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UNIVERSITY OF ULSTER Paper ASQEC/18/20 
 
ACADEMIC STANDARDS AND QUALITY ENHANCEMENT COMMITTEE  
6 June 2018 Agenda Item 12 
 
COLLABORATIVE STRATEGY 
 
1. INTRODUCTION 

 
The Collaborative Strategy Working Group (CSWG) met on six occasions during 
the 2017/18 academic year.  This paper details a number of matters discussed by 
the Working Group with recommendations for the Committee to consider.  
 

2. COLLABORATIVE STRATEGY 
 
The Collaborative Strategy is divided into two parts: The Principles for 
Collaborative Partnerships and the key objectives for partnerships for the next five 
year period. 
 
2.1 Principles for Collaborative Partnerships 
 
 The Working Group agreed 11 Principles for Collaborative Partnerships which 

are attached at Appendix 1.  The Principles will apply to both local and 
international partnerships. All collaborative activity must now align with these 
Principles and with the priorities identified in the University’s 5&50 Strategy.   

 
RECOMMENDED: that the Principles for Collaborative Partnerships be 

approved. 
 
2.2 Draft Objectives 
 
 The draft objectives are attached at Appendix 2.  The 7 objectives are aligned 

to relevant 5&50 objectives and the KPIs within the balanced scorecard.  
Responsibility for the implementation of the objectives and the timeframe for 
doing so is also set out. 

 
 The Committee is asked to note that at the last meeting of the Global 

Engagement Executive Committee it was noted that the PVC Global 
Engagement had requested that international partnerships should be excluded 
from the Collaborative Strategy Objectives as a new Global Engagement 
Strategy is currently being developed.  The objectives therefore relate to local 
partnerships only 

 
 RECOMMENDED: that the proposed objectives be adopted. 

 
3. PROCESS FOR THE APPROVAL OF NEW INTERNATIONAL PARTNERS 

 
The Working Group considered a new process for the way in which due diligence 
is enacted in relation to proposed new international partners.  The process takes 
account of the University’s revised portfolios and reporting arrangements.  In future 
due diligence will be split into two distinct parts which will however operate in 
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parallel to ensure there is no delay in the decision making process.  The 
legal/financial/reputational due diligence will be co-ordinated by the Global 
Engagement Department in collaboration with Finance, the Office of the University 
Secretary and Public Relations and Communications and the academic aspects of 
the process will be carried out by Quality Enhancement. 
 
The process is detailed at Appendix 3. 
 
RECOMMENDED: that the process for approving new international partners 

be adopted. 
 

4. ROLE OF THE SUBJECT PARTNERSHIP MANAGER 
 
The Working Group considered the outcomes of a review of the role and 
responsibilities of Subject Partnership Managers (SPMs) which had been 
undertaken by the Associate Deans (Education) in consultation with the SPMs. 
 
The revised role and responsibilities of the SPM is provided at Appendix 4. 
 
RECOMMENDED:  i) that this post be renamed ‘Faculty Partnership 

Manager’; 
 
 ii) that the revised role and responsibilities be approved; 
 
 iii) that consideration be given to awarding a stipend for 

this role.  
 

5. MATTERS RELATING TO COLLABORATIVE ACTIVITY 
 
The Working Group considered a wide range of matters relating to collaborative 
activity and the following matters are identified to the Committee for approval: 
 
5.1 Minimum Student Intake 

 
A significant number of programmes in partner institutions run with small class 
sizes.  This raises issues concerning course viability and the impact on the 
quality of the student learning experience.  The University’s current fee model 
is based on a minimum student intake which means that the University collects 
a fee for 15 full-time or 30 part-time students per course even if the actual 
number enrolled is lower. 
 
RECOMMENDED: that a minimum enrolment of first year students be set at 

15 per  programme and that programmes which recruit 
below that number have intake suspended unless a 
convincing case is provided.* 

 
5.2 Maximum Student Intake 

 
 The maximum student intake per course is agreed at evaluation/revalidation.  If 

partner institutions wish to recruit above this agreed limit then permission must 
be sought from the Faculty and satisfactory evidence provided of how the 
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additional numbers will be resourced. If courses over recruit without permission 
the University reserves the right to suspend further intakes. 

 
RECOMMENDED: that where over-recruitment occurs without University 

approval that further intakes be suspended until the Faculty 
is provided with satisfactory assurance that processes are 
in place to ensure that maximum student intakes are 
adhered to.  
 

5.3 Fee Model 
 
All new course proposals are supported by a fully costed business case which 
is prepared jointly by the Faculty Management Accountant and the Course 
Team.  The University’s fee model is based on minimum and maximum student 
numbers.  The current fee cap for full-time programmes is 20 and for part-time 
programmes it is 40.  If a partner recruits more than the upper limit they retain 
the per capita fee (£225 per student at 2017/18) charged to the students. 
 
RECOMMENDED: that the Finance Department be asked to review the 

University’s fee model for collaborative activity. 
 

 

*Account will be taken of the fact that full and part-time cohorts are often taught 

together  and when such a joint cohort achieves an enrolment of 15 students 

this will be acceptable.  



4 
 

APPENDIX 1 
 

 
PRINCIPLES FOR COLLABORATIVE PARTNERSHIPS 
 

1.  All collaborative activity must align with the priorities identified in the University’s 
5&50 Strategy. 
 

2.  All proposals must be risk assessed and must identify management / oversight 
arrangements proportionate to the level of risk, nature, and complexity of the 
proposed collaboration.  Consideration should always be given as to whether the 
same benefit could be achieved at lower risk through alternative activity. 
 

3.  All proposals for new collaborative partners or programmes must be brought 
forward by the sponsoring Faculty and include a detailed rationale from the 
sponsoring Faculty(ies) setting out the specific benefits to the University and must 
be linked to Faculty strategic priorities and portfolio development. 
 

4.  Collaborative partnerships or programmes coming forward for reapproval must 
demonstrate / quantify how the partnership has benefited and will continue to 
benefit the University.  
 

5.  Priority should be given to new proposals from institutions with whom the University 
already has effective partnership arrangements. 
 

6.  Collaborative proposals must be supported by a fully costed business plan and be 
financially sustainable over the period of approval in terms of providing a tangible 
benefit to the University after all direct and indirect costs have been accounted for. 
  

7.  The University retains ultimate responsibility for the academic standards of the 
credit or awards offered in its name and the quality of the associated student 
learning experience delivered on its behalf in whatever location this takes place.   
 

8.  All partnerships must be subject to a legally binding agreement setting out the 
rights and obligations of each partner as outlined in the Partnership Handbook.  
This agreement must be regularly monitored and reviewed and its continuation is 
conditional on partners complying fully with it, and with any required University 
policies and procedures. 
  

9.  Collaborative partnerships must take account of the requirements of chapter B10 
and section C of the QAA UK Quality Code for Higher Education and all relevant 
national quality frameworks and be mindful of the CMA Guidelines for HEIs and 
where relevant requirements under UKVI. 
  

10.  Any new collaborative proposal must not have a net adverse effect on existing 
provision. 
 

11.  The University does not permit serial franchising arrangements.  
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                    APPENDIX 2
  

POSSIBLE COLLABORATIVE STRATEGY OBJECTIVES RELATED TO 5 & 50 STRATEGIC PLAN (2018/19 – 2022/23) AND BALANCED 
SCORECARD KPIs 
 

KPI in balanced 
score card 

Related 5 & 50 objective  Collaborative strategy objective 
 
All listed objectives will be taken forward in line with the 
agreed Principles for Collaborative Partnerships 
 

Responsible 
for 
Implementation 

Timeline 

CC2 20/21 Target: 
40% of students 
drawn from lowest 
two quintiles of 
deprivation 
 

Civic  Help to improve 
educational attainment 
and ambition, 
particularly from 
communities which 
have previously been 
disengaged. 

1. To review existing access provision to ensure on-
going relevance and best academic value for 
students in terms of progression to third level 
study. 

 
2. To manage progression to Ulster courses, and to 

HE within partner institution. 
 

3. To review existing collaborative course portfolio to 
ensure best support for the University’s subject / 
campus development plans.  

Working Group 
to be 
established 
 
FPM/Faculty 
 
 
 
Faculty 

2019/20 
 
 
 
Annually.  
Report by the 
end of October 
 
Annually.  
Report by the 
end of October 

CC7(a) Target 
student population 
BE/JN – 60%, CE 
20%, ME 20%  
 

 Campuses with their 
distinct missions 
serving their location 
and everyone in NI 

None Civic Develop work place 
readiness balanced 
with lifelong skills 
 

4. To enhance the effectiveness of existing 
partnerships across the region through: 

 
i) active portfolio management and review to 

achieve: 

 Fds linked to targeted Ulster courses; 

 Managed progression of Fd students to linked 
Ulster degree programmes in support of:  

o academic plan numbers 
o improved Ulster retention  
o smaller first year intake with higher 

tariff to Ulster courses. 
ii) improved engagement with Associate Students to 

engender closer identification with Ulster 
University.  

iii) Review of the current Subject Partnership 
Manager (SPM) role in the light of PS 5&50. 

 

Faculty 
 
 
Faculty 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

October 2019 
 
 
Annually.  
Report by the 
end of October 

AE1 Improve 
average tariff score 
of entrants. 
2020/21 target – 
average tariff of 
350 
 
AE7 Target 
Progression rate of 
88% across all 
years by 2010/21. 
Note that a KPI 
related to first year 
retention is being 
developed based 
on the University’s 

Academic 
Excellence: 
Teaching   
 
 
 
 
Academic 
Excellence: 
Teaching / 
Civic 

Develop and deliver 
innovative curricula 
that use contemporary 
methods of pedagogy 
and foster diversity, 
differentiation and 
increased 
opportunities for 
access. 
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KPI in balanced 
score card 

Related 5 & 50 objective  Collaborative strategy objective 
 
All listed objectives will be taken forward in line with the 
agreed Principles for Collaborative Partnerships 
 

Responsible 
for 
Implementation 

Timeline 

HESA benchmark 
(current benchmark 
is 9.8%). 

Develop work place 
readiness balanced 
with lifelong skills 

CPF/ASQE 

   5. To develop an appropriate award model to support 
the knowledge component of HLAs.  

Higher Level 
Design 
Apprenticeship 
(HILDA) 
Advisory Group 

June 2019 

 Civic Development of 
meaningful networks 

6. To explore the merits of establishing an alumni 
network for Associate Students.  

ASQE March 2019 

AE2 – KPI being 
developed in 
relation to income 
from PG courses 

Academic 
Excellence: 
Teaching 

 7. To explore the potential for partnerships with 
industry, commerce and the public sector, 
particularly in bespoke CPD / postgraduate areas to 
support income diversification.   

Faculty Annually.  
Report by the 
end of October  
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                APPENDIX 3 
 

PROCESS FOR THE APPROVAL OF A NEW INTERNATIONAL PARTNER: DUE DILIGENCE   

 

Due Diligence A: Legal / Financial / Reputational 

 

Due Diligence B: Academic 

 

 

     

New partner identified, PVCs Eductaion and Global advised and  Due Diligence process implemented. The process will operate in two parallel parts, one 
concerned with legal and financial due diligence and issues related to reputation and the other stream focused on standards and quality and the capacity of the 
proposed partner to offer the courses identified. 

PVC ( Global) requests International 
Office to conduct Due Diligence A

Due diligence A conducted by 
International Office in collaboration 
with Finance and The Office of the 
University Secretary

International Office provides Initial 
Strategic appraisal to SLT setting out 
the benefits and any potential risks 
related to the partnership

SLT reviews proposal and endorses 
development of partnership or seeks 
further information or advises that the 
partnership is not in the University's 
strategic interests

PVC (Education) requests 
ASQE to conduct Due 
Diliegence B

Due diligence B 
conducted by ASQE and a 
report prepared in line 
with the attached check 
list

Report considered by ASQEC 
including advice on which 
model of collaboration is best 
fit for the proposed 
partnership

ASQEC endorses development of 
partnership or seeks further 
information / clarification or 
determines that the partnership 
represents too high a risk in terms of 
standards and quality.

APAG receives course 
proposals related to 
partnership with full 
business case for each 
course.

Partner approval (institutional) and course approval processes proceed in line with existing guidelines as set out in the University's Partnership Handbook. 
Normally these proceses will be conducted during a single approval visit to the proposed partner. ASQE receives reports on both the institution and any 
proposed course(s) and makes a final recommendation on partner approval to Senate. 
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Due Diligence B (Academic) Check Lists 

Name and address of proposed partner 
Institution  
 

Contact at Proposed Partner  

Sponsoring Faculty 
 

Faculty Contact 

Date referred to PVC (Education) 
 

Proposed commencement date for partnership: 
 

Model of Partnership proposed 
 

Date of Completion of Assessment  
 

 

Date of Submission to ASQEC 
 

 

Evidence Reviewed  

Category of Evidence Available Information Commentary on related risk and potential for 
mitigation. This section should note any points of 
clarification for the approval visit Panel to follow up. 

General 

Brief summary of partner / nature of business / 
private / not for profit / public / date established 
 

  

Mission statement and Values / compatibility with 
Ulster values 
  

  

Academic Standing / Reputation of Partner within Country 

Is the partner based in a country with an independent 
quality agency / recognition / accreditation process 
and if so what was the date / outcome of most recent 
review of the partner? 
 

  

Does the partner have degree awarding powers in 
own country and how are these acquired / regulated? 

  

Will the UK award be recognised in country?   

Familiarity with UK HE 

Does the partner have other UK HEI Partners and 
what provision is offered through these partnerships  
 

  

Are there any relevant QAA TNE reports 
 

  

Have UK partners been contacted for references 
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Experience in delivery of third level education 

How many undergraduate (degree / sub-degree) / 
postgraduate courses does the partner currently 
deliver  

  

Who is the awarding body  
 

  

Current student numbers on third level provision 
 

  

Student performance data 
 

  

Current language of delivery 
 

  

Capacity to deliver and manage proposed provision 

Institutional structure, constitution and governance   

Number, qualifications, expertise and capacity of key 
academic, administrative and support staff for 
operating the partnership, and arrangements for 
recruiting additional staff where required  
 

  

Quality Assurance arrangements 
 

  

Student Support 
 

  

Initial assessment of quality of facilities (to be 
checked more fully during approval visit) 
Learning Resources Strategy, process for approval 
of additional resources  

  

Admissions, examinations and student record 
policies, systems and procedures 
 

  

Administrative structure 
 

  

Overall Assessment 
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          APPENDIX 4 

RESPONSIBILITIES OF FACULTY PARTNERSHIP MANAGERS 

General 

Under Ordinance XXIX, Recognition of Institutions, the University appoints members of staff, Faculty 

Partnership Managers, to course committees at recognised institutions. The role provides a focus for the 

development, monitoring and enhancement of collaborative arrangements at Faculty (or named subject) 

level and maintains an overview of such provision taking account of the 5&50 and Faculty strategic 

priorities.   

Key Responsibilities include: 

1. Taking account of the Faculty’s Academic Plan, to support the development and implementation of 
the Faculty’s strategy for its collaborative provision in relation to both validated and franchised (or 
other collaborative models as relevant to each Faculty) provision for specified subject area(s), in 
consultation with the Faculty Leadership Team.  This will be in line with the 5&50 strategic objectives 
in academic excellence, civic engagement and global impact.  

 

2. To act as a point of contact for all the Faculty’s collaborative partners for the specified subject(s) as 
agreed with the Faculty Leadership Team and to bring forward to relevant Faculty and University 
committees, proposals for new programmes, subject networks or changes to existing 
networks/programmes in line with 5&50 and Faculty strategic plans.   

 

3. To seek to identify and effectively resolve problems related to the Faculty’s collaborative provision in 
liaison with partner institutions and appropriate University Departments.   

 

4. To work with relevant University departments to ensure that standards assurance and quality 
management activities are achieved in a co-ordinated and effective manner for the specified 
subject(s). 

 

5. To ensure there are effective channels of communication with Course / Subject Directors in partner 
institutions, the outcomes of which are to be reported as part of the annual report.  

 

6. To engage with and support the Faculty’s global engagement strategy for collaborative provision, as 
relevant to the Faculty. 

 

7. To support the Annual Course Review process, by participating in the review of programme 
submissions, and to ensure that effective and appropriate follow-up action is taken to address issues 
identified at both institution and subject level.  

 

8. To develop an effective channel of communication with students studying on University awards at 
partner institutions, to achieve feedback on the student experience.  

 

9. To represent the Faculty on the University Collaborative Partnerships Forum and to Chair this Forum 
as required.  

 

10. Any other duties appropriate to the grade and nature of the post. 
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Key Roles in relation to individual courses 

 

 1 Admission and Enrolment To provide advice and guidance on: 

 Entry requirements 

 Exemptions and accreditation of prior learning  

 Registration procedures (franchised and outcentre provision) 

 Rights and obligations of Associate Students 
 

2 Teaching and Learning To provide advice and guidance on: 

 Programme developments and proposed curriculum changes 

 Policy and regulation 

 University regulations 
 

3 Assessment                    ● To review and agree: 

- Arrangements for the internal and external moderation of 

assignments and examination papers and for the moderation of 

assessed work in line with Faculty policies 

- Cross-moderation across common modules where appropriate 

- Arrangements for the appointment of the external examiner(s) and 
to make recommendation(s) to the Faculty  

- Arrangements for the Board of Examiners meeting(s) in accordance 
with University policy  

 To communicate the overall timetable for the examination process to the 
partner institution 

 To attend or ensure representation at formal Board of Examiner 
meetings, (note: chairing of Boards of Examiners is not part of the role) 

 To discuss and co-ordinate the Faculty and partner institution response 
to the external examiner’s report and to monitor required action 
(franchised and outcentre provision) 
 

4 Resources ● To review CVs for new staff in the partner institution associated with the 
provision 

 To review and report on the other resources and facilities available to 
support programme delivery, as required 
 

5        Student Support            ●  To review arrangements for the academic and pastoral support of 

students 

6 Quality ● To receive agendas, papers and minutes for all course committee 
meetings 

 To receive the agenda and minutes of all staff/student consultative 
committee meetings. (The Faculty Partnership Manager has the right to 
attend any staff/student consultative committee meeting) 

 To ascertain student views on the course(s) 

 To advise on and, where necessary, attend student appeals 

 To provide support for University staff development events for staff in 
partner institutions 
 

7 Publicity Material ● To monitor the accuracy of all relevant published information developed 
by partner institutions, taking necessary remedial action as required 

 
8 Reporting ● To provide an annual report for consideration as part of the Annual 

Course Review exercise (validated courses) 

 To provide other reports to University or Faculty committees or panels 
as required 
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9 Involvement in University  To be involved in: 

 Processes - Initial course planning, evaluation, monitoring and revalidation activities, 
and in these contexts to provide advice and guidance to the course team 
and to draw to the attention of the University any concerns in relation to 
the proposed programme development 

-    Amendments to current programmes 
-    Annual Course Review 
-  Audits and working groups arising from the work of the Forum 
 

Other Duties 

 To undertake specified teaching or other duties as agreed with the Head of School (depending on 
the Faculty arrangement) 

 To participate in external reviews relating to collaborative activity 
 

 


