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TRAC Update No. 4 – Academic time allocation 
This Update gives institutions that need it the opportunity to ensure that their TRAC data are robust – that the data present a view of their institutional activity that they believe is credible, and the data are of use within their institution.  Some institutions are already content with the quality of their TRAC data, and are using it internally, and as a result will not need to implement much in this Update.

Introduction

TRAC needs to work in a way which is useful inside institutions if the sector is to maintain its credibility with funders. This is clearly not the case in all parts of the sector at present.  Although heads of institutions sign off their TRAC results as fit-for-purpose, there has been a persistent message from a few institutions that they cannot use TRAC for internal management because their academic time allocation data are flawed.  This has been recognised by the funding bodies and the potentially adverse implications for future funding and sustainability of the sector were discussed at the TDG conference for institutional senior managers in November.  Both the research councils and HEFCE noted that the assurance they gain from TRAC is reduced if they perceive that institutions do not have confidence in their own TRAC data, and are not using them for internal management.  

The changes in this Update have been designed to address any remaining concerns about the time allocation data.  The TDG believes that, taken together, they should make TRAC more credible and useful to institutions and hence to the funding bodies, without imposing any significant new burdens of implementation. 
The first three requirements introduce new definitions and methods in TRAC time allocation.  The fourth requirement introduces further robustness at the level of research sponsor type and is more procedural in nature.

With regards to the first three requirements, it is important to understand that:
· the only purpose behind the first requirements is to address the concerns of those who felt that restrictions in existing TRAC guidance on time allocation was leading to the production of incorrect TRAC data in their institution;
· institutions are only required to implement these three requirements if they help to produce data that they feel comfortable with;
· these requirements will not be relevant to many institutions, who therefore will not have to implement them;
· all that those institutions have to do is to discuss the requirements at a TRAC Steering Group and decide they are not appropriate for their institution;
· if after this discussion, any institution still has problems with accepting their TRAC time allocation data, then they should inform their funding council, and at the same time provide specific suggestions as to how the TRAC guidance can be further improved to remove any remaining constraints;
· Heads of institutions will continue to be asked to sign off their TRAC data, including their time allocation data, as being robust;
· where institutions use their TRAC data internally, both institutions and their funders are more likely to have confidence in its robustness, and this will impact positively on external quality assurance requirements.
Most of the changes described here only need to be implemented if the institution considers that it will help to improve the robustness and utility of its TRAC data – each institution’s TRAC Steering Group will have to make some decisions here.  The changes will be relevant in different ways to different institutions and some will be relatively little affected.  However, those which have been expressing concern that they “cannot use their TRAC data” should find that some of the changes are directly relevant to them, and they will be expected to take advantage of these as appropriate.  In due course, funders are likely to seek confirmation from institutions that these changes have indeed addressed all concerns the sector had regarding TRAC time allocation data.  This will be an important assurance which the sector needs to provide to the funders in the current public funding environment.    

New requirements are shown in this Update in blue.  
Overall, all institutions except those eligible for and applying dispensation, should plan whether they need to implement the first three requirements.  Where this is the case, implementation should be done in a way that is likely to lead to improved robustness of TRAC data and an improvement in its internal utility:
· every institution’s TRAC Steering Group should consider how they are using TRAC data internally and how it might be used when the data is considered credible (if that is not yet the case);
· each TRAC Steering Group should immediately start to consider the areas in this Update and how they might relate to their institution, and should decide whether the new requirements in this Update are relevant to them;
· if they are relevant, all institutions should decide by the end of the 2010/11 academic year how they will implement the requirements;
· at that time, all institutions should be prepared to state whether they consider that their time allocation and TRAC cost data (once the new methods have been fully implemented) to be both robust and provide utility to the institution;
·  if not, i.e. there are problems with data robustness which cannot be addressed with the TRAC Guidance, institutions should be prepared to state what further changes to the TRAC Guidance would be necessary to remedy this.
All institutions, except those eligible for and applying dispensation, should also comply with the fourth requirement (robustness by research sponsor type).

Members of the TRAC Support Unit will assist TRAC Practitioners to understand these new requirements by discussing them at the Self-Help Group meetings over the coming months.  It is as important that Finance Directors, TRAC Steering Groups, senior institutional managers, and individual academics and heads of academic departments understand these changes, and the purpose behind them.  To assist with this, special meetings of the TRAC Self-Help Groups are being convened, with participation invited from a member of each institution’s senior management team (probably leading their TRAC Steering Group) as well as the TRAC Practitioner.  The TRAC Development Group (TDG) will also endeavour to communicate the changes to a wide range of audiences over the coming months using other fora.  
Contents
This Update provides new guidance in the areas of time allocation that addresses concerns about the robustness and utility of TRAC reporting.  The Guidance is given under the following Sections:
1. Time allocation – new definition of the academic staff activity that is to be recorded in TRAC time allocation systems

2. Time allocation – new allocation of institution/own funded Research time according to  its primary purpose

3. Time allocation – permitted use of a workload planning/management approach

4. Time allocation – robust recording of time by research sponsor type
Areas of new TRAC Guidance are indicated in blue.   They are summarised below.  Reminders of existing Guidance are sometimes also included in blue italics to ensure that they too are noted.
The Statement of Requirements
 is being updated to incorporate these changes and will be issued shortly.  

1 Time allocation – new definition of the academic staff activity that is to be recorded in TRAC time allocation systems
1.1. This requirement is to be considered by all institutions (except those eligible for and applying dispensation).  If an institution decides that it is not useful or relevant to them then they do not need to implement it.
Background and rationale for the new requirement

1.2. Currently, the time recorded reflects the total time worked on institution activities (not standard or contracted time): (Statement of Requirements point B.4.2).  This has led to the concern by some institutions that their academic staff are recording a significant amount of activity that is considered by staff to relate to their position at the institution, but might not be considered by the institution as work that they necessarily needed to be done, or would pay for if asked.  The amount of work done on this activity is not information that institutional managers use or would use to manage their staff or their institution. It is not considered by managers as essential to the mission of the institution.  
1.3. One example of this type of ‘personal activity’ might be described by some institutions as research in an area that is of interest to the academic, but is not part of the institution’s research strategy or plan, and would not lead to a research project, or be entered into the RAE/REF.  

1.4. Inclusion of time worked on these personal activities has led to some academics recording too much time on institution/own (I/O) funded research (defined by TRAC as research with no external funder, but with a research output).  In these cases, Research costs are being overstated.  
1.5. The new requirement allows institutions that can do so to exclude some of this I/O time from their TRAC data.
1.6. In general, this could be done by institutions that have a workload allocation or planning system which facilitates the planning or management of their academic staff activity.  Not all institutions have such systems in place and therefore many institutions will not feel that this requirement is relevant to them.  Some (particularly Research-intensive institutions) may consider that all work done by their academics is a necessary and essential part of their position in the institution.  Some institutions may consider that neither their academic staff nor their academic managers could identify or exclude work that might be considered to be ‘personal’.  In these cases, the new requirement will not need to be implemented.
1.7. When considering this requirement please note that the focus is on the activities that are being carried out, and NOT when they are carried out.  Some managers characterise this work as that which is generally carried out in an academic’s own time or outside normal working hours.  These phrases are very loose, but are used to refer mainly to some of the work carried out during evenings and weekends.   However, these phrases are NOT appropriate here: other work is carried out during that time that the institution does need to be done, and would pay for.  In any case there is no working hours total or period set for academics.  

1.8. The focus in this Section is not on ’working hours’: it is on the activities carried out, not when they are carried out.  It is important to note that:
· the length of the working week or year in annual TRAC remains unspecified – it is the time that each academics spends on ‘institutional activities’ (defined in paragraph 1.12).  
· there is NO CHANGE required or implied by this new requirement to academics’ terms and conditions of contract or the length of their contracted working week or year.  

· there is also NO CHANGE to the 1650 hours that is used in TRAC fEC as the definition of the FTE and used in the denominator for the calculation of the charge-out rates. 
1.9. All institutions should consider the requirement described in paragraphs 1.12 to 1.13 below.  They should implement this only if they feel that it would improve the robustness of their TRAC data and makes it more credible and useful internally.  
1.10. There should be evidence of the decision-making process that has led to the decision to implement or not to implement this requirement (e.g. papers or notes from TRAC Steering Group meetings or between senior managers in the institution).
1.11. The following requirement is only applicable to institutions that consider that they can implement it robustly and improve the quality and utility of their time allocation data as a result. 
The new requirement

1.12. Where appropriate to an institution’s style of management and planning, institutions should direct their academics to record only the activities that are managed by the institution.  These activities would be considered by the institution to be likely to represent a relevant use of their resources (represented by payments to staff) and an appropriate use of the funding they receive.  The activities would form part of the institution’s plans for sustainability.  These are called in TRAC ‘institutional activities’.

1.13. Time would not be recorded, for example, on activities that cover any personal research.  Activities that are not considered by their managers to be “part of their duties” or activities that are “carried out for personal rather than institutional benefit” would not be recorded.

1.14. This new definition is a clarification of that currently given in point B.4.2 in the Statement of Requirements.
Implementation of the requirement

1.15. The exclusion of ‘personal activities’ from the time recorded could either be done by academics as they complete their time allocation return or could be done by institutional managers upon receipt of the AST (academic staff time) information.   Although the second method may be easier to implement (where data is not anonymised), the former represents good practice as it embeds the new definitions into departmental processes and makes them more useable internally.
1.16. The requirement will need to be interpreted differently by different types of institution and different subject areas or departments within an institution.  As stated above, it is most likely institutions who also implement workload allocation methods of AST collection that will feel able to implement these requirements.  However, other institutions that feel they have these problems but who are collecting information differently (for example, anonymously) will have to embark upon a programme of education and clarification to embed the new definitions. This requirement should be implemented by institutions in a way that they feel will lead to more credible TRAC data, that will provide a ‘fairer and more reasonable’ view of their institution and its activities.  The Head of Institution will be asked to confirm this when signing-off future TRAC returns.  

1.17. There should be evidence of the decision-making processes that lead to this belief which will include discussion of alternative approaches to implementation and an assessment of the likely impact on TRAC data (time and costs) in each type of department.  There should be evidence of a well-planned approach to implementation, including training and communication for senior managers, heads of department and academics to ensure that the changes are likely to lead to more credible TRAC data.  There should be increased use of TRAC data internally as a result.
1.18. The impact of altering the definition of academic activity should be carefully assessed by institutions planning to make this change.  For example, a sample of academics could be asked to give an indication of how they would change their proportions of time allocation.  Any move from Research to Teaching (arising from the reduction in time and therefore FTEs allocated to Research) will reduce the denominator of the indirect cost/estates rates for Research – the possible impact of this should be estimated.  
1.19. Each type of Support cost allocated to Research (the numerator of the indirect cost/estates rates) should be reviewed to ensure that the cost drivers that are used will still provide an appropriate allocation of cost to Research.  Specifically, if there is less time allocated to Research (i.e. a lower proportion of activity recorded in this area), it is logical to expect a lower proportion of Support costs allocated to Research.  If the cost drivers used do not produce this result, then the cost drivers should be carefully reviewed to ensure that they are appropriate and will produce robust results.
1.20. Institutions should decide over the next year whether this new requirement is relevant to them – i.e. they should comply with the requirement in paragraphs 1.9 and 1.10 above by the end of the 2010/11 academic year.
1.21. When implementing, institutions should introduce the changes as soon as is practically possible.
2 Time allocation – new allocation of institution/own funded Research time according to its primary purpose
2.1 This requirement is to be considered by all institutions (except those eligible for and applying dispensation).  If an institution decides that it is not useful or relevant to them than they do not need to implement it.
Background and rationale for the new requirement

2.2 Institution/own (I/O) funded research activity is one of the seven research sponsor types – a separate category from the five externally funded Research categories, PGR student training and supervision.  In I/O work there is, by definition, no external sponsor of a research project, but there are research outputs.  (If there are no research outputs then the time has to be recorded as scholarship.)
2.3 Many institutions or departments whose main mission or strategic focus is Teaching, require and support their academics to carry out institution/own funded Research, but this is done with the primary aim of supporting their Teaching activity.  In effect it is part of the scholarly activity carried out to inform Teaching, which encompasses both scholarship and institution/own funded Research.
2.4 Time spent on such activities will continue to be recorded separately as institution/own funded Research by academics, but where the primary activity of the institution or department is Teaching, it is then to be allocated to Teaching in TRAC.  It is for institutions to determine this allocation (see paragraph 2.11 below for examples).
2.5 All institutions should consider the requirement described in paragraph 2.8 below.  They should implement this only if they feel it would improve the robustness of their TRAC data and makes it more credible and useful internally.  It is optional for an institution then to change their time recording systems.  If after consideration, the institution believes that their academics do not record any Research work carried out primarily for Teaching in their I/O Research category, or this is not identifiable, they do not have to make any change to their current definitions and methods of time recording.  They do not have to implement the requirement described in paragraph 2.8 below.
2.6 There should be evidence of the decision-making process that has led to the decision to implement or not to implement this requirement (e.g. papers or notes from TRAC Steering Group meetings or between senior managers in the institution).
2.7 The following requirement is only applicable to institutions that consider that they can implement it robustly and improve the quality and utility of their time allocation data as a result. 

The new requirement

2.8 Institutions should use definitions of their institution/own funded research that relate to the primary purpose of the activity: i.e. research done primarily in support of teaching would be allocated to teaching along with other relevant scholarship activity.

2.9 The allocation could be done either by academics as they complete their time allocation return (this would require a second category of institution/own funded Research ‘carried out in support of T’), or by institutional managers upon receipt of the Academic Staff Time information.   Although the second approach may be easier to implement, the former represents good practice as it embeds the new definitions into department processes and makes them more useable internally.
2.10 Institutions should record time spent on this category of activity separately in their TRAC systems at least at department level to help them understand the data and ensure that they are allocated robustly.
2.11 Again, this will need to be interpreted differently by different types of institution and different subject areas or departments within an institution.  For example, less Research-intensive institutions may wish to re-allocate the time spent on I/O Research activity by an individual academic or groups of academic staff who:

· are employed primarily for Teaching, and 
· have no external research contracts, and 
· have not or will be unlikely to submit research to the RAE or REF that generates QR income, or

· are on non-Research sabbaticals.

2.12 As part of the implementation of this requirement institutions are likely to find it useful to carry out a wider review of their I/O Research activities to improve understanding of what is carried out. 
2.13 This requirement should be implemented by institutions in a way that they feel will lead to more credible TRAC data, that will provide a ‘fairer and more reasonable’ view of their institution and its activities.  The Head of Institution will be asked to confirm this when signing-off future TRAC returns. 
2.14 As in Section 1 above, there should be evidence of the decision-making processes that lead to this belief which will include discussion of alternative approaches to implementation and an assessment of the likely impact on TRAC data (time and costs).  There should be evidence of a well-planned approach to implementation, including training and communication for senior managers, heads of department and academics to ensure that the changes are likely to lead to more credible TRAC data. There should be increased use of TRAC data internally as a result.
2.15 The new requirement will be reflected in point B.4.2 of the Statement of Requirements.
2.16 As in Section 1 above, the impact of altering the definition of academic time should be carefully assessed by institutions planning to make this change.  For example, a sample of academic staff could be asked to give an indication of how they would change their proportions of time allocation.  Any move from Research to Teaching (specifically, the reduction in time and therefore FTEs allocated to Research) will reduce the denominator of the indirect cost/estates rates for Research – a broad estimate of the possible impact should be made.  Each type of Support cost allocated to Research (the numerator of the indirect cost/estates rates) should be reviewed to ensure that the cost drivers being used will provide an appropriate allocation of the indirect/estates costs that relate to institution/own funded research, externally funded Research Grants and Contracts and to Teaching (for the re-allocated institution/own funded research time).  
2.17 In particular, if there is less time allocated to institution/own funded Research, it is logical to expect the Support costs allocated to Research to be less.  (Academic staff activity on I/O Research requires space, incurs secretarial and conference etc costs, and draws upon support from a wide range of institutional services such as the faculty/department office, finance, planning, personnel, IT and library services, even if it does not draw upon the research support office.  A relevant part of the costs of these services that are supporting I/O Research carried out for Teaching, would be attributed to Teaching along with the academic staff costs.)
2.18 A useful check is to calculate a Support cost per academic/RA FTE in I/O Research, and similarly a Support cost per academic/RA FTE in externally funded research, and to ensure that the differences can be explained and appear reasonable.

2.19 Institutions should decide over the next year whether this new requirement is relevant to them – i.e. they should comply with the requirement in paragraph 2.5 above by the end of the 2010/11 academic year.
2.20 Institutions that are implementing the requirement should then introduce changes as soon as is practically possible.
3 Time allocation – permitted use of a workload planning/ management approach
3.1 This requirement is to be considered by all institutions (except those eligible for and applying dispensation).  If an institution decides that it is not useful or relevant to them than they do not need to implement it.
Background and rationale for the new requirement

3.2 TRAC requirements for time allocation currently operate on a principles-based approach.  These are described in point B.4.1 of the Statement of Requirements and cover such areas as completion of a time allocation schedule by each academic, each covering a whole year, and completed within a timely fashion (this is not a comprehensive or directly quoted list).  Institutions are then free to develop their own methods that comply with these requirements (i.e. adhere to these principles).
3.3 There is a very wide range of methods currently in use – e.g. 24/7 diaries involving a sample of weeks across each year; retrospective termly time records completed by all academics each year, or all academics across a three year period; workload allocation models that have been specifically developed to be TRAC-compliant.  The extra work required for workload allocation models has meant academics have had to confirm whether their actual time has been in accordance with the allocated time, three times a year, and have had to record time against all TRAC categories.  

3.4 Many institutions are very keen to develop their workload planning/ management systems and use these to provide TRAC data, but are put-off by the rather mechanistic requirements that currently surround the use of workload allocation approaches for TRAC.  Such workload planning/management systems have the great advantage that they will be useful for purposes other than TRAC, thus increasing utility of TRAC and its integration with other management information.  In addition, the data will be credible to both academics and their managers, and are therefore likely to be more robust than data produced by systems used only to record data for TRAC.  
3.5 Institutions without a workload planning/management system are likely to find this dual purpose system carries extra burdens compared with a system designed purely for TRAC.  However, many institutions, and the TDG, consider that the advantage of introducing this type of dual-purpose system would be significant.
3.6 Therefore, the TDG has agreed that workload planning/management systems can be used to provide TRAC data, as long as they meet the conditions described below.

3.7 These workload planning/management systems can be different for different departments.  Institutions can introduce workload planning/management systems in some departments, and continue with their current TRAC time allocation systems in others (as long as they continue to comply fully with current TRAC requirements in the latter). 

3.8 Institutions with a workload planning/management approach to TRAC time allocation should find it relatively easy to implement the new requirements in Sections 1 and 2 above, which introduce new definitions of the academic time that is to be included.

The new requirement

3.9 A workload management/planning approach can be used to provide TRAC data provided it meets at least the following minimum requirements:

· it is used by the institution for purposes other than TRAC (e.g. to plan or manage workloads);
· a manager or administrator prepares the planned activity data for each year for each academic member of staff.  This is based on a formal process e.g. with plans based on planned modules/ courses and students, research projects and activity, other projects and activity, formal leadership and management responsibilities, requirements for scholarship and administrative activity, holiday entitlements, and so on.  This process is carried out with all academics in the departments covered by this method of TRAC time allocation, every year (i.e. there is no sampling);
· existing definitions of activities are followed.  Now, however:

· only time ‘managed by the institution’ and likely to represent a relevant use of their resources, is recorded (see Section 1 above);

· the activity categories of T, R O and S and their sub-categories are recorded as currently, and institution/own funded Research is allocated to Teaching where the primary purpose is Teaching (see Section 2 above);

· academic time spent on Research is recorded at the level of research sponsor type (see Section 4 below).  (It might be easier to do this at year-end rather than at the planning stage);
· each academic agrees to the plan drawn up for them as part of a formal process;

· at the end of each year the academic confirms that the plan was delivered, or revises the data.  This review would be informed by actual modules/courses and students taught, active research grants, etc (i.e. similar data to that described in the second bullet point above) as well as other events or changes in circumstance during the year that affected workload.  Any revisions would be approved by managers;
· a formal audit of the process is carried out every three years (this does not need to audit individual academic’s activity).  This would be arranged by the institution and might, for example, involve their internal auditors.
3.10 Institutions can use this workload planning/management approach in some departments, and other time allocation methods in other departments.  All departments using existing time allocation methods should comply with the existing TRAC requirements as described in point B.4.1 of the Statement of Requirements.
3.11 Institutions should decide over the next year (i.e. by the end of the 20010/11 academic year) whether this new requirement might be relevant to them.  If implementing, they should introduce the changes as soon as is practically possible, given any other changes they intend to make to their internal management systems.

4 Time allocation – robust reporting of activity by research sponsor type
4.1 There is an increasing urgency to improve institutions’, and funders’, understanding of the sustainability of Research.  As part of this, there is increasing scrutiny of  the recovery by research sponsor type.  This data now needs to be robust.

4.2 Previously, institutions had only to ensure that their academic staff recorded time separately, and robustly, for three types of Research:  institution/own funded research, PGR, and all externally funded Research.
4.3 Academic time recording systems should now ensure that the time spent on Research for every one of the seven research sponsor types
 is recorded robustly.  Robustness requires compliance with point B.4.1 of the Statement of Requirements, now amended where workload management methods are used (section 3 above).
4.4 All institutions, except those eligible for and applying dispensation, should comply with this requirement.  Full compliance should be achieved by the end of the 2013/14 academic year.
� �HYPERLINK "http://www.jcpsg.ac.uk/guidance/require/"�http://www.jcpsg.ac.uk/guidance/require/�





� The seven research sponsor types are currently now: institution/own funded research (I/O), PGR student activity, and the five external research grant and contract sponsor types: Research Councils, Other Government Departments, European Commission, charities, and industry/overseas.  An eighth research sponsor type is being added in TRAC Update No. 5 – funding council block grant Research income – but no costs are to be reported here.








