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EXECUTIVE SUMMARY




The Review Committee’s role, terms of reference, recommendations and the considerations behind these recommendations are laid out in the body of the Report.  This Executive Summary lists what the Committee believes to be the most important findings:
· the review process confirmed the important role that Academic Administration has to play in supporting the University’s strategic agenda. However, the Committee considers there is considerable scope for building a more systematic approach to operational integration – an approach which will enhance student support and improve interaction between central administration and academic elements. To this end, the Committee recommends the development of a partnership model to ensure the delivery of a complete and integrated service to the University community. 
· improving student retention is a key strategic priority for the University. In order to achieve this goal, it is suggested that the University introduce good practice models for the delivery of administrative and customer services. In particular, the review process highlighted problems associated with ‘multiple referrals’ of students. In order to address this issue, it is recommended that the University take specific action to ensure its commitment to the one-stop shop model of service delivery. The need to clarify the roles and responsibilities of key staff involved in academic administration, both centrally and within academic elements, is also highlighted.
· effective communication is vital for the provision of effective services. The Committee identified the need for improved communication strategies between Academic Administration and its key stakeholders. It is recommended that the new Academic Registrar take active steps to ensure an appropriate level of interaction with the academic managers of the University.
· student engagement, particularly enhancement of the first-year experience, has been identified as a key objective of the Strategic Plan. Although the University is commended for a number of excellent initiatives in this area, there is a feeling amongst students that orientation could be better integrated across relevant elements (including Academic Administration, Griffith International and academic elements), and that some orientation activities should be extended beyond the generally-accepted orientation period. The Committee also received a number of comments from students and staff concerning the University’s web presence. It is suggested that the University review the student-related part of its website to ensure it is as comprehensive and useful to students as possible.  
· the Committee believes that deficiencies in the current corporate record management system need to be addressed as these may place the University at risk in the future.
BACKGROUND

The Review Committee





The Review Committee was appointed by the Vice Chancellor on the recommendation of the Deputy Vice Chancellor (Academic). In line with the University policy on the External Review of Support Service Divisions, the Committee comprised a Chair (who was external to the University), two external persons who have relevant expertise in the area to be reviewed, and two internal persons of the University with knowledge of the operations of the area under review.

The Review Committee’s procedures included:

· Consideration of the self-evaluation submission from the Academic Administration division;
· A general invitation to the University community to make submissions to the Committee;

· A 5-day visit by the Committee members to the University and its campuses, during which a range of interviews and group sessions with key stakeholders and staff of the area were conducted; and 

· Preparation of this written report and recommendations.

Members of the Review Committee





The Committee reviewing the Academic Administration division comprised the following members:

Chair of the Review Committee: 


Professor Elizabeth More, Deputy Vice Chancellor (Administration), Macquarie University
External Committee Members:

Dr Sue Gould, Deputy Vice Chancellor (Services), University of Newcastle

Dr Jeff Fitzgerald, Registrar, Sydney University of Technology
Internal Committee Members:

Professor William Shepherd, Dean (Academic), Griffith Business School, Griffith University
Mr Peter Westwood, Executive Officer to the PVC (Health), Griffith University

Secretary to the Business Review:

Ms Danielle Cooper, Manager – Review and Quality, Griffith University
Key Objectives and Performance Indicators for the Academic Administration Review
The University policy on the External Review of Support Service Divisions lists four Key Objectives against which the Academic Administration division (AA) was to be evaluated and it includes Academic Administration’s ability to undertake its core activities, and its preparedness to deal with new challenges or priorities. To this generic list were added two specific objectives related to the division.
A set of Key Performance Indicators was also developed by Academic Administration, and approved by the Vice Chancellor on the recommendation of the Pro-Vice Chancellor (Administration), and this constituted a key input for this Review.

Details of the six Key Objectives, and the agreed Key Performance Indicators, are set out below. The Key Performance Indicators are expected to be maintained on an annual basis, and will constitute an input for the next 5-yearly review.

KEY OBJECTIVES

1. to ensure the alignment of resources and activities with the University’s future directions and strategic priorities.
2. to assure the Vice Chancellor and the University community that services are of a high quality and are efficient and effective.
3. to promote continuous improvement of services.
4. to contribute to the staff development of the relevant Directors and their staff.

5. to contribute to a review of the efficacy of the current structure for providing administrative support services to students across the University.

6. to assist Academic Administration in its transition to new leadership due to the retirement of the current Academic Registrar during 2006.

PERFORMANCE INDICATORS
1.
Effectiveness of Academic Administration in supporting key University strategic goals.
2.
Effectiveness in developing and implementing policies, processes, systems and services which support and enhance the University’s academic activities and the student experience.

3.
Student satisfaction with services provided by Academic Administration.

4.
Satisfaction of staff with services provided by Academic Administration.

5.
Attraction, development and retention of high quality staff.

Review Procedures


Reviews of support service areas form an important part of the process of planning and review within the University. The arrangements described for the reviews of support service areas are consistent with the approach developed for review of academic areas. The review process is governed by the policy External Reviews of Support Service Divisions.
The purpose of each review is to evaluate the capacity of the relevant support service area to undertake its core activities and its preparedness to deal with new challenges or priorities. The review is supposed to assist in establishing improved processes and performance outcomes that will enhance the ability of the support service area to support the University’s Strategic Plan. Reviews focus on the quality and management of services and the benefits provided to the University community. In particular, reviews are future-focused and examine how the relevant support area can contribute most effectively to the University’s strategic directions.

A review is seen as more extensive than an audit, since it seeks not only to assess the support service area’s processes and performance against its goals, but also to assess the appropriateness of those goals in contributing to the University’s strategic directions, including future plans of the area.

The Pro Vice Chancellor (Administration) recommended to the Vice Chancellor a timetable for external reviews of his portfolio of responsibilities so that all components will be reviewed within a 5-yearly cycle, with Academic Administration being reviewed in May 2006.

The External Reviews of Support Service Divisions Guidelines outline the:

· Preparation for the review;

· Structure of the review submission; and 

· Review process and timelines, including details on the review Committee composition and responsibilities.

Preparation of the Academic Administration Review submission was the first stage of the review process. The submission was submitted in April 2006. 

Copies of the Review Submission were provided to the Review Committee prior to their visit in May 2006, together with copies of the University Strategic Plan, the Academic Plan, the Research Plan, and information on the services provided by Academic Administration, and its importance within the University’s organisational structure.

Following receipt of the Academic Administration submission, on behalf of the Review Committee, individual submissions were invited from members of the University community for comments on Academic Administration’s performance in relation to the key objectives and performance indicators. Members of the University community could address any or all of these, and submissions ranged from brief email comments to detailed papers. A complete list of the people who made a written submission to the Review Committee is detailed in Appendix 1.
The Review Committee met initially on the evening of Sunday 21st May 2006 for a briefing on the Committee’s role, objectives and approach, and program. From Monday 22nd May to Friday 26th May 2006 the Review Committee met to conduct the review of Academic Administration. During this time frame, the Review Committee met with senior University executives, including the Acting Vice Chancellor & Deputy Vice Chancellor (Research), the Deputy Vice Chancellor (Academic), the Pro Vice Chancellors, and other functional leaders of relevant business units. The Review Committee also met with the Academic Registrar and other senior members of her team. Individual interviews were also held with members of the wider University community who are involved or have interaction with Academic Administration. A complete list of the people interviewed by the Review Committee is detailed in Appendix 2.

On the final day of the review, the Committee prepared a summary of draft findings and recommendations and presented these to the Acting Vice Chancellor & Deputy Vice Chancellor (Research), the Deputy Vice Chancellor (Academic), the Pro Vice Chancellor (Administration) and all available staff of Academic Administration.

The findings of the Review Committee are based on the Academic Administration submission, individual submissions from members of the University community, and interviews conducted during the visit.

SUMMARY OF RECOMMENDATIONS
Objective 1: To ensure alignment of resources and activities with the University’s future directions and strategic priorities 
Recommendation 1: 
That the DVC (A) review the relationship between Academic Administration (Secretariat) and GIHE in light of the GIHE review to ensure the coordination of academic policy advice and development.
Recommendation 2: 
That greater emphasis be given to alignment of strategic priorities within operational and performance planning of all Academic Administration administrative elements and staff.
Recommendation 3: 
That attention should be given to improving operational integration, with the goal of moving from a situation where elements view each other as service providers towards a partnership model in delivering a complete and integrated service to the University community.
Recommendation 4: 
That the University systematically review Academic Administration’s customer services practices to ensure that they are fully supporting the key priority the University places on improving student retention
Recommendation 5: 
That the University assign appropriate resources to support the academic security and integrity of assessment.
Recommendation 6: 
That the University address those issues identified as impacting negatively on the international student experience.
Objective 2: To assure the Vice Chancellor and the University community that services are of a high quality and are efficient and effective

Objective 3: To promote continuous improvement of services

Recommendation 7: 
That the University revisit the efficacy of the earlier service project (21 service statements) and assess the value of using a similar project in the current context.

Recommendation 8: 
That Academic Administration undertake benchmarking to ensure best practice in AA.

Recommendation 9: 
That the University thoroughly review the student related part of its website with a view to ensuring that it is as comprehensive and useful to students as possible.
Recommendation 10: 
That the University develops, adopts and implements a range of communication strategies to improve the relationship and understanding between Academic Administration and its stakeholders.
Recommendation 11: 
That the University develop a progressive and more comprehensive orientation program for all commencing students.
Recommendation 12: 
That the University mandates that AA conducts web-based enrolment of all commencing students in small, facilitated, face-to-face groups.
Recommendation 13: 
That the University review its current use of information systems supporting Academic Administration with the aim of ensuring maximum leverage from them.
Recommendation 14: 
That the University institute a record-keeping audit across the whole of University and put in place an appropriate system, supported by a mandatory program for training/induction of staff, around effective records management practice.
Objective 4: To contribute to the staff development of the relevant Directors and their staff

Recommendation 15: 
Within the bounds of current Human Resource policy, Academic Administration adopts a strategic approach to its staffing decisions to ensure that the operational effectiveness across the whole of academic administration is optimised for the institution.

Recommendation 16: 
That the University clarifies the roles and responsibilities for key staff involved in academic administration, in particular the Academic Support Officers, Client Services Officers, School Administrative Officers and Administrative Coordinators. The role specifications for each position should be adhered to by the relevant officer to ensure that there is consistency of understanding and practices across the whole University.

Recommendation 17: 
That the SAOs are integrated organisationally, but not geographically, into Academic Administration.

Objective 5: To contribute to a review of the efficacy of the current structure for providing administrative support services to students across the University

Recommendation 18: 
That Academic Administration takes specific action to ensure the reality of the one-stop shop commitment.
Objective 6: To assist Academic Administration in its transition to new leadership due to the retirement of the current Academic Registrar during 2006
Recommendation 19: 
That the new Academic Registrar gives priority to taking conscious and proactive steps to ensure an appropriate level of interaction with the academic managers of the University.
FINDINGS OF THE REVIEW COMMITTEE
Analysis by the Review Committee
Introduction

The Committee was impressed by the widespread institutional support for the work of the Academic Administration division and congratulates the staff on this success. In particular, the division is commended for its responsiveness to change, its focus on outcomes and its general proactivity in terms of its contribution towards realising the University’s strategic agenda. 
The Committee notes that Griffith University has operated within a growth environment for the past 10-15 years. Universities are now operating in a more uncertain and challenging environment. The growth experienced by the University in its recent history is not assured and any growth is likely to be experienced quite differentially. The Committee considers that the existing structures and approaches of Academic Administration need to be more proactive to the changing environment, both internally and externally.

In general, the Committee heard ongoing support for the centralised administration model adopted by the University in 1997 as a necessary means of ensuring consistency and uniformity of University wide approaches, and acknowledges that the economic imperative driving the initial restructure remains. However, the Committee also recognised that, in response to the changing environments in which the University must operate and, in order to ensure the ongoing effectiveness of the centralised approach, various aspects of this approach will benefit from analysis, review and refinement. In particular, the Committee identified the interface between Student Administration and the administration staff in Schools/Departments as critical and recommends further examination and improvement. 

The Committee also recommends the introduction of good practice models of service documentation across the academic administration (both centrally and within Schools and Faculties) and designated single points of contact.
Objective 1: To ensure alignment of resources and activities with the University’s future directions and strategic priorities 
The Committee noted that there are a number of initiatives currently being pursued by Academic Administration, aimed at enhancing the future positioning and stated strategic priorities of the University. Academic Administration, in particular through the Secretariat, appears to play a significant role in shaping and directing these priorities. The Committee heard some claims that this extended beyond the appropriate role for the area. The Committee saw little concrete evidence of this but the fact that this perception exists suggests that it is an issue that needs to be considered and monitored. 
The Committee was puzzled by the role that the Secretariat plays in providing such extensive support for the applications for the teaching awards especially in the light of the availability of a dedicated academic development unit (GIHE). A number of people raised the relative appropriateness of this division of labour. The Committee believes it is a matter for the University to determine the relative strategic importance of supporting the development of teaching award citations/applications and determine the appropriate structural arrangements for its provision. 

Recommendation 1: that the DVC (A) review the relationship between Academic Administration (Secretariat) and GIHE in light of the GIHE review to ensure the coordination of academic policy advice and development.

Proactive engagement with strategic priorities of the University
While the strategic priorities of the University do appear to have been made widely available to staff, the Committee believes that a greater emphasis on these priorities could be given in the operational planning of Academic Administration elements and the performance planning of  staff.  

1. Key performance indicators (KPIs) for elements (operational plans) and for staff (performance plans) at all levels should be clearly based on the University’s strategic priorities, thereby ensuring that these priorities cascade down to guide the efforts of every level of the organisation.
2. It appears that operational planning for Academic Administration is largely undertaken by the senior officers of the division with infrequent planning exercises involving all staff. The Committee believes that a greater level of engagement by managers and staff within administrative services/offices in operational planning for their area would be beneficial in eliciting ideas/innovations, enhancing communication, informing staff of directions, and developing ownership and support for operational plans.

Recommendation 2: that greater emphasis be given to alignment of strategic priorities within operational and performance planning of all Academic Administration administrative elements and staff.
An Integrated Partnership Approach 
The large and diverse nature of universities, encompassing a range of academic and administrative elements that have varying foci, can result in the emergence of ‘silos’ which may impede a shared services delivery model. Griffith’s size and multi-campus nature present particular challenges to integration across elements. While it is apparent that there are a number of very effective local-level inter-element networks operating across the University, the Committee believes there is considerable scope for building a more systematic approach to operational integration, to allow a greater level of information sharing and enhanced staff and student support and administrative activity. There is scope to improve integration and interaction between central administration and the academic elements.  The Committee believes that attention should be given to bringing the various ‘silos’ together and improving integration, with the goal of moving from a situation where elements view each other as service providers towards a partnership model in delivering a complete and integrated service to the University community. The partnership approach needs to extend to decision making and strategy formation where elements of the University that are to be significantly affected by a decision are appropriately involved in the decision making process. 
Recommendation 3: that attention should be given to improving operational integration, with the goal of moving from a situation where elements view each other as service providers towards a partnership model in delivering a complete and integrated service to the University community.

Retention

The University has identified student retention as a key area in which to focus energies and has put in place a number of strategies to assist it to reach its stated retention targets.  In particular, the Committee notes and commends the University on the Student Lifecycle Project which will deliver a shared map able to be used to track and align service delivery across all areas of the University. This and the First Year Experience project are excellent initiatives to enhance student retention.

The Committee notes the importance that students place on their overall experience with the University. While students do not select a University for the administrative experience it offers, the interaction that they have with administration (staff and systems) can be an important source of satisfaction or dissatisfaction, and can ultimately impact on retention and reputation. Generational change (e.g., impact of Generation Y entering the tertiary sector) is resulting in novel student behaviours eg. becoming increasingly demanding of services when, where and how they want them, and an increasing unwillingness to spend a lot of time navigating “the system” to resolve their queries themselves. Approaches to delivery of administrative and customer services need to be responsive to these changing demands. The University’s web initiatives (e.g., First Year website) should help in providing students with easy access to targeted information. However, the web cannot be relied upon as the sole provider of effective customer support. Face-to-face assistance will continue to be sought. 

The Committee was advised of demarcation in areas in which an administrative office will provide service to students, and of multiple referrals where students are effectively ‘bounced’ from staff member to staff member to resolve an issue. The Committee believes that student retention should be a driving consideration of the University’s customer service practices and that appropriate emphasis must be given to ensuring:

1. front-line staff are student-friendly, student-focussed, knowledgeable and provide quality advice and service; and 

2. that appropriate networks and “follow through” systems exist within the University so that, in the event that a student query requires referral to another office/staff member, this referral is made efficiently and results in a timely and accurate resolution of the query, with systematic quality assurance of timeliness and responsiveness of the outcomes for students.
Recommendation 4: that the University systematically review its customer services practices to ensure that they are fully supporting the key priority the University places on improving student retention. 
Academic Integrity/Security of Assessment
The Committee was made aware of current practice for administering and ensuring appropriate security such as certain aspects of student assessment, including mid-semester examinations and assignment handling.  It would appear that, in certain cases, despite the University having specialist expertise and systems in place at a central level, the responsibility for administering this assessment has been placed with the academic elements.  In the Committee’s view, this approach is inefficient and poses unnecessary risk with academic elements not necessarily well-equipped to provide the required level of security to ensure integrity of these processes. It is also costly, with academic elements creating systems and dedicating resources independently, rather than utilising a central system that offers sound processes and economies of scale. The Committee believes the current approach leaves the University at risk. Consequently:
1. Given that University policy provides for mid-semester examinations, they should be conducted by Exams and Timetabling in the same manner as all other formally approved exams;
2. The use of standardised assignment handling processes be considered, with the possibility of extending the role currently played by Information Services. 
Recommendation 5: that the University assign appropriate resources to support the academic security and integrity of assessment.

International Students
Alongside attraction and retention of domestic students, the University has an imperative to attract and maintain international students. Consequently, the Committee believes it is important that the University work to address issues that may impact negatively on the international student experience.
Much of the concern expressed to the Committee around international students relates to the need for a more integrated approach to provision of administration, ensuring that the roles played by the contributing offices (e.g., Griffith International, Student Administration, Student Services and the academic elements) are clearly defined and that the relationships between these elements are such that information is freely shared to provide students with a prompt and effective quality of service. Appropriate communication mechanisms and flow processes need to be agreed and implemented. The Committee was advised of situations where international students seeking assistance with a specific issue are incorrectly referred among numerous offices of the University, resulting in issues taking a long time to resolve and students becoming increasingly frustrated. This includes critical issues such as the timely implementation of individual fee payment plans. 
The Committee believed an integrated approach to the provision of administrative services to international students needed to be adopted.
Recommendation 6: that the University address those issues identified as impacting negatively on the international student experience.
Objective 2: To assure the Vice Chancellor and the University community that services are of a high quality and are efficient and effective

Objective 3: To promote continuous improvement of services

For the purposes of reporting, the Committee considered that the overlap between Objective 2 and Objective 3 of the Key Objectives for this review is sufficient to warrant their combination. Therefore, the findings presented below relate broadly to both Objective 2 and Objective 3.
Staff of the University recognise the imperative for the provision of high quality service in order to attract and retain quality staff and students, and to be globally competitive.  The Committee recognised the need to establish mechanisms for timely measurement and effective evaluation of the impact of service delivery on key activities and stakeholders.

Service quality is affected by the following factors:
Provision of Effective Student Advice and Support
Based on consistent comments throughout the review, the Committee queries the capacity for the University to achieve pragmatic implementation of the one-stop-shop concept in the current context (considering constraints in structure, facilities and personnel). This is exemplified in the continuation of the practice whereby students are “bounced” from one point of the University to another to have their issues resolved. While there are examples of informal local arrangements that are aimed at managing this issue, a more systematic cohesive approach needs to be addressed. Whilst the Committee agrees with the implementation of Recommendations 14 and 15 of the PhillipsKPA Report – Review of Student Administration Arrangements, it feels that there are further issues to be addressed, beyond the requisite co-location of student support offices. Such issues include:

1. providing students with comprehensive information that will minimise their need to make individual enquiries to support staff;

2. creation of information management function in order to provide readily digestible and usable information for use by students and by staff providing student support;
3. dedication of appropriate resources within student support offices as required in response to changes in the nature of media used by students (e.g., shift staff to respond to emails when volume increases);
4. recognising and appropriately providing for the special support needs of international students, and clarifying the role of the various offices (e.g., Student Administration and Griffith International) in the provision of this support for the benefit of both students and staff;
5. ensuring appropriate numbers of student support staff with sufficient knowledge, maturity, expertise and program specialisation; 
6. providing well-written and readily usable documentation that prevents over-reliance on the knowledge and/or memory of individuals;
7. shifting service support resources commensurate with changes of load across campuses/programs;
8. ensuring greater simplicity and transparency around processes for students – especially for international students; and
9. ensuring accurate and timely credit transfer advice to students.
Recommendation 7: That the University revisit the efficacy of the earlier service project (21 service statements) and assess the value of using a similar project in the current context.
Recommendation 8: that AA undertake benchmarking to ensure best practice in AA.

Web Presence
The Committee received a number of comments from students and staff concerning the University’s web presence. While the website contains a lot of useful information, comments were made that it requires further development in terms of its usability.  Specifically, issues raised included the need:
1. to use less jargon and simpler language (i.e., people responsible for developing web content must consider the appropriateness of information they are publishing to the audience for which it is intended, across a diverse range of domestic and international students);
2. for web resources accessed by students to be clear and concise, given students are less willing to review a lot of information in order to find the information they need;
3. for information on the web to be current; and
4. for navigation to key sites to be made clearer (e.g., claims that the First Year and Careerboard websites are difficult to find). 

In view of this feedback, the Committee identified the need for the University to improve student interface with key websites.
Recommendation 9: that the University thoroughly review the student related part of its website with a view to ensuring that it is as comprehensive and useful to students as possible.
The Communication Relationship between Academic Administration and other critical parts of the University
Effective communication is the bedrock of effective provision of service. There is a perception among a number of University staff and students that significant improvements in communication are required between Academic Administration and other stakeholders. 

The evidence presented to the Committee indicated a need for improved communication strategies between Academic Administration and other key stakeholders. Some of the issues raised in the review process concerning communication included:
1. a perception that Academic Administration is not receptive to ideas/innovations raised by the academic elements, nor is it perceived as having accountability to them;
2. communication overload causing disregard for information flowing from Academic Administration, exacerbated by communication that is inadequately targeted and not easily understood. Concise summary information designed for specific audiences within distribution groups would aid in this issue;  

3. absence of clear directories that allow staff and students to search for key services/communication points/personnel (e.g., ability via the website for students and staff to easily identify whom to contact to resolve specific issues).  These directories must be very easy to find and use;
4. the need for improved communication outlining the services provided by Academic Administration in supporting the other elements of the University; and
5. ensuring that communication media used match the preference of users.

Staff noted the effectiveness of the Central Support Services Reference Group (CSSRG).  However, this Group is regarded as a last resort, one that becomes involved in resolving issues late in the piece. It was suggested that other mechanisms be put in place (e.g., buzzback, LANs or blogs on target issues) to allow staff to provide input/feedback/comments before they escalate to the point where they may need CSSRG intervention. In addition, more effective use could be made of technology (e.g., tele/video conference facilities) to encourage more frequent cross-campus staff interaction. 

Recommendation 10: that the University develops, adopts and implements a range of communication strategies to improve the relationship and understanding between AA and its stakeholders.

Processes Surrounding Policy Formulation, Decision Making and Dissemination

The Committee received feedback outlining concerns regarding a perceived lack of effective consultation, feedback and explanation of policy and decisions implemented by Academic Administration in the organisation. Moreover, for a number of staff, the locus of decision making is unclear and the process for informing decisions is inadequate.

Issues raised with the Committee included:

1. the challenges involved in disseminating information to a multi-site organisation, requiring active consultation in order to ensure appropriate understanding of and ‘buy-in’ to decisions;
2. the need for clarity of where decisions are made, rationale for decisions, and mechanisms for appropriate feedback;

3. the use of more and earlier consultation about crucial student and academic matters (e.g., academic advice early in the decision making process surrounding load shifts and a feedback loop with the relevant elements);

4. the need for effective induction and advice regarding use of the policy library; and
5. the need for the system through which the University notifies stakeholders about new or amended policies to be more widely promoted to staff and students. 
Student Orientation
The Committee received a number of comments about the student orientation process and the subsequent impact of orientation on the level of support sought by students through Student Administration and Student Services offices. A clear theme that emerged was the need for orientation to be better integrated across all relevant elements (including Academic Administration, Griffith International and academic elements), and for the University to recognise the need for some orientation activities to extend beyond the generally-accepted orientation period.

Students noted the difficulties they faced during orientation with the need to balance the imperatives of learning how to undertake immediate priority activities in preparation for their studies (e.g., on-line enrolment), while at the same time attempting to absorb a great deal of information about matters that might impact them down the track. The difficulty of this is compounded by students trying to find their way in the unfamiliar environment of the University.  The Committee suggests the adoption of an orientation program that utilises:

1. a ‘just in time’ approach to provision of information, where information or prompts to access available information is progressively made available to students closer to the time relevant to them in place of the current process of attempting to disseminate all information at one time (e.g., information on payment of fees to be provided to students closer to the time that fees are due; provision of enrolment-related information to international students prior to their arrival in Australia; orientation of library and learning supports to be provided on an on-going basis);
2. more widespread and systematic adoption of effective student mentoring systems (e.g., GI Mate) to provide commencing students with a peer support network and to reduce the routine enquiry demands on Academic Administration offices; and
3. a mandated process of structured on-campus instruction of the on-line enrolment process for all commencing students where students can receive practical one-on-one or group assistance with their first enrolment.

Recommendation 11: that the University develop a progressive and more comprehensive orientation program for all commencing students.
Recommendation 12: that the University mandates that AA conducts web-based enrolment of all commencing students in small, facilitated, face-to-face groups.
Optimising the Information Systems
There is potential for the University to increase the value that it is getting from its IT systems for the benefit of both students and staff, and to enhance management decision making. In order to achieve this, there will have to be a conscious decision to have a data-driven institution which will involve requirements for clean, current, readily accessible and usable data, and better linkages between enterprise systems.  

Such technological changes should comply or be in alignment with the ITIL framework for best practice. Some potent examples include:

1. the rollout, as planned, of an effective data warehouse;
2. automated program rule checking, including pre-requisites. This was raised as being important by the academic elements. While trials have been undertaken utilising the relevant Peoplesoft software with apparent success, there has been a reluctance to undertake a further rollout. It may be time to reconsider the cost-benefits of rolling this out across the entire University. However, in order to facilitate automated program rules checking, there is a need to revisit program structures including the complexity and inherent flexibility of programs and the need for, and inherent costs involved in, maintaining the current manual pre-requisite and flexible program structure regime;

3. in conjunction with a better and more visible program of work, more use be made of the University’s IT system to automate student ‘transactions’ (e.g., extended use of web forms, in a way similar to those automated processes used in HRM and finance).  This would remove some of the more manual and straightforward demands on front-line student support staff;
4. implementation of an electronic online workflow/referral system (customer relationship management system) that enables effective tracking of student enquiries and minimisation of the practice of ‘bouncing’ students from one staff member to another. A CRM system will enhance the information shared between staff to assist in providing effective support to students, will offer the potential to substantially increase the service opportunities (e.g., such a system could allow for students to access extended hours support or to log queries/issues etc. via an inquiry kiosk through areas such as the library, would assist in the management of student matters through a shared support services model, and will also be able to be used to identify service demands and trends); 
5. business process reengineering to track workflows and student experiences and institutional decision making processes.  Phantom tracking (e.g., detailed tracking of every hundredth student enquiry and selected central decision making processes through to conclusion) provides one tool by which such processes could be monitored; 
6. establishment of an improved system for informing stakeholders about curriculum changes that are in the pipeline (i.e., proposed changes prior to final approval) in order that relevant stakeholders are advised of upcoming changes in a timely fashion (eg. Academic Administration, Griffith International, External Relations, Academic elements).
Recommendation 13: that the University review its current use of information systems supporting AA with the aim of ensuring maximum leverage from them. 
Corporate Record Keeping and Records Management

The review process identified a number of deficiencies in the current corporate record management system.  Issues reported to the Committee included:

1. the need to develop a culture within the University community which supported sound record-keeping practices;

2. perceived inadequacy of resourcing of the corporate records management section to enable them to assist all sections of the University fulfil their part of the record-keeping responsibility in a timely manner;
3. perceived lack of credibility and visibility of current mechanisms, resulting in a number of areas relying on local records systems;
4. the need for key users themselves to determine the materials that require inclusion on the corporate records system, in order to prevent arbitrary decision making by records management staff that may result in the loss of critical documentation; and
5. investigation of the capacity for PeopleSoft to incorporate an adequate system of records management for key student records currently held in paper form.

The Committee believed that the current deficiencies in the record management system needed to be addressed as these placed the University at considerable risk.
Recommendation 14: That the University institute a record-keeping audit across the whole of University and put in place an appropriate system, supported by a mandatory program for training/induction of staff, around effective records management practice.
Objective 4: To contribute to the staff development of the relevant Directors and their staff

The Committee was pleased to hear much positive comment by the staff across the division about their enjoyment of their work, and their engagement with students and academics alike. There was clearly significant ‘on the job’ training conducted for AA staff in general and there were no major deficiencies identified for the middle to senior managers. However, a number of staffing and staff profile issues did emerge during the course of the review which the Committee felt were worthy of future attention.

In particular, the Committee was concerned about a practice within the Faculties and Schools whereby positions would be submitted for reclassification to higher level positions based on the performance of the people working in those positions, rather than the institutional requirements of the role. While recognising a School’s desire to reward good individual performance, the Committee was concerned about the impact of such decisions.

Further, the Committee heard mixed reports about the impact of the practice of approving sometimes significant numbers of secondments, both into and out of small teams, and the approval to fill fulltime positions on a part-time or job share basis. While the Committee agrees that such practices represent an excellent professional development opportunity for staff and are a mechanism for retaining good staff, it recognised that this could have negative impacts in the workplace. The Committee heard of staff who were in their fourth year on secondments away from their substantive positions and of staff who had been acting in their current positions for excessive periods of time. The Committee also received feedback that the turnover of staff in some positions was having a detrimental effect on institutional memory and, therefore, the quality of service to academics and other key stakeholders within the University. The Committee recommends further investigation of these flexible employment practices.
There are some key positions that are critical to the provision of academic administration across the University. These are:
Academic Support Officers

Client Services Officers

School Administrative Officers

Administrative Coordinators

A common and widely shared understanding of the division of labour/responsibilities between these roles is an essential element of an efficient and user-friendly system to provide reliable and non-duplicated administration support for students. In order to achieve this goal, the University needs to clearly define the responsibilities of each position, as well as the inter-relationship between positions. 
Academic Support Officers (ASO)
The Academic Support Officers, based in the Secretariat, provide academic support to the Academic Groups in relation to program and course development and approval.
There was consistent concern expressed to the Committee about the inadequacy of the number and level of the Academic Support Officers, given the importance of their role in program development. The comparison was made between these positions and the Group dedicated positions in the Finance and Business Services Office (Group Resource Managers) with a view that the ASO classification needs to be reviewed and the numbers increased in accordance with program numbers.
The recent turnover levels in these positions was seen as problematic, resulting in perceptions of a need for continual re-education and briefing, leading to lower service levels. There was also an expressed need for better workforce planning around these positions and for greater involvement of the Academic Groups in the recruitment of these staff. 
Client Services Officers 
These Officers provide student advice through Student Administration across all campuses. The Committee acknowledges the quantum of the transactions conducted by these Officers and their commitment to the provision of quality customer service. However, the Committee received mixed feedback about the service quality received by some students. One of the concerns related to the casualisation of the workforce at certain peak periods. There is a perception in the Schools that the turnover of staff in these positions is high and that there is inadequate induction and training for new staff. This is in contradiction to advice received from the CSOs. The Committee was, however, presented with examples of incorrect advice on critical academic matters having been provided to students.
While acknowledging the importance of transactional and content competence, a need for a more holistic approach to customer service delivery was recognised. 
School Administrative Officers

The School Administrative Officers provide administrative support to both academic staff and students within the Faculties. These positions provide a critical interface between Academic Administration and the Schools/Departments and Faculties.

There is an urgent need to clarify the role of the School Administrative Officers (SAOs). The inconsistency in the interpretation of this role across the institution is preventing the consistent delivery of quality service to both students and academics alike. There is considerable confusion around the exact role of the SAO and its position in the structural matrix of the University. Indeed, it appeared to the Committee that there is considerable latitude exercised by the Schools in defining this role. There is a clear need to construct and secure direct links between the SAOs and Student Administration, as well as between SAOs and all other student service points (Griffith International, Graduate Student Office).

The SAOs would benefit from coordination as a group that interacts in multiple ways across the structural matrix of the institution. At a minimum, the SAOs need to be coordinated as a discrete group, in order to enhance information flow, peer learning and structured professional development. In addition, coordination at both the individual and program level with Student Administration would be highly beneficial. 
The Committee was repeatedly made aware of the significant institutional risk posed by these positions as they are isolated, single points of accountability, without any underlying support (eg. SAOs reported an inability to take recreation leave as they felt “indispensable” and that there were no backfilling options within their schools). Organisational, but not geographic, integration of the SAOs, into a larger organisational structure, such as AA, could overcome some of these difficulties and could result in the provision of more diverse career opportunities and appropriate succession planning. Such a move could also help to eliminate the current perception of a ‘them’ and ‘us’ between the centre and the Schools which manifests in claims of ‘leakage’ and delegation of work from the centre without consultation. This model would also facilitate movement of staff from within the greater AA workforce to particular Schools during periods of peak workload.

Administrative Coordinator positions 

The Administrative Coordinator positions were established in 2004 as an outcome of the Consultancy Bureau Review, in order to provide senior administrative leadership in the Academic Groups. The current status of these positions was unclear to the Committee, with the position filled in only one academic Group. However, it was suggested that, given the complexity of merged Schools, School size, and the substantial increase in student load experienced by some areas, these positions could play an important coordinating role, enabling better support for School Administrative Officers. 

Recommendation 15: within the bounds of current HR policy, AA adopts a strategic approach to its staffing decisions to ensure that the operational effectiveness across the whole of academic administration is optimised for the institution.
Recommendation 16: that the University clarifies the roles and responsibilities for key staff involved in academic administration, in particular the four above-mentioned positions. The role specifications for each position should be adhered  to by the relevant officer to ensure that there is consistency of understanding and practices across the University.
Recommendation 17: That the SAOs are integrated organisationally, but not geographically, into AA.
Objective 5: To contribute to a review of the efficacy of the current structure for providing administrative support services to students across the University
Student Administration

Structural arrangements in the provision of Student Administration services were the subject of great comment from both staff (academic and administrative) and students. The major areas of comment were the following:

1. Despite strong recognition of the competence of Student Administration staff and the substantive appropriateness of the processes, standards and systems used in Student Administration, it was perceived that the nature of advice provided to students has been variable;
2. The issue of ‘bouncing’ has been identified previously. While some level of referral is inevitable, the Committee believes it needs to be restricted to where it is strictly necessary and supported by systems to facilitate both personal and issue referral. Although the Committee was not in the position to determine the efficacy of the current student administration arrangements to avoid undue referral, the responses from students and academic staff were quite critical on the whole, and pointed to the need for reassessment of the current responsibilities and support systems. Some of this ‘bouncing’ could be minimised as previously indicated by more comprehensive and more user-friendly information bases for front-line administration staff and more systematic and regular training of student administration staff, both in the use of data bases and/or on current program content. Another potential/partial solution may be co-location of different areas of administrative support, as in the G33 integrated service model proposed for the Gold Coast campus and as recommended by PhillipsKPA; and
3. Improvements to the student administration experience could be achieved if First Year Advisors, and Program Convenors and Directors develop close relationships with specific relevant staff in Student Administration to ensure provision of consistent advice to students. The Committee was made aware of this already occurring in practice in some situations and considers it worthy of more general and systematic application.
In order to address these issues, the Committee considered it necessary that the University confirm its commitment to the one-stop shop model of service delivery.

Recommendation 18: That AA takes specific action to ensure the reality of the one-stop shop commitment.

Student Services

Student Services provides effective support and development services to all students and staff of the University. The element is actively involved in the strategic goal of improving student engagement, as well as playing a leading role in assisting the University to improve its graduate employment outcomes.

The Committee was regularly advised by students that they were well satisfied with the provision of student services, particularly in the areas of employment services and counselling. From reports, these areas were regarded as being well managed and geared to provision of timely and responsive services. The only substantive concerns raised related to delays in health service appointment schedules and to gaps in student awareness of the extent of student services. The latter may be remedied by improvements in communication. 
Objective 6: To assist Academic Administration in its transition to new leadership due to the retirement of the current Academic Registrar during 2006
A key part of the nature and timing of this Review is that the current Academic Registrar is leaving and a new Academic Registrar is about to commence. The Committee received much feedback about the enormous contribution of the current Academic Registrar and would like to take this opportunity to commend her on her excellent work over the past 16 years. The Committee also noted a high level of preparedness for the Academic Registrar’s departure and that the University and Academic Administration staff have developed plans for an appropriate handover to the incoming Academic Registrar. 
The changeover of leadership in the Academic Administration area presents a timely opportunity to take stock of the progress to date across Academic Administration and priorities for the future and to recommend particular areas for focus to the incoming Academic Registrar. During the review process, the Committee received feedback about the need to improve interactions between Academic Administration and academic staff of the University. The Committee recommends that the new Academic Registrar gives priority to taking conscious and proactive steps to ensure an appropriate level of interaction with the academic managers (Heads of School, Deans, Program and Course Convenors) of the University. One means of doing this would be to use an appropriate Committee (or Forum) to ensure effective participation of the senior academic staff of the University in key strategic decision-making concerning academic policy, and significant systems and process issues that impact upon them. Other means could include the systematic use of feedback websites, ‘blogs’ etc. to obtain specific feedback on proposed developments as indicated earlier.
Recommendation 19: that the new Academic Registrar gives priority to taking conscious and proactive steps to ensure an appropriate level of interaction with the academic managers of the University.
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