
Submission to the Legislative Council Select Committee
Inquiry into the Provisions of the University of Tasmania Act 1992: 

By the UTAS Chapter of the Australian Association of University Professors (AAUP). 

To Honourable Members of the Select Committee 

Preamble 
In this submission, we note that much has been written about the managerial university and the 
loss of power of academics. To some degree, the concerns raised led to the formation of the 
Australian Association of University Professors (AAUP). The UTAS chapter of the AAUP had a 
strong influence on the recent development and release of the Professional Ethical Framework for 
Australian Academics (The Framework). This Framework, endorsed by AAUP in July 2022, is 
accessible from the AAUP website. It constitutes an important step towards the academic 
profession reclaiming its important place as key participants in the effective running of our 
universities. 
This submission will draw on research related to the development of the Framework and explain 
how these wider systemic issues are relevant to the situation at UTAS. In doing so, we address 
Terms of Reference (TOR) 1, 2, 3 and 4. 
In developing the Framework, a supporting paper has also been produced by the working party 
and has been submitted for peer review (Kenny, Bird, Blackmore, Brandenburg, Nicol, Seeman, 
Wang & Wilmshurst, in review). This paper backs-up the claims in The Framework with 
extensive research evidence.  
The Framework describes academics as co-leaders in universities, as professionals and scholars 
and links their ability to fulfil their role to the working conditions in universities and to the 
effectiveness of universities. It articulates the arguments that viewing academia as a profession is 
vitally important for universities to be able to play their role in a democratic society (TOR 1).  
The Framework addresses university governance (TOR 2 & 3) by describing academics as co-
leaders, who must have a genuine ability to influence the development and implementation of 
strategic policy at their institutions. In exploring shared governance, it clearly differentiates 
between the academic leadership role from the managerial leadership role. It argues that genuine 
shared governance implies balanced power-sharing between these roles in regard to resource 
allocation and strategic direction setting.  
The Framework explores how governance issues, as they are currently enacted through Academic 
Senate and University Council, allows managers to dominate academic leadership in universities. 
It advocates for more representative and consultative decision-making. It describes how, as co-
leaders, academics can ensure university policies reflect and support the professional academic 
role in teaching and learning, in research and community engagement.  
Unfortunately, in modern managerial universities, including UTAS, key decisions about academic 
working conditions have largely been under the control of management, who prioritise corporate 
over academic concerns. Research by two UTAS academics has shown that many of the scholarly 
activities in which academics are meant to engage have been ignored and/or undervalued at many 
universities, including UTAS (Kenny & Fluck, 2022a; 2022b). This intensifies academic work 
and has proven to be detrimental to universities achieving their academic mission and the welfare 
of the academic staff in general, particularly more vulnerable younger academics. 

PROPOSED CHANGES TO UTAS UNIVERSITY ACT 
In regard to the situation at UTAS we have two specific concerns we would like to expand on 
based on The Framework. These two issues relate to governance at UTAS and academic working 
conditions. 
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1. GOVERNANCE (TOR 2, 3 & 4) 
University governance is unique compared to other organizations because it is assumed that 
universities operate under a shared governance model (Magna Charta Universitatum, 2020; 
TEQSA 2019). This implies a dual leadership model consisting of a balance between managerial 
and academic leadership is necessary for the modern university to function well.  
The problems in universities fundamentally arise, not from the different values and perspectives 
underlying each form of leadership, but from the domination of the managerial over the academic.   
For shared governance to work effectively, there needs to be a balance of power between these 
forms of leadership. The governance of Australian public universities, including UTAS, must 
become more collegial, consultative, transparent and accountable. 
During the last decade, particularly during the time that Peter Rathjen was VC, and continuing 
under the leadership of Rufus Black, the scope for academic leadership at UTAS has been 
severely restricted. Specific examples of this include, in 2012, moves by Peter Rathjen and then 
Chancellor, Damien Bugg, to reduce staff and student representation on University Council. This 
resulted in the number of staff and student elected representative being halved and the terms of 
elected representative being reduced from four to two years.  
At the time the UTAS Division of the NTEU wrote to Nick McKim, who was the Minister 
responsible, to express its concern about these proposed changes to the University of Tasmania 
Act (also attached to this email). The reduction to the size and composition of University Council 
resulted from an external review of Council and its operations in 2011. We note that the reduction 
from 18 to 14 was achieved solely by a reduction in elected representatives. This was indicative 
of a deterioration in democratic processes given that there was no reduction to either ex-officio 
members or those appointed from outside the university by Government.   
While the changes were supported by the then Council, there was no consultation with the 
broader UTAS staff and the concerns of the NTEU were not addressed by Nick McKim. The 
attack on staff representation continued under Peter Rathjen when, in early 2014, there was a 
move to reduce the number of elected staff representatives on Academic Senate from 22 to 12.  
While it is recognised that tensions may arise under this dual leadership model in universities 
(TEQSA, 2019), the Framework sees this as a strength and argues that university governance 
structures and processes should be set up with the expectation of tensions and should be designed 
to deal with them.  
If high quality academic outcomes are to be achieved, proposals must be able to be scrutinised 
closely to ensure academic standards are maintained. Unfortunately, the result of the above 
developments at UTAS is that Academic Senate at UTAS has largely become a rubber stamp for 
management. 
This domination of managerial leadership over academic leadership has been shown to reduce 
academic power and introduce fear of retribution, which reduces the willingness of individuals to 
speak out. At UTAS, several anonymous surveys of staff in recent years, such as the “your voice” 
surveys and the most recent one, bear this out. When staff consistently express seriously low 
levels of trust high levels of concern about how the university is being run, it should ring alarm 
bells for all Tasmanians that their university may not be fulfilling its mission. 
What is sorely needed at UTAS is for university governance structures and processes to not only 
enable and encourage academics to speak out or challenge proposals without fear of retribution, 
but to expect them to do so, as part of a thriving university culture. Academics, through Senate, 
need to be able to influence the strategic direction of the university through the ability to initiate 
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strategic proposals and critique those put forward by management. They need a say in how 
resources are to be allocated and into senior appointments to the university. Autonomy and 
academic freedom are crucial elements in establishing and maintaining such a culture. The 
reductions in academic representation at UTAS have been a clear example of how UTAS 
management has been able to severely curtail the ability of academics to scrutinise proposals. 
Unfortunately, Academic Senate at UTAS has become tokenistic and its work largely reduced to 
one of quality assurance (Kenny et al. in review). 
The Framework argues that Academic Senates in universities, including UTAS, need to be 
empowered so they can genuinely influence strategic decision-making and resource allocation. To 
do this, they need to be restructured so that they are controlled by academic leadership and are 
primarily accountable to the broader academic body. We note this is consistent with ideas 
expressed by Public Universities Australia (PUA), whose website presents a model Act and some 
detailed suggestions on how Academic Senates and University Councils may be restructured to 
achieve this outcome. 
Empowering Academic Senate in this way is important because it is considered by the Tertiary 
Education Quality Standards Agency (TEQSA, 2019) as the primary source of academic 
leadership in universities. Further, the research underpinning the Framework suggests that 
TEQSA needs to do a risk assessment of the impacts on the effectiveness of UTAS, and other 
universities, due to the lack of power for academic leadership (Kenny et al., in review).   

ACADEMIC WORKING CONDITIONS. (TOR 4 & 5) 
Another key element impacting on the effectiveness of universities is the issue of work 
intensification and overload of academics. This has been a long-standing issue at UTAS, as it is at 
other universities. The intensification and casualisation of academic work have reduced their 
ability and willingness to speak out. The lack control of academic leaders over university policies 
that directly impact on academic working conditions and academic performance polices at UTAS 
has contributed to this situation  
Research conducted by two UTAS academics has extensively explored the conditions under 
which academics work and concluded that academic working conditions must be specifically 
designed to support the scholarly nature of their role and implemented according to research-
based principles (Kenny & Fluck, 2022a; 2022b). This is consistent with The Framework, which 
specifically implies that Australian public universities must provide working conditions for 
Academics that support the conception of academia as a profession and ensure secure, safe, non-
exploitative and largely tenured employment for academics.  
The academic workload policies implemented at UTAS, and other universities, largely 
underestimate or ignore many of the activities which are a necessary part of the academic role. 
Further, the research argues that any academic performance processes must be based on what 
individuals actually do. This is often not the case. 
Research clearly links university effectiveness to fair and transparent academic workload and 
performance policies (Barrett & Barrett, 2008; Kenny & Fluck, 2022a; 2022b). For this reason, 
we suggest the University of Tasmanian Act should specifically address the need for appropriate 
working conditions for academic work as a key means of ensuring its effectiveness. 
To improve the situation at UTAS, we argue the University of Tasmania Act should proscribe 
certain working conditions for academics to empower them, protect their ability to work as 
autonomous professionals and have an equal say in the University achieving its academic mission. 
This will help to restore staff trust in UTAS management. 
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In particular, we suggest the University of Tasmania Act should be modified to ensure academic 
working conditions at UTAS reflect the professional and scholarly nature of the work. The 
academic section of the UTAS Staff Enterprise Agreement should explicitly include clauses 
designed to enact the following points:  

a. Casual and fixed term ongoing academic employment must be limited as much as 
possible. Ideally, no more than 20% of full-time equivalent ongoing academic 
positions should be filled on a casual basis.  

b. Academic staff must have the opportunity to undertake a range of scholarly activities 
associated with both research and teaching activities and/or in support of their 
profession and/or discipline. 

c. Academic staff have a professional obligation to undertake service duties of at least 
20% of their load to support their profession, discipline, colleagues and/or their 
institution 

d. Academic workload policy, including those of casual academics, must acknowledge 
and recompense them for time required to stay up to date with developments and/or 
to maintain accreditation in their field.  

e. Maximum academic workloads must be based on professional standards, such as 
those emerging from The Framework, to ensure that appropriate time can be 
dedicated to research and other scholarly pursuits, teaching activities, and regular 
updates of disciplinary expertise. 

f. Academics must control and approve any metrification of their work or performance 
within an institution to ensure it embodies the principles of fairness and equity. The 
process to determine individual academic workloads should be transparent, holistic 
and consistent with the principles and standards emerging from the development of 
the AAUP Professional Ethical Framework for Australian Academics.  

g. Affected academic staff in a faculty, college, school, department or discipline must 
be able to adapt the institutional policies on academic workloads and performance 
to ensure they embody disciplinary norms and support the career aspirations of 
academics at all stages of their careers. 

The aim of the provisions above is to empower academic leaders, as members of the academic 
profession, to ensure policies related to these areas of academic work serve the needs of the 
profession, reflects the leadership role of academics, and thereby contribute to the effectiveness of 
UTAS.  
 
Submitted on Behalf of the UTAS Chapter of AAUP by Adjunct Associate Professor John Kenny 
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A Professional Ethical Framework for Australian Academics 
 
Preamble 
 
In April 2021, the Council of the Australian Association of University Professors (AAUP) 
approved the formation of a working party to explore the development of a statement of 
professional ethics. This followed strong support for the idea of the Framework as a way to 
clarify and strengthen the ill-defined notion of academia as a profession. This statement is 
the result of the deliberations of the working party who saw this work as an opportunity to 
better articulate the unique aspects of academic work to our colleagues, students, 
universities, government and the public.  

Drawing on extensive research literature, the initial step confirmed the important 
role of the university in society and explored the changing context of universities and the 
impacts on academic work. This led to the development of a draft Professional Ethical 
Framework for Australian Academics which was presented to the AAUP Council for feedback 
in November 2021. Further revisions followed, with a second draft being developed and 
released to AAUP membership for feedback in April 2022. 

The second draft was strongly supported, and following further revisions, in 
response to the feedback, this current version of the Framework was presented to the 
AAUP Council and approved for release as version 1 of the Professional Ethical Framework 
for Australian Academics (The Framework) on July 15, 2022.  

The working party proudly presents this Framework for consideration by members of 
the academic profession. Our aim is to seek feedback from the broader academic and higher 
education community in Australia and internationally. The Framework is supported by a 
scholarly paper which elaborates on the claims (add citation when available)  

Ultimately, we will seek feedback from the broader higher education community, 
including government, university management, peak bodies and industry. We are seeking 
ethical clearance to conduct research to improve the Framework and to ascertain its impact 
on the sector.  
 
 
  



 

 

EXECUTIVE SUMMARY 
 
Introduction 
 
This professional ethical framework has been developed by a working party of the Council of 
the Australian Association of University professors (AAUP) (hereinafter called the Council). 
The claims made are supported by published scholarly work [insert ref when available].  
• The Council has guardianship over this Framework on behalf of members of the 

academic profession.  
• Through its membership, the AAUP accepts the significant responsibilities that come 

with keeping its content relevant, while articulating and protecting the unique essence 
of academic work.  

• This Framework is not to be imposed, co-opted or adapted by any external authority, 
government, institution or individual without the explicit written permission of the 
Council.  

 
Purpose 
 
The primary purpose of this Framework is to identify and articulate the uniqueness and 
value of the academic role and to clearly differentiate academic leadership from managerial 
leadership in the modern university. Such a distinction is needed to negotiate and set-up 
shared governance arrangements that ensure appropriate power-relations so they can 
jointly develop internal policies and processes that will help the university to work 
effectively to achieve its mission.  

 
The Framework is also designed to communicate the essence of academic work to our 
academic colleagues, and other stakeholders in higher education including government, 
peak bodies, university management, students, the broader community and industry 
groups. It should assist all stakeholders to better understand the importance of universities 
in advancing society, and the key role that academics play in ensuring that universities fulfil 
their mission.  
 
Intended Audience 
 
In recognising the importance of universities for National Development, we acknowledge 
that academics are the key to the delivery of their mission through high quality research and 
teaching.  

The primary audience for the Framework is our academic colleagues. If it resonates 
with a sufficient proportion of academics, and they voluntarily commit to integrating the 
proposed practices in their professional lives, it will become a powerful platform for the 
academic profession.  

The secondary audience for this Framework includes other stakeholders involved in 
higher education, academic peak bodies, unions, university management, government, 
industry and students. We hope it will help them better understand the important role 
academics play and enable more purposefully negotiated and designed university structures 
that ensure the voice of the academic staff is influential and instrumental in strategic 
decision-making and resource allocation. 



 

 

The Framework sets the stage for academics and managers to work together to 
make universities more effective but recognises this relies on a mutual understanding and 
acceptance of the important but different roles each plays and a willingness to find ways to 
work together. 
 
Structure 
 
The structure of the AAUP Framework is based on a framework proposed by Ferman (2011), 
whose research study on academic work and the concept of “profession” drew on 
Freidson’s (1999) model of professionalism. It contains four interacting themes that 
describe the essence of academic work in a modern university (Figure 1).  

1. Academics as co-leaders in the modern university 
2. The professional nature of academic work.  
3. The scholarly nature of academic work.  
4. The workplace conditions necessary to support academic work. 

Each of these themes is expanded upon below and includes a range of suggested practical 
implications to guide our academic colleagues in their day-to-day practice.  
 
Theme 1 Academics as co-leaders in universities. 
 
This theme is based on research focusing on systemic structural change in Australian higher 
education including corporatisation, competition, external systemic accountability and 
reduced funding. It considers the impact of this change on the autonomy of universities and 
the academics who work in them.  

Key documents identify the role of universities in society, together with the 
importance of academic autonomy and freedom. They recognise the need for both 
academic and corporate leadership in the governance of universities and that this can result 
in tensions when the priorities of these groups do not align.  

However, research indicates that corporate leadership tends to dominate in 
Australian universities, but the effectiveness of universities is linked to their ability to 
develop governance structures and processes that balance academic and corporate 
leadership. 

This Framework is designed to acknowledge the vital, but fundamentally different 
roles, academic and corporate leaders play in the governance of a university. Its design is 
based on rebalancing the power between these two leadership streams to increase the 
effectiveness of universities. It also challenges organisations such as government and the 
Tertiary Education Quality Standards Agency (TEQSA) to seriously examine the risks to 
university effectiveness due to reduced autonomy for academics.  

The Framework challenges university managers and academic leaders to expect the 
inherent tensions to arise and design university governance structures and decision-making 
processes that can resolve issues through discussion and inclusive democratic practices.  

It assumes greater academic leadership representation on the Governing Council of 
the University, backed by a significant increase in the powers of Academic Boards (Senates). 
As the key body for academic leadership, it recommends the elected members from the 
academic body should hold clear majority control of Academic Board (Senate), to balance 



 

 

executive decision-making power. It also assumes a more purposeful advisory role for the 
professoriate in the maintenance of academic standards and examination of proposals  

In assuming the mantel of co-leaders, the Framework also challenges academics as a 
professional group, to take the responsibilities and accountabilities associated with 
academic leadership in universities. It challenges managers in universities to be fully 
committed to the social purpose and autonomy of universities and have a thorough 
understanding of the nature of academic work and the professional needs of academics.  
 
Theme 2 The professional nature of academic work. 
 
This theme draws on the professional model put forward by Freidson (1999), to articulate 
the key features that support the conception of academia as a profession. These include:  

1. Holding or working towards recognised qualifications in teaching and/or research in 
a specialised field.  

2. Applying their specialist expertise to serve society. 
3. Working with a high-level of autonomy to make professional judgements about their 

work, with guidance from more experience colleagues where appropriate. 
4. The expectation to continually develop their expertise. 
5. A voluntary commitment to upholding the values of the profession.  

 
Professional Values 
The underpinning values of the academic profession are based on the nature of the work as 
articulated through the following professional values:  
 
In all their professional dealing academics voluntarily commit to practising:  

1. Altruism: by working for the advancement of knowledge for the benefit of 
society. 

2. Academic freedom and intellectual integrity: by grounding their work in 
scholarship.  

3. Professional autonomy: in making judgements about their work, with support 
and advice from more experienced colleagues as required.  

4. Collegiality: by recognising their work is founded on the endeavours of many 
previous scholars and sharing their work with their peers; by accepting that 
informed critique and robust discussion are necessary to ensure rigour and to 
advance knowledge in a field; and mentoring less experienced colleagues. 

Theme 3 The scholarly nature of academic work. 
 
This theme identifies the expectation to be scholarly as the key factor that both 
distinguishes academia from other professions and unites all academics as a professional 
group, regardless of the discipline area. It aims to clarify the uniqueness of the academic 
role in society, and within their institutions and explain why the professional academic role 
is distinct from other professional roles. 
 Being scholarly means professional academics believe that free and open inquiry 
requires autonomy and academic freedom to: 
 



 

 

1. Develop and maintain a deep theoretical understanding of the current state of 
knowledge, practices and issues in their field(s) of expertise.  

2. Take a collaborative and open-minded approach to learning and accept the 
possibility of a diversity of opinion. 

3. Take a rigorous and critical approach to exploring issues related to their work, and 
make informed decisions based on the available research evidence. 

4. Act with autonomy when making decisions and expressing judgements concerned 
with their area expertise. 

5. May act as a public intellectual i.e., speak out on matters of public significance as a 
critic and conscience of society 

It explores in some depth the full scope of academic work as a scholarly activity which may 
range across one or more areas of research, teaching and service. It examines the realities 
of autonomy and academic freedom in the modern university and identifies the limits 
where interference by government, management, industry or others becomes counter-
productive.  
 
Theme 4 Academic working conditions 

 
Research shows intensification and performativity pressures have reduced autonomy and 
academic freedom. In this theme we argue institutional policies and resources need to be 
purposefully designed to support professional scholarly work of academics.  

This theme is based on the recognition in the research that power is exercised in a 
university through the enacted policies, procedures and decisions on resource allocation. It 
outlines principles describing how university managers and academic leaders can work 
together to develop policies that support the work of academics as professionals and 
contribute to the effectiveness of universities.  

It considers the development of policies that demonstrate thoughtful application of 
the principles of equity, transparency, reciprocity fairness so the diverse needs of various 
groups are met.  

This theme recognises that the academic body in a university is not a homogeneous 
group: some members are less influential compared with their established and more senior 
colleagues. To minimise this disadvantage, all policies that are likely to impact on academic 
work need to be developed and implemented in full consultation with the affected staff and 
adequately costed and resourced. Inclusion may require a range of related policies to cater 
for the diverse needs of various groups such as carers returning to work, those with needs 
related to culture, disability, sessional staff, early career researchers and research students. 
Inappropriate policies may create working conditions that undermine their ability to 
participate in scholarly activities, so these groups should have formal representation within 
the academic leadership groups.  
 
 



 

 

A Professional Ethical Framework for Australian Academics 

This Framework challenges all stakeholders in the Australian Higher Education sector to adopt this conception of academic work. It presents a foundation for: our 
colleagues, government, university management, academic associations, and unions, to work towards shared governance structures and policy formation 
processes that will enable our universities to function effectively as independent academic institutions with a unique role in society. This Framework contains four 
inter-related themes that describe the essence of academic work in a modern university: 

1. Academics as co-leaders in the modern university. 
2. The professional nature of academic work. 
3. The scholarly nature of academic work. 
4. The workplace conditions necessary to support academic work. 

 
Theme 1: Academics as co-leaders in the modern university 

A university includes two forms of leadership: corporate and academic, and these bodies need to work together and manage tensions to ensure that universities 
effectively fulfil their role in society. This theme emphasises the need to enhance and rebalance the decision -making power afforded to academic leaders in 
universities.  

The characteristics of academic leaders, their role and accountabilities are defined together with an identification of some of the key responsibilities and 
challenges faced in the modern university. It is recognised/acknowledged that some academic leaders assume formal roles in their university management 
structure which may lead to competing expectations. 

While tensions are to be expected, managers and academic leaders need to find a way to work together to ensure the policies and processes in the 
university are designed to support the academic mission of the university and the explicit protection of academic freedom and autonomy.  

 
Description   

The challenge for academics, as a professional group, is to accept joint 
responsibility for the effectiveness of their university through their 
academic leaders.  

This calls for great academic leadership representation on the 
Governing Council of the University and increased power of Academic 
Board (or Senate) as the key body for exercising academic leadership, with 
control by the academic leadership to provide balance to the executive 
power.  

To balance the decision-making power between the academic and corporate 
leadership, there needs to be: 

• Greater representation of academic leadership on the governing board of 
the University 

• Enhanced powers for Academic Board (Senate) to include active contribution 
to setting strategic goals, opportunity to put forward proposals, ability to 
critique proposals put forward by the executive, active participation in senior 
selection, active participation in decisions on resource allocation and policy  

• Clear majority control by the elected members, who represent the broader 
academic body and university community, to whom they are primarily 
accountable. 



 

 

Description Implications for practice 

1.1 Academic leaders 
The primary role of academic leaders is to apply their expertise and 
experience in the sector to ensure the quality of research and teaching is 
maintained and that academic standards of rigour, ethics and evidence 
underpin university strategic decisions. 

The defining characteristics of academic leaders that distinguish 
them from corporate leaders is that they retain a significant and active 
involvement in teaching and/or research, even if they hold a formal 
leadership position in the university hierarchy. 

• ensure decisions made will maintain academic standards in 
teaching and research 

• ensure decisions will serve the interests of the university and wider 
community. 

Academic leaders should ensure discussion on academic matters 
occurs through collegial discussion and democratic selection practices. 
Strategic decisions need to serve the academic mission of the university 
and to maintain high academic standards. 
 

Academic leaders use inclusive decision-making strategies to deal with expected 
tensions in universities based on: 

• Participatory decision-making based on transparency, wide consultation, 
honesty and robust discussion at work group, faculty and institutional 
levels. 

• Ensuring evidence-based decisions are made by inviting questions and 
fostering respectful debate on any proposals that directly affect academic 
work. 

• Expecting an active and robust role for academics to contribute to strategic 
decision-making on issues which may have an impact on the ability of 
academics to fulfil their responsibilities within and beyond their institution. 

• Being open to a diversity of opinions, arguments, and provides genuine 
opportunities for staff to shape proposals to suit their context or offer viable 
alternatives. 

 

1.2 Academic leaders holding formal positions in the hierarchy 
 
Academic leaders often also hold formal roles in university management 
hierarchy which may present conflicting demands for them to deal with. 

Their challenge is to balance the external demands on, and viability 
of, the university, without compromising the underlying values of the 
profession.  

As academic leaders, their underlying professional values remain 
paramount. Their leadership practice, professional interactions with 
colleagues, peers and other stakeholders need to be based on respect for 
diversity of opinion, recognition and reciprocity, which may require more 
iterative and consultative decision-making processes. 
 

Academic leaders who hold formal positions in the University management 
structures: 

• Aim to understand and manage the multiple and often competing 
demands on academic staff flowing from systemic changes.  

• Aim to support academic colleagues so they can focus their energies on 
conducting high quality teaching, research and service roles as outlined in 
this document. 

• Seriously consider the potential impacts of any decision on the workloads, 
health, well-being and career opportunities of staff. 

• Accept that their obligations to society, their profession and field of 
discipline may transcend their personal ambitions or obligations to the 
organisation. 

 



 

 

Description Implications for practice 

1.3 Academic leaders in senior leadership or managerial roles 
 
Academic leaders holding senior roles in the university hierarchy have a 
particular responsibility to model ethical behaviour and protect the 
autonomy and integrity of the university.  

The performance of academic leaders should focus on their ability 
as leaders to set and enact policies that promote shared leadership to 
advance the academic mission of the university and support and protect 
the fundamentals of academic work. 
 

Academic leaders also holding senior leadership roles have a responsibility to protect 
the integrity of the university and the profession.  
 
Their performance as leaders should be judged on their ability to: 

• Work with Academic Board (Senate) to moderate external accountability 
and other demands to protect the academic mission of the university. 

• Ensure internal policies and processes are designed to support the 
scholarly nature of academic work. 

• Protect autonomy and academic freedom.  
 

1.4 The Professoriate as academic leaders 
 
By definition, in Australia, the Professoriate consists of academic leaders in 
their field. Modern universities must develop role descriptions which 
better articulate the diverse range of ways in which the professoriate can 
contribute to and/or builds the prestige of their institutions and the sector 
other than securing research funding.  

The relationship of the Professoriate the Academic Board (Senate) 
in the provision of academic leadership and the maintenance of academic 
standards needs to be clarified.  
 

As a professional group, the Professoriate can show academic leadership in a variety 
of ways including, but not limited to: 

• Acting as an advisory body to Academic Board (Senate) on a range of 
academic matters  

• Critically examine and advise Academic Board (Senate) on the potential 
of proposals internal or external to the university, or strategic decisions 
that impact academic autonomy and/ or academic freedom.    

• Provide informed critique and robust advice on the potential of proposals 
to serve or undermine academic standards or the academic mission of 
the institution 

The provision of professional and disciplinary leadership through: 
• Development and maintenance of national and international networks 

and collaborations and/or the mentoring younger colleagues.  
• Provision of a strong voice of advocacy for less powerful colleagues and 

students 
 

 
  



 

 

Theme 2: The professional nature of academic work 

Theme 2 articulates how academia meets the “ideals of professionalism” (Freidson, 1999) including the form of their expertise and qualifications, the need for a 
high degree of autonomy and professional judgement and the professional values to which they adhere.  
 
As professionals, academics have a responsibility to serve the public good using their specialised disciplinary knowledge and expertise in a field or fields. They are 
expected to maintain currency in their field and contribute to its continued development and the maintenance of high professional standards. Academics are 
trusted to act ethically when making autonomous professional judgements and decisions regarding their area of expertise. 
 

Description Implications for practice 

 
In their professional dealings Academics are expected to act with authority 
and autonomy in making professional judgements concerning their areas 
of expertise; to uphold the professional values and commit to using their 
specialised knowledge and skills in the service of their community, their 
profession, their discipline and their students.  
 
2.1 Expertise 
 
Academics hold recognised university qualifications and maintain 
disciplinary expertise in a specialised field or fields.  
 
 

 
Professional Academics: 

• Hold or are working towards recognised qualifications to conduct research 
and/or teach novices and practitioners within their specialised area or 
areas of knowledge. 

• Maintain currency and build their expertise in their discipline and draw on 
up to date knowledge to inform their teaching, research and/or service 
activities 

• Contribute to the advancement of their specialist discipline and/or the 
academic profession through their research, teaching and/or service. 

• As they gain experience and develop their expertise, provide intellectual 
leadership and/or mentor of less experienced colleagues in matters related 
to their areas of expertise. 

• Act with autonomy and independence when making decisions and 
judgements concerned with their professional work. 

 
  



 

 

Description Implications for practice 

2.2 Professional ethical values 
 
Professional academics accept that their work ultimately should serve the 
public good and their role is the advancement of society through the 
development and sharing of new knowledge.  
 
In this work, academics commit to the ethical values below and to applying 
them in all their professional dealings and interactions.  

1. Altruism in service 
2. Academic freedom and intellectual integrity grounded in 

scholarship 
3. Autonomy 
4. Collegiality 

Academics accept that these professional obligations transcend their 
allegiance to, or affiliation with, any given university, government, external 
organisation, political ideology or commercial imperative.  
 
On occasions, academics may choose to speak out on issues of importance 
to society as public intellectuals which may involve the need to question or 
challenge those in authority. 
 

Professional academics commit to these values and apply them by: 
1. Altruism in service  

• Academics work to advance knowledge in the service of society.  
• Their primary responsibility is to serve their profession and the community. 

2. Academic freedom and intellectual integrity are grounded in scholarship  
Academics speak with honesty and authority in relation to their area (or areas) of 
expertise. Their role is to:  

• Offer constructive critique, and question when decision making is at odds 
with sound evidence. 

• Recognise and acknowledge the historical foundation of scholarliness on 
which their individual achievements and efforts are built.  

• Accept that informed critique is important in advancing understanding and 
developing knowledge. 

• Accept robust discussion may involve questioning, challenging and/or 
affirmation of proposals.  

3. Autonomy  
• Academics act as autonomous professionals who make and independent 

decisions and exercise professional judgement in relation to their work.  
• They maintain currency in their areas of expertise and may seek support and 

advice from more experiences colleagues as required.  
4. Collegiality 
Academics humbly recognise, the scholarly foundation on which their work is built.  

• Where possible, they share knowledge and collaborate with colleagues and 
peers and mentor less experienced colleagues and those with whom they 
work.  

• Recognise the importance of fostering these values in the development of 
emerging and early career scholars, including post graduate research 
candidates and post-doctoral academics 

  



 

 

Theme 3: The scholarly nature of academic work 

 
Theme 3 considers the expectation for Academics to be scholarly, regardless of discipline, and that this is a unifying characteristic of the academic profession. It is 
what distinguishes academics from other professionals. Being scholarly demands that academics work from a deep understanding of what is known in their field 
(or fields) of expertise with an openness to growth and learning and a respect for rigor and sound evidence to advance the field.  

This theme also considers the relationship between academic freedom and autonomy and the practicalities of the modern university context which can 
place limits on these fundamental aspects of the work. From a professional academic point of view, it identifies the limits of compromise beyond which academic 
freedom in research and teaching are non-negotiable. 
 

Description Implications for practice 

3.1 Scholarship 
 
Academics are expected to be scholarly in all aspects of their professional 
roles: research, teaching and/or service. This obligation transcends their 
allegiance to, or affiliation with, any given university, government, external 
organisation, ideology or commercial imperative. 

Scholarly work requires a high degree of ethical behaviour and 
autonomy and the freedom to inquire deeply into questions. It requires the 
freedom to report findings honestly and without fear of sanction or 
retribution. This is the essence and nature of academic freedom, which is 
fundamental to academic work.  

In reality, academic freedom and autonomy are impacted by the 
political and economic context in which academics work. As a professional 
group, academics need to define the limits beyond which these impacts 
become counter-productive and undermine their work.  

As professional scholars, academics are expected to: 

• Develop and maintain a deep understanding of the current state of 
knowledge, practices and issues in their field(s) of expertise. 

• Take a rigorous and critical approach to exploring issues related to their 
field 

• Make informed decisions based on the available research evidence. 
• Act with autonomy when making decisions and expressing judgements 

within their area expertise. 
• If they choose to participate in debate on proposals, policies or practices 

relevant to their area of expertise, either within their institutions or in more 
public fora, they shall do so with intellectual integrity and without fear of 
sanction. 

 
 

  



 

 

Description Implications for practice 

3.2 Research 

Research is a rigorous process to develop new knowledge for advance our 
understanding of existing knowledge for the benefit of society. It includes 
pure research to advance the frontiers of knowledge and the application of 
knowledge to address current issues of concern, find links across disciplines 
and/or find new and creative ways of applying knowledge to solve problems.  

Research is a complex and systematic process based on sound 
methodology and the ethical collection and use of evidence. The outcomes 
are often contestable, so research is both reflective and forward thinking, 
building on what we know, yet open to a diverse range of perspectives and 
outcomes. 

Research relies on academics having autonomy and freedom to explore 
questions and problems, draw on pertinent literature, and examine and/or 
interpret available evidence.  

While it is appropriate for researchers to be funded or commissioned 
by external bodies to undertake their work, there can be no outside 
interference in the research process by powerful interests, be they 
government, commercial or managerial. 

As research scholars, when undertaking research activities academics: 

• Aim to acknowledge and understand diverse ontological, epistemological 
and political perspectives but not necessarily agree with them.  

• May make a pragmatic decision to adjust their research agenda to suit the 
realities of internal priorities and external funding bodies.  

• Once a research proposal has been agreed upon and ethically approved, 
the researchers must be free to conduct it with the utmost professional 
integrity 

• Employ sound methodological approaches to minimise bias.  
• Develop findings based solely on the best available evidence and the body 

of research in the field.  
• Ensure their findings are reported honestly, and untainted by external 

economic, commercial, institutional or individual imperatives or influences. 

 

3.3 Teaching 

Academics teaching In the modern university are expected to comply with 
quality assurance requirements related to course structure and templates 
designed to communication important information to students. Typically, 
there may also be limitations related to accreditation, course design and 
delivery (e.g., online teaching platforms).  

Beyond these administrative constraints, as experts in their field, 
academics must have the academic freedom and autonomy to develop and 
design their teaching program. They have an obligation to be scholarly in 
their teaching.  

As teaching scholars, professional academics in teaching roles:  

• Within limited guidelines, have academic freedom and autonomy to make 
decisions on the design of a unit or course including choice of content, the 
pedagogical approach and assessment tasks.   

• Model ethical behaviour in all their professional dealings to guide their 
students as the next generation of professionals. 

• Maintain a nexus between their teaching and current research in their field 
(or fields)  

• Regularly engage in scholarly activities such as Professional Development 
and/or conferences to develop their expertise as teachers in their field as 
research informs teaching 

  



 

 

Description Implications for practice 

3.3 Service 

Service is a fundamental and legitimate component of professional 
academic work and involves the ethical application of their specialised 
knowledge and skills in the service of others.  

In addition to formal leadership roles mentioned above, there many 
informal ways academics fulfil their professional obligation to serve such as 
contributing to committees, working parties and other activities to support 
their institution (e.g., open days, graduation, etc.). 

Service can also involve both formal and informal activities outside of 
the university that are crucial for the maintenance of scholarly standards, 
including supporting the academic profession through professional or 
disciplinary bodies, working for the advancement of their profession, 
discipline and/or institution.  

Service may include acting as an advocate through professional 
organisations, on behalf of public universities, the profession, their discipline 
and as critical intellectuals.  
 

 
As professionals, academics are expected to engage in activities that link to their 
expertise and serve the needs of others, such as the academic profession, their 
discipline, society and/or their institution.  
 
Typically, service activities amount to a minimum of around 20% of an academic’s 
workload. 
 
Service includes a broad range of activities, both formal and informal, that can be 
legitimately included within this aspect of their role. These include: 

• Formal roles within their institutions (see leadership above, e.g., Head of 
School) 

• Formal roles external to their institutions (e.g., editing journals, leadership 
roles in professional bodies, etc.). 

• A wide range of informal activities that support engagement with the 
community or serve their profession, discipline and/or institution. (e.g., 
peer review, serving on professional bodies or working parties, editing a 
journal; organising a conference, attending a confirmation of candidature, 
etc.)  

 
 
  



 

 

Theme 4: Working conditions in Universities 

Theme 4 recognises that power is exercised in a university though the policies, processes and decisions about the allocation of resources. This theme focuses on the 
centrality of academics for a university to be able to fulfill its academic mission, which requires that the professional needs of their role are acknowledged and fully 
supported in universities.  

Recent research emphasises that management and academics need to work collaboratively to establish trust and develop trustworthy policies and processes that 
recognise and support the essence of academic work and embody the principles of equity, fairness, transparency, autonomy and academic freedom, and to minimise 
possible disadvantage for any individual in relation to their gender, ethnicity or experience. 

These policies must be congruent with, and recognise all aspects of the role, so academics are able to pursue the blend of Research, Teaching and/or Service 
activities undertaken in a professional, scholarly and ethical way. They must also ensure equity and access and address the diverse needs of different groups within the 
academy including those with caring responsibilities, sessional academics, early career researchers, and those with needs related to culture, religion, disability and 
sexuality to ensure full participation. 
  

Description Implications for practice 

To ensure the essence of academic work is protected, the development, 
implementation, maintenance and evaluation of policies that may impact on 
academic working conditions must be conducted in full consultation with 
affected staff, fully costed and adequately resourced. 
 
4.1 Equity and Fairness 
Policies and procedures may need to be developed and/or revised to ensure all 
staff have a chance to plan their career and succeed. These policies should be 
designed to explicitly cater for the diverse of needs various groups including 
those from Indigenous or different cultural backgrounds, those with a 
disability, those with caring responsibilities, early career researchers and 
sessional academic staff.  
 

Policies which are likely to impact on academic work should  

• Embody the principles of equity and fairness to minimise disadvantage to any 
groups. 

• Be collaboratively designed with the affected staff to ensure they provide real 
opportunities and support their career aspirations of academic staff at different 
stages of their career. This includes sessional academics, early career researchers 
and higher degree research students. 

• Explicitly address the specific needs of staff from diverse groups including those 
from Indigenous or different cultural backgrounds, those with a disability those 
returning to work from illness, injury or family leave, carers returning to work, etc.  

 
  



 

 

Description Implications for practice 

4.2 Academic workload and performance policies 
Academic workload and performance policies directly impact on the ability of 
academics to undertake their work in accordance with this Framework.  

Recent research indicates academic workload and performance policies 
in a university should adhere to the following principles: 

The academic workload allocation process must be transparent, trustworthy 
and justifiable. This will be achieved when the institutional policies for workload 
allocation and performance: 

1. Are developed, documented and implemented in full consultation with 
academic staff.  

2. Are based on an acceptance of the intrinsically motivated and self-
managed approach that academics are expected to take to their work.  

3. Are adequately resourced, adopted across the institution and directly 
linked to other institutional processes such as budgeting and 
performance management. 

4. Ensure any associated processes and tools are clearly visible and 
readily available to academic staff and their performance managers, to 
facilitate genuine negotiation about career goals, workload and 
performance expectations.  

5. Ensure all staff and managers receive training in the application of the 
policies as required. 

To be trustworthy at the level of the individual academics, these policies need 
to: 

6. Be applied in a fully transparent manner, in terms of process and 
outcome.  

7. Provide a holistic estimate of an individual’s workload, based on 
realistic time allocations for all key tasks they are expected to 
undertake in their teaching, research and service roles.  

8. Be sufficiently flexible to cater for justifiable variations associated with 
differences in discipline, career stage and workload category  

9. Enable individual academics to negotiate reasonable workload and 
performance expectations that reflect their agreed work commitments. 

This Framework must be embedded in the enterprise agreement of a university  
and used as a basis to develop and implement appropriate policies that are congruent 
with the professional and scholarly nature of the work as described herein.  
 
In accordance with shared governance, these policies should be developed by a joint 
committee of management and elected academic leaders. This committee should consult 
with the affected academic staff, to ensure the policies:  

• Support the professional, scholarly conception of their work  
• Are implemented in a fair, transparent and equitable manner and  
• Are implemented so that they are properly funded and resourced.  

Each institution should make available an estimation tool so an individual academic, and 
their performance manager, can prospectively obtain an accurate and credible estimate 
of the number of hours expected to be worked in a given year, which includes their 
research, teaching and service activities.  

• All staff and managers should receive training in its use.  

This estimate should be used as a basis for negotiating performance expectations. The 
negotiation process should also:  

• Enable prospective exploration of different scenarios as they work towards 
agreement on a reasonable workload outcome  

• Ensure career development and welfare issues are considered 
• Enable retrospective discussion to reflect on what was achieved and reach 

agreement on justifiable adjustments to workload and performance expectations 
for the following year. 



 

 

Description Implications for practice 

1.2 Addressing under-represented and less powerful academics.  

While all professional academics are expected to aspire to these professional 
values and standards, academics in a University, are not a homogenous group.  
 Certain individuals lack power compared to their on-going and 
established colleagues. They, along with other less powerful academic sub-
groups, should also have a representative voice within the academic leadership 
bodies and process within their university.  

For example, a high proportion of teaching is done by sessional 
academics. While as academics they are expected to act in accordance with the 
values and standards of the profession, they are not always compensated for 
the time to stay current and may have little or no opportunity to be involved in 
scholarly activities, or research or discussions about the strategic direction of 
the university. 

Many casuals working in research are expected to work beyond their 
contracted hours. Institutional policies should recognise that sessional 
academics undertaking teaching or research are expected to be professional 
and act in accordance with the values and standards of the profession as 
outlined in this document and they should be compensated accordingly.  
 

Sessional academics are expected to meet similar professional standards as their 
academic colleagues in on-going positions. This means their working conditions must 
acknowledge and recompense them for the requirement to be scholarly and rigorous. 
 
Their pay for undertaking research and/or teaching roles should be based on the 
application of their hourly rate for these activities using the same work standards as 
their academic colleagues in on-going positions.  
 
In addition, similar calculations should apply to: 

• Maintaining currency in their field of expertise 
• Engaging in scholarly activities 
• Attending professional development and information sessions associated with 

their work 
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TA SMANIAN DIVISION       
Locked Bag 101 
University of Tasmania 
Hobart 7001 
Phone 03 6226 7575 

31 October 2012 
 
The Honourable Nick McKim 
House of Assembly, Parliament House,  
Hobart, 7000 
 
AMENDMENTS TO UNIVERSITY COUNCIL 
 
Sent via email 
 
Dear Minister McKim 
 
I write in relation to the proposed modification to the University of Tasmania Act 1992, which has 
three objectives; 
 

1. To reduce the size of the UTAS Council from 18 members to 10-14 members 
2. To reduce the terms of members from four years to three years 
3. To formalise the Council’s power to remove the Chancellor and Deputy Chancellor   

 
The Tasmanian Division of the National Tertiary Education Union (NTEU) previously wrote to the 
Chancellor and to you in October 2011 to register our opposition to some of the planned changes.  
We subsequently sought a meeting with you, but were advised that the Government had accepted 
the legislation, and no meeting was forthcoming. Of greatest concern is the fact that these proposed 
changes will halve the number of elected staff representatives from 4 to 2, as well as halving the 
number of student representatives. 
 
Now that the modifications to the University of Tasmania Act have been returned to the House of 
Assembly, we are taking the opportunity to raise our objections more widely. It is our view that the 
University of Tasmania has a clear duty of transparent governance as the only higher education 
provider for the State. We are concerned that these changes have been proposed without 
consultation with either students or staff, which provides an excellent example of the potential 
future governance of the University should the amendments to the Act be successful. 
 
Staff and students have a keen interest in ensuring that the university succeeds.  Good decisions are 
not only efficient but must also be effective, which requires that Council take into consideration the 
perspectives of all stakeholders. It became clear to us when we initially pursued this matter, that the 
interpretation of the University of Tasmania Act, as presented by the Chancellor in justifying the re-
structure of the Council, was very narrow and that a range of other possibilities had not been 
explored. If the disregard for consultation, as demonstrated by the Chancellor’s interactions with the 
NTEU on this matter is any indication, it is highly unlikely staff or students will have any effective 
input into the operation of the University in future. 
 
We understand that similar objections have been recently aired by representatives of the UTAS 
student body. 



 
Furthermore, we note that, upon learning of moves in the State of Victoria to pass legislation 
reducing the number of elected positions on university Councils, the Chancellor of the University of 
Melbourne promptly informed staff and students of that University’s opposition to the proposed 
changes, citing the value that elected staff and student representatives have brought to their Council, 
and stating that “their presence is a practical application of Council's commitment to consultation 
and transparency”. This approach provides a dramatic contrast to the proposals of our own 
Chancellor, supported by your presentation of the Bill to amend the University of Tasmania Act. 
 
The reduction in leadership of Academics at the University and of the students who form the next 
generation of leadership in Tasmania forgets about the core purpose of the university.  It is not 
solely to operate along business lines, but to ensure that the advancement and preservation of 
knowledge and the encouragement of research is at the highest level possible.   
 
We would welcome the opportunity to meet with you and discuss our views further in the lead-up to 
the reconsideration of the relevant Bill by the Tasmanian lower house. We ask you to contact either 
of the signatories, or the NTEU Division office, to arrange a meeting at a mutually-acceptable time. 
 
Yours sincerely, 

 
Dr Kelvin Michael 
President, NTEU Tasmanian Division  
 
Phone 03 6226 2977 
Email Kelvin.Michael@utas.edu.au 

 

 
Dr John Kenny 
Secretary, NTEU Tasmanian Division  
 
Phone 03 6324 3269 
Email John.Kenny@utas.edu.au 
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