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The context: University of Adelaide

« Research intensive Go8 university with comprehensive
discipline coverage

* > 27000 students
« grd gldest HEI in Australia

» Consistent strong performance in ERA: 82% of our
research sub-fields above or well above world standard

 Senior leadership team includes VC, DVCA, DVCR, COO,
CFO and five Executive Deans

University of Adelaide



The context: University of Adelaide

» Period of substantial growth in first decade of 215t
century

* Beacon of Enlightenment — enriching the student
academic experience; small group discovery

« Domestic enrolments static

e Growth in international enrolments but not at same rate
as other GoS8s

« Challenging financial environment: 5 year financial plan
and the Adelaide Health and Medical Sciences building

« Competitive research landscape

« ‘Traditional’ academic workforce: staff mainly on
40:40:20 contracts

University of Adelaide



UoA Sustainable Transformation Program

Developed by senior leadership team with input from
consultants (Strategy&)

« Performance optimisation: actively defining,
measuring and lifting individual academic performance

« Portfolio action: stop doing what is not core to
business

« Changing the workload model: Education Specialist
role concept — feasible under 2014 Enterprise Agreement

— ES deliver and develop excellence in teaching, benefiting from
new Academy (but not refuge for poor performing teachers)

« Agile decision making: removing the red tape from
processes and layers of approval at all levels

University of Adelaide 4



UoA Sustainable Transformation Program

Developed by senior leadership team with input from
consultants (Strategy&)

« Performance optimisation: actively defining,
measuring and lifting individual academic performance

. Portfolio action: stop doing what is not core to
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« Changing the workload model: Education Specialist
role concept — feasible under 2014 Enterprise Agreement

— ES deliver and develop excellence in teaching, benefiting from
new Academy (but not refuge for poor performing teachers)

« Agile decision making: removing the red tape from
processes and layers of approval at all levels
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Teaching & Research - Quantity
Average weighted publications per year vs. EFTSL per 10k Academic Salary

Teaching & Research Staff only
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Articulating the case for change

Sharing of data at annual management retreat

— de-identified School, cell and individual performance
expectations against Go8 average

« Individual School data then shared with HoS — based on
initial set of performance measures

« Acknowledgement by HoS that academic performance
had not been adequately managed

 Senior leadership team then put aside some of the
teaching/finance/research overlay assumptions to
proactively define performance with a view to measuring

University of Adelaide



Adelaide Academic Role Statements

» Developed by Senior leadership team
 Definitions of performance had to map to current EA

- Initially expected to have a single Role Statement for all
UoA academics with elements of scale through levels A-E

« Adopted common University-wide performance
measures in which quality is emphasised over quantity

* Required to be nuanced for each of the five Faculties

University of Adelaide 9



THE ACADEMIA OLYMPICS

odetoon

University of Adelaide
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Adelaide Academic Role Statements

» Further development of role statements for General
Academics, Education Specialists and Research
Specialist staff

« Not all measures need to be met: “bundling” of quality
and quantity measures for teaching and research

* Quantitative measures pro-rated for part-time staff and
for all staff are dependent on workload allocation.

 Role Statements includes a statement of “How the
performance measures work together”

« Note that this is about defining minimum performance
standards and does not address aspirational standards

University of Adelaide 11



Adelaide Academic Role Statements

« Research
— Normalised Citation Index
— Number of Cat 1 grants (over 5 years)
— Amount of Cat 2-4 income
— Number of apportioned and unapportioned outputs
— Active HDR supervision

« Teaching
— HDR completion
— e SELT
— Peer review of teaching
— Teaching activities
« Supporting expectations
— Administration and service to the University
— Professional activity including service to community

 Needs to be seen in context of Workload model

University of Adelaide
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Role statement: General academic

The Adelaide Academic

THE UNIVERSITY

« ALELAINE

How the parformance maasurss
work together

Faculty of Health and Medical Sclences
Teaching and Research Academic Roke Statement
Explanation of performancs messures Assumes workinad 15: 40°% Teaching and 40% Reseanch
| temc e |

StafT must meat at l=ast one recsarch quality measure, one teaching guallty measure, the only tsaching owlput measune,
ona other receanch or teaching mescure and all supporting expactations for e ewvel.
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Role statement: General academic

A count of HOR completons ower B xsf S calendar years, where PhDs miust be

HDR completed within £ EFTSL of commencement and Masters must be completed In 2 q 1 z 3
Complefons EFTSL, and where all superysors at Fe time of e completion wil b= crediied with
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stamndard for Fe next academic =vel at which the messwure |= applicable.

University of Adelaide 15



Role statement: Education specialist

The Adelaide Academie

a Faculty of Health and Medical Sclences
er Educaton Specialist Role Statement (nciuding Scholarty Teaching Felows)
THE UNIVERSITY i Explanation of performance maagsures Assumes workload Is: B0% Teaching

YADELAIDE e o
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Ui £ i oyer Ehe lask 5 calsndar years.
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Next steps

Widespread consultation: staff and unions under EA
Substantial feedback on generic and specific issues
Broad range of comments

— “This is impossible”

— “Not nearly challenging enough for a Go8”
Modifications incorporated (particularly around “bundling”)
Introduced in 2016: seen as trial

Triggered some individual discussions re under-performance
and pre-retirement packages

Stimulated ++ interest in new Education Specialist role: now
have 64 ESs

Individual Academic Profile tool developed in parallel

17



Individual academic profile

.*» | THE UNIVERSITY

Burt, Alastair Service (Years): 4.08

@) ADELAIDE

s —
T

Employment

Employee ID 1636130

Title Exec Dean, Faculty of HealthSc
Job Function Teaching & Research function
Job Classification Senior Appointment

FTE 1

Faculty Faculty of Health and Med Sci
School Hith & Med Sci Faculty Office
Leave Type Leave Balance (Hours)
Annual Leawe 139.03

Long Senvice Leave 0.00

Your Booked Leave Details (Hours) from 31/01/2017 to 31/01/2018

You have no Booked Leave recorded in 550 or Not Applicable

* For your most up to date Booked Leave details please refer to 550- sso.adelaide edu_au
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Burt, Alastair Service (Years): 4.08

| University of Adelakde
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Current position

« Further iterations following consultation in late 2016

« JAP data identified staff in each Faculty failing to meet
expectations identified: HoS required to report on those
with mitigating circumstances

 Individual performance discussions being undertaken
with those without any such overlay

« For some this is triggering a formal performance
iImprovement process

* Note that this is separate to (but informed by) PDR and
Workload Model

« Workshops for HoS and other senior line managers to
support their management of underperformance

20



Conclusions

We consider mutual responsibility and equitable
contributions to the work of the University as essential to
maintaining the health of the institution and the quality
of academic life

We have developed statements regarding our minimum
expectations of an Adelaide Academic

In parallel we have developed the IAP tool for measuring
performance

The approach has been accepted by most staff and has
begun to change behaviors

Full implementation in 2017 but recognition that further
finessing will be required
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