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Introduction 
The main objective of the RA2018 project is to design a straightforward, logical and equitable methodology for the 

allocation of financial resources to Colleges and Support Groups on a rolling three-year basis, set within a clear ten-

year context. It will provide transparency of where and how income is generated, support the delivery of the 

University’s longer-term strategic objectives and ensure long-term financial sustainability. 

 

RA2018 provides a framework for the resource allocation to Colleges and an approach to the funding of Support 

Groups. The allocation of resources to Schools & Planning Units is at the discretion of the budget holders. Budget 

holders are the heads of each College and Support Group plus the Corporate Budget Holder. 

It is anticipated that RA2018 will be a framework and that final allocations will be tempered by the collective 

strategic consideration of the University reflecting emergent challenges and opportunities. 

 

 

Drivers for change 
One of the key principles of the RA2018 methodology is to include all sources of 

income - research, teaching and other income - in one University of Edinburgh’s 

resource allocation process. 

Another driver for change is ‘gross accounting’ with the objective of allocating 

resources and reporting on a gross income and expenditure basis. Resource 

allocation at the University of Edinburgh is currently confined to the unrestricted sources of income. Resources are 

currently allocated on a ‘net’ basis to Colleges and Support Groups reflecting resources allocated after locally-

earned income has been deducted. 

 

 

The RA2018 Principles 
The RAM Programme Board, comprised of senior academics and professional support staff in the Colleges and 

Support Groups, has endorsed this set of key RA2018 principles: 

1. RA2018 will be informed and driven by the strategic priorities of the University 

2. RA2018 will be transparent, easy to understand, and reflect the Universities strategic priorities 

3. RA2018 will be a gross model where research, teaching and other income is 

all attributed to the units where that income is earned and/or activity 

delivered, wherever practicable 

4. RA2018 methodology operates at the level of College and Support Group 

while providing data which may then form the basis of resource allocation 

from Colleges to Schools and Support Groups to Planning Units 

5. RA2018 will operate within Court approved guidelines for financial 

sustainability 

6. RA2018 will represent a rolling three-year view for delivery of the University 

Strategic Plan by the Colleges, Support Groups and pan-University initiatives  

7. The RA2018 model will be operated at a strategic level of materiality. 

 

Lessons from other implementation of RAMs in Higher Education 
• The importance of buy-in success hinges upon obtaining the support of senior management, operational 

departments and academic staff  

 This requires a communications program to include workshops, roadshows, training days, developing 

RAM champions  

• The importance of clear, concrete strategic objectives and a shared understanding of these objectives and how 

the RAM will facilitate their achievement 

RA2018 was tasked to 

be Simple, Transparent 

and Strategic. 

RA2018 must provide 

BALANCE between the 

strategic and 

operational, income and 

cost views of resource 

allocation at the 

university. 
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• The importance of allowing significant time for development and implementation (we should target two years 

to implement, and then two or more years for embedding) 

• The importance of useable, consistent and embedded systems across the university 

• The importance of emphasising income rather than cost allocation;  this was evident in a comparison/contrast 

of Imperial College (with a focus on income and motivating academics to increase income for their 

departments) and Cambridge (transparency of cost drivers led to drawn out disputes over space charges and 

teaching weightings) 

• Problems with a centralised RAM – less departmental responsiveness to strategic initiatives, conflicts with 

notions of collegiality (researcher/academic autonomy) vs problems with a RAM that is too decentralised – 

strategic drift and long-term goal setting is problematic 

• Potential problems with a performance-based RAM – avoidance of high-risk projects, reduction of pure 

research and blue sky thinking vs advantages to a performance-based RAM – encourages healthy competition 

that can result in increased applied research and creation of marketable products. 

It is clear, that ultimately, RA2018 must provide balance between macro and micro, the strategic and operational, 

income and cost views of resource allocation at the university. 

 

RA2018 project methodology  
The overwhelming lesson from the above is that the design, development and deployment of a Resource Allocation 

Model is as much a cultural change as it is a process change. Consequently, change management methods and tools 

must be used to support and develop meaningful long term relationships with stakeholders.  

 

To encourage maximum acceptance and take up, RA2018 is being developed iteratively. A prototype, “proof-of-

concept” developed in 2015, has been refined and modified based on input and feedback from key stakeholders on 

how elements of the model fit into it.  It will continue to be refined during its lifetime. 
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RA2018 project timetable 

Project phases 

Phase Time Description 

Phase One: 

Design 

June 2014 – 

January 2015 

Requirements understanding 

Consultation on principles 

Overall design of prototype 

Approval of prototype 

Phase Two: 

Development & 

Implementation 

February 2015 – 

July 2018 

Consultation on components 

Development of technical aspects of Resource Allocation Model 

Development of supporting processes 

Development of service expectation statements 

Integration of planning discussions 

Integration of RA2018 with Budgeting 

Approval of Shadow RA2018 + review + amendments 

Approval of Live RA2018  

Phase Three: 

Project Transition 

& Close 

August 2018 – 

October 2018 

RA2018 review 

Commence continual improvement cycle 

Project close + handover 

Post Implementation Review 

 

 

Key project deliverables 

2014/15 Prototype 

Cost Driver Definitions and Principles 

2015/16 Service Expectation Statements  

Income Attribution Principles 

Shadow RA2018 Baseline + GAP Analysis 

2016/17 Shadow RA2018 Iterations + GAP Analyses  

Service Expectation Statement Process 

Strategic Fund Process 

Planning Round Integration 

2017/18 RA2018 Iterations + GAP Analyses  

Project Health Checks & Shadow RA2018 Review 

Transition Process 

2018/19 Post Implementation Review 
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RA2018 components 

 

 

 

Planning discussions and decisions 
Planning discussions happen at all levels of the 

University, all year round.  There is a defined 

Planning Round process for approval but planning 

discussions also happen at other times. 

 

These discussions lead to strategic and 

operational decisions that impact the inputs into 

the model. They can include strategic 

investments, surplus contribution, assumptions 

about funding, inflation, changes that affect 

income/costs and planning guidance. 

 

The decisions and assumptions made at these 

discussions must be fed into both the Resource 

Allocation Model, and the Service Expectation 

Management processes. By inputting this 

information into the model, the consequences of 

certain decisions at both strategic and 

operational levels can be seen. This may lead to 

further refinements of decisions. 

 

  

Service 
Expectation 
Statements

Resource 
Allocation 

Model

Planning 
discussions & 

decisions

Schools / 
Planning Units

College / 
Support 
Group

University



RA2018 – A Comprehensive Guide 

6 

Service expectation management 
Service Expectation Statements and cost drivers work together to allocate the costs of services of Support Groups. 

Consequently, any methodology that involves contributions from Colleges into Support Groups requires a thorough 

understanding of the expectation that Colleges have. Are they getting good “value for money” for example? Do the 

services delivered by Support Groups and Service Units support or enhance their operational and strategic goals? 

These expectations should be set prior to Resource Allocation. It is expected that they remain high level so as to 

remain manageable within the model, but sufficiently detailed to be meaningful to service providers and users.  

 

In RA2018, services are grouped into three service groupings for allocating resources to Support Groups: 

Universal Activity 

 Activity that has no simple, consistent cost driver 

 May not be related to size and shape of organisation 

 Examples: Court, Compliance functions 

University Services 

 Services provided across the University 

 Cost drivers are largely similar across all areas, although services may be tailored to meet varying needs 

 Example: Student Recruitment & Admissions 

Unit Specific Services 

 Services unique to specific units 

 Cost drivers are understood 

 Example: 24 hour security 

 

These three service groupings come together to determine the resources required for the Support Groups to deliver 

their services to the expectations identified in the Service Expectation Statements. 

 

The final document retains in its appendices the detailed service statements so the detail can be referred to. These 

should be monitored throughout the period. Service requirements should be reviewed regularly in consultation with 

service providers.  

 

Service expectation statements describe the services provided by Planning Units in the three Support Groups, CSG, 

ISG and USG. They are in essence a tool to aid discussion between the centrally provided services and the users or 

contributors to those services. They are not implied contracts, they are tools to improve the alignment between 

service providers and Colleges for the betterment of the University as a whole. 

 

Consultation between Colleges and Support Groups is critical to the success of this component of RA2018. The 

process for the management of service expectations, and publication of Service Expectation Statements is currently 

under development, as is the policy for internal recharging. 

 

Resource Allocation Model 
RA2018 assumes that income will be attributed on the basis of where it is earned. 

Detailed agreements on the principles of Income Attribution are in the process of 

development with key stakeholders. Once income is attributed, resources are 

allocated to Support Groups according to the Service Expectation Statements agreed, 

and the contribution targets set by PRC early in the process. At the end of this 

process, strategic redistribution decisions may be made. 

 

 

The RAM does not 

create the budgets for 

the University. It 

aggregates the business 

plan financials. 
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RA2018 will firstly identify a draft budget allocation at the start of the planning round. This will be used as an 

indicator during planning discussions and for the challenging of business plans. It will then be used to create further 

iterations of the budget allocations.  

 

RA2018 is not integrating the current Resource Allocation Spreadsheet into RAM that is, it does not financially 

outline the plans. It aggregates the business plan financials: it does not create the budgets.  
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RA2018 and Transparent Accounting 
The Transparent Accounting project has developed a gross accounting model. The latest version of the model 

reports income and expenditure for four prior years, the current year and the three years of the current Planning 

Round. 

 

The model allocates income to Colleges and Support Groups in line with the current Income & Expenditure 

Attribution Model. Once the RA2018 income attribution principles, methodology and model have been developed 

and ratified by the RAM Programme Board, the attribution of income will be aligned with the RA2018 model.  

 

The transparent accounting model allocates the cost of Support Group activity to the Colleges in accordance with 

the agreed set of cost driver definitions for staff, student and space data. These cost driver definitions were 

developed in the RA2018 project in 2015. The costs allocated from Support Groups, together with College 

expenditure, deliver a net financial contribution for the three Colleges and the University. 

 

Reports with associated KPIs and metrics provide insight and information for decision making in the Colleges and 

Support Groups. 

 

The relationship between Transparent Accounting and RA2018 

 

 

The future? 
After the Shadow Baseline has been presented to the Programme Board in July 2016, 

a decision will be made as to whether the Project Team should proceed to running 

the methodology in parallel with the existing methodologies. Assuming approval is 

obtained, the shadow RA2018 model and process will operate in parallel with 

Planning Round for 2017-20. The RAM Programme Board will make a decision to 

switch to the new methodology or not after the parallel running.  

 

The main benefit of the RA2018 and TAG projects is to provide a better 

understanding of the University financial resources, resources that are not just a 

budget, but a resource to fuel our ambition. 

 

  

RA2018 is a “living” 

framework. That is, it 

should be continually 

reviewed and refined to 

reflect the changing 

needs of the university. 
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Role of RAM Champions 
The RAM Champions representing each College and Support Group, are listed below. The RAM Champions 

encourage interest and active participation in the RA2018 project. They work with the RAM Project Team to 

coordinate engagement and development activities, including workshops and roadshows, and represent College and 

Support Groups in the development of the RA2018 methodology and model.  

 

RAM Champions 
Susan McIntosh 

Fraser Wilson 

College Accountant 

Management Accountant 
HSS 

Morag Laidlaw Management Accountant MVM 

Stephen Scott Senior Planning Officer SCE 

Julia Miflin Management Accountant CSG 

Libby McCue Management Accountant ISG 

Jim McGeorge Business Manager USG 

 

RAM Programme Board 
Jonathan Seckl Convener MVM 

Tracey Slaven RA2018 Project Sponsor - Deputy Secretary, 
Strategic Planning 

USG 
GaSP 

Phil McNaull Transparent Accounting Project Sponsor – Director 
of Finance 

Finance 
CSG 

John Savill Head of College MVM 

Lesley Yellowlees Head of College SCE 

Dorothy Miell Head of College HSS 

Sarah Smith University Secretary – Head of Support Group USG 

Hugh Edmiston Director – Head of Support Group CSG 

Zoe Lewandowski Director of Human Resources USG 

Gavin McLachlan Chief Information Officer – Head of Support Group ISG 

Gary Jebb Director of Estates CSG 

Bruce Nelson College Registrar SCE 

Catherine Elliot College Registrar MVM 

Catherine Martin College Registrar HSS 

 

Reporting to RAM Programme Board 
Stuart Graham Management Accountant - Transparent Accounting CSG 

Kellie Jewell-Galletly Project Manager RAM - GaSP USG 

 

Programme Board Representatives or Deputies 
Lee Hamill Deputy Director of Finance CSG 

Jo Craiglee Head of Knowledge Management & Planning ISG 

Ivor McArdle College Accountant MVM 

Lorna McLoughlin Senior Management Accountant CSG 

Libby McCue Management Accountant ISG 

Maureen Masson Business Manager – Estates CSG 

 


