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Research Support 
Processes in a highly 
devolved environment: 
clarity, collegiality, control 
and continuity
Steff Hazlehurst, 
Head of Research & Consultancy Services

About the Institute of Education

� Largest post graduate centre for the study of education 
in the United Kingdom; one of the leading graduate 
schools of education in the world

� Education and related areas of social science and 
professional practice

� Small… but medium-sized in research terms
� Member of federal University of London
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Growth at IOE

Structure Research 
project income

Academic 
staff

Research 
support staff

1998/99 c. 26 ‘groups’ £5M c.300 c.7

2004/05 12 Schools £16.5M c.350 c.18

2008/09 3 faculties, 
16 departments

£21.9M c.450 c.36

2010/11 2 faculties, 
15 departments

?£20M <450 c.30-32

Requirements for effective working

�Clarity
�Collegiality
�Control
�Continuity
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The project

� Followed creation of faculty teams, many new 
staff

�Worked with consultant specialising in higher 
education services, and in change

�Agreed a vision statement for the service

Collegiality: research support raison 
d'être 
�Support research/researchers
�Ensure compliance
�Manage relationships

�From strategy development and implementation to 
individual projects
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The project

� Identified high-level ‘central’ and ‘local’ functions
� Identified “all” the processes involved in 

undertaking university research
�Mapped the administrative-led processes (flow 

charts)

Collegiality: high-level description of 
roles
Research Services Faculty teams

Support to IOE mgt (corporate body) Support to individual academics

Relationships with funders & 
collaborators – portfolio level

Day-to-day interaction w. funders & 
collaborators – project level

Provide centres of expertise to IOE 
as a whole

Manage interaction with centres of 
expertise for PIs

Provide resources to IOE as a whole Customise resources, identify 
resource needs
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11

10

Provide  / share
information on 
funding
opportunities 

Identify potential 
funders and
opportunities

Identify expertise / 
form bid teams 

Complete 
database records 

Cost and price 
proposals (incl.
cash flow and
profiling)

Prepare academic 
content 

Negotiate 
contracts  / 
accept grants 
(establish IPR 
ownership) 

Share with 
academic 
audiences

Use in teaching/
training materials

Organise 
dissemination 
events

Manage research  
performance, 
including change

Maintain project 
and contract 
records (e.g. 
timesheets)

Liaise with partners 
(internal and 
external) 

Liaise with/ report 
to funders 
(progress, financial 
reporting)  

Manage 
expenditure and 
commitments 
(incl. pay and 
purchasing)

Manage income 
and make claims

Supervise 
research students  

Manage research 
staff

Deliver primary  
research activities 
and outputs

Maintain records 
of  primary 
research activities

Provide access to 
info resources to 
support primary 
research 
activities

Update budgets, 
allocate account
codes, create files, 
update database 
records 

Set up advisory
committee, 
if required

Recruit and 
induct research 
staff and
project students

Buy project 
resources,  
arrange secure 
data storage

Complete research 
ethics review

2. Develop
proposals

3. Set up
contracts 

& accounts

4. Start
projects

5. Conduct
research

6. Manage
projects

8. Share 
results

1. Identify 
opportunities

Develop research
strategy and policy  

Provide training
guidance and
research advisory
services

Provide 
research support 
information 
systems

Balance research 
with teaching and 
consultancy/KT 

Promote/support 
research career 
development

Develop 
sustainable 
research capacity 
and staff 

Publicise research 
capabilities and 
expertise 

Identify potential 
new collaborators  

Follow up and 
diagnose non-
awards

Manage external  
research 
monitoring and
data returns

Monitor individual 
research 
performance (incl. 
research staff 
reviews)

Monitor research 
internally (incl. 
reports to 
committees)

Undertake income 
and cash flow 
forecasting

Maintain project  
and contract 
records

Liaise with current
collaborators

Liaise with current 
funders

Monitor cost 
recovery

1. Manage research
environment

2. Manage
external relations

3. Manage
performance

Establish research
Centres & Special 
Interest Groups

Identify potential 
new funders 

Define, track & 
address
(non) compliance 
with 
institutional 
policies

Provide 
information 
resources

Support pilot
research

Publicise research 
findings including to 
media outlets

Support academic 
networking

Identify 
opportunities 
to ‘target’

Identify key current 
research topics

Initiate recruitment 
and user service 
access; initiate  
project web 
page/site creation

Issue subcontracts

Undertake risk 
assessment 

Submit proposals 

Complete internal 
review process; 
make revisions 

Collate additional 
documentation

Manage income 
and pursue debts

Publish for user/ 
practitioner 
audiences
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Elements  o f  the  research  process

7. Complete
projects

Ensure quality of 
research

Drive/support
committees to 
manage 
environment

Develop 
sustainable 
research support 
staffing

Support 
dissemination of  
findings

Define, manage 
and improve 
research support 
processes

Key:

Research 
support lead

Academic 
lead

Other 
support dept 
lead

Academic/ 
support  joint 
lead4

1 11 1 1

Extend research 
funding
contracts

1 1

711

2

Complete and 
submit final 
reports

3

22222

82 22

33 3 3 3

Ensure secure 
data storage or 
destruction

5

3

4 4 4 44

Clear account 
balances and 
close codes 

7

4

3 3 3 9

4 4 41

5 5

Manage staff  
redeployment and 
redundancies

2

5 5 5

6 6

666

7

Manage research 
student completion

6

7

Complete and
submit final 
accounts

4

7

7

8 8

Close projects 
(archive files, 
update database 
records) 8

8

9

8

9

Manage 
knowledge transfer 
and commercial 
exploitation 4

2

3

1

Monitor research 
impact

7

Maintain publication 
records

7
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Clarity: the process maps

�One flow chart for each administrative-led 
process in the Projects part of the diagram

�Shows ‘who does what’ through colour coding
�Performance measures and standards
�Documentation and improvements
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Performance Measures

Performance Standards

Detailed Procedure Documentation

Planned Improvements

Approval of HoAD
to prepare costing

Request for 
costing (e.g. 

complete form)

Collate 
information on call 

and funder

Discuss costing 
and resources for 

costing with PI

Collect additional 
information from 

approved 
suppliers

Draft costing on 
pFACT

Review with PI 
and revise

Authorise cost, 
price, subsidy

If authorised, 
complete final 

revisions

12

A2.3 Develop proposals: cost and price proposals (in cluding cash flow and profiling)
Process Owner: Faculty RCKT Managers

Primary Delivery Responsibility: Faculty RCKT Administrator

Others Involved: Faculty RCKT Manager, PI, HoAD

1. pFACT used for pricing and authorisation

2. Costing manual embedded into induction procedure for 

academic staff and other professional staff with financial 

responsibilities

Date issued: November 2009 Review date: 

Time:  5 working days from receipt of all required information

Quality: [completeness; compliance with IOE & funder costing 

and pricing rules]

Time & quality measures achieved 95% of time

1. Costing Manual -

http://intranet.ioead/calendar/Finance/z/Research/CostingMan

ualFINALwebNov08.pdf

2. Request for Costing [FCH form; are there others?]
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Performance Measures

Performance Standards

Detailed Procedure Documentation

Planned Improvements

Review and log proposal for 
Research Ethics  review 

Post proposal on Blackboard, 
circulate to all members of the 

relevant Faculty Research Ethics 
Committee, and nominate reviewers

Review of proposal by Faculty 
Research Ethics Committee incl. 

discussion with the applicants

Decision recorded and fed back to 
applicants together with 

comments/recommendations from 
the Committee

Responses from applicants  to the 
comments  and suggestions of the 

Committee 
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A3.2 Set up contracts and accounts: Complete researc h ethics review
Process Owner: Research Ethics Coordinator

Primary Delivery Responsibility: Faculty Res Ethics Cttees

Others Involved: PI, Research Ethics Coordinator, RGEC

1. Reviewing activity to be included in committee member’s 

work load management model.

Date issued: November 2009 Review date: 

Time: Proposals logged for Ethics Review reviewed within 20 

working days

Quality: Completed application form shows an understanding of 

the ethical issues of project

80 % of proposals reviewed within 20 working days of  receipt

1. The purpose of the research ethics review procedure: 
http://intranet.ioead/ioe/cms/get.asp?cid=13449&13449_0=1627

5

2. Applying for ethics approval: time frames, process, forms, 

informed consent, appeals process 
http://intranet.ioead/ioe/cms/get.asp?cid=13449&13449_0=1627

3

3. Professional Codes of Conduct 
http://intranet.ioead/ioe/cms/get.asp?cid=13449&13449_0=1347

9

4. Research Governance and Ethics Committee 
http://intranet.ioead/ioe/cms/get.asp?cid=13449&13449_0=1347

4
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Performance Measures

Performance Standards

Detailed Procedure Documentation

Planned Improvements

Orders, invoices  & claims 
approved in faculty in 

accordance with Finance 
Regulations

Check monthly transaction 
lists for accuracy; initiate 

corrections

Run monthly project review 
schedule 

For each project being 
reviewed, run 3-month T1F 

transaction listing

Transfer income & 
expenditure to statements, 

note any corrections, note any 
costs to come (e.g. non-

standard DA costs), ensure 
account reconciliation 

balanced

Send expenditure statement 
to PI and faculty RCKT 

support team with any queries 
outstanding

Complete physical file, update 
PRECIS schedule

If project over/underspending, 
review statement and suggest 

remedial action

Discuss agree actions with 
HoAD

Discuss/agree actions with 
RCKT manager/HoFA

Implement remedial action; 
contact funder if necessary; 

Implement remedial action: 
revise budget, report changes 

to RCS
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A6.2 Manage projects: Manage expenditure and commitm ents (including pay and purchasing)
Process Owner: Research Finance Manager

Primary Delivery Responsibility: Research Finance team

Others Involved: Faculty RCKT Support team, PI, Finance

1. Monthly standard journals for DA/Estates/Indirect /Subsidy 

charges

2. Works and Assets for Research

Date issued: July 2009 Review date:  September 2010 [WAR]

Time:  All projects for given month reviewed within 6 weeks of 

accounting month closure

Quality:  Reconciliation balanced; expenditure correctly allocated; 

projects stay within budget

80% of projects reviewed in target time

1. Template expenditure statement (To be done Q:\...\Research 

Finance\Templates and model letters\New Projects\

Expenditure statement template) 

2. T1F transaction report

3. Complete journals (?T1 F training manual?)

4. Financial Regulations (http://intranet.ioead/calendar/finance/
FinanceRegs/ Fin%20Regs%202008%20-

%20FINAL%20VERSION %20. pdf)

5. Research accounts review Q:\...\Research 
Finance\Procedures\ Research accounts review - for project 

directors
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Continuity: risk assessment and 
continuity planning
�We are required to have risk registers for all IOE 

procedures
�We are required to have business continuity 

plans for all support areas
�We built this into the project

In
st

itu
te

 o
f E

du
ca

tio
n 

R
es

ea
rc

h 
S

up
po

rt
 C

om
m

un
ity

 P
ro

ce
ss

 D
es

cr
ip

tio
n

Risks

Performance Standards (Target; Achieved)

Current controls

Business Continuity Statement

Performance Measures
AY 09/10 AY 10/11 AY 11/12 AY 12/13

Future controls

Risk Assessment and Continuity Plan

16

A4 Start projects

A4.1 T

Q
A4.2 T:

Q:

1. Routine Absence

2.Extraordinary Absence

Date issued: November 2009 Review date: 

(Threat short name)

Threat A

Threat B

Threat C

Threat D

Threat E

T

Q

T

Q

T

Q 

T

Q
T

Q

T

Q

T

Q

T

Q
T

Q

T

Q

T

Q

T

Q
T

Q

T

Q

T

Q

T

Q

A4.3 T

Q
A4.4 T

Q

Likelihood: Risk: Impact: Likelihood: Risk: Impact: 

(Threat details)

Threat A

Threat B

Threat C

Threat D

Threat E
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Control: internal audit

� Functional areas are subject to internal audit of 
processes on a five-year cycle

�At our next audit, we will measure practice 
against our process documentation – are we 
doing what we say we’re doing? Are we 
monitoring our performance and meeting our 
standards?

Outcomes

�Community development
�Process change
�Systems mapping
�Austerity
�Winter School, academic induction
�And more widely?
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It’s not rocket science…

�…but it is complex
�Complexity is more visible, to our community and 

other parts of IOE

�Sometimes it’s more complex than necessary
�We’ve rationalised processes to reduce duplication
�Not there yet! 

Austerity

� We will merge two faculties
� We will reduce staff numbers, a little
� No reduction in volume of projects
� How will we cope?
� Process maps as reference point

� Good enough is good enough
� Get it right first time 
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Process diagram as the basis for training

� IOE biennial “Summer School” (winter 2010/11!) and 
induction of new research support staff
� Ensuring all areas are covered in training

� Induction and just-in-time training for academic staff
� Potential for use by training providers, e.g. national 

associations, to plan training programmes?


