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Annex 9

Annual TRAC time allocation:

detailed guidance

Scope

This Annex provides detailed guidance on methods to use in particular areas within the annual TRAC time allocation process.

Status

The material in this Annex was originally published in July 2000 and December 2002.   No significant changes have been made to that material since then.

Contents

Time allocation schedules
definitions
forms_and_working_papers
collection by representative departments
confidentiality_anonymity
Data_Protection_requirements
Classification of staff time
holidays_and_sickness  

staff_cover
consultancy 

Data collected
hours_worked
part-time_working
grades
Use of time data
aggregation
allocation (individual salaries or pay bandings)

Attribution of salary costs
total_salary_costs
Retention of TRAC documents
Time allocation schedules

Definitions

The definitions given in Annex 6 of the Guidance are mandatory.  

Forms and working papers

Examples of forms and working papers are given in Annex 7 of the Guidance (Annual TRAC time allocation: illustrative schedules).

A time allocation schedule would normally consist of a one-page form (paper or electronic).  Those completed as part of an in-year method, or a diary exercise will differ slightly, but the principles are the same.

The schedule should be accompanied by clear instructions and definitions. 

A working paper can be of use to staff.  This sets out the individual weeks that are being covered, with the activity headings, and staff use this as a basis for thinking back over the period.  This is for staff use only – not for collection by the centre.  Example ‘aides memoir’ are included in Annex 7 of the Guidance.

The following instructions can be useful:

· the time allocation schedule can be completed to the nearest whole percentage number (no greater precision is required);

· travel time should be allocated to the activity that requires the travel unless used for another activity (see Annex 6 of the Guidance - Definitions);

· time spent on all institutional activities should be recorded - irrespective of whether it is on- or off-campus.

Each in-year time retrospective allocation schedule (not diary schedule) should total to 100% of the time available.  On in-year retrospective allocation schedules this should be defined as time normally available for institutional activity (T, R, O, S).

It should therefore exclude:

· time spent on private consultancy in the individual’s own time

· holidays due and actually taken, or other leave of absence.

However, in cases of longer periods of sickness or maternity leave​, the time should be included on the time allocation schedule, as discussed below (holidays_and_sickness).  If cover was not provided, or the costs of that cover were being allocated directly to the relevant activity, then the time absent would be charged to Support.  If cover is provided and that cover is charged to Support then the time absent would be allocated to T, R, O or S as appropriate.

Where a diary schedule (i.e. 24-hour or similar) is being used, the time potentially available would be 24 hours. The diary might include a specific category to cover holidays, sick and all non-institutional activity including private consultancy (to avoid blank entries, which might lead to ambiguity). This category would not be used when calculating percentages of time.

As well as their time allocation, staff could be asked to provide two other pieces of information:

part-time working (as a percentage of FTE)

grades. 

Collecting this information on the time allocation schedule helps with the subsequent attribution of costs.

These provide information with which to weight the time allocation data as it is used to allocate costs to activity.  This weighting should take into account part-time staff, and the different levels of salary.  See use of time data below.

Collection by representative departments
Instead of collecting time from all staff in all departments, representative departments can be used.   ‘Like’ departments (i.e. those that share the same characteristics and which operate in broadly the same way) can be identified and grouped into subsets.   Data would then be collected on one department in each subset, and extrapolated across the subset.  

The criteria used to identify ‘likeness’ can be similar to those used to identify significant change in departments year on year (which triggers an update of the time data).  These include numbers of staff and students, research rating and type of work, volume of income from different sources, the ratio of support staff to academic staff, as well as discipline.

If by testing, the criteria proved to be appropriate indicators of similar activity profiles, then this would be an entirely acceptable robust method of time allocation.

Confidentiality/anonymity

The need for confidentiality/anonymity of individuals’ data will depend on the institution.  If time information by individual is being collected for other purposes, this should have been made clear at the start of the process.  Care is needed to prevent staff concerns about this leading to poor response rates or impacting on the quality of the data being provided.

To show clearly that the information will not be used other than for the TRAC, many institutions offer anonymity.  This means that individuals can only be matched to their time allocation data using a computer file to which there is restricted access (e.g. by only two individuals).

Three approaches can be taken to address confidentiality concerns:

· no identification - names are not needed to meet Transparency Review requirements (however, there is no way to follow up those who have not returned completed schedules);

· names are recorded, but the individual chasing non-respondents (for example, a secretary in the academic department) only knows that they have returned or not, not what they returned;

· numbers are held on a restricted access computer system that matches names with numbers.

Many institutions choose the latter.  This enables the project manager to chase non-returners.  (The computer can provide names associated with the numbers for which no schedules have been received.)

Data Protection Act requirements

Institutions need to ensure that their implementation methods comply with the Data Protection Act 1988 or other similar legislation.  This arises because institutions will be holding a record with personal time data, for an individual.  Project managers are advised to discuss data protection requirements with their Data Protection Officer.  

The following website might provide some useful assistance in understanding Data Protection requirements:

http://www.jisclegal.ac.uk 

Compliance is not causing much difficulty, but there are some areas that need considering carefully.

Firstly, institutions will have needed to register the fact that they are collecting and holding this data on individuals.  Although TRAC is being undertaken in response to a government request this did not automatically give an exemption.  Even if there was an exemption given, time allocation data/staff activity analysis is not required to be reported (to the funding councils or to government) under TRAC, and therefore is not covered by any exemption.  The terms ‘activity analysis’ and ‘management information for the institution’ might be appropriate when recording the purpose of the data.  This does assume that this data is ‘personal data’ under the Act, and interpretation of this may differ between institutions.

Secondly, interpretation of the requirements varies, depending upon individual institutional Data Protection Officers.  Some institutions have had no issues or questions raised.  However, even in cases where the Officer raised issues, these haven generally not posed problems.  In one institution, the areas raised were mainly to ensure that individuals who are asked to provide time allocation information were made fully aware of:

· the reasons why this information is being collected;

· the purpose for which such information will be used;

· how long such information will be held; and

· to whom the information may be disclosed.

Whilst this is, in effect, good practice, there are a number of practical aspects that should be considered:

· data held on any one individual should not be amended without notification to them (e.g. if an institution is quality assuring the returns, through their head of department or other manager, any material changes made by that manager may need to be shown to the individual concerned).  There should, of course, be strict controls over making material changes to the data in any case, to maintain its integrity;

· equally, individuals have the right to see the information being held in their name, and any remarks written on the schedules during the quality assurance process (e.g. by the head of department) need to be made available to the individual concerned if they ask;

· where data has not been provided for any one individual (e.g. a non-respondent) then a proxy needs to be used to allocate the salary costs of that individual.  (This applies to institutions that are allocating actual staff costs against each individual’s time record.  Other institutions use staff groupings and notional salaries, without such a direct link to a specific individual.)  When linked to an individual’s name, the proxy data should clearly be marked as such.  This avoids any requirement to notify the individual of the data being recorded against their name;

· data should not be used for purposes other than those stated.  There may be instances where data on a particular group of staff (e.g. time spent on Support by heads of department) could be useful to the institution, and care needs to be taken to ensure that it is not possible to identify any individual member of staff from the information used;

· all data should be kept for five years for Transparency Review, or more if the institution generally keeps cost data longer, but should not be kept for longer than is necessary.

Classification of staff time

Holidays, absences for sickness, maternity leave etc.

This covers vacations taken, and absence on sickness, maternity and paternity leave, jury service, or compassionate leave.

‘Normal’ periods of holiday, sickness and other leave are excluded from the time recorded and allocated for Transparency Review purposes.  This means that they are excluded from the Support totals, and thus are not added into the indirect cost rates.  The rationale here is that under TRAC fEC institutions use an hourly staff rate that is calculated on the hours available to work (i.e. 1650 hours).  These hourly rates therefore already include an ‘uplift’ for holidays and ‘average’ sick and other leave.  It would be double-counting if holiday and sickness were then identified as a Support cost and also included in the indirect cost rate.

Similarly, when full annual salaries are quoted to sponsors, holiday and sickness time are part of those salaries, and should not also be in the indirect cost rate.

The time allocation schedules should therefore exclude any allowance for holidays (and sickness).  However, where an academic is completing their time allocation schedule in percentages, they express time spent on activities as a percentage of total time.  It is necessary to estimate what the ‘total time’ for each period is, and therefore to consider when these holidays might have been taken.  Each column, or each complete time allocation schedule, relates to a different number of weeks.  The data collected under each should be weighted by an appropriate number of weeks -which excludes holidays - when being aggregated for the year.  For simplicity, in calculating the number of weeks applicable to each time period, holiday entitlement could be spread evenly over the time periods that contain vacations.

Staff cover
However the time spent on sickness and longer periods of leave should be identified where cover is being provided.  The general rule would be to ensure that an activity (Teaching, Research or Other) being undertaken is charged for the time (cost) for the person carrying it out, if there is one.  

Where cover is provided, but the costs of this are held centrally and perhaps not easily identified:

· the time spent absent/on leave would be charged to the activity undertaken in the individual’s absence;

· the costs of cover would be charged to Support.

Alternatively, if the costs of cover can be identified and charged to that activity - or no activity is being carried out (no cover) - then the costs associated with the time the individual is absent/on leave would be charged to Support. Of course, if staff costs for time absent are rechargeable (e.g. secondments), then the time spent away from the institution should be allocated to the appropriate activity category for the work undertaken.

Consultancy

Consultancy can be:

· undertaken formally for the institution, and carried out in institutional time: 

· the time should generally be accounted for (under Other) on the time allocation schedule;

· if there is no opportunity to receive income, the time should not be considered consultancy, but recorded as scholarship and allocated to Support;

· not undertaken for the institution (no contractual link between client and institution), but carried out in institutional time in agreement with the institution. If it is material, e.g. a day a week in a legal practice, then:

· this time should generally be included as Support on the time allocation schedule (e.g. the total of normally available time that is to be allocated on the time allocation schedule would be based on a five-day week, in this example);

· however, if the institution receives income in respect of this work (although there is no contract) the time should be allocated to Other.

· carried out outside institutional time – i.e. private consultancy:

·      in general, the time should not be recorded on the time allocation schedule or included in any total for costing purposes.

Data collected

Hours worked

The number of hours does not need to be recorded.  However, some institutions find academics wish to record their time, and they therefore provide a facility for doing this, on a voluntary basis.  

It is good practice for institutions to make some record of actual hours spent, on average in a week (although not all institutions will be able to introduce this). 

The advantages of collecting information on hours worked are that:

· it gives academics the opportunity to demonstrate the extent of their efforts, and this could help to improve the response rate from those staff;

· it provides very useful information to institutions as they interpret and explain their results internally.  If academics are working hours that are over a ‘standard’ working week, then this will display a particular type of subsidy to Teaching and Research in that institution.  Models could be made of the reported figures that are based on a notional working week.  These could then be compared to ones based on actual hours worked;

· it helps in the reconciliation of costs charged and costs incurred on projects;
· it helps to inform workload management and human resource management within the institution.

However:

· the total hours information could be considered less robust than the breakdown of time by activity.  Some academics may be influenced by other agendas (effectiveness, efficiency) when recording this total, and few, for example, record less than a ‘standard’ working week;

· some staff feel that this link between TRAC requirements and appraisal/ performance management is not appropriate (and this can adversely affect response rates);

· it can lead to associated concerns by academics about the use of any information that they produce to meet the TRAC requirements.  Expectations may be raised that cannot be met;

· collecting this information should be considered very carefully in the context of the European Working Time Directive and other initiatives. Institutions should involve their human resources directorate in this decision.

Collecting hours can, therefore, provide useful information.  It can, however, lead to confusion about potentially different agendas behind TRAC, and suspicion as to how areas such as the involvement of the head of department, anonymity, etc. are really going to be handled.  One way around these concerns is clearly to separate the various agendas, and to collect information on hours separately from information for TRAC.

Collecting, and reporting, information on hours worked is a technical, not political, issue. It is useful for the sector for some institutions to collect this information.  It is not necessary for meeting TRAC requirements, however, and should only be done if it does not complicate the implementation of the TRAC requirements.

Institutions often, therefore, include a voluntary, anonymous return on hours - separate from that of the percentage allocation of time.  Alternatively they use sampling (e.g. using diaries) which increases the robustness of the information on total hours worked, and also removes the direct linkage with any one individual.

Use of time data

Aggregation

The annual time allocation process provides data on time.  The in-year retrospective schedules show percentages (of total time available) spent on each activity by individual.  This is then weighted by the staff FTE to provide totals by department, department group, and institution. 

If diaries are used, then the data provided gives hours spent on each activity.  A system then needs to record hours, and calculate percentages.  The sample data should be aggregated appropriately.  Hours on each one-week diary should be added together to produce total hours for each member of staff, and annual percentages then be calculated for each individual.  (It is not robust to calculate percentages for each week for each individual, and then add these together to provide annual percentages for that individual.)

Holidays (bank holidays or vacations) need not be recorded on time allocation schedules/diaries (holiday time is not attributed to an activity).  However, with diaries, whether or not this time is included, it is not appropriate to calculate percentages of time separately for each week.  This is because these weekly percentages cannot be compared to, or aggregated with, other weeks that do not contain holidays.  It is also not appropriate to scale up these hours to produce a week that is equivalent to one without bank holidays.  The principle should be that each day worked is equal in terms of time and cost to another day of similar length worked by that academic in that year - irrespective of whether it is part of a 3, 5 or 7 working-day week.

When using the diary method, it is therefore useful to account for total time (24 hours, 7 days) in each sampled week, including bank holidays etc, to ensure that all weeks are comparable.  Percentages of time spent on TRAC activities can then be worked out using the total hours from which holidays have been excluded.

The same principle applies to part-time staff.  Numbers of hours on each activity should be aggregated, not percentages for each day or week.

Allocation (individual salaries or pay bandings)

Time is then used to allocate salaries.  Time should be weighted to recognise the different costs of each individual’s time.

Weighting can be done either by:

· matching each individual’s salary and FTE percentage with their time record (which would require salary and FTE information to be held centrally in some detail); or

· asking individuals to give their FTE information, and applying these and a notional salary cost relevant to each individual’s salary band, to their time information.  (Grades can be used to indicate salary bands.)

Information by grade is also useful in informing the sampling process.  Grades can be used as a proxy to identify the groups of staff carrying out different activities or portfolios of work.

Grades/salary banding information could be transferred from central records and indicated in the reference number assigned to each time allocation schedule; or staff could give their grade as they complete the schedule.

A discrete number of separately identified weightings or grades can be identified.  For example, the following bandings (related to specific grades) could be used where an institution is calculating an average salary cost per band.

	Bandings (1999 rates) for pre-1992 institutions

less than £23,000 e.g. lecturer A; clinical (senior officer); research grade 1

above £23,000 e.g. lecturer B/senior lecturer; clinical registrar/specialist

and less than £38,000 registrar/senior registrar; researcher 2 to 4

above £39,000 e.g. consultant; professor



	Bandings (1999 rates) for post-1992 institutions

less than £23,000 e.g. main lecturing grade; research grade A and B

above £23,000 e.g. senior lecturer, principal lecturer

and less than £35,000

above £35,000 e.g. head of department




Unless they are applying individuals’ actual salaries to their time data, institutions should calculate their own average salaries for the grade bandings (based on their institutional averages).

Overall, these averages should be equal and reconcilable to the total staff costs (including on-costs) held in the financial accounts.

If institutions do not hold disaggregated pay costs in their accounts records, then average staff costs (for each band) could be used to weight time and attribute costs. These would be an average calculated by each institution (from their own payroll) and in total reconcilable to the financial accounts.

Attribution of salary costs

Total salary costs

All staff costs are to be attributed, including pay and on-costs (i.e. National Insurance and superannuation) for all permanent, temporary and contract staff.  The total academic and researcher salary costs to be attributed should exclude any costs associated with restructuring (redundancy payments, pension top-ups etc.)  (See Section E of Part III, cost adjustments.)
The staff costs that are attributed should include the costs of:

· staff on secondments where the institution records a cost, irrespective of whether that is rechargeable/recoverable or not;
· similarly, all staff on posts that used to be called ‘fully-funded’, such as research assistants;

· discretionary increments for clinical staff, irrespective of their subsequent recovery from the NHS;

· the salaries or fees paid to visiting lecturers whether Research or Teaching.

The only costs recorded in an institution’s ledgers that should not be included in TRAC are those not included in its consolidated financial statements.  In some institutions these may include:

· clinicians’ distinction awards (that are recoverable from the NHS)

· ADH payments (Additional Doctors’ Hours)

· the salaries of visiting academics.

Where these costs have been included in the institution’s financial statements, they should be included in TRAC.

Retention of TRAC documents
TRAC documents should be kept for the longer of:

· the period that is required to satisfy the Data Protection Act (institutions will need to consult with the Data Protection Officer);

· the period for which institutions normally keep their financial or cost accounting records; or

· until the time data has been re-collected and replaced.

Where time data has been collected anonymously, the keys to the anonymous codes should be destroyed as soon as the response rates are of a level that no more chasing of responses is necessary.










