3.5 Recognition Criteria

Recognition criteria and performance standards for staff on the new pathway for the purpose of probation, promotion and performance development are across three key areas of related activity and their associated leadership and management – Commercial and Enterprise development, Engagement and Teaching/Learning Delivery (and/or related activity).

Staff within this job family will be engaged in delivering learning and development interventions which depending on location or business need maybe within University setting or an ‘in-company’ bespoke and tailored intervention.  Learning and development activity will be commercially focussed.

For staff on this pathway there may be different emphasis dependent upon an individual job role; however, a significant aspect of job role will be on commercial activity as evidenced through income generation. It is the role of the Dean, or his or her nominee, to determine the focus of the goals and objectives of staff in accordance with business needs.
For staff at entry level, there is a clear requirement to secure income by taking a lead on proposal and bid development within their area of responsibility.  For those more senior in the job family, the expectation will be to take leadership on bids of significant scale, managing a team to deliver.

	 
	Weighting

	Leadership
	Enterprise & Commercial Impact
	Teaching/Learning Development Delivery
	Level

	Leadership is assumed in both Commercial and Teaching related activity
	Indicative 30-40% of role
	Indicative 60-70% of role
	Entry

	
	Indicative 45-55% of role
	Indicative 45-55% of role
	Mid level

	
	Indicative 60-70% of role
	Indicative 30-40% of role
	Senior level

	Weighting of activity will be determined by business need, typically at the more senior levels, emphasis shifts to the leadership and management of complex, high value commercial learning/development solutions with long-term impact. Leadership is a core competency expected to be demonstrated at all levels.


Criteria: 

enterprise development / commercial impact for example:

· Lead/develop /manage a broad and significant consultancy activity or unit.

· Lead/develop /manage an extended programme of projects or several concurrent projects.

· Lead/develop/negotiate contracts with (external) clients and manage marketing activities, liaising with client’s senior management.

· Lead/ develop /manage new commercial products.

professional / community / public engagement 

· High standing in relevant professional associations. 

· Key role in regional policy working parties, steering groups, advisory boards 

 (teaching / learning development) for example:

· Develop new educational delivery models in the University, disseminating findings 
· Develop bespoke learning solutions based on client need
associated leadership and management (delivery) for example:

· Contribute to /manage / lead the development of activities and processes in the running of an academic unit/teaching programme/consultancy unit.

· Contribute to /manage / lead for the academic unit on the admissions process, marketing and recruitment, QAA, pastoral care, supervising the exam process etc.

· Develop and manage staff and resources, in support of major research, education, project or consulting activities.

Refer to the table on the next page as further worked examples of criteria 
	Table: Criteria Examples

	
	Expectations Practitioner
(indicators)
	Expectations Senior Practitioner
(indicators)
	Expectations Lead Practitioner
(indicators)

	Experience
	Typically 8-10 years industry
	Typically 10-15 years industry
	Typically 15+ years industry



	Value
	Designs and develops commercial solutions 
Provides technical expertise
	Designs and develops commercial solutions (large projects) 
Is sought as a partner by executives / senior managers

Provides strategic and technical expertise
	Designs and develops commercial solutions 
Can secure large complex team based projects

Is sought by the profession

and executives in complex organisations

	
	
	
	

	Enterprise and Commercial Impact

Securing income through competition from a range of sources.  

Managing teams or the commercial process 


	Lead on the development of business within own area of responsibility and as per set individual targets (has own attributable share of income generation).  Actively seek sources of income and revenue, assess identified business leads, prepare project proposals, manage the bid/commercial cycle  

Contribute as part of a wider team to the development of with more complex projects or tenders of significant scale as part of business development. 

Lead on the development of the successful marketing of curricula or methods of teaching designed to attract new client groups.  

Secure funding as relevant to own area.  Contribute to securing external funding for wider unit

Negotiate contracts with (external) clients and manage the client relationship

Lead on the development of new products within own area of responsibility, contribute as part of the wider team to new product / market development 
	As per Practitioner – Leads more complex or tenders of significant scale

Lead on development of new business / new markets and associated marketing activity 
Leads on the development of new products of high commercial value


	As per Senior Practitioner – Leads the development of new products / the introduction of a knowledge transfer / learning and development activity or consultancy initiative of significant commercial value.  

Secures significant income on a sustained basis
Lead and manage the marketing of a broad range initiatives



	
	
	
	

	Engagement
	Membership of professional body

Participate in external networks (other academics/researchers/ industry/ practitioners etc) to share information and ideas. Organise and host learning events e.g. conferences/workshops

Provide advice (or a service) to HE, professional and community bodies as appropriate to the specialism and level of experience e.g. consultancy services, SIG’s, other sector bodies.

Contribute to identifying placements providers for students. Identifying and contributing to the development of engagement with employers in respect of CPD activities 

Link of activities into the curricula. 
	High standing in relevant professional associations. 
Invited organisational advisory roles
Evidence of impact on industry/practice through knowledge transfer activities

Exploitation of Intellectual Property Rights (e.g. patents and royalties)
Sustained contribution and involvement in/on local Community & Networks / National/ Regional bodies / Government Bodies / Local Practitioners / Industry

Generate and advocate for policy positions


	Associated with professional bodies or sector skills councils and contributing to their working groups on a national level

Sustainable links to external organisations, locally, nationally or internationally including public sector bodies, charitable organisations and companies

Directorships that directly benefit the University

Leads on professional awareness initiatives to raise the profile of the area and University

Evidence of the significant impact on industry/practice through knowledge transfer activities


	
	Contribute to the public profile of the University through professional events or press and broadcast media articles
	Raise the public profile of the University through significant public events or high-profile press and broadcast media articles
	Raise the public profile of the University through sustained public events or high-profile press and broadcast media articles

	Teaching Experience, Innovation and Scholarship
	Lead, develop, deliver, assess and evaluate Teaching/Learning interventions as part of a wider team, and/or individually based on market need.

Assume accountability and lead responsibility for the delivery and co-ordination of an agreed project / area of delivery.

Plan and review own approach to teaching, assessment and learning. 

Provide summative/formative feedback on student performance. 
Supervise the work of students, e.g. final year projects/masters/ dissertations/undergraduate students on placement/PhD students (in accordance with University regulations).

Provide to students advice/support related to engagement with modules, referring them on for further help and/or guidance as necessary.

Act as a mentor for students in the capacity of Personal Advisor
	Sustained design, development, delivery, assessment and evaluation of Teaching and Learning support activities coming from a strong track record within an existing programme or design, development, delivery, assessment and evaluation of an entirely new learning/teaching provision.

Contribute to the identification and revision of modules, courses and programmes. 

Contribute to the accreditation of courses and quality control processes.

Lead internal/cross-faculty committees such as Module/Course Review committees. 

Lead on / manage the delivery of an agreed programme / project / area of support.  

Have developed a teaching manifesto / portfolio. 


	Lead on design, development, delivery, assessment and evaluation of significant Teaching and Learning support activities  coming from a sustained and strong externally recognised track record within an existing professional area.

Lead on the delivery of an agreed programme / significant project / area of support. 

Actively engage in assessment and reflection of teaching as part of continual professional development.

Act as mentor to new staff and advise less-experienced staff on learning and teaching tasks and methods which will create interest, understanding and enthusiasm amongst students.



	Management 
	Complete administration and record keeping related to specified own project/support area

Contribute to, and review quality control processes.

Plan and manage own activity (and others/own area) within the framework of the agreed service/project. 

Manage personal /project/department/unit resources within own (and teams) control appropriately (budget, physical resource)

Support development / mentor junior staff/peers

Participate in student recruitment.

Liaise with industry and community organisations, e.g. regarding student placement; co-operative visits; or other activity as required by department.
	Works independently as well as in teams (physical and distributed) to co-ordinate and manage a complex project/ area of work.

Contribute to Department planning and development processes, in areas such as budget management 

Develop and manage project staff and resources, in support of programmes/initiatives.


	Contribute to the overall management of the school/department in areas such as administration and budget planning and be involved in strategic planning

Assess and monitor own progress against targets / service kpi's, proactive in addressing performance issues

Develop and manage project staff and resources, in support of significant scale programmes/initiatives.
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