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1. Background 

Since Griffith first opened its doors in 1975, it has been committed to student advising. Some 400 
students were first enrolled at the Nathan campus with part-time counselling and medical 
services offered by visiting practitioners, while nursing and administrative support was provided 
by the University. By the late 1980s welfare, health, careers, counselling and chaplaincy services 
were being managed as a comprehensive portfolio of services known as Student Services. 

In the early 1990s, the Disabilities Service was established, and over time, the range of 
complementary advising services has expanded in response to the growth and diversity of the 
student population, the size and breadth of the University’s academic offerings and in response 
to the inter-play of social, personal and learning issues students encounter.  

A wide variety of support, development and advisory services are now provided to Griffith 
students by staff and in peer-to-peer arrangements, coordinated by central and academic units.  

Diagram 1 – Overview of Student Advising – Current State 

 

 

  



2. Rationale for improvement 

Student enrolments have grown from 400 in 1975 to over 46,000 in 2016, with Griffith now 
established as Australia’s 9th largest University in terms of student load, operating across five 
campuses and six sites in the Brisbane – Gold Coast corridor. 

While the University’s sustained commitment to supporting student success and development 
through the provision of student advising is distinctive; duplication and overlap of roles and 
services has grown across the system over time. The landscape could reasonably be characterised 
as incoherent and over-serviced.  

During 2014 and 2015 three external reviews, each examining discrete aspects of student 
advising practice at Griffith, made similar observations. 

Sadler: Review of Student Services and Student Success (2015) 

There is a gap between the understanding of the leadership and ownership of the student 
experience of university.  The lack of understanding of leadership is having some effects 
resulting in confusion, lack of direction, lack of planning therefore inconsistency in approach.  

Leask: Review of the Student Success Advisor Strategy at Griffith University (2015) 

Articulation and communication of a university-wide framework of service provision to 
support student success and retention would clarify the roles of the various staff working in 
different areas of the university who provide services to students.  It is important that all 
staff understand and accept their responsibilities in relation to student success and 
retention.  It is also important that students are aware of the services available to them and 
that they are encouraged and supported to build resilience and independence as students.  

Carnaby: Review of Library Services and Systems at Griffith University (2014) 

A more strategic, joined up University-wide view of student support needs to take place, 
including a clear understanding of the roles of all those who support student learning across 
the student lifecycle. 

Reconsideration of the contribution Library staff make to student skills development (learning 
and information literacy), with a view to adopting and implementing a best practice 
framework.  

This document proposes a framework for the future delivery of advising services which is 
strategically aligned and digitally enabled.  Two discrete but inter-related advising domains are 
identified – student/program progression (procedural advising) and academic success 
(developmental advising). Two models are presented for the delivery of developmental advising 
for academic success.  



3. Student Advising – what do we mean? 

A first step in re-orienting current student advising practice is to reach a common understanding 
of the nature of the activity. Many definitions prevail in the literature, however the following is 
offered as a guide to future practice at Griffith: 

At Griffith, student advising is an intentional process whereby a staff member(s) or a 
student(s) provides insight, direction or advice to a student(s) about an academic, 
administrative or personal matter that facilitates their overall academic success. Advising 
may take the form of suggestion, counselling, coaching, mentoring, teaching, referring, 
directing or informing. Advising is intended to develop a student(s) educational and career 
goals through the effective use of university resources.  Adapted from NACADA (see 
http://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/The-definition-of-
academic-advising.aspx, document undated).  

 
Recommendation 1:  Adopt the above definition to inform future student advising practice. 
 

4. Strategic directions for student advising 

A student advising strategy should be contextualised by the University’s vision of its student 
experience which is to provide an excellent educational experience to attract and retain students 
who, regardless of their background, will succeed at university and become graduates of influence 
(Academic Plan 2013-17 p2).  Four characteristics are proposed to inform an effective, future-
focussed student advising strategy: 

Student Advising is sustainable: 

• a cogent advising model is articulated to inform practice 
• academic, professional and peer roles and responsibilities are clearly defined, minimising 

duplication, overlap and referral 
• digital innovation is applied to enable, streamline, scale and monitor the effectiveness 

and efficiency of advising operations 
• co-ordinated governance arrangements assure the ongoing effectiveness, efficiency and 

strategic alignment of advising operations. 

Student Advising is multi-dimensional and capacity-building: 

• student success is promoted at three levels through developmental advising - support, 
self-efficacy and targeted remediation  

• the different stages of program progression and the student life-cycle are acknowledged 
as scaffolds to facilitate the alignment of services and support  

Student Advising is readily accessible:  

• Student self-services are readily available and information about advising services is fit-
for-purpose, accurate and accessible 24/7 

• Multi-channel inquiry services underpin the tiered advising model and include a fit-for-
purpose mix of in-person, telephone, online and social media channels 

• a tiered approach informs the nature, delivery, scalability and cost of advising services 
 

 

 

http://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/The-definition-of-academic-advising.aspx
http://www.nacada.ksu.edu/Resources/Clearinghouse/View-Articles/The-definition-of-academic-advising.aspx


 

Student Advising is strategically aligned:  

• Employability:  
o career advising services are integral to contemporary student advising and aligned 

with the Griffith Model of Education and the Griffith Graduate Attributes 
o engagement in peer-to-peer advising can enhance student employability as well as 

student employment 
 

• Retention and Success:  
o participation in peer-to-peer advising builds student self-efficacy, positive 

relationships and contributes to the delivery of cost-effective, expert mediated 
services  

o peer-to-peer advising promotes paid casual employment for students which assists 
retention 

o remediation services can be ‘pushed’ to high-risk, targeted cohorts using digital 
technologies  

 
• Scalability and flexibility:  

o online technologies and pedagogies can be used to facilitate self-help and self-
directed learning 

o analytics actively inform the design and delivery of courseware, learning support 
services and student communications  

o Consistency in the application of roles and structures leverages corporate systems 
and facilitates online business processes and service development 

Recommendation 2: Confirm that sustainability, capacity-building, accessibility and strategic 
alignment are key attributes of student advising at Griffith. 
 
5. Key features of student advising  

The efficiency and effectiveness of future advising practice can be further influenced by strategic 
considerations. 

Shifting the balance from person-centric to digitally-enabled delivery:  there is a deliberate move 
away from person-centric support to digitally-enabled services. Students, particularly at the 
undergraduate level, are comfortable with digital communication, perhaps more so than in-
person communication. A future focussed advising framework should be geared to higher digital 
and lower physical/ personal touch, while acknowledging there will always be a place for in-
person, intensive and specialist support such as currently provided by GUMURRI, Disability, 
Counselling, Residential and International Advisory Services.  

Under-pinning with a tiered inquiry backbone:  student inquiry management operates in a 
broadly hierarchical model of first level Tier A self-service; second level Tier B mediated service 
and Tier C specialist services and on a continuum of transactional (self-help, lowest cost) to 
transformational (specialist advice, highest cost).  Students can access advice and support at any 
level and move between levels, confident that 24/7 self-help, timely mediated assistance and/or 
effective referral is available.  

 

 



Diagram 2: Overview of Tiered Inquiry Backbone 

 

Two discrete but inter-related advising environments are identified: these environments inform 
the roles, responsibilities and future nature of advisory services: 

• Academic Success & Developmental Advising : references the first year, middle year/s 
and final year of the undergraduate program together with the Griffith Graduate 
Attributes and the Griffith Model of Education as providing the framework for delivering 
integrated, staged and discipline sensitive learning support 
 

• Program/Student Administration & Procedural Advising: references the major milestones 
of the student lifecycle – admission, credit, enrolment, examinations and timetabling, 
graduation and program administration as the framework for delivering program and 
course advice and where advising is predominantly based on rules and precedents  

Recommendation 3: Developmental and procedural advising are discrete but related advising 
domains that will inform the roles, responsibilities and nature of future advising practice; these  
domains will be digitally enabled wherever appropriate. 

If the proposed definition of student advising is accepted, then advising is intended to develop a 
student(s) educational and career goals through the effective use of university resources. 
However, advising is only one enabler of academic success. What other university resources are 
required for academic success? 

6. Academic Success @ Griffith – what could it be? 

Academic Success @ Griffith denotes a refreshed, whole of university approach to managing 
student progression and learning development which is explicitly organised around programs of 
study. There is a deliberate intention to enhance professional identity from the earliest point of 
enrolment and to develop a significantly more integrated, supported and high quality student 
experience across all years of the undergraduate program. The program of study becomes a 



central organising principle within academic success and thus program leadership becomes 
significant. 

The scalability, sustainability and programmatic nature of Academic Success @ Griffith relies on 
a consistent implementation of program leadership roles and responsibilities within Academic 
Groups to ensure quality decision-making, coherent service coordination and minimised student 
referrals.  

The Dean, Learning and Teaching continues to have primary responsibility for oversight of 
student progression, program management, learning development and overall teaching and 
learning quality in the Group. The Dean (L&T) works in concert with program leadership teams 
ie Program Directors, Program Advisors and a number of newly conceived roles designed 
specifically to coordinate learning development across the program - notionally First Year, 
Middle Year/s and Final Year Coordinators. Program leadership roles and responsibilities are 
consolidated and applied consistently in the academic success model 

Diagram 3: Program Leadership Teams 

 

Recommendation 4: Programs of study become a central organising principle for student 
advising; program leadership structures are consistently applied across Academic Groups.  

Developmental learning and advising are cornerstone in the new approach. Developmental 
learning is interpreted broadly and positively, first and foremost as a formative strategy for 
student success. Student retention and therefore learning remediation forms a component of, but 
does not define, learning development in the academic success model. Rather, developmental 
activities and advisory services are informed by the Griffith Model of Education and the Griffith 
Graduate Attributes with appropriate integrated, discipline sensitive and staged implementation 
across the undergraduate program.  Professional identity and employability, discipline-based 
knowledge and skills acquisition and personal efficacy, resilience and responsibility are all 
actively supported and developed. The active engagement of students in the delivery of advising 
services is a key enabling component of the University’s overall formative learning strategy. 

 

 

 



 

Diagram 4: Distinctive Griffith Program and Graduate Attributes 

 

Thus, learning development and its attendant academic advising require academic judgement in 
design, interpretation and delivery. How can this best be delivered? 

Recommendation 4: Developmental learning and advising comprise a formative framework for 
academic success at Griffith. The active engagement of students reflects the formative and 
capacity-building intention of advising practice at Griffith. 

7. Developmental Advising for Academic Success  

Academic Success @ Griffith contemplates the creation of a new academic portfolio, notionally 
labelled Academic Success, headed by a senior Director or Dean and reporting to the Academic 
Provost. The Director/Dean is responsible for operationalising program-centric learning 
development, support and advisory services to all Academic Group clients.  

Year Level Coordinators, embedded in program leadership teams, act as the interface for 
learning services, both receiving and informing learning development in their discipline context 
and contributing to institutional strategy. The Director/Dean collaborates with Deans, Learning 
& Teaching (and variously with members of their program leadership teams), the Director 
Learning Futures, the Academic Registrar and other service providers ie Library. This position 
leads the delivery of learning development services and the academic success strategy across the 
University. 

Diagram 5: Developmental and Procedural Advising Model 

 



8. Options for the Scope and Delivery of Developmental Advising 

Two schematics outline the potential functional scope and notional roles in an Academic Success 
portfolio. 

Model A – Integrated Learning Development & Support 

Model A conceives of current Learning Advising (Library), Student Services and Student Success 
functions co-located in the new portfolio. INS and AA structures are redrawn to create an 
integrated suite of student facing learning development services. Indicative realigned roles are 
identified below.  

Diagram 6: Student-facing Integration 

 

*Learning Specialists – potential new role amalgamating Learning Advisors (Library) and 
Student Success Advisors 

Model B – Integrating the Academic, the Digital Resources & the Learning Support (staff-facing 
integration) 

This model derives from an understanding of how students are engaging with their academic 
materials. Analytics indicate that our introduction of a digital learning management system 
(LMS) has been successful.  The LMS (Blackboard) is our most popular and most used Griffith 
site, with students spending the majority of their digital time on it. When conflated with our 
understanding of students’ use of lecture capture and our broader understandings of students’ 
lecture attendance and their general comfort with digital communication, it would be fair to say 
that although we still classify students as on-campus and think face to face, students are actually 
engaging with the university in a hybrid mode (digitally and physically).  In short, for students 
they don’t see a digital divide, there is one world for them and their behaviour has already 
moved. 

Thus when we consider the learning environment of a student we need to consider, the academic, 
the digital resources and the study skills support. Further to enable the digital presentation of 
material we need to include educational designers (and associated roles) and blended learning 
advisors supporting the digital enablement of the academics.  This cluster of individuals and 
support roles are critical in helping to ensure academic success of the student, through their 
discussions these individuals can ensure good digital materials, digitally enabled academics and 



the right support materials (study skills) are available to students. Indicative realigned roles are 
outlined below. 

Diagram 7: Staff-facing Integration 

 

*Learning Specialists - potential new role amalgamating Learning Advisors (Library) and 
Student Success Advisors 

The creation of a new portfolio raises questions about the nature of developmental advising 
delivery to the Academic Group. There are at least two options: 

• Central coordination (Matrix) – institutional strategy, oversight and collaborative 
leadership alignment is provided by the Director/Dean; operational resources are 
embedded within the Academic Group reporting to the Dean, Learning & Teaching 

• Central delivery (Account Management) – institutional strategy, oversight and 
collaborative leadership is provided by the Director/Dean; operational resources are 
embedded within the portfolio and an account management framework disperses services 
to Academic Groups 

Centralised Procedural Advising 

Academic immediacy matters to academic success. In a re-oriented, program-centric world, 
academic time on academic task is critical to creating a rich and rounded learning environment 
and a high quality student experience. Passing the course is primary and core, and thus priority 
in the Academic Group is afforded to roles, responsibilities and structures focussed on teaching 
and learning quality, streamlined and integrated program management and student success. 
Consequently, procedural advising for student administration is minimised in the Academic 
Group while developmental advising for academic success is enhanced. 

Administrative or procedural advisory services (ie Student Administration and Academic 
Services) become further centralised within Academic Success @ Griffith. Academic Group-based 
Program Leadership Teams are supported by centrally coordinated administrative staff in core 
functional areas:  

• Student Administration: Admission, Enrolment, Program & Course Advice, EXT, 
Graduations 

• Academic Services: Program Administration, Academic Integrity, Review and Appeals 



Central support services continue to be provided through the existing account management 
framework with focus on systems management and support, physical and virtual interface 
development, student-facing advisory and support services and program administration. 

Physically, on-campus/face-to-face student advising continues to be conducted predominantly in 
Student Administration Centres and Library and Learning Centres, while myGriffith remains 
the principal virtual student interface. The SAO role is confirmed as the primary interface into 
the Academic Group to manage student and program administration business processes in 
conjunction with Student Administration and Academic Services, with continued emphasis on 
digital enablement and transformation of business processes. 

Recommendation 5: Procedural advising is centralised in Student Administration, irrespective of 
the developmental advising model adopted.  

The centralisation of procedural advising, combined with renewed commitment to consistency in 
program leadership and advisory roles, services and structures informed by deliberative 
principles and frameworks can create operational efficiencies (refer Appendix 1). 

Summary 

A number of principles are proposed to inform the nature and delivery of student advising into 
the future. Student advising is acknowledged as being only one enabler of academic success and a 
range of other conditions are identified as important contributors to enhancing student academic 
outcomes including programs of study, program leadership, formative learning support and 
development, consistency in roles and structures to drive sustainability and scalability and 
digital enablement.  

A distinction is made between procedural advising (student administration) and 
academic/learning advising (developmental advising). Two models are presented as options for 
how academic/learning development services might be realigned and integrated and issues of 
coordination and delivery are identified. It is proposed that all procedural advising should be 
centralised and that academic/learning advising be coordinated through the creation of a new 
academic portfolio notionally entitled Academic Success, led by a new Director/Dean. An 
overview of current roles and costs broadly associated with student advising and the proposed 
models is provided, but otherwise the operational consequences of adopting some, all or none of 
the frameworks, models and principles outlined is not canvassed. 

I acknowledge the contributions of Professors Shoemaker, Lizzio and Barter to the authorship of 
this paper. 
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