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1. Introduction 

The BI / MI (Business Intelligence/ Management Information) strategy is a result of a number of 

different initiatives across the University. The most recent is the Needs Analysis study led by Deloitte 

MCS Ltd. The BI / MI strategy project used the recommendations of the Deloitte study to develop a 

strategy for the future delivery of Business Intelligence/ Management Information. 

The Needs Analysis Study by Deloitte involved stakeholders from across the University. The study 

identified the types of BI / MI questions stakeholders are asking and the types of challenges and 

issues the stakeholders are experiencing that impact on the University’s ability to access, analyse 

and report information.   

Figure 1: Deloitte Needs Analysis Study 

2. Vision 

Our Vision for BI/MI is to: 

“Empower decision-makers with consistent, accurate and timely information  

that supports understanding and insight” 

Across the University, we need access to high quality, meaningful and understandable information 

and intelligence that enables us to make the right decisions in order to achieve the University’s 

strategic objectives. 
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3. Principles 

A number of principles have been established for Business Intelligence / Management Information, 

informing the way in which the strategy and roadmap have been developed.  

1. Information is a shared asset: Information has value for the organisation. We have a shared 

responsibility to manage and maintain information. 

2. Information must be available and accessible: To those who need it, information should be 

available and easily accessible. This relies also on the availability of reporting tools and flexibility to 

analyse data in different ways.  

3. Information must be consistent, accurate and timely: Information should be rooted in a 

common understanding of what we mean by different terms, how metrics are calculated and who is 

responsible for what.  

4. Information is an enabler: In understanding where we are, how we compare and what actions 

need to happen to achieve our strategic objectives.  

4. What is Business Intelligence / Management Information? 

It is important that we have a clear understanding of what is meant by the terms Business 

Intelligence (BI) and Management Information (MI).   

Management Information is data collected for the monitoring and reporting of the University in 

general.  Management Information is focussed on producing an output. It can be measured and 

compared against previously collected data to provide Performance Indicators of how the business is 

running.    

Business Intelligence is a set of methodologies, processes, architectures, and technologies that 

transform raw data into meaningful and useful information used to enable more effective strategic 

and operational insights and decision-making.  Business Intelligence utilises the data that the 

organisation has at its disposal to allow users to make informed decisions and is heavily linked to the 

University’s strategic aims and objectives.  While Business Intelligence allows a high degree of 

flexibility and the user to dynamically interact with the data, it is governed by strong business 

principles to allow reporting on a consistent basis. 

Much of the literature regarding Business Intelligence focusses on the technology behind the data, 

but the way in which a user interacts with the data is central to the strategic benefits of having a 

solid Business Intelligence strategy. 
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5. Purpose and benefits 

Business Intelligence has an integral part in the business and helps answer a number of important 

questions relating to our performance, how we compare to others, the link to decisions and actions 

and future planning.   

5.1  BI /MI as an enabler 

As well as supporting a culture of curiosity and innovation, BI/MI is an enabler for making better-

informed business decisions, based on reliable and trusted information. 

Figure 2: BI/MI as an enabler 

BUSINESS INTELLIGENCE / MANAGEMENT INFORMATION

UNIVERSITY 

STRATEGY

  

 

The benefits of investing in BI / MI include: 

• Highly trained, knowledgeable decision-makers 

• Increased collaborative understanding across the University 

• Better quality data for decision-making 

• Information that you need to make informed decisions 

• University experts on accessing and using BI 

• Quick and easy access to the information you need 

• Clear understanding of data definitions and business processes  

• Complete view of all the data held by the University 

• Easy comparison of performance with other Universities in the UK and on the world stage 

• Easily measured and understood Key Performance Indicators at a variety of levels 
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Figure 3: Value of the transformation of Business Intelligence in terms of improving data quality, 

empowering decision makers and improving the knowledge of staff 
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5.2  Strategic importance of BI / MI 

The BI / MI strategy links directly with the strategic aims and objectives of the University.  High 

quality information is key to enabling us to achieve our strategic goals.  One of the Strategic Plan 

2012-16 objectives for the Infrastructure enabler is high-quality infrastructure.   

“Ensure that we have the information we need to support learning, teaching, research and 

effective decision-making” 
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Table 1: How BI / MI can help the University achieve its strategic goals 

Strategic Goals, Enablers and Themes Examples of questions that BI / MI can assist 

Excellence in Education  • What are the new emerging areas of Postgraduate 

Taught study? 

• Where should we recruit students from? 

• How can we recruit the best qualified students in the 

country? 

• How can we identify and support students who are 

struggling with their academic studies? 

• Which courses have the best completion rates?  

Excellence in Research 

 

• Which areas of research should we be investing in? 

• What is our share of research income? 

• How do we compare against others in the Research 

Excellence Framework? 

• How successful are we at making grant applications? 

Excellence in Innovation 

 

• How many disclosures, patents and licences has 

University submitted? 

• What is the economic impact of the University? 

People 

 

• How does the staffing profile of the University 

compare with other Universities? 

• How can we attract and retain the best researchers to 

the University? 

• How can we effectively lead, develop and manage our 

staff? 

• What are the staffing needs of the future? 

Infrastructure 

 

• What should the estate look like in 20 years? 

• How fit-for-purpose is our estate? 

• How can we improve the learning spaces for students? 

Finance 

 

• How can we increase our income? 

• Are we financially sustainable? 

• Do we have enough cash flow to reinvest in the estate? 

• What should the size and shape of the University be in 

20 years? 

Outstanding Student Experience 

 

• What can we do to improve the student experience? 

• Where do our students go after graduation? 

Global impact 

 

• How can we increase our position in University league 

tables? 

• Which countries do our students come from? 

• How can we increase our global impact? 

Lifelong Community  

 

• What is the physical and virtual footfall of the 

University? 

• How effective is engagement with alumni?  

Social Responsibility 

 

• What are the carbon emissions for the University? 

• How can we decrease our carbon footprint? 

Partnerships 

 

• How many of our research publications are 

internationally co-authored? 

• How many PhD students are on programmes jointly 

awarded with international partners? 

Equality and Widening Participation 

 

• What can we do to increase the proportion of female 

academic staff? 

• What is our contribution to widening access of higher 

education? 
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6. Drivers & Resistors 

It is important to understand the benefits of change and also the resisting factors. 

Figure 4 considers the forces at play both towards and against successful implementation of the 

BI/MI Vision. Drivers include improved decision making, responsiveness and enhanced team 

working; while resistors include resistance to change, lack of clarity and lack of support. 

 Figure 4: Drivers and Resistors 

  

 

The BI/MI Strategy and Roadmap seeks to minimise the resistors by:  

• Providing a clear vision (Strategy) and direction (Roadmap) 

• Securing senior management buy-in 

• Maximising local engagement  

• Being mindful of other activities and planning around them 

• Breaking big projects into smaller, more achievable, components  

• Being realistic about what’s possible and by when 

• Creating a sense of shared responsibility and ownership for BI/MI 

• Communicating regularly and celebrating success  
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7. Approach 

The approach to developing the strategy and roadmap for the future builds directly upon previous 

work carried out by Deloitte described in section 1.  It was important to have a strategy 

development process that took account of the strategic priorities of the University but also 

integrated the needs of business users.   

The Deloittes Needs Analysis project phase confirmed that, in the main, the University collects the 

data required to fulfil most of the organisations requirements. It also confirmed the view that data in 

central systems are not always accessible to stakeholders in ways that are useable or helpful for 

their purposes. In some cases, although the data are collected, it is not clear who has responsibility 

for the data sets and allowing access to stakeholders.  

For this reason, the chosen methodology was an integrated top-down and bottom-up approach that 

captures all of the information needs of the University. The project followed a three stage process: 

engagement with key stakeholders, analysis and validation of information needs and translation into 

a strategy and roadmap. 

Engagement with stakeholders was central to the project, both in terms of understanding 

information needs, raising awareness, engaging staff in the project and influencing change for the 

future.  The methodology for engagement was a mixture of one-to-one interviews and meetings 

with groups of individuals either through established committees or gathered for the purpose of the 

project.  Information needs for each of the five information domains, student, staff, research, 

finance and estates were analysed, summarised and presented back to stakeholders in a series of 

workshops. Initial findings were validated for both the University-wide strategic level and for each of 

the information domains. These workshops also discussed priorities and ideas for how 

improvements could be made in the future to inform development of the roadmap.  A final summary 

of the business needs was presented to system/data owners and Information Services who also fed 

into the process as to how the vision could be achieved and where challenges and barriers currently 

exist.  

The analysis of business needs informed the development of the strategy and roadmap. The 

roadmap provides a detailed articulation of how we will achieve the vision set out in the strategy in 

order to create the capacity for Business Intelligence in the University.  
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8. Strategic Priorities 

The strategy identifies four priorities for achieving Business Intelligence excellence.   

To achieve the BI/MI vision, activities should contribute towards the creation of: 

1. A positive Business Intelligence culture across the University 

2. A common framework for data and its governance 

3. Enhanced Management Information, systems and tools 

4. Business intelligence capability which enables and supports better decision making 

 

Further explanations of the strategic priorities and the recommendations for achieving the vision are 

outlined in the next sections. The BI /MI Roadmap will outline how we will achieve the vision. 

8.1  Creating a positive Business Intelligence culture across the 

University 

This priority sits across the project in terms of creating the environment in which better Business 

Intelligence, more empowered decision makers and more informed decisions can take place. There 

are several key dimensions, which are articulated below.  

8.1.1  Leadership and Governance 

Leadership is a vital component in any successful change programme. This includes leadership at a 

project level – identifying the people with the time and influence to make change happen – as well 

as at senior management level – those who can support publicly and repeatedly the need for change 

and the benefits it will bring.  

Business leadership for BI/MI will be provided by GaSP working in partnership with system and data 

owners across the University. GaSP will also work in partnership with Information Services to ensure 

that appropriate technology platforms are provided for the delivery of effective BI/MI solutions. 

Structures and governance help shape the project and keep those involved accountable. The 

Programme Board will retain responsibility for the life of the BI/MI Programme and after this time it 

will revert into business as normal.   

Recommendation 1: Leadership for BI is provided in partnership by GaSP, System Owners and 

Information Services.  The BI/MI Programme Board should provide the governance for the life of the 

Programme. 

8.1.2  BI Communities 

The BI/MI Strategy requires change at operational as well as strategic levels. Members of staff rely 

on data and information for their roles, and in future, they will be able to access more of this data 

and information, and in different ways. One of the positive outcomes from the initial phase of the 

programme has been the stakeholder engagement, which is something that we are keen to develop 

during the implementation phase.  

Recommendation 2: A community approach is taken in building connections and support, in 

particular around BI users (e.g. managers and other decision makers reliant on Business Intelligence 

to make business decisions) and system owners.    
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8.1.3  Communications  

Communications are a vital part of the project in engaging and continuing to engage with staff across 

the University on the project. A communications plan will pull together both the strategic and 

operational requirements around raising awareness, reinforcing key messages, communicating 

project updates, engaging teams on their ideas and sharing successes.  

Recommendation 3: A communication plan is embedded into the roadmap to facilitate meaningful 

and ongoing communications between the Programme Board, Project Team and key stakeholders.  

8.1.4  Learning & Development 

In order to maximise the value of learning and development it will be necessary to develop a 

comprehensive strategy that aligns the needs of the business with people’s skills.  The training 

strategy should be applied across all areas of reporting tools, including those that are currently 

delivered by local systems departments.  The strategy should ensure that: 

• The training package gives an appropriate skillset across the organisation, from standard 

users through to advanced users 

• Training is relevant to the information people need to extract, including training on the data 

and its meaning and also how to use the information 

• Training should be practical 

• There should be a range of ways of accessing training, including the provision of classroom-

based training, online training and drop in clinics 

• Communities play an active part in peer learning and sharing best practice  

Recommendation 4: A comprehensive Learning and Development strategy is developed for reporting 

tools, including provision for information-based training combining data and systems. This also 

includes a suite of information-specific training on using and interpreting data for decision-making. 

 

8.2 Creating a common framework for data and its governance 

The second objective looks at the specific environment in which data exists with the aim of 

establishing a common framework for data and information. Themes include Data Definitions, 

Organisational Hierarchy, Data Quality and the establishment of a Data Governance Group to 

oversee this area of activity. This is seen as a vital first step in laying the foundations for effective 

BI/MI in the future.  

8.2.1 Data Governance Group 

An enterprise approach to data governance is needed in order to maximise the value for decision-

making through high quality and consistent data.  A key principle of data governance is that there 

should be shared ownership of data and reporting as a University asset.   It is proposed that a Data 

Governance group is established to establish and oversee policies that facilitate the appropriate use 

of data and develop strategies for controlling and monitoring that use.  The focus of a data 

governance group would evolve over time but the core functions would be to focus on: 

• Policies, standards and strategy: a focus on how data is being used within the organisation, 

the policies that are being applied across different data streams, clarifying roles and 

responsibilities and standardisation of data definitions. 
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• Data quality: a focus on assessing, improving and maintaining the quality and consistency of 

data that is held and used across the organisation.  

• Sharing of systems developments: to improve the transparency of system development and 

enhancements of systems 

• Management Information layer: Establishing the framework and scope of work required to 

take forward development of a Management Information layer that combines many 

different datasets together and the business rules that are required. 

• Reporting standards: Improve the quality of reporting within the University and set 

standards and templates for reports. 

• Advice on future priorities: Advise where priorities lie for the future. 

The Data Governance group will act as an advisory group to the Programme Board on Business 

Intelligence future priorities. Figure 4 shows the relationship between the Programme Board and 

Data Governance group. 

Figure 5: Governance structure of Data Governance group and Programme Board 

Knowledge Strategy 

Committee

BI / MI Programme Board

BI / MI Project BI / MI Project BI / MI Project

Data Governance 

Group

 

Recommendation 5: Creation of a data governance group to improve data and information reporting 

and provide a holistic view of University BI / MI needs.  Define and embed Data Governance rules and 

responsibilities for Data /System owners, IS and Data User. Work towards a University-wide dataset. 

 

8.2.2  Data Dictionary 

One of the consistent themes across all information domains was the need for a consistent set of 

data definitions. What do we mean by ‘student’? How does it differ, depending on who’s asking? 

Linked to developing a common set of definitions is a shared understanding of how figures are 

calculated, so that they can be done so on a consistent basis allowing the comparison of data more 

accurately across the University and with external comparators.  

 

Recommendation 6: Create and maintain a data dictionary for core BI/MI data sets including but not 

limited to: Ownership and management responsibilities, Data definitions at object and attribute/field 

level, Derived objects and associated calculation rules, Primary Keys used to join across core BI / MI 

datasets 
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8.3 Enhancing our MI systems and tools 

Priority 3 looks at data improvement and the process of building better Business Intelligence. Within 

this strand are three main areas of activity: MI improvements, system improvements and 

Maximising the use of BI suite. 

8.3.1  MI enhancements 

This collection of projects looks at the provision of timely and easy access to appropriate 

Management Information, primarily reporting, which at present is difficult to find and is held in 

various different places across the University and users are uncertain which sources to use.  

8.3.2  Universal dataset 

We need Management Information datasets that meet the reporting needs of the Institution.  It is 

proposed that a small number of fit-for-purpose Management Information sources will be key to 

improving the knowledge and understanding of staff.  MI datasets should be easy to use and provide 

the ability to report at the aggregate and detailed level.  Where existing datasets are not structured 

in the optimum way, work should be undertaken to ensure that reporting can be performed by 

users.  Small and incremental enhancements to MI reporting should also be undertaken by system 

owners in consultation with the user community to prioritise their reporting needs. 

8.3.3  Reporting 

Through engagement with business stakeholders, it has been established that four types of 

reporting tool are needed for the University to leverage value from the data we hold: Standard 

reporting, Dashboard, Data Discovery and Forecasting and Modelling.  Figure 6 shows a brief 

description of each reporting tool type. 

Figure 6: Types of MI reporting tool required at the University 

Standard Reporting 

 

Data Discovery and Visualisation 

Dashboard Forecasting and Modelling 

 

 
Standardised Interactive 

A tool that allows users to run pre-determined 

and standardised reports on a regular basis.  

This category of tools will account for the 

delivery of vast majority of information across 

the University.  The corporate reporting tool for 

the University is SAP Business Objects 

Data Discovery and visualisation tools allow 

users to explore the data they are presented 

with and present it in ways that facilitate 

decision-making.  These tools are end-user 

driven and easy-to-use.  Qlikview is the primary 

data discovery tool in use in the University in 

GaSP and CHSS. 

Dashboards provide ‘at a glance’ reporting to 

key information and metrics.  Many different 

measures can be seen at once and drilled down 

by organisational unit or by subject.  Small-scale 

developments have been developed in isolation 

across the University and the aim would be to 

have this more widely available.  

Forecasting and modelling tools are a niche 

category of tool that are used for scenario 

planning and modelling of data.  They provide 

ways to perform ‘what if’ modelling of future 

scenarios.  There are currently two forecasting 

tools in use in the University, Quantrix in GaSP 

and Corporate Planner in Finance. 
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8.3.4  Maximising the use of BI Suite 

SAP BI Suite should be considered the corporate reporting tool for the University and to achieve this, 

all corporate information should be available through the tool.  Users should be knowledgeable in 

the use of the tool and feel supported.  

Recommendation 7:  SAP BI Suite should be adopted as the primary reporting tool for the University. 

All key BI / MI data should be made available through the reporting tool along with standardised 

reports. 

Recommendation 8: Ensure all core BI / MI datasets are made available through the Information 

Portal for interrogation, manipulation and exploration in SAP BI Suite (including the provision of 

standard reports and exploration spaces) by authorised data users. 

Recommendation 9: Create a range of standardised strategic dashboards to provide ‘at a glance’ 

reporting 

Recommendation 10: Conduct a review of SAP BI Suite against the BI / MI requirements determined 

in this study ensure the tool maximises benefit derived from the core BI/MI datasets.  In particular 

identifying (a) How capabilities of the tool can be better used for data users e.g. information 

exploration spaces for drill-down, advanced visualisation and dashboards and (b) Where any 

additional tools are required 

8.3.5  System enhancements 

System enhancements are about ensuring that our systems are fit for purpose for the collection, 

storage and output of data 

8.3.6  Information we do not collect or make available 

A review of the information we do not currently centrally collect is needed to improve the 

availability of Management Information across the University.  While we do have good coverage for 

existing systems there may be areas that would benefit from a new system to collect, manage and 

report on key Management Information. Much of this information is currently kept locally as there is 

a need to report on them so there is value in centralising and standardising such processes. 

Recommendation 11: Review areas that will benefit from new processes and /or systems to improve 

collection, management and sharing of information required for BI/MI 

 

8.4 Creating BI capability which enables and supports better decision 

making 

The fourth priority concerns how we use and access information to make more informed decisions. 

The components of this strategic priority are around being able to measure our performance, 

enabling future planning and accessing information. 

8.4.1  Measuring success 

The University needs an agreed and established way of measuring performance and success.  A 

formalised framework in the form of a corporate scorecard would aid our ability to look across the 

organisation and make decisions in line with the University’s strategic objectives.  The agreement 

and creation of metrics that measure our performance need to be established. Cascading this 

approach down to lower operational levels would also help align our activities and the decisions we 
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need to make.  The Management Information that supports this must therefore be aligned and 

organised to make the data available at a range of levels.  Contextual information in the assessment 

of performance is crucial and so it is proposed that we identify and make available strategic external 

datasets e.g. Key Information Sets, NSS data. 

Recommendation 12: Create a strategic performance framework that provides senior management 

with information on how we are doing  

Recommendation 13: Identify and make available a set of strategic external datasets 

8.4.2  Analytics 

Analytics is an area that is focussed on the learner using a variety of data sources to assist in the 

learning process.  It can also be used to assist the University in shaping its resources to meet student 

needs and has strong links with enhancing the Student Experience. The University currently makes 

little use of data in this way but should look to developing a capability in this area.   Other 

developments and initiatives, such as Big Data may help us develop expertise in a joined up way 

across the University. 

Recommendation 14: Establish a joined up approach to developing learner analytics for staff and 

students 

8.4.3  Enabling future planning 

We need information which allows us to effectively plan for the future.  We need an integrated 

planning and forecasting model that brings together the key strategic elements of the University 

such as student, staff and financial elements to give a picture of the size and shape of the University 

in the future. With strong links to the way in which we allocate resources and incentivise activities, it 

is crucial that we develop this capability. Developing models that integrate a wide range of corporate 

information and can be used by units across the organisation will allow us to plan for the future 

more effectively.  

 

9. Access to Information 

Easy access to Management Information will be a key enabler to people using it for decision-making.  

It is therefore proposed that we need to create an Information Portal that acts as a single point of 

contact for users.  Benefits of such a portal will improve the knowledge of staff, the time taken to 

find information and improve the quality and consistency of outputs. 

Recommendation 15: Create an Information Portal that acts as a one point of contact for 

Management Information reporting 
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10. Risks 

The following table outlines the risks associated with the BI/MI programme, as well as with not 

taking this programme of work forward.  

Table 2: Risks of future work in this area 

Risk Impact Likelihood Mitigating Actions 

Not taking BI/MI 

activities forward 

Losing the goodwill that has 

been generated in developing 

the strategy and failing to meet 

expectations that have been set 

that something will happen to 

improve BI/MI in the future.  

Possible Dialogue with the 

Programme Board 

about the strategy, 

recommendations 

and roadmap. 

Trying to change too 

much at the same 

time 

A great number of areas for 

improvement have been 

identified, many of which 

involve the same people or 

teams.  

Possible Strong leadership 

and oversight of the 

programmes of 

change looking at 

phasing of projects, 

recruitment of 

people onto groups 

etc.  

Not changing quickly 

enough 

Some changes are enablers for 

others. There is the risk of 

holding up activities while we 

‘wait’ for other projects to be 

completed. 

Possible An agile approach to 

the change 

management process 

and the discrete 

projects. 

Resistance to change Staff continue to use 

workarounds and local 

solutions that prevent breaking 

down data silos and reporting 

inconsistencies. 

Possible Comprehensive 

change management 

plan required, setting 

out the value and 

benefits of the 

change 

Resource to ensure 

change 

Staff disengage with BI/MI and 

continue to use local 

workarounds 

High Programme Board to 

prioritize future work 

in BI/MI with 

sufficient resources 

to achieve change. 

 


