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Jacqui Holgate, Head of Governance

Jodie Johnson, Associate Director, Financial Management (observing via MS Teams)
Andrew Lang, Chief Finance Officer

Claire Pryke, Associate Director, Outreach, Recruitment and Admissions (for item 87)
Matthew Stephenson, Acting Associate Director, Governance, Legal and Risk
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Secretary’s Note: Council became inquorate from item 89 due to not having a majority of lay
members present at the meeting. Items 90.2 and 92.1 were approved via email circulation
following the meeting.
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Welcome and Report from the Chair

The Chair welcomed Members to Council including Fatima Khan, the new appointed
President of Student and Union Affairs. The Chair also expressed appreciation to Raja
Waseem Ahmad, outgoing lay member who would demit office on 31 July, thanking him for
his service to Council. Council noted this was the final meeting for the Chief Finance Officer
prior to his retirement in August. The Chair thanked the CFO for his significant contribution
during a difficult and challenging period for the University and extended best wishes for the
future.

In opening remarks, the Chair reminded Council of the University’s four strategic priorities
and emphasised the importance of performance monitoring against these priorities. Progress
would be tracked rigorously, with quarterly reporting to Council on milestones and objectives.
This process would strengthen accountability and ensure effective implementation and
delivery by the Executive. Broader risks would be addressed through other reporting
mechanisms, some of which would be reflected in KPls.

The Chair acknowledged the ongoing work on the Council Engagement Reviews and
thanked Members for completing the recent survey. The Chair and the Senior Independent
Governor were conducting a series of individual meetings with Members to reflect on
contributions and explore ways to enhance engagement. The overall sentiment from the
survey was described as ‘moderately positive’, and a summary of survey findings and any
proposed actions would be shared with Council in due course (ACTION: Acting Associate
Director, GL&R).

The Chair reported that a meeting with lay members would follow the Council session during
which the Vice-Chancellor would provide an update on two senior interim appointments and
clarify the responsibilities of the new Executive Team.
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Vice-Chancellor’'s Update Report (Document C87/24-25)

The Vice-Chancellor introduced her report, acknowledging the intense period in which the
University was operating noting the University’s efforts to carefully and strictly reduce its cost
base through transformation, reset its Target Operating Model and organisation structure,
roll-out its new ten-year strategy with emphasis on revenue growth and new opportunities,
whilst maintaining a strong focus on protecting the student experience, and ensuring
compliance with the University’s conditions of registration with the Office for Students.

The Vice-Chancellor provided updates on key matters since the last Council meeting,
drawing attention to:

Local Industrial Relations: Council was informed the Union and College Union (UCU) had a
mandate for strike action and action short of strike. Operational impact had been minimal to
date, with contingency plans in place to mitigate any disruption to the student experience.
Engagement with the Campus Trade Unions had become increasingly challenging and the
University remained committed to proactive and constructive engagement with the Unions,
while acknowledging the scale of institutional challenges that needed to be addressed. The
Chair of Council and the Vice-Chancellor had met with representatives of the UCU. A further
meeting would take place in September, to be held without the presence of the Executive, to
support open dialogue.

Transformational Change Updates: Council was advised that the University remained on
track to achieve its cost saving target for transformational change initiatives. Additional
business-as-usual operating cost savings had also been identified, with the University
continuing to act at pace to deliver these efficiencies. The potential deferral of the 2025 pay
award to staff was under consideration by the Executive, and any such decision would be
subject to consultation with the Unions. Council also noted the launch of an improved
Voluntary Redundancy offer and a voluntary reduction in hours scheme, both were aimed at
supporting workforce flexibility and cost management.

University Nursery: Following a rigorous and inclusive consultation process, involving
feedback from Nursery staff, parents, carers and Trade Unions, the Executive had agreed
the Nursery would remain open, with a series of cost-saving measures to be implemented. It
was confirmed the Nursery would be subject to regular financial reviews to ensure it
achieved an ongoing financially sustainable position. This reflected the Executive’s
commitment to supporting students and staff with childcare needs, while ensuring the
Nursery operated on a financially viable basis. Council recommended that a formal letter be
sent to parents confirming the University’s position and noting the Nursery was required to
achieve a breakeven position in 2025/26, and a profit position from 2026/27.

Office for Students: Council was informed of two new elements of compliance for universities
effective from 1 August 2025 noting the University continued to work towards regulatory
compliance with Condition E6 and the HE (Freedom of Speech) Act.

Secretary’s Note: following the meeting it was confirmed that implementation of the 2025 pay
award would be deferred until October when the University would have a better
understanding of its financial position based on student recruitment and retention.

Attention was also drawn to the positive progress that was being made in a number of areas
including the QS World University Rankings 2026 and the 2025 NSS results which
demonstrated gains across teaching, support, and learning resources. The significant
research grants that had recently been awarded to the University were noted.

Council received an update on staff concerns in the School of Optometry and Vision
Sciences related to the Academic Transformation Change Workstream consultation process.
Council noted that priority action was being taken to protect the subject area and safeguard
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the interests of students. This was being led by the Vice-Chancellor, with the support of the
Students’ Union.

Council also noted the outcome of the Stage One Financial Monitoring Review conducted
by TENEO on behalf of the Office for Students. A Stage Two review was not required,
providing assurance in the University’s financial governance.

Student Recruitment Update (Document C88/24-25)

Council received an update on the undergraduate recruitment position for September 2025.

Council discussed the critical importance of a
successful clearing period and received assurance that appropriate mechanisms and
support structures were in place.

Note: The above minute has been redacted as it is considered to be exempt information as
defined by Section 43(2) of the Freedom of Information Act 2000 which covers commercial
interests.

Council noted the complex and competitive recruitment environment in which the University
continued to operate with specific challenges

. Tactical measures to maximise
enrolments continued to be reviewed by the Associate Director, Outreach, Recruitment and
Admissions, in collaboration with Deans.

Note: The above minute has been redacted as it is considered to be exempt information as
defined by Section 43(2) of the Freedom of Information Act 2000 which covers commercial
interests.

Council discussed the underperformance of main scheme recruitment and emphasised the
need for stronger performance in future recruitment cycles. Clarification was sought on
subject-level recruitment challenges and the strategic use of scholarships and bursaries to
maximise recruitment and differentiate the University from its competitors. It was confirmed
that mitigations were in place to ensure that recruitment events and clearing activities would
not be impacted by local industrial action. Council also noted that structured marketing
activity was underway to support at-risk subject areas, and that the University’s recruitment
profile and growth opportunities were under active consideration.

Council also received an overview on postgraduate taught and international recruitment,
noting that international market conditions remained volatile. Emerging recruitment
opportunities in China and Dubai were outlined. It was noted the University would continue
to monitor its intake position closely and provide updates to Council as required.

Five-Year Plan 2025/26 to 2029/30 (Document C89/24-25)

Council received a comprehensive overview of the five-year financial plan to 2029/30 which
had undergone an iterative process and had been subject to detailed review by both the
Executive Board and Finance Committee. The plan included student number projections,
projected income statements, cashflow forecasts, banking covenant projections, and
sensitivity scenarios, all of which highlighted the financial stress under which the University
was currently operating.
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Council debated the challenges associated with delivering the pla

. The plan’s medium-term viability was contingent upon the focussed
and stringent delivery of the Transformational Change Programme, alongside the
development of online teaching provision. It was acknowledged that development of online
provision was a long-term commitment, with limited short-term financial impact in the early
years of the plan. As online provision was forecasted on a prudent basis, it was noted as a
potential improvement opportunity.

Note: The above minute has been redacted as it is considered to be exempt information as
defined by Section 43(2) of the Freedom of Information Act 2000 which covers commercial
interests.

The Treasurer reported that the plan had been subject to significant scrutiny and challenge
by Finance Committee and was assessed as challenging but achievable, and as such
recommended it to Council for approval. The Treasurer referenced the Gillies Report, noting
the importance of learning from the governance and reporting shortfalls identified in the
report. The Chief Finance Officer confirmed that the University’s Finance Team had been
transparent from an early stage regarding the financial challenges and risks facing the
University, enabling Council to be fully informed about the University’s financial position and
to make informed decisions.

Council acknowledged that the plan highlighted the financial stress facing the institution.
The diligent execution of the University Strategy and rigorous cost control were critical to
achieving financial sustainability. Council noted that any deviation from agreed cost
reductions or timelines, or shortfalls against the projected number of students recruited,
would require adjustments to the forward plan. It was therefore essential that all
transformational change actions were delivered on time, and at pace, and that student
recruitment processes were delivered as effectively as possible.

Council discussed the development of KPIs aligned to the four strategic priorities. It was
noted that Executive Leads were exploring more frequent in-year measures, as around half
of the current KPIs were reported annually. More frequent measures would enable timely
intervention and more effective progress tracking of strategic objectives. Council also noted
the importance of aligning planned KPIs with key institutional risks, which would continue to
be monitored through forecasting exercises. It was agreed that the Executive Board would
share draft KPIs at the next Council meeting for consideration, such KPIs would be used by
Council for monitoring Executive progress in implementing the strategy (ACTION: Vice-
Chancellor).

Following detailed discussion and consideration and noting the meeting was quorate,

Council approved the five-year plan to 2029/30 on the recommendation of the Finance
Committee and Executive Board.

Transformation Change Programme Update (Document C90/24-25)

Council received an update on the Transformational Change Programme. It was noted that

future reports would be presented in a tabular format,
in line with the five-year financial plan (ACTION:

Vice-Chancellor).
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Note: The above minute has been redacted as it is considered to be exempt information as
defined by Section 43(2) of the Freedom of Information Act 2000 which covers commercial
interests.

The Vice-Chancellor reported that £6M of cost savings had been realised, a further £7.5M
was in progress, and an additional £2.1M had been identified through Phase 3 and 4
workstreams, bringing the total towards the c£16M target. Council acknowledged that the
cost saving target may need to be stretched further due to the challenging recruitment
position for 2025/26.

A draft Target Operating Model (TOM) was being developed in consultation with the new
Executive Team with Council noting that Executive ownership and accountability were
critical to its success. The TOM would be based on the HERM capability model, recognised
across the sector, and would be fundamental to stabilising finances and shaping institutional
outcomes. Once finalised, the TOM would be shared with Council (ACTION: Vice-
Chancellor).

Council welcomed the University’s increased focus on revenue generation, alongside cost-
saving activity. This dual approach would support strategic investment in transformational
initiatives and help drive the University’s growth ambitions. Council also noted progress
toward a more balanced ratio of academic to professional services staff, aligned with the
emerging TOM, the Academic Change Workstream, and strategic priorities.

Recruitment to Vice-Chancellor Position (Document C91/24-25)

Council discussed the process for recruiting a new Vice-Chancellor, noting the strategic
importance of the role, and the need for a more radical approach to recruitment. Key
considerations by Council included:

e candidate diversity: the need for proactive efforts to attract candidates from diverse and
non-traditional backgrounds, including those with experience beyond academia.

e strategic leadership: identification of candidates capable of leading the University through
the complexities of the current higher education landscape and responding to the evolving
needs of stakeholders, including those beyond the traditional academic sphere.

¢ role clarity: the role should be clearly defined, building on the achievements of Professor
Congdon and aligned with the ambitions of the new strategy. Stakeholder consultation on
the Job Description would be undertaken.

e recruitment oversight: clarification of the role, and the composition and remit of the
selection committee to ensure a transparent and inclusive recruitment process.

Council noted the meeting was not quorate. Members present at the meeting endorsed the
commencement of the recruitment process and delegated authority to a Joint Committee of
Council and Senate to oversee and manage the recruitment and selection process, subject
to the comments noted in M90.1. Formal Council approval would be sought via email
circulation following the meeting.

Risk Appetite Statement 2025/26 (Document C92/24-25)

Council noted that the Audit and Risk Committee had reviewed the draft Risk Appetite
Statement in late June and raised concerns about the scoring and content. In response,

a review process was initiated, with risk owners reassessing both the risk scores and
associated appetite statements. A moderation exercise was conducted by the Executive in
early July 2025, resulting in revisions to several risk scores and updates to the appetite
statements to better reflect the current risk landscape and organisational tolerance. This



revised version was endorsed by the Audit and Risk Committee and recommended to
Council for approval.

91.2 Council reviewed the revised draft and agreed that further work was required. A further
iteration would be developed over the summer and presented to the Audit and Risk
Committee, with the intention of securing Council approval in the autumn (ACTION: Acting
Associate Director, Governance, Legal and Risk).

92.24-25 Report from the University Secretary (Document C93/24-25)

92.1 Council noted the meeting was not quorate. Members present at the meeting endorsed the
following items noting that formal Council approval would be sought via email
circulation following the meeting:

e revisions to the University’s Ordinances.

¢ changes to China Office role holders, noting the appointments complied with Chinese
company legislation. Formal resolutions which gave effect to these changes were signed
at the meeting and would be sent to China to complete the process.

¢ approvals from the Honorary Award Committee.

92.2 Council also noted a request from the President of Student and Union Affairs to defer
approval of the Memorandum of Understanding between the University and Students’ Union
to allow for further reflection on the paragraph referencing Sabbatical Officers as employees
of the University noting this was her view as an incoming Sabbatical Officer and not that of
the Students’ Union more broadly (ACTION: Acting Associate Director, Governance,
Legal and Risk / Students’ Union).

92.3 Brief updates were also provided on:

¢ the review of the University’s decision-making framework noting the purpose of the review
was to ensure the framework was lean and agile enough to respond to changing
circumstances and the financial challenges the University was currently facing.

¢ lay member recruitment, with the recruitment process expected to conclude in September.

¢ use of the University Seal, with a formal report on the Seal to be presented at each
Council meeting.

¢ the importance of attendance to ensure quoracy at future Council meetings.

93.24-25 Update on Academic Transformational Change

93.1 Council received an update from Professor Rob James on progress with the Academic
Transformation Change Workstream. The programme was currently RAG-rated green for
both progress and likelihood of achieving the target cost reduction.

93.2 Council noted the following developments:
e Phase 1 Outcomes:
» implementation of simplified structures comprising of 2 faculties and 6 schools
» reduction of research structures to 2 interdisciplinary Research Institutes.
» recruitment and selection for Phase 1 was nearing completion. Transition to
implementation of the new structures was underway.
e Phase 2 Consultation:
» formal consultation was ongoing until 25 July 2025.
» phase 2 focused on academic staff at Grade 10 and below, aligned to the new
academic and research structures.
» emphasis was on enhancing quality of education, student experience, and research
outputs.




» outcomes from Phase 2 would be shared with staff in late August.

93.3 Council welcomed the progress made and noted the alignment of academic transformation
with broader strategic and financial objectives.

94.24-25 Summary Reports from Senate and Council Committees (Documents C94-99/24-25)

94.1 Council received and noted the summary reports from Senate, Audit and Risk Committee,
Finance Committee, and Honorary Awards Committee, People Committee, and
Remuneration Committee.

95.24-25 Internal Audit Plan 2025/26 (Document C100/24-25)

95.1 Council received and noted the report.

96.24-25 Safequarding and Prevent Update (Document C101/24-25)

96.1 Council received and noted the report.

97.24-25 Register of Interests (Document C102/24-25)

97.1 Council received and noted the report.

98.24-25 Minutes of the Meetings on 21 May 2025 and 27 June 2025 (Document C103/24-25)

98.1 The minutes of the meetings held on the 21 May 2025 and 27 June 2025 were approved by
circulation prior to the meeting.

99.24-25 Action Tracker (Document C104/24-25)

99.1 Council received and noted the report.

100.24-25 Terms of Reference and Membership (Document C105/24-25)

100.1 Council received and noted the report.

101.24-25 Draft Council 1 Agenda, 1 October 2025 (Document C106/24-25)

101.1 Council received and noted the report.

102.24-25 Council Schedule of Business (Document C107/24-25)

102.1 Council received and noted the report.

Jacqui Holgate, Head of Governance
Date: 29 July 2025





