Academic promotions to grades 9 and 10
Impact Analysis of new promotions system

Preamble
The University of Leeds, in consultation through its internal structures and through negotiation with the local trades unions, is seeking to introduce new promotional procedures and criteria. The aims of these new procedures and criteria have been set out in detail in Senate papers
 but briefly include greater transparency, a closer match to the strategic aims of the university, speedier decision-making, evidenced-based judgements against explicit criteria that can be used in career planning and an analytic underpinning consistent with the policy of equal pay for work of equal value. Another significant aim is to address a number of barriers to progression identified by some groups of staff, particularly female, part-time and bme staff. This document seeks to set a statistical background against which the potential impact of the new procedures on academic staff can be assessed in advance and to identify areas of potential ‘risk’ against which mitigating actions can be specified and assigned to specific individuals or groups of individuals. The document will, in particular, seek to assess the potential impact of the removal of promotion or appointment to the title of ‘Reader’ at grade 9 on female staff as this has been raised as a specific area of concern by UCU Womens’ group.
Base-line statistics
The percentage staff in each grade/role by gender in 2007 was as follows

	Grade
	Title
	%female
	%male

	8
	Lecturer B
	44%
	56%

	9
	Senior Lecturer
	31%
	69%

	9
	Reader
	23%
	77%

	10
	Professor
	14%
	86%


This steady decrease in the percentage of female staff with increasing grade is consistent with other UK HEIs and with the experience in HEIs across Europe
 but is an issue the university is seeking to address. Further information is provided in the University’s submission to the Athena SWAN award
 and in the appendices to this report.
Progression to senior lectureship
Over the last three years there has been a specific initiative to increase the number of female staff applying for this promotion. The percentage of female applicants for promotion to senior lectureship has increased from 24% to 46% of the total applicants for that promotion during that period and so is now consistent with the percentage female staff at lecturer B (grade 8). The percentage of female staff at senior lecturer level has increased either by promotion or appointment from 26% to 31% over the three year period, corresponding to an increase from 107 to 134 female senior lecturers. During this period the number of male senior lecturers has remained effectively constant at 300.
Progression to readership
Again there has been an increase in the percentage of applications from female staff for promotion to readership (from 20% to 33% of all applications for this promotion). This mainly reflects a fall in the number of applications from male staff rather than any significant increase in the number of female staff applying. The number of female readers has increased through a combination of promotion and appointments from 21 to 23. The number of male readers has increased from 76 to 79 in this period.
For the current purposes, it is also necessary to distinguish between applications for promotion to readership from those staff on grade 8 (lecturer B) and those on grade 9 (senior lecturer). Application data and success rates for these promotions are given by gender in Appendix 1.
(a) Progression to readership from lecturer B

Over the period 2004/5 to 2007/8, 70% of the applicants for promotion from lecturer B to reader were male and 30% female. These percentages compare with 60% of lecturer B staff being male and 40% being female. (If the session 2007/8 is discounted, this figure increases to 88% of applicants for this direct progression to readership being male.) These differences are statistically significant with female staff being under-represented compared to male staff. Success rates are equal for both male and female staff.
(b) Progression to readership from senior lectureship
Over the same period, 78% of applicants for promotion from senior lecturer to reader were from male staff and 22% from female staff, compared with 69% of senior lecturers being male and 31% being female. Again this suggests a lower historic application rate for female staff than would be expected, although because of the relatively small number of female staff applying in this category, the difference between these two sets of percentages is possibly not statistically significant. There is no statistical significance to the success rate for male and female staff in this category.
Progression to Chair
The percentage of professors that are female has increased through a combination of promotion and appointment from 13% to 16% over the three year period, with the number of female professors increasing by 21 from 51 to 72 (the number of male professors has increased by 27 from 357 to 384). The percentage of applicants for promotion who are female has increased from 10% to 25% of the total applicants over the last 4 years.
Again, it is useful to distinguish between applications for promotion to professorship from those staff who are senior lecturer and those who are readers and the appropriate data is presented in Appendix 1.
(a) Progression to professorship from senior lecturer
Over the period 2004/5 to 2008/9, 83% of the applicants for promotion from senior lecturer to professor were male and 17% female, compared to 69% of lecturer B staff being male and 31% being female. These differences are statistically significant with female staff being under-represented compared to male staff. Success rates are higher for female staff.

(b) Progression to professorship from reader
Over the same period, 80% of applicants for promotion from reader to professor were from male staff and 20% from female staff, compared with 77% of senior lecturers being male and 23% being female. The difference between these two sets of percentages is not statistically significant. Again, female applicants are slightly more successful (90% success rate compared to 80% success rate for male applicants).
Analysis by ethnicity and disability
For completeness, the same application and progression data broken down by ethnicity and by disability is provided in Appendices 2 and 3. As with other analyses of this sort presented previously for these groups, no apparent trend is easily identifiable. With the small numbers involved, and the relatively high number of staff declining to declare their ethnicity or disability status (the ‘not knowns’), it is difficult to establish statistical significance. There appears no evidence to suggest that either BME or disabled staff groups are advantaged by the existence of the readership step in the previous promotions system although the University should remain vigilant in monitoring application and success rates for these groups as well as seeking to increase the rate of declaration.
Summary of statistical information
The data above clearly indicate that although female application rates and, therefore, progression rates have been improving, there is a statistically significant difference between male and female progression to readerships and personal chairs, with lower female progression than expected. This discrepancy is particularly noticeable in terms of the applications for ‘two step’ promotions, with male staff significantly more likely to seek progression from lecturer B to reader or from senior lecturer to professor. The existence of two categories at grade 9 does not enhance female grade progression in any interpretation.
Other actions to address barriers to female progression
The proposal to reduce the number of titles at grade 9 is only one of a number of changes to our promotions system that have been introduced following our major review of these systems, driven in part by the understanding gained through the consultation by the University and UCU on barriers to career progression identified by female staff (see Addressing the Barriers to Promotion of Women and BME staff at the University of Leeds
). Amongst the other significant changes, the following have been introduced in the new procedures and criteria:

· Removal of the School/local promotions committee: female staff had commented that the involvement of a local promotions committee at which potentially all staff could comment on an application and which led to a period in which those staff would effectively ‘know’ the outcome for a significant period before the candidate was a barrier to application.
· Agreement required on verification stage. Where a School disputes a particular piece of evidence, this will be resolved between the applicant and the School before the application passes to the decisive committee.

· Appropriate membership and size of promotions committee: all members of the promotions committee will be formally trained and each committee will have an appropriate number of members external to the School and faculty to ensure consistency and to reduce any opportunity for local patronage. Attention will be paid  to panel composition (gender, ethnicity etc).
· More systematic approach to assessing contributions for part-time staff or for staff returning from a career break: panels will now be asked to concentrate on quality indicators not quantity and have explicit methods for allowing for individual work load distributions between different academic activity areas.

· Change of emphasis away from reliance on holding major administrative tasks: female staff mentioned that major jobs (e.g. admissions tutor) were typically in the gift of Heads of School allowing significant opportunities for patronage. The new criteria replace ‘management’ with ‘academic leadership’ which can be evidenced from a wider range of academic activity areas.

· Wider range of progression routes. Routes to all grades, including grade 10, are now available through contributions in all academic activity areas in a much more explicit manner than previously. Credit for ‘softer skills’ such as teamwork has been made explicit.

· Removal of annual promotion rounds: staff can now apply at any time as their achievement and evidence accumulate.

· Use of a standard CV for academic promotions: promotions panels will be presented with evidence in a consistent formal and sequence and will therefore be better able to reach consistent evidence-based judgements

· Requirement for effective career guidance: one of the principles of the new SRDS system is that as staff approach the top of a given grade, they should discuss with their reviewer appropriate career progression plans against the (explicit) criteria for progression to the next grade. Responsibility for career development of all staff has been included in the job specification for Heads of School.
· Clearer guidance and advice: schools/faculties are required to identify promotions advisors who will be trained in the new procedures and criteria and on giving advice.

· Clear written and developmental feedback will be provided in cases of unsuccessful application.

Risk analysis
	Risk
	Rating
	Mitigation
	Responsible

	Female staff will remain more reluctant than male staff to apply for promotion under new system.
	High
	Success in raising female applications through the use of annual ‘roadshows’ by senior university staff and UCU has been demonstrated. These should continue with particular emphasis on new systems
	PVC (Staff), Central HR

	New promotions criteria not applied correctly by promotions panels
	Medium
	Significant training programme to emphasise ‘change in culture’ approach: only trained staff will be allowed to sit on decisive panels

Strong chairing of panels
	Central HR

Deans et al.

	Schools seek to make judgements at validation stage
	Medium
	HR Managers to give clear guidance of the relevance of this stage
	Local HRMs

	Lack of suitable career development advice
	Medium
	Delivered through SRDS system
	Heads of School/Deans

	New procedures and/or criteria lead to reduction in progression of female or other identifiable staff groups
	Medium
	Consistent monitoring of outcomes via statistical analysis reported to FMG and Senate
	PVC Staff


The University is already committed to collecting and reporting progression statistics in terms of gender, ethnicity and disability. These will be reported annually to the Equality & Diversity Committee and support the annual review with the trades unions of the new promotions procedures.
Additionally, the University is committed to continuing to raise the profile of the issues of female, bme and disabled staff progression and addressing barriers to promotion. The University has recently been awarded the Bronze level membership of the Athena SWAN programme for STEM subjects and is working with those faculties to attain silver and gold awards around specific initiatives or Schools. The University has re-launched it flexible and part-time working charter and is undertaking an equal pay audit through the Equality Service.
Appendix 1: application and success data for promotion to Reader and Professor by gender
	Promotion to Reader all years - Gender Analysis

	 
	 
	 
	 
	 

	Role On Application
	 
	Male
	Female
	Total

	 
	 
	 
	 
	 

	Lecturer B
	Applied
	17
	7
	24

	 56%M, 44%F
	%of applns
	70%
	30%
	 

	 
	Successful
	14
	6
	20

	 
	Unsuccessful
	3
	1
	4

	 
	% Successful
	82%
	86%
	83%

	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	55
	15
	70

	 69%M, 31%F
	%of applns
	78%
	22%
	 

	 
	Successful
	43
	10
	53

	 
	Unsuccessful
	12
	5
	17

	 
	% Successful
	78%
	67%
	76


	Promotion to Professor all years - Gender Analysis

	 
	 
	 
	 
	 

	Role On Application
	 
	Male
	Female
	Total

	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	70
	14
	84

	  69%M, 31%F
	%of applns
	83%
	17%
	 

	 
	Successful
	44
	10
	54

	 
	Unsuccessful
	26
	4
	30

	 
	% Successful
	63%
	71%
	64%

	 
	 
	 
	 
	 

	Reader
	Applied
	77
	19
	96

	 77%M, 23%F
	%of applns
	80%
	20%
	 

	 
	Successful
	62
	17
	79

	 
	Unsuccessful
	15
	2
	17

	 
	% Successful
	81%
	89%
	82%


Appendix 2: application and success data for promotion to Reader and Professor by ethnicity

	Promotion to Reader all years - Ethnicity Analysis

	 
	 
	 
	 
	 
	 

	Role On Application
	 
	White
	BAME
	Not Known
	Total

	 
	 
	 
	 
	 
	 

	Lecturer B
	Applied
	21
	2
	1
	24

	 75%W, 8%BME, 17%NK
	%of appln
	88%
	8%
	4%
	 

	 
	Successful
	18
	2
	0
	20

	 
	Unsuccessful
	3
	0
	1
	4

	 
	% Successful
	86%
	100%
	0%
	83%

	 
	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	50
	11
	9
	70

	 81%W, 10%BME, 9%NK
	%of appln
	71%
	16%
	13%
	 

	 
	Successful
	40
	7
	6
	53

	 
	Unsuccessful
	10
	4
	3
	17

	 
	% Successful
	80%
	64%
	67%
	76%


	Promotion to Professor all years - Ethnicity Analysis

	 
	 
	 
	 
	 
	 

	Role On Application
	 
	White
	BAME
	Not Known
	Total

	 
	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	57
	5
	22
	84

	  81%W, 10%BME, 9%NK
	%of applns
	68%
	6%
	26%
	 

	 
	Successful
	39
	1
	14
	54

	 
	Unsuccessful
	18
	4
	8
	30

	
	% Successful
	68%
	20%
	64%
	64%

	 
	 
	 
	 
	 
	 

	Reader
	Applied
	75
	5
	16
	96

	  79%W, 3%BME, 18%NK
	%of applns
	78%
	5%
	17%
	 

	 
	Successful
	64
	4
	11
	79

	 
	Unsuccessful
	11
	1
	5
	17

	 
	% Successful
	85%
	80%
	69%
	82%


	Grade
	Title
	%White
	%BAME
	% not known

	8
	Lecturer B
	75%
	8%
	17%

	9
	Senior Lecturer
	81%
	10%
	9%

	9
	Reader
	79%
	3%
	18%

	10
	Professor
	83%
	6%
	11%


Appendix 3: application and success data for promotion to Reader and Professor by disability status

	Promotion to Reader all years - Disability Analysis

	 
	 
	 
	 
	 
	 

	Role On Application
	 
	Able Bodied
	Disabled
	Not Known
	Total

	 
	 
	 
	 
	 
	 

	Lecturer B
	Applied
	23
	0
	0
	23

	 80%AB, 5%D, 13%NK
	%of applns
	100%
	
	
	 

	 
	Successful
	20
	
	
	20

	 
	Unsuccessful
	3
	
	
	3

	 
	% Successful
	87%
	
	
	87

	 
	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	62
	0
	8
	70

	 91%AB, 2%D, 7%NK
	%of applns
	89%
	
	11%
	 

	 
	Successful
	47
	
	6
	53

	 
	Unsuccessful
	15
	
	2
	17

	 
	% Successful
	76%
	
	75%
	76%


	Promotion to Professor all years - Disability Analysis

	 
	 
	 
	 
	 
	 

	Role On Application
	 
	Able Bodied
	Disabled
	Not Known
	Total

	 
	 
	 
	 
	 
	 

	Senior Lecturer
	Applied
	69
	1
	14
	84

	  91%AB, 2%D, 7%NK
	%of applns
	82%
	1%
	17%
	 

	 
	Successful
	45
	1
	8
	54

	 
	Unsuccessful
	24
	0
	6
	30

	 
	% Successful
	65%
	100%
	57%
	64%

	 
	 
	 
	 
	 
	 

	Reader
	Applied
	88
	0
	8
	96

	 79%AB, 8%D, 13%NK
	%of applns
	92%
	 
	8%
	 

	 
	Successful
	73
	
	6
	79

	 
	Unsuccessful
	15
	
	2
	17

	 
	% Successful
	83%
	
	75%
	82


Percentage of staff in each grade/title with declared disability
	Grade
	Title
	%able bodied
	%declared disability
	% not known

	8
	Lecturer B
	80%
	5%
	15%

	9
	Senior Lecturer
	91%
	2%
	7%

	9
	Reader
	79%
	8%
	13%

	10
	Professor
	88%
	3%
	8%


� See for example: � HYPERLINK "http://papers.leeds.ac.uk/ShowDoc.aspx?DocID=1235" �http://papers.leeds.ac.uk/ShowDoc.aspx?DocID=1235� or � HYPERLINK "http://papers.leeds.ac.uk/ShowDoc.aspx?DocID=1334" �http://papers.leeds.ac.uk/ShowDoc.aspx?DocID=1334�, 


� ETAN Report on Women and Science: Science Policies in the European Union: Promoting excellence through mainstreaming gender equality, 2000 � HYPERLINK "http://cordis.europa.eu/improving/women/documents.htm" �http://cordis.europa.eu/improving/women/documents.htm� 


� � HYPERLINK "http://www.equality.leeds.ac.uk/for-staff/good-practice-guidance/athena-swan" �http://www.equality.leeds.ac.uk/for-staff/good-practice-guidance/athena-swan�


� � HYPERLINK "http://www.equality.leeds.ac.uk/for-staff/good-practice-guidance/addressing-the-barriers-to-promotion-of-women-and-bme-staff" �http://www.equality.leeds.ac.uk/for-staff/good-practice-guidance/addressing-the-barriers-to-promotion-of-women-and-bme-staff�





