Part (a)
The term strategic business unit, as envisaged in academic literature, is a separate organizational entity of an organisation that is given the responsibility to serve the particular demand of one area/segment & therefore has its own mission, strategies and objectives. The SBU is subject of business (level) strategy while the entire corporation is the subject of corporate (level) strategy (12manage management communities, 2007). In other words, If a business unit is a single business or collection of related businesses, has its own competitors and has a manager who is accountable for its operation, profit, investment and their own strategic development and is an area that can be independently planned for within the organization, it can be aptly called a Strategic business unit (Kotler & Keller, 2006). 
SBUs in the conformist university have their own mission strategies and objectives but there is too much interference among SBUs. Also, there is too much rigidity in the way SBUs operates that hampers and defeats the objective for which an SBU is set up. The SBU should be free to take its decisions and should be given enough power to amend it as the manager thinks fit but that is not the case in the conformist university. 
The objective of setting up SBUs is to maximise overall resources and benefits so that there is optimum utilisation of resources. Since, the university system is not functioning the way an organisation having SBUs should work, each SBU is in competition with one another which in turn is hampering the main motive of university i.e. to benefit students. SBUs at university do not understand what is expected out of t and how to achieve it. 
Budget once approved can be amended by the centre. This is a major deviance from the concept of SBU as envisaged in Standard Academic literature. This implies there is still central control and SBU cannot take their own initiatives as put forward in strategic plans.
From the case, “All replacement and new staff, which will have been approved in the budget round, have to be ratified by the University Management Accountant prior to the position being advertised. This not only centralises control but also allows the Finance Directorate to delay expenditures for several months”. This undermines the seriousness of the top management towards SBUs and goes against the very basic concept of SBU.
SBUs managers feel that they are not in control, they can be charged for overheads for which they get no output, and having SBU is a mere pretension. SBUs, according to the standard concept, work independently and in harmony with each other, not in competition as is the case in the conformist university.

In conclusion, SBUs as they operate in the conformist university differ to a great extent from the concept as envisaged in standard academic literature. If university truly wants to implement structure of SBUs in its organisation, it should make system flexible and give enough freedom to SBU managers to take decision as per their judgement. University should try to develop an environment that provides a sense of unity to all SBU`s and they feel as if their goal is to achieve the mission statement as developed by university. It should try to develop a incentive structure so that all SBU`s work in a collaborative manner so as to benefit students.
Balanced Performance Framework for Schools within the Conformist University 




The Conformist University has a very clear mission statement but policies and plans adopted by it are not feasible enough to meet its goal. The university’s mission is to develop the full potential of its students by providing an informed, enterprise focussed and stimulating learning environment, where high quality teaching is the norm and where scholarship is facilitated through applied research and consultancy. For this, the Conformist University has to develop and implement a more balanced performance framework. It should implement techniques like Balanced Score card and benchmarking. It should focus on Student perspective, internal business perspective, innovation and learning perspective and financial perspective. It should have goals and performance measures defined for each perspective. To meet these objectives, it is recommended that university should consider implementing balanced score card and a structure and indicators of this balanced score card are proposed here.
The balanced score card, developed by Kaplan and Norton (1992), has four perspectives. These are learning and growth perspective, financial perspective, stakeholder perspective and business process perspective. While the balanced scored card was initially seen as a tool for the private sector, it has been increasing adopted by public sector organisations, including universities (Nelson, 2006).For the conformist university, the four perspectives, their goals and indicators proposed are as followed.
Organisational Development Perspective:
The objective of this perspective is continue to improve and create value and sustaining a dynamic institution profile.

	Performance indicator



	Measured Value


	Targeted Value

	Fees from home students
	
	

	Funds from premium fee students
	
	

	Number of students who used LRC services in last year
	
	

	Percentage increase in number of books in LRC
	
	

	Research grant applications submitted per member of academic staff


	
	

	Number of staff development events attended per  full time equivalent member of staff


	
	

	Percentage of new appointments at lecturer, senior lecturer/reader and Professor/Chair level  (Nelson, 2006)

	
	

	Percentage of ethnic minority staff


	
	


Financial Perspective
The objective of this perspective is looking back how the university performed in last financial year and how it looks to its shareholders. This perspective helps in using resources in a cost effective manner.
	                            Financial Perspective

	Performance indicator


	Measured value


	Targeted Value

	Administrative operating costs as percentage of academic operating costs

	
	

	Ratio of current assets to current liabilities

	
	

	Funds from other than undergraduate and postgraduate fee income as percentage of total revenue
	
	

	Research cost as percentage of total research income

	
	

	Commercialisation of research (licenses signed)
	
	

	Average annual cost of a staff member
	
	

	Utilities, maintenance and servicing costs per square metre of total university internal area
                                   (Nelson, 2006)

	
	


Stakeholders Perspective:

This perspective takes care of customers (prospective students) and other stakeholders’ expectation. Its main objective is to provide high quality teaching and facilities to the students.
	                            Stakeholders Perspective

	Performance indicator


	Measured value


	Targeted Value

	Students achieving first class and upper second class as percentage of total students enrolled.
	
	

	University Ranking 
	
	

	Number of columns in media writing favourably about university
	
	

	Percentage of students satisfied with
Information and academic support services
	
	

	Number of international students
	
	

	Number of countries represented in student community
	
	

	Number of students from ethnic minorities as percentage of all home students
	
	


Internal business perspective:
This perspective focuses on those parameters which are important for the university to achieve its missions and targets. This tells the university what is should excel at.
	                            Stakeholders Perspective

	Performance indicator


	Measured value


	Targeted Value

	Room utilisation
	
	

	Percentage of students satisfied with university information services
	
	

	Percentage of teaching taking place between 

5 to 7 pm
	
	

	Planned maintenance expenditure
	
	

	Property cost as percentage of total income (Nelson, 2006)
	
	


Part (c)
Budgetary control is defined by the Institute of Cost and Management Accountants (CIMA) as "The establishment of budgets relating the responsibilities of executives to the requirements of a policy, and the continuous comparison of actual with budgeted results, either to secure by individual action the objective of that policy, or to provide a basis for its revision" (Broadbent and Cullen, 2003:146).
The budgetary control is a continuous process that helps in planning, coordination and controlling of business decisions. The budgetary control system assists an organization in setting up the goals and efforts are made for its achievements. It enables economies in the enterprise (finance check, 2006). In budgetary control actual costs are compared with budgeted costs (Broadbent and Cullen, 2003). The main objectives of budgetary control are coordinating the actions of various departments, eliminating wastes and raise the profitability position of a business enterprise, making a prediction about capital expenditure for future and amending deviations from the established standards (finance check, 2006).It centralizes the control system. Budgetary control operates various cost centres and departments with efficiency and economy.

In the case of conformist university, the objectives of budgetary control are not fulfilled. Some of the managers of SBUs believe that budgets and budgetary control statements are not important at all. The main objective of budgetary control is to ensure optimum utilisation of resources to achieve organisational goals but in this case, it has led to difference in opinion among SBU`s. The budgets should be flexible enough to change according to the changing environment. Much focus is on achieving financial targets which is not the main motive of university. 
Budgetary control co-ordinates the actions of various departments. But in this case, policies are very rigid which instead of co-ordinating the activities between various departments/centres, has increased complexity. Budgetary control compels business administration to think about the future that is most likely the crucial characteristic of this system. It coerces management to look into future, to outline thorough plans for attaining the objectives for each department, operation and each manager, to predict and grant the organization purpose and direction. But in the case of Conformist University, there is too much control and because of this, managers are not able to contribute to the budgetary process and organizational goals. Any change would require a strong approval and thus would lead to enlarging periods or would cause a lot of delay.  Budgets are allocated by finance controller and SBU`s have little to participate. 
In conclusion, budgetary control as implemented and practiced in the conformist university differs to a great extent from how it should be practiced according to standard academic literature. University should consider following a Zero-based budgeting process. This not only would provide a systematic approach for the evaluation of different activities and rank them in order of preference for the allocation of resources but would also ensure that various functions undertaken by SBU`s are critical for the achievement of University’s objectives and are performed in the best possible manner. Each SBU manger would justify his entire budget requests in detail from (zero-base).Each manger has to justify why he should spend any money at all. It would require that all activities be identified as decision on packages which would be evaluated by systematic analysis and ranked in order of importance. 
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