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Newcastle

Scope of the Strategic Framework for the Estate University

The Strategic Framework for the Estate is designed to guide proposals and practices through principles and process
for Newcastle University's UK based locations, and will help support decisions at our International Campuses. It
seeks to inform Newcastle University's physical footprint between 2023 and 2030 by creating a Campus for the
Future that responds and embodies the vision, values, guiding principles, and strategies of Newcastle University
across its Estate and Facilities.

This Strategic Framework for the Estate was written by members of the Estates Portfolio Board in consultation with
the Faculties, Schools, Institutes, Professional Services, and Students so that key stakeholders have been part of its
creation. Fundamentally, the Strategic Framework is a people centred document acknowledging that Newcastle
University principally operates as an in-person on-campus environment. For reasons of sustainability and flexibility
there are clear links with the Technology Portfolio Board. The Technology Portfolio Board (TPB) operates to a similar
Strategic Framework that seeks to ensure that investment in technology best supports the university's strategic
objectives. Examples of cross cutting work programs include facilitating hybrid and online environments on campus.
While the Portfolio Boards evaluate and manage the project portfolio they operate within strategic direction and
priorities set by the Infrastructure Strategy Group (ISG) and University Executive Board.

|deas, proposals, designs, and suggestions for how we develop a Campus for the Future will be supported by this
framework. It does not lay the blueprint for all activity until 2030, rather it works as a scaffold to support the

proactive and responsive physical infrastructure activity which comes from those that know it best.. its colleagues
and students.
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Newcastle

Newcastle University Strategic Enablers for the Estate University

In January 2019 Newecastle University agreed the strategic enablers that would ‘provide a framework for integrated thinking that
joins-up the planning and delivery of services. This will help us to make best use of resources, improve decisions and to
demonstrate accountability, transparency and stewardship’ (p. 2). The following are the strategic enablers for infrastructure which
will inform the physical elements of the estate and therefore this Strategic Framework.

Areas for Infrastructure

» We will work together across our services to understand academic objectives and to produce timely, expert support for
education and research and innovation.

»  We will support and inform the development of world-leading facilities and services and add value to core strategies.

» We will develop our Information Technology and built environment together to facilitate multi-disciplinary engagement
between students, colleagues, and external partners through an integrated and seamless digital experience.

» We will provide a range and diversity of residential accommodation to meet changing needs and expectations.

» We will design and develop our physical and virtual estate and will support the University's commitment to sustainability
through the responsible use of energy and resources.

The University's capital investment plan supports delivery of the Vision. The continued development of the academic and residential
estate, investment in sports facilities, sustainable development projects and the refresh and enhancement of our digital services all
serve to create an outstanding future-facing teaching, research and living environment for our students and staff. We are working to
ensure that space on our campuses is used as effectively as possible and developed in line with the evolving needs of our
communities. We are also working to ensure there is value for money in everything we do. (p.6)

Available through SharePoint: Strategic Enablers
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Newcastle

A Campus for the Future University

Being clear and connected to the University’s Vision and Strategy (shown in the appendix, p.29) through the work of
the Estates Portfolio Board, acknowledging the performance of the current estate, and linking to the principles and
strategic enablers for the estate the following is Newcastle University’s strategy and operation towards a Campus for
the Future by 2030.

The aim of this Strategic Framework for the Estate is to create a connected Culturally
campus for the future to underpin high-quality education, world-class research connected
and innovation and Industry and societal engagement. With people and their
experience at its core, the framework adopts a ‘'one University estate’ approach
to the development of the University estate and infrastructure to enhance the S —y Digitally
experience for all whilst maximising the effectiveness of our physical and digital connected connected
estate and minimising our environmental impact.

This strategic framework has guidance for those directly involved in the physically connected estate (the DISCovery
Themes) and for those colleagues who wish to make proposals for projects on the estate (The Qualitative and
Quantitative Measurements for Proposed Projects). Both sets of guidance are connected by the same ambition: for a
culturally, physically, and digitally connected campus that continues to enhance student and colleague experience,
provide an inspiring studying and working environment for our colleagues, a safe and secure location, and
strengthening our standing as a global university.
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Newcastle

The Estates Portfolio Board University

The Estates Portfolio Board (EPB) is responsible for EPB operates with the following strategic values:

this Strategic Framework. Composed of :

stakeholders from across the University, EPB exists Estates Portfolio Board

to help colleagues identify and realise estates-
intensive projects.

Supporting the delivery of a 'One Estate' approach through
evidence based decisions, understanding of current and future
utilisation, and agile project management.

They report into the Infrastructure Strategy Group
(ISG) and are primari[y informed by the Facu[ty Proactive & Inclusive & Collaborative Effective &

Reactive /" Innovative /.~ &Collective /7 Efficient
Infrastructure Strategy Groups (FISG). '

EPB also liaises closely with the Technology Portfolio Board (TPB) to ensure coherent handling of projects which
combine physical and digital workstreams, and it consults with the Cultural Campus Advisory Group to identify
opportunities within planned and existing projects for cultural enrichment to enhance the colleague and student
experience and distinctiveness of the campus which reflects our values as a global and inclusive University

The Estates Portfolio Board receives and reviews proposals for 1) strategic estates developments and 2) for replace
and maintain projects that impact stakeholders across the Campus. For projects that are singular to an area with no
shared purpose these would remain within a Faculty or School (for example, a room refresh) and for projects that are
greater in cost than 250k or have significant infrastructural implications for the University (for example, a new build)
these would move into the ISG with guidance from EPB.
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Newcastle

Estate Portfolio Board Members and Connections University

Faculty Heads of
Estates Faculty
Managers Infrastructure
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Head of

: Business and
Chair and Secretary Management

for the Library

Projects for
SAQE is the

Chair of TPB: Director of

Estates and
Facilities

\ EP————— Timetable
enior estate Services
Planner — Manager

From Newcastle. For the world. 9

All three
Deans sit on
ISG.




Newcastle
¢/ University

Performance of the Current Estate and
SWOT analysis

ncl.ac.uk



Newcastle

Performance of the Current Estate: HESA driven data University

The majority of the current estate has a building condition that is within the Russell group upper quartile (see page 30 in
appendix) and has a functional suitability that is also within the Russell group upper quartile (see page 31 in appendix).
However, as can be see from the graphs below, our Net Internal Area (NIA) for non-residential space is above the Russell
Group median which means that we need to use our estate more effectively and become more cost efficient (graph on left)
and our income per m2 is significantly below the Russell Group lower quartile which means our Estate is not bringing in
sufficient monies to support itself (graph on right).

Put simply, our estate is within the Russell Group upper quartile regarding condition and suitability but it is not being used
efficiently nor cost effectively.

Russell Group Non-Residential NIA m? per Russell Group Non-Residential Income per
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All measurements are made and recognized from our HESA return.
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Performance of the Current Estate: SWOT analysis

Actions following Strengths

1. Continue to invest in estate maintenance and remain in the top quartile
of the Russell Group
2. Promote the campus as a City Centre destination and encourage
on campus engagement from a civic perspective
. Continue to harness existing regional relationships and seek
to increase/develop hew opportunities with VCMEs and SMEs.
. Seek opportunities for greater shared learning across the NE5
. Explore the balance of teaching facilities across the campus
embodying the one university approach to respond to NU Shape.
. Continue to invest sustainably in our estate to work towards Net
Zero by 2030.

Actions following Weaknesses

1. Explore the feasibility of invest-or-sell strategies for buildings
with condition C or D.
2. Promoting the physical connections between our Areas 1-4
through improved digital and physical wayfinding and branding.
. Consider the functional suitability of our estate to ensure
alignment with NU Shape and cohesion of our operations.
. Promote rationalisation of the estate through sharing of facilities.
. Explore opportunities for additional non-residential income
through greater utilization of our facilities.
. Embed a wayfinding group within the Estates Portfolio Board to
consider global, iconographic, and digital signage for the estate.
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Performance of the Current Estate: SWOT analysis

Actions following Opportunities

1. Use of data to inform NU Shape decision making as part of the business case
determination process.

2. Consideration of underutilized and vacant space is honored through
a transparent and trusted space management process.
Promotion and investment in appropriate hybrid facilities to
facilitate teaching and meetings in accessible common user areas.
Consider further opportunities to connect this joint venture (between GKRL and
NCL Uni) with all interested Schools, Faculties, and Institutes.
Market our available spaces to the civic and regional communities including
SMEs, VCMEs, schools and colleges to increase non-residential income.
Work closely with the International Office through the Estates Portfolio Board to
inform decision making across all future infrastructure planning and projects.

Actions following Threats

1. Implement energy saving measures including reducing widespread out of
hours access, improving temperature control, and investing in building
performance.

Ensure robustness of business case to support investment in new buildings.
Increase investment is our estate where supported by financial sustainability.
Increase stakeholder liaison with Local Authority Community teams and
interaction with key Crime Prevention and Neighbourhood Police personnel.
Ensure that global and education strategies are aligned to inform estate
planning.

Create exciting and innovative encounter spaces to create a sticky campus.
Consider options for student accommodation both in-house and/or with
partners.
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Newcastle

A Campus for the Future: DISCovery Themes Statement University

The Campus for the Future will be supported by these DISCovery themes

Distinctive g Inclusive % Sustainable b~ Collaborative
030"\‘1’#'”“ -~
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A Campus for the Future: DISCovery Themes in Action
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« University

We will improve, redesign, refurbish our campus towards 2030 using the DISCovery themes

I @ Distinctive
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A Campus for the Future: DISCovery Themes in Action

Newcas;le
« University

We will improve, redesign, refurbish our campus towards 2030 using the DISCovery themes

I @ Distinctive
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Newcastle

A Campus for the Future: DISCovery Themes in Operation University

Examples of how the the DISCovery themes are currently working in practice.
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Newcastle

A Campus for the Future: DISCovery Themes in Operation continued University

Examples of how the the DISCovery themes could work in practice.
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https://forms.office.com/e/xJFPXnePU1

Newcastle

How to propose a project for the Campus University

Project proposals can come from either individuals or groups of colleagues and students. The Estates Portfolio Board consider
proposals for estate related projects that are cross-cutting, in other words they have benefit for more than just a single area of activity
on the campus. Please note that this does not replace the SPR process for estate requests coming from a single area/unit/school.

Submission of project proposals must flow through School/Unit approval and Faculty Infrastructure Strategy Group

approval before reaching Estates Portfolio Board. There is ho shortcut to the process to uphold equal and appropriate voices in

the decision making process. Projects which are considered by Estates Portfolio Board are scored using both qualitative and
quantitative measures but a decision is ultimately reached by discussion by all members of Estates Portfolio Board (who represent each
Faculty, Estates and Facilities, the Library and Timetabling) taking these measures into account rather than simply accepting the scoring.

The Estates Portfolio Board Project Proposal Form can be found using the hyperlink, it asks for details and connections to the DISCovery
themes. It also asks the proposal to consider risks and assumptions, costs and timescale, and return on investment/value for money. If
a project gains approval depending on costs it will most likely move to Financial Monitoring and Budget Scrutiny Group for
consideration.

A decision will be reached by Estates Portfolio Board which will be 1) approved as a strategic project worthy of support and a request
for costing and a business case to be developed (this should happen within six months of approval from EPB approval otherwise the
project will need to be resubmitted for re-approval); 2) approved in principle as a strategic project worthy of consideration but held in a
pipeline of proposed activities for when costs, activity, opportunity, or collaboration can support the project (once the project is ready to
move forwards the proposal will be notified in case they wish to make any changes); 3) not approved by Estates Portfolio Board and the
project is rejected because it does not adequately meet the criteria of Newcastle University's Strategic Framework for the Estate 2023-
2030. Feedback will be given in all circumstances and in each consideration a request for more detail through resubmission is at the
discretion of the Estates Portfolio Board. Proposals are considered in each Estates Portfolio Board meeting which occur at least three
times per academic year and the project proposer will be notified of the outcome from the board within 5 working days.
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Newcastle

How to propose a project for the Campus University

The following qualitative and quantitative measurements guide those involved in proposing, supporting, and
ultimately approving, deferring, or rejecting a project regarding the estate. They are balanced in both qualitative and
quantitative measures, and they are directly drawn from the narrative threads found in the University's four core
strategies, the strategic enablers for the estate, and the DISCovery themes for The Campus for the Future. Think of
the measurements as desirable destination points in a tapestry that weaves together the strategy, organisation,
activity, and guidance from the above sources.

In cases where the outcome of a project (such as AM1, AM2, or FM6) would only be known after the event then this
measurement will be considered based upon similar evidence-based interventions known across the sector or on
campus rather than subjective estimates of likely future values. EPB will score a project based upon O for no
support, 1 for low support, 2 for medium support, 3 for high support, and 5 for priority support; there is no ‘4’ to create
a clear numerical difference between high and priority support.

It is not expected that any project proposal would have to speak to all measurements for a project to gain approval.
Rather evidence should be provided in the proposal for how the project can be measured by outcomes that begin
with the most impactful, move into outcomes that may have secondary benefit, and respond to outcomes that have
been considered or could be developed. Finally, it is worth emphasising that the measurements do not operate in
isolation, and it could be expected that a project, for example, would cut across Education for Life and Research for
Discovery and Impact strategies, be proactive, have a cultural implications, be inclusive in its design.
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Qualitative and Quantitative Measurements for Proposed Projects (1/2)

Measurement Qualitative Evidence Quantitative Evidence

AM: Academic Measurement: FM: Financial Measurement; EM: Environmental Measurement
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Qualitative and Quantitative Measurements for Proposed Projects (2/2)

Measurement Qualitative Evidence Quantitative Evidence

AM: Academic Measurement: FM: Financial Measurement; EM: Environmental Measurement
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EPBs Scoring Table to measure a project proposal against measurements.

Once a project proposal has been submitted through Planon (both current and future), two members of EPB - one who has direct
knowledge of the project (but not the proposer) and one not directly connected to the project - will review the project using the
following table and provide the EPB with a report (see following page). The scoring of the project will be expressed as a combined
percentage of the two scores (each worth 50%). EPB will consider each project based upon the report, the scoring in each section, and
the final percentage as a holistic activity.

No support (0/5) Low (1/5) Medium (2/5) High (3/5) Priority (5/5)
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EPB Project Proposal Form

Newcastle
University

Project proposals will reach EPB using MS Forms

The proposer must show that the project has
gone through Unit/School and Faculty level
discussions and gained support.

EPB will then consider the information on the
following request areas: What is the project in a
paragraph; What are the needs/drivers.., How
does the project fit with the strategic direction of
the School/Faculty/University; How does the
proposal speak to the DISCovery themes; What
are the boundaries and dependencies of this
project; What are the anticipated costs for the
project; and what is the return on
investment/value for money.

- Measurement Score Rationale

Approved/Pipeline/Resubmit/Rejected
Date of Decision:

From Newcastle. For the world.
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Flowchart from Proposer to Approval

Newcastle

University

The projects that flow
through this process are
those that have benefit
across the Estate.

Projects such as room
refurb and other local level
estate projects which
remain at Faculty level will
follow their usual
processes and not need to
come through to EPB.

Similarly, there will be
projects in excess of £250k
which will be escalated to
Infrastructure Strategy
Group.

All projects that sit
between these brackets
will come through the
Estate Portfolio Board as a
primary point of
consideration.
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Newcastle University Vision and Strategy
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Our Vision
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Newcastle

Performance of the Current Estate: Building Condition University

HESA uses four grades to measure building condition for spaces across the estate.
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Performance of the Current Estate: Functional Suitability University

HESA uses four grades to measure the functional suitability of the space to support its existing function.

Russell Group 7% of Non-Residential Estate with

: Functional Suitability Grade 1 & 2
The graphs shows improvement to the y

100.00

Estate since 2004 where the majority 20,00

of the campus has a functional 1099 lII

Suitabilit that iS above the Russell 0.00 64.00 | 67.00 || 68.00 | 81.00 § 77.00 | 79.00 | 79.60 | 8240 [ 86.60 § 90.60 | 9110 J 91.20 | 95.60 j 94.80 | 94.50 | 97.90 j 97.50
Y . bAo" (o\ob @\6\ «\oq’ q’\oq' Q\~S> \9(\') Q\@ 0&’ '&\«P‘ \y\'\‘? '&\'@ '&\'0 '(,\\'s‘,b o q\q? 0\'1'?’

group upper quartile. R M M M M M M O Pl

= Newcastle University

Russell Group Upper Quartile (Best)

Russell Group Median Russell Group Lower Quartile (Worst)

From Newcastle. For the world. 31



People, Engage
Appﬁ'.évgd by SG
HASS Faculty
FMS Faculty
SAgE Faculty
Internation
Security
Approve

L FO
o ,‘ﬁjl\ guuL gaan@ et o
U papand a4 0444 i

I IIII!’

..M-f'-‘“ ~

Newca$tle
Strategic Fra'
2023-2030




