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Overview	  

•  Research	  evidence	  base	  
•  Academic	  workforce	  
•  Leadership	  implicaCons	  
•  Leading	  as	  an	  Associate	  Dean	  
•  QuesCons	  for	  discussion	  



Research	  Evidence	  Base	  
[Covers	  of:]	  
•  ExecuCve	  leadership	  of	  learning	  and	  teaching	  in	  higher	  educaCon,	  

McInnes,	  Ramsden,	  Maconachie	  (,	  OLT	  
•  Learning	  Leaders	  in	  Cmes	  of	  change,	  ScoO,	  Coates	  &	  Anderson	  (2008),	  

ALTC,	  ACER	  
•  ExecuCve	  leadership	  of	  research	  development,	  McInnes,	  Ramsden,	  

Maconachie	  (2012),	  OLT	  
•  The	  aOracCveness	  of	  the	  Australian	  academic	  profession:	  	  a	  comparaCve	  

analysis	  Coates	  et	  al	  (2009)	  Research	  Briefing,	  ACER	  
•  Profiling	  diversity	  of	  AustralianUniversiCes	  Coates	  et	  al	  (2013)	  Research	  

Briefing,	  ACER	  
•  Academic	  and	  Professional	  idenCCes	  in	  Higher	  EducaCon,	  Gordon	  &	  

Whitchurch	  
•  Job	  saCsfacCon	  around	  the	  Academic	  World,	  Bentley	  et	  al	  
•  Forming,	  recruiCng	  and	  managing	  the	  academic	  profession,	  Teichler	  and	  

Cummings	  



Academic	  workforce	  

•  From	  data	  that	  we	  have,	  the	  academic	  
workforce	  is	  changing	  in	  nature	  and	  size	  

•  The	  nature	  of	  academic	  work	  has	  changed	  
and	  will	  change	  further—permutaCons	  
abounding	  but	  a	  trifurca>on	  looks	  likely	  

•  Future	  academic	  work	  will	  involve	  nuanced	  
arrangements	  of	  teaching,	  research,	  
engagement	  and	  management	  capability	  



Aging	  academic	  workforce	  



Staff	  FTE	  in	  public	  universi>es	  

Group	  of	  Eight	  (2014)	  



Research-‐only	  staff	  FTE	  



Teaching-‐only	  staff	  FTE	  



Imagining	  permuta>ons	  
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Imagining	  classifica>ons	  
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Leadership	  implica>ons	  

•  Higher	  educaCon	  moving	  into	  a	  much	  
more	  complex	  strategic	  and	  opera>ng	  
context	  

•  Academic	  leadership	  requires	  specialist	  
entrepreneurial	  skills	  

•  EffecCve	  academic	  leadership	  can	  be	  
taught	  through	  mixture	  of	  educaCon	  and	  
experience	  



Academic	  leadership	  

Personal	  
capabili>es	  

Interpersonal	  
capabili>es	  

Cogni>ve	  
capabili>es	  

Role-‐specific	  
and	  generic	  
competencies	  

Commitment	  
Decisiveness	  
Inclusiveness	  
Responsiveness	  
Self	  awareness	  

Empathising	  
Influencing	  

EducaConal	  management	  
Self-‐organisaCon	  skills	  
Change	  management	  

Diagnosis	  
Flexibility	  and	  responsiveness	  
Strategy	  



Preferred	  approaches	  to	  
leadership	  development	  



Leadership	  metaphors	  

ScoO,	  Coates	  &	  Anderson	  (2008)	  



ADTLs	  -‐	  Stepping	  stone	  or	  speed	  bump?	  

Only	  two	  choices?	  
	  
	  “The	  everyday	  realiCes	  of	  the	  academic	  
workplace	  are	  pushing	  collegial	  governance	  
opportuniCes	  to	  one	  side	  as	  academics	  are	  
increasingly	  faced	  with	  the	  prospect	  of	  
choosing	  between	  being	  involved	  in	  
governance	  or	  being	  academics.”	  

	  



Opera>onal	  manager	  -‐	  speed	  bump?	  

AssisCng	  
Advising	  

SupporCng	  
RepresenCng	  	  
CoordinaCng	  
Mentoring	  	  
ParCcipaCng	  	  	  
Ensuring	  

Undertaking……………….	  



What	  ADTLs	  say	  they	  do	  
	  priori>es	  on	  the	  ground	  

	  

influencer	  and	  broker	  
agenda	  seOer	  

conversaCon	  starter	  
barrier	  remover	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  provider	  of	  soluCons	  	  

	  
leading	  operaConal	  teams	  

driving	  change	  
	  

quality	  management	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  gatekeepers	  
	  

vision	  seOer	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  direcCon	  seOer	  
empowering	  people	  

researcher	  
capability	  /	  career	  developer	  

	  



	   	  + 	   	  + 	   	  	  
	  



Strategic	  leadership	  -‐	  stepping	  stone?	  

Modelling	  what	  successful	  execuCve	  
leaders	  of	  teaching	  and	  learning	  
ACTUALLY	  DO:	  	  
	  	  	  

“…leadership	  is	  judged	  not	  by	  
the	  leader’s	  disCncCon	  or	  
possession	  of	  excepConal	  skills,	  
but	  by	  their	  impact.”	  	  

	  	  



Strategic	  leadership	  -‐	  stepping	  stone?	  

	  
“Empowering	  the	  Associate	  Deans	  
involved	  reinvenCng	  their	  roles	  as	  a	  key	  
part	  of	  the	  highly	  strategic	  approach	  to	  
improving	  teaching	  and	  learning.”	  	  

	  
	  
	  	  



Principle	  1.	  Shape	  the	  strategic	  vision	  

	  
“The	  concept	  of	  good	  learning	  and	  
teaching	  has	  become	  vital	  in	  the	  
university	  –	  a	  total	  turnaround	  in	  
10	  years”	  



Principle	  2.	  Inspire	  and	  enable	  excellence	  

	  
“…you	  can	  delude	  yourself	  that	  
everyone	  understands	  the	  strategy	  
and	  buys	  into	  it…”	  
	  
	  
	  	  



Principle	  3.	  Devolve	  leadership	  

“There	  are	  downsides	  to	  
distributed	  leadership,	  such	  as	  lack	  
of	  consistency	  in	  the	  short	  term,	  
but	  the	  advantage	  is	  that	  it	  leads	  to	  
ownership	  of	  the	  vision	  so	  that	  
alignment	  and	  innovaCon	  are	  
created	  from	  the	  boOom	  up.”	  	  
	  



Devolving	  leadership	  to	  ADTLs	  	  	  

“Senior	  leadership	  of	  learning	  and	  
teaching	  is	  only	  as	  effecCve	  as	  the	  
people	  leading	  improvement,	  formally	  
or	  by	  example,	  at	  the	  local	  level.”	  
	  
	  
	  	  
	  



Ups	  and	  downs	  of	  devolved	  leadership	  	  

Successful	  ‘stepping	  stone’	  ADTLs	  	  
connect	  up	  and	  down.	  Devolving	  means:	  
– comprehensive	  engagement	  of	  staff	  and	  
students	  	  
– faculCes	  and	  disciplines	  free	  to	  exercise	  
discreCon	  in	  how	  they	  deliver	  the	  vision	  	  	  
– unobtrusive	  senior	  leadership	  (the	  converse	  of	  
micro-‐management)	  	  
– sufficient	  authority	  and	  resources	  to	  
contribute	  	  	  

	  



Principle	  4.	  Reward,	  recognise	  and	  
develop	  staff	  

	  
“	  Publicising	  an	  insCtuCon’s	  commitment	  
to	  excellent	  teaching…has	  a	  strong	  
impact	  on	  those	  within	  the	  insCtuCon	  
who	  take	  pride	  in	  external	  recogniCon	  
and	  feel	  acknowledged	  for	  their	  efforts	  
to	  advance	  the	  quality	  of	  teaching.”	  	  	  	  
	  
	  
	  
	  	  



Principle	  5.	  Involve	  students	  

	  “Student	  unions	  in	  other	  places	  are	  not	  
as	  respected	  by	  their	  universiCes	  as	  
much	  as	  here.	  The	  five	  Associate	  Deans	  
(EducaCon)	  are	  the	  most	  student-‐
focused	  people	  you’ll	  ever	  meet.	  They	  
are	  genuine	  people.”	  
	  
	  



Strategic	  leadership	  -‐	  stepping	  stone?	  
•  take	  an	  asserCve-‐parCcipaCve	  approach	  
•  be	  part	  of	  the	  agenda	  seqng	  	  	  
•  turn	  problems	  into	  opportuniCes	  	  	  
•  idenCfy	  pivotal	  	  problems	  
•  use	   convincing	   educaConal	   and	   pracCcal	  
raConales	  

•  provide	  compelling	  evidence	  	  
•  consult	  with	  key	  stakeholders	  	  
•  build	  a	  coaliCon	  of	  support	  
	  
	  
	  
	  	  



Reasons	  to	  be	  cheerful	  
Choices	  –	  mulCple	  opCons?	  
	  
Leadership	  Challenges?	  	  

1.	  
2.	  

3.	  
Leadership	  OpportuniCes?	  

1.	  
2.	  
3.	  


