
CHAPTER SEVEN 

RESEARCH FINDINGS: CASE STUDY B 

7. Introduction 

This chapter outlines the results obtained from three sources of data in the current 

research. These sources were unstructured depth interviews, non-participant 

observation, and the analysis of organisational documentation such as position 

descriptions, Acts and By-Laws, and various published documents either from Vice

Chancellors or from other relevant organisations such as the Remuneration Tribunal. 

The Chapter analyses Case Study B, its individual context and highlights the 

common themes of role-sending patterns evident from the research. In presenting 

data for this case study results chapter, the researcher has had to make informed 

decisions about what material to include and what to leave out. There are a number 

of activities that the researcher attended and observed that are unreported in this 

thesis due to the need to be both academically rigorous and parsimonious. The 

following data highlight events and interviews that the researcher judged to be of 

most significant interest in their capacity to unveil the role-sending and role

enactment activities of the Vice-Chancellor. 

As was the case for Chapter Six, analyses considered a number of important factors 

(refer to Section 6.2 for previous discussion on relevance of Katz and Kahn to this 

chapter). 

7.1 Context for the Case Study 

In contrast to University A in this research, University B operates under a very 

different organisational structure and model. This is partly based on its tradition in a 

range of applied discipline areas, combined with its significant growth in the post 

Dawkins environment in Australia. Now operating as a multi-campus institution in 

a number of Australian states and overseas campuses, this University is at once large 

and is also committed to risk-taking entrepreneurial strategies as indicated in an 

interview with the Vice-Chancellor. 

186 



The Vice-Chancellor had been in office for a period of greater than five (5) years. 

The Vice-Chancellor had also been a one-time student of the institution and thus had 

an insider's knowledge of the history of the institution. Like Vice-Chancellor A, this 

Vice-Chancellor took great pride in the physical appearance of the main campus 

which was characterised by rolling grass areas, modem sporting complexes and 

evidence of major new capital building works around the campus. 

The University operates under a highly devolved model, with five large faculties 

headed by powerful Executive Deans, who are given considerable independence to 

manage their faculties. 

The Vice-Chancellor had surrounded himself with a group of highly educated and 

energetic people - a feature that is discussed in some detail below. This University's 

strategic approach is extremely forward-focused and this was consistently noted by 

participants in interviews. 

To begin, however, a brief insight into the Vice-Chancellor's history and progress to 

his current role is provided to add further background to the context. The following 

is an extended section from the first interview conducted with the Vice-Chancellor. 

Toward the end of the '80s I was invited, got a call one day from the 
Vice-Chancellor, to say would I come and do a three-month job as 
Deputy Vice-Chancellor. And so I said yes and, at the end of three 
months I was asked to tell the person who had the job before that he 
no longer had the job, which was one of more difficult things I've 
ever had to do. And then confirmed in it for a longer period, applied 
for it and got appointed. And so I spent eight years then as Deputy 
Vice-Chancellor. In a couple of roles, Academic Affairs and then as 
Deputy to the Vice-Chancellor and then in '97, or '96 when the Vice
Chancellor moved on, I applied for the position, was one of five 
short-listed, which was cut down to two then to finally one and I 
started pretty much six years ago, in this role. So I had a long 
apprenticeship as Deputy and before that a very long period of about 
sixteen years as Head of School, but most of that time until '89, that 
was all off-campus. So really I came onto this campus in ' 89 and have 
since had a variety of portfolios. 

I think one of the reasons I was probably selected is that I was one of 
the early people that started down the planning route and we looked at 
a very, at that stage, distinctive plan for [University]. 
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PETER: So where'd that imperative come from in terms of your 
development? 

VCb: Couple of areas, I suppose. One was the quality audits and the 
lead up to the quality audits in the early '90s. The other was in the 
information I was beginning to glean as I went around the world to 
look to see where people were going. Australian universities never 
really planned anything. We let things happen and we managed the 
happening. It was around about '91, '92, '93 that we started very 
seriously to bring the University in together to look to see what a plan 
might look like. To start to get ideas on that. It was my job then to 
formulate, put some words around it. Around about that time there 
was a brilliant lecture given on campus by [politician]. He is an 
expert on [University's name] and he did a wonderful talk and at the 
end of the talk I decided in walking back with a couple of my 
colleagues, that there had to be something written down of 
[University's name] that we might be able to latch onto. So I looked 
around and there's a very good article that he wrote in [date], which is 
really about the [another University], where he talks about 
universities generally and what he thought they should be. He thought 
they should always be looking ahead, always looking to the future, 
the path should be a prelude for greater days to be and words like 
that. There's a nice little phrase [deleted for anonymity] and so we 
picked that up, sold that to the University and that's, we didn't have a 
motto so that became the motto. 

[discussion on previous Vice-Chancellor omitted] I've come up as 
Vice-Chancellor through one University. I've had considerable 
periods of time away, both as study leave periods, but also as one, 
two, three weeks where I've gone to teach. In that way I ended up 
with a considerable international, and national, profile for a start in 
my area, which was [ discipline area]. With a couple of books that 
sold well and at a time when people were interested in that and not 
too many people knew much about it. So it was a combination of 
circumstances there, so often is. 

I very much liked the process of teaching but I found I quite liked the 
things that you do with being Vice-Chancellor or Deputy Vice
Chancellor. Because you have, one always says, if only I was there I 
would do this, and of course, you don't get asked. It's in part, you can 
do things, you have a much better opportunity to bend things in the 
direction that you think you'd like them to go, and that's one of the, 
things - I've been very interested in change, very keen on change. 
Probably when you talk around the place, too keen on change, 
depending on who you speak to. I do think that sort of process of 
renewal and investment into the future is very important. I suppose 
because I had early success with some of that, with some of the 
enterprises that I've put up myself, that I've tended to want to push 
people down those sorts of pathways. So, unique programs, new 
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programs, responsibility, you need to take responsibility for doing 
that. 

I also think that the nature of this place has meant that for us to 
succeed, we have had to take risks. And so I still think that taking 
risks is a natural part of being in this sort of environment. (VCb: lines 
61 - 140) 

This extract shows the Vice-Chancellor reflecting on his perceptions of his own role 

and how it has been anchored in his own experiences and background. This Vice

Chancellor has a long history with this University and that has played an interesting 

part in his role. The University has undergone dramatic growth post Dawkins and a 

lot of that has been attributed to the Vice-Chancellor pushing things as he notes 

above. The institution does see itself as a risk-taking University but believes it has 

to be. This is an area worth further exploration in the conclusions chapter as the risk 

taking initiatives this institution engages in tend to be more successful than some of 

its contemporaries. As with Vice-Chancellor A, this Vice-Chancellor enjoys being 

in charge and steering the institution. And, as with the other Vice-Chancellor in this 

research, this individual was asked to apply for the position. 

Figure 7.1 below maps out the critical role-theory components that either emerged 

from the interviews or through the observation data obtained by three (3) separate 

site visits. "Prescribed Roles" are those that emerged from interview data in 

response to an open ended question asking respondents to detail "What do you 

believe are the most important roles the Vice-Chancellor undertakes"? Themes in 

the "Context" dimension reflect behaviours that emerged either from observed 

activities or specific incidents that emerged from interviews. 
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Figure 7.1 Within Case Results Framework - University B 
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Finally, Figure 7.2 maps out the interviewees in this case study and their relationship 

to the Vice-Chancellor. 
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Figure 7.2 Interviewees for Case Study B. (solid lines depict a formal 

organisational relationship; dotted lines indicate an indirect relationship) 

7.2 Key Themes from Research 

Role sending is a multi-directional set of processes coming both into the office of 

Vice-Chancellor and emanating from it. These processes are both complex and 

pervasive. As discussed in the previous chapter, in shadowing Vice-Chancellor B, it 

again became apparent that Sloper's (l994a) assessment of their time being 

extremely busy understated the sheer diversity and volume of tasks that a Vice

Chancellor was required to attend to in a given day. Sloper obtained a large part of 

his data from diary records and a copy of a typical day for this Vice-Chancellor will 

be produced later in this thesis. This analysis is principally based on the extensive 

time spent in the company of the Vice-Chancellor at University B during the day to 

191 



day activity in their role perfonnance. University B provided the bulk of the 

observational data for this research and involved three site visits. The structure for 

the remaining sections in this chapter focus on two broad areas of role-enactment 

from an observed perspective and a prescribed (what stakeholders believe the Vice

Chancellor should do) perspective focussing on "Infonnal Role-Enactment 

Processes" and "Ponnal Role-Enactment Processes". 

7.3 Prescribed Roles 

The following results from interviews, observation notes and other documentation 

describe the outcomes of roles-signals that people either prescribe to the Vice

Chancellor or roles that he prescribes to them. The prescribed roles are those that 

interviewees felt were the most salient to the perfonnance of the Vice-Chancellor. 

7.3.1 Setting the Vision 

As was the case with University A, a number of interviewees identified vision 

setting as a critical part of the Vice-Chancellor's role. Creating something 

meaningful and obtainable underpins this prescriptive role. Here is Tracey's 

perspective on vision in comparing the Vice-Chancellor and the Deputy Vice

Chancellor, noting the need for a complimentary relationship between a visionary 

role and a details oriented role. 

The dynamic between him and [Deputy VC] intrigues me. He is 
definitely the big picture of vision, not quite fly by the seat of your 
pants, but just get on and do it sort of person. I have always seen her 
as the safety net, she is the detail person, she does dot "i' s" and cross 
"t' s", she is very clear about what it is she wants and that works 
extremely well between the two of them. If you had two detailed 
people you would probably never get anything done, if you had two 
visionaries, they would probably be at odds with each other or 
whatever. (Tracey: lines 471 - 491) 

Her view that vision is important was supported by the Chancellor. The Chancellor 

was only appointed the week of this series of interviews, but had developed a very 

clear set of expectations about the Vice-Chancellor. This would prove to be a more 

interesting time for the Vice-Chancellor because the previous Chancellor had a very 

hands-off role. 
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I think basically it's a little bit more than the relationship of Chairman 
and the Chief Executive of the company because universities are not 
companies and they're run like companies but they are not 
companies. They are public institutions with a program for public 
good and so although in an operational sense, they ought to be like 
Chairman and Chief Executive, there also ought to be a degree of 
what I will call mission and strategy relationship because the 
University needs to be looking at something other than making ends 
meet, or making money. 

I think the Chancellor and, usually the Vice-Chancellors have a sort 
of vision and strategy but I think it helps that person a lot if the 
Chancellors share that vision and doesn't clobber him to death with 
governance and conformance. (Philip: lines 42 - 62) 

The Vice-Chancellor linked vision to other roles such as fund-raising in his 

University. During all this researcher's site visits, Vice-Chancellor B continually 

expounded this mantra of world excellence, as he exemplifies below: 

Well yes it is. And that's why you have to have a simple, clear vision 
that you never stop articulating. Our vision has been world class 
[University]. So everyone understands what we mean by [University 
name], and that's a little different to what is perhaps conventionally 
thought of as I think I mentioned before. And that we see ourselves, 
the short-hand way is that we want to be Australia's [names an 
international University]. Now we don't say those words but that's 
what I say out there to everyone around the place. Now what does that 
mean? That means we have to be great teachers and have very good 
learning things in place, and we have to be incredibly good at 
research. Applied research. And that everything we do has the focus 
of working partnership, work with industry, work with commerce, 
work with government, work with other agencies around the place. 
It's a simple message and Vice-Chancellors have always had to 
project the vision but I think you've got to project it these days in 
terms of, well why are you concentrating so much on bringing money 
In ... 

Our income from non-Government or from non-grant sources is 70% 
and that requires constant attention and constant work. It also means, 
I think, that there's communication channels both inside and outside 
that you've got to work on constantly. And that's why I run all those 
meetings. (VCb: lines 44 - 76) 

How does this relate to other people in the institution? Is vision something that only 

the most senior people believe is important or do others appreciate its value? Jackie 

had an international background in science and research, but latterly as Human 
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Resources Manager brought an unusual blend of academic and management 

experience to her role and was "head-hunted" by this Vice-Chancellor. 

There's absolute vision and there's absolutely single-minded, actually 
quite clinical direction in terms of what we do, in my opinion. One of 
the things Vice-Chancellors need, they have to be absolutely ruthless 
and clinicaL .. They actually have to have a vision, they have to 
believe in what they're doing, and if the Council has charged them 
with whatever it is, then they have to actually go and do it. And I 
think [VCb] is better at that then [another VC] in that regard. (Jackie: 
lines 536 - 557) 

Jackie then goes on to illustrate that having a vision alone is not enough, it has to be 

understood, and accepted by people throughout the organisation. This is a telling 

example and illustrates the depth of commitment the Vice-Chancellor had in this 

institution to sell the vision. 

But it has and AUQA said, they were astonished by the even junior 
people, extolling our Strategic Plan "and we're going to be world 
class, you know" and even though you think, "what does that mean?" 
That's not the point, the point is they knew that that is what the vision 
is. And world class, Oh that's to be the best of everything. Well of 
course, there's different definitions but at least they knew we had a 
vision, which you can't say the same about everyone. So that is a very 
interesting measure of whatever it is, reach, probably influence. 
(Tracey: lines 792 - 805) 

One Pro Vice-Chancellor, an extremely dynamic and significant player at this 

University provides some insight into both the setting of a vision and its 

implementation. 

PETER: Can I tum that around a little bit and ask if you, if you 
wouldn't mind, could you summarise what you see to be the most 
important role characteristics required to be a successful Vice
Chancellor? What sorts of things you think the job needs to do? 

JULIA: Work out a very strong vision, that's the first thing and then 
have a team put in place, a business plan to deliver, and that means 
not doing it yourself but making sure you get the people around who 
have got the will and the capacity to actually carry it through. So I 
think it's that visioning for a start, and that's around tangible goals 
and some of the cultural goals as well. So I think he's done that well. 

PETER: What about your relationship then with the V-C. How does 
that work? You've got a direct line to him? 
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JULIA: In practical terms I've got a direct line to the V -C but the 
vision for the University very much comes out of that planning that I 
spoke about. I mean the V -C said, probably six or seven years ago, it 
was one of those sort of, almost off the cuff things, what we'll do is 
go for 25% of our on-campus population being international. Now 
there was no particular signs to that. Seemed like a good number if 
we wanted growth. (Julia: lines 155 - 165) 

But setting a vision, however apparently off-the-cuff, requires action. Julia goes on 

to explain how the University responded. 

It's made that harder in some ways for us because we haven't made 
those hard cuts earlier. But my sense is there's been growing 
efficiency anyway as people have tried to support that. And certainly 
staff work a hell of a lot harder in relation to international students. 
So I think he's actually delivered on that vision so therefore he's very 
much a person of the ordinary academics. [this University did indeed 
meet that projection - researcher's note]. (Julia: lines 267 - 277) 

Strategies for selling the vision can take a number of approaches. One method is to 

speak directly to the staff through the use of the public addresses this Vice

Chancellor gives to staff and students twice a year. 

I think in the last couple of years, he has had two a year and it is like 
an 'address to the nation' type thing. He gets out and tells the staff 
what his vision is, where he sees the University going, what he sees 
are going to be the issues and again he has an opportunity. All staff 
have an opportunity to attend. It is an open invitation to all staff. 

Vision and the leadership. He has a vision. And he is quite fixed in 
the vision. Not to the point of being, I wouldn't say he is obsessed by 
it but it is ... he does have a vision and he is leading the University 
down that road. He has got people following him with that vision. 
That is extremely important. That is a sign of good leadership, that he 
can do that. 

PETER: How does, and he is not obsessed with it, I am hearing that, 
how does he maintain that, that awareness of that vision. Is that 
through some of the things you have already talked about? 

MARTINA: Yeah, I think a lot of it is through the forums and asking 
the people, how can we go, how can we do this? This is where I want 
to go and how can we do this. You get the odd person who says, "oh, 
that is rubbish" that is fine, he takes that on board ... (Martina: lines 
262 - 272) 
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Selling a vision and achieving it will, inevitably, create some internal tensions. The 

Executive General Manager illustrates this as the vision relates to income 

generation. 

PETER: One of the options that's been thrown around in the reviews 
that Nelson's [Nelson was Federal Minister for Education -
researcher note] commissioned relates to freeing up opportunities for 
charging fees. How would that affect your idea of [University's] 
strengths and potentials? 

KRZYTOF: Very interesting one because I think our Vice-Chancellor 
instinctively is very nervous about the whole thing, particularly 
access and equity. We also have a vision statement aspiring to be a 
world class [University]. I actually think it's pretty simple, is my 
personal view. I haven't really had this discussion with [VC] yet and 
it'll be an interesting discussion, I'm sure. My personal view is, if we 
want to be world class, charge world class fees. Simple. Don't be 
second to anyone. Be right up there in charging top fees for the 
courses. (Krzytof: lines 103 -113) 

In fact, this University was extremely conscious of the potential marketing fall-out if 

it miss-managed its fee structure. The Vice-Chancellor revealed this in interview 

when he discussed the University's strategy to minimise rises in fees and charges. 

This strategy, in effect, went against Krzytof s views, but its intention was to not 

alienate lower socio-economic groups that may have wished to enrol in the 

institution. 

An Adjunct Professorial appointment to the University, Peter, who had a direct line 

in a policy advisory role to the Vice-Chancellor, also spoke about vision: 

There are two roles, I think one: they have to play the role of a CEO 
and it doesn't matter in what sector of the organisation, the CEO 
ought to be in a position to be able to provide the vision to resource 
that vision and to honour it, monitor its progress toward achievement. 
And I think that is a fairly common role a CEO needs to play. That 
requires a set of skills and some understanding of organisations, not 
necessarily business organisations but certain organisations and I 
have a view that by moving around and getting experience in 
different cultures and in different organisations, you learn to do that. 
(Peter: lines 190 - 199) 

In speaking of his own experiences, in creating and implementing vision, Peter 

provides some insight into strategies that he believed worked in his time as head of a 
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large T AFE College. Here he recounts feedback from an independent consultant he 

had used: 

And what they reported back to me, I don't know if they were trying 
to flatter me or not, what they reported back that my organisation was 
the most coherent they had ever worked in, and yet there was no 
written document with the vision for the organisation. No written 
document. It was purely a matter of having spent time with that group 
arguing issues and getting them to agree where we wanted to go. 

And so we sat down ... and decided what our program was, I invested 
two hundred and fifty thousand dollars in staff development in this 
program and it was about using a set of course materials, getting that 
vision all the way down to the gardener and the cleaner. Where they 
fitted into that vision. And we had a rule that at every session a 
member of the senior executives, and that included me, had to be at 
that session. So all my staff got to listen to issues that were raised 
[ unclear] the program was voluntary and we had a ninety percent 
take-up from staff. It was great and it meant that everybody knew and 
some people would come up and say, "look I just don't share your 
vision I want to get out". That was fine, at least they knew where I 
wanted to go and they could make an informed decision. (Peter: lines: 
520 - 549) 

In the case of this University, selling the vision was more a case of communicating 

as much as possible to staff and students. In a meeting with new staff of the 

institution, the Vice-Chancellor spoke eloquently about the University's vision. He 

linked it to the institution's history but in a slightly more challenging note looked at 

the people and stated that to meet that vision the institution needed to embrace 

change. This sentiment was a continuously expressed mantra by this Vice

Chancellor and was one way of reminding staff and students that the university was 

a forward looking institution. 

"If you don't like change, then this isn't the place for you" 

(Observation Diary Note: 20102/03) 

7.3.2 Entrepreneurial Role 

This University is dependent on a significant proportion of external money for its 

revenue. Entrepreneurial activity was a vital part of this University's strategy to 

remain viable. This drive to take calculated risks and seek external revenue forms 

197 



the basis of the following discussion. The Vice-Chancellor provides some 

background here when talking about his University's need to raise extra revenue in 

the context of its close competitors. 

So, early on, part of the decision was to be unlike [University] as we 
could possibly be. Which really meant, rather than to sit in a fairly 
comfortable zone, with a good deal of financial backing, that if we 
were to move ahead we needed to be constantly finding new areas to 
go down. We needed to find a source of money and, in the mid '80's, 
what was then ... we started the international activities, started them 
for Australia in fact, the first program that we did. Against the wishes 
of the government, but then very early on the government followed, 
could see what was happening and agreed with it. I picked that up 
early and pursued that when I was Head of School of [name of 
school] but much more rapidly when I came into here. And so early 
on, for instance, I put a target up of a quarter of our enrolments on 
campus, [being fee paying international] which was seen as an 
impossible target but it's clearly one we've reached and, in fact, 
exceeded. (VCb: lines: 141 - 155) 

The Vice-Chancellor was discussing this University'S recognition, linked to its 

vision, that it needed to be forward thinking and proactive, at a time when 

Government pressures were only just starting to force the sector to shift its focus to a 

more entrepreneurial endeavour. This early identification of the University's need to 

embrace an entrepreneurial strategy was supported in interview with the Pro Vice

Chancellor International who acknowledged this Vice-Chancellor's call in this 

respect at least five or six years earlier. Further, the role has become more 

demanding over this time as the Vice-Chancellor highlights. 

It's much more complex. The University'S bigger, considerably 
bigger. The financial demands on the Vice-Chancellor are greater 
than ever which means that the ability to be certain of financial 
stability on the one hand and cash flow on the other, is very 
important. The ability to generate new sources of revenue becomes 
almost paramount. To the extent that you can find yourself almost 
always talking about bringing money into the place and you have to 
bring yourself, but certainly the University, back to why we're doing 
that. And we're doing that solely so we can do very good teaching 
learning on the one hand, very good research on the other. (VCb: 
lines 40 - 50) 
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This implies an emerging struggle for this Vice-Chancellor. On the one hand, he 

needed to generate significant additional income streams, and on the other maintain 

some balance of his other roles. As he explained in an earlier interview extract: 

Now what does that mean? That means we have to be great teachers 
and have very good learning things in place, and we have to be 
incredibly good at research. Applied research. And that everything we 
do has the focus of working partnership, work with industry, work 
with commerce, work with government, work with other agencies 
around the place. It's a simple message and Vice-Chancellors have 
always had to project the vision but I think you've got to project it 
these days in terms of, well why are you concentrating so much on 
bringing money in. All we seem to do is money, I didn't sign up here 
to do this. And the question is, well, OK you signed up here to teach 
and do research but unless I can bring that money in, there's not a job 
for you, and you've got to go and look somewhere else. (VCb: lines 
56 - 71) 

The importance of linking the vision to this part of the Vice-Chancellor's role seems 

critical. This is suggesting that a strategic approach to entrepreneurial activity is 

important. Thus, expending considerable time and energy devoted to a non

academic activity such as fund raising is not negotiable, according to this Vice

Chancellor. This necessity seems to be understood by others in the institution such 

as the General Staff Representative on Council. 

Well, I think the financial one is an ideal one to go back to and 
having a look at that. [Ve] ... definitely had a vision of having the 
University .... I can give you two samples. One is the resources of the 
University and one is the University having a major arm in [names a 
discipline area]. I think that if you have a look at the financial side, 
the resources side of the University. Because of the changing nature 
of the Government funding, and our need to go and pursue additional 
funds, and also with the advent of the [ name] campus, and all those 
issues ... (Martina: lines 140 - 148) 

Further support for some shared understanding of the imperative comes from, not 

surprisingly perhaps, a Pro Vice-Chancellor. 

What I did see was a transition to a more management style of 
University as opposed to the old collegial decision making through 
committees that took forever, there was no accountability. So, I've 
seen, probably over the last five or six years, of a more managerial 
style. It's clearly the case now that the V-C, I think, sees his 
responsibility as being very much a resource provider. A lot of our 
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discussion is focused around resource issues. It probably represents 
the fact that, it's probably a result of the fact that we have to produce 
our own funds in a way that I didn't see ten or twelve years ago where 
there was just a sense of, money would just come from Canberra and 
you didn't have to worry about it. So a lot more focus on the 
resources, a lot more concern about market position, a greater sense 
of competitiveness. Those guys are doing this therefore, it's going to 
impact on us, that's bad for us, let's try and block them. So you see 
much greater use of strategic business tactics, much more 
competitive, much more focused around commercial concepts as well 
in management. (Julia: lines 195 - 210) 

The Pro Vice-Chancellor is highlighting the Vice-Chancellor's perception of the role 

in the above extract. He confirms the Vice-Chancellor "sees his responsibility as 

being very much a resource provider". Thus, the constant demand to meet the 

financial demands of internal constituents plays a significant part in this Vice

Chancellor's understanding of a part of his role. At the end of the day, how 

successfully the Vice-Chancellor meets the financial demands will be a critical 

factor in the institution's day to day operations. But in a tough funding environment 

this is always going to be problematic. 

I think at a time when most areas are struggling on the edge of 
resourcing, the ability to be able to get a decent sum of money to help 
is critical and I've probably got less than half of what I think I really 
need. I've got a little bit over a million a year that I can help distribute 
that way. Last year, that's discretionary funds. Last year two-thirds of 
that went straight away to helping a new division start, and in helping 
pick up the cost differential between, the occasion with the drop in 
the Australian dollar and our ability to buy library books and journals 
and so forth. And so two-thirds of my money went straight away to 
those two areas and I had very little discretionary money. I've got 
more discretionary dollars this year but many calls on the service. 
And that's part of the on-going discussions now. (VCb: lines 94 -
135) 

This ongoing tension is further illustrated in the following exchange with the 

researcher in the same interview. 

PETER: ... there certainly is one argument that suggests that senior 
executive of universities are actually moving away from the academic 
constituency in terms of pursuing dollar ... do you think that's a fair 
comment? 

VCb: Well no, I don't think it's a fair comment but I think we're 
probably our own worst enemy, even. Because I think the corollary of 
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that is if you are going to be away, (a) the University has to know 
you're going to be away, they have to know what you're doing and 
why and you have to bring back to them really why you're doing it. 
Why is this concentration on money never used to be like this. Why 
are you spending all your time out there with, had lunch today with 
the Chairman of [City's] biggest [names an industry sector] firm. 
Now why are you doing that? What is it you're looking for there? 
Why aren't you having lunch with the Professoriate? These are all 
proper questions and the answers I gave to you before and that is that 
the whole focus of this, and you have to bring this back to absolutely 
everyone in the University, why are you employed in the job you are 
doing, you're employed in that job so that we can teach, learn, 
research innovation. Even if you're a clerk behind the counter 
reconciling dollars that come in and you're 22 years of age, your job 
is to really do that in a way that enables us to really free up the 
funding we can to do those other two tasks as best we can. You never 
free up enough and probably even if we freed up absolutely 
everything that people are looking for, its still would never be quite 
enough. (VCb: lines 94 - 135) 

Funding imperatives drive other forms of tension or changes within the University. 

While the Vice-Chancellor is given legitimate carriage to engage in this role, the 

trickle down effect on the internal constituents is also worth examining. The 

following extracts highlight some of the potential barriers to the institution 

becoming more focused and integrated in an entrepreneurial form. The Executive 

General Manager highlights a shift in demands on academic roles that suggests a 

complex role exists in seeking to have employees align with the strategies: 

One of the other things I hasten to add that's changed over the ten 
years with the changing environment funding, Federal Government, 
increased competition, maturing of some international markets, all 
that stuff. The extent of that is, we've got people here who joined the 
University as academics, wanted their careers as an academic, and 
joined when the ground rules were X and now they're Y, and is it, 
how do they make the transition from X to Y, what if they don't want 
to make that transition, is it fair and reasonable to have employed 
someone under one set of circumstances, and now they find 
themselves in a completely different world? And if they don't like it, 
what are their options? Where do they go? What do they do? So this 
is all very tough stuff to deal with. (Karl: lines145 - 155) 

Academic staff may be finding adjustment difficult to accept and deal with in this 

new, market-driven context, yet gaining their acceptance and willingness to change 

may be a challenge for the Vice-Chancellor in attempting to balance his 
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entrepreneurial and traditional academic leadership roles. A Pro Vice-Chancellor 

illustrated this point as it relates to the willingness or preparedness of the academic 

disciplines to come on board and develop their own strategies. 

The other thing is increasing flexibility. Given that we're exposed to 
the market, we obviously require more flexibility with staffing but 
our industrial awards appear to be going in the other direction. So, for 
example, I remember going to see our Art Department and saying, 
"Boy", because they're always short of money, they've always been 
broke, "I've got a really good product for you. I can find a partner for 
you, I think we can have a thousand students by such and such a time. 
Instead of working with wood and with clay, what you need to do is 
you need to work with computer graphics and so on, and so on". "Oh 
no, our staff all like to work with clay" and they're all continuing 
staff, you know? So how can an organisation, in this sort of 
environment, where it's increasingly market driven where our 
funding will come from responding to the market, to be in that 
environment makes it quite difficult. (Julia: lines 378 - 390) 

This example highlights a significant difficulty for Vice-Chancellors. It is likely that 

the senior executive should not be the only University members who embrace the 

new competitive imperatives, but the academic "engine room" will also need to be 

aligned to the strategies. 

7.3.3 Public Relations Role 

The need to raise revenue may place an increasing pressure for Vice-Chancellors to 

take on a more prominent public relations role, acting as the Face of the University. 

In this role, the Vice-Chancellor is expected to present a favourable image of the 

institution in such a way as to attract students, good staff, and additional funding, 

according to a number of interviewees. The following adds some context and 

insights into this Vice-Chancellor's response to this role-expectation. As the first 

example highlights, local contacts and credibility are invaluable, but the public 

relations reach is now far wider. The following is heavily edited to protect 

anonymity. 

So, in [State] [VCb] is pre-eminent because he is the local. He lives 
here, has a house down in [suburb], swims on a beach near here, 
everybody knows him, he's into everything. [another VC] is a blow 
in, [another VC] is a blow in ... so from a community of [city] point of 
view, [VCb] gets his own list, if we need a V -C to talk, he often gets 
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the first invite. State Government here will talk to [VCb] all the time. 
Because they know him, he's one of them. They all know each other, 
went to school together, [State] all their children grew up together, 
they went to school together, their parents went to school, you know, 
it goes back. There's generally, that's [another University's] 
weakness. They don't have that, because (a) he's never here, and (b) 
he just doesn't have that relationship with [the State]. He's very 
[another capital city] centric and people notice those sort of things. So 
that's a critical thing and has brought [a competitor University] some 
criticism in the local ... community. Internationally, I mean [VCb] 
obviously he's been a Chair of IDP at ... hugely influential, which 
would be very useful for [University] as part of. He's just stepped 
down off the AVCC Executive after, you know he feels he's done his 
time, he's had enough of that. So he wants to spend more time here, 
which is interesting. [Senior Deputy Vice-Chancellor]' s about to 
move. So I think because you need that, because he needs to do his 
community stuff, he needs the business community to be sewn up and 
he needs to do the IDP role. Ifwe don't we won't expand into China, 
he's going to spend a lot of time in China. (Jackie: lines 715 -744) 

These roles are expanding in terms of their demand on the Vice-Chancellor 

according to the Senior Deputy Vice-Chancellor. 

Yes it has. It's probably increased incrementally. Each month 
virtually, that we've been in this job as a duo. I don't know why. I 
think it's the role of the modem Vice-Chancellor that is changing and 
the expectation from the public is very strong that Vice-Chancellors 
will be there in the public forum. I've been very happy with that. I 
think that that's correct actually. That the Vice-Chancellor does have 
a very important role in positioning the University and making sure 
that we're the first (to the mind) in the community, both state, 
national and even international. community service. (Alison: lines 96 
-103) 

As with fundraising and vision, the role of public relations should be linked to the 

overall strategy of the institution according to a Pro Vice-Chancellor. Linking the 

public relations role to strategic partnership outcomes should therefore be embedded 

in this particular role. In a somewhat challenging interview [the interviewee was to 

be shortly moved out of this role] this individual provides the argument but 

questions the institution's capacity to implement a strategic approach here. 

Yes. They are part of that process but there's no real buy in. You see, 
when we were driving it as an Executive, I largely led the discussion, 
because the Uni had a Strategic Plan, as they all do as a glossy sitting 
on the shelf that was totally useless. It was a bit difficult because the 

203 



current Vice-Chancellor wrote it so there was a bit of sensitivity 
about changing that but I led the group through and a question was, 
you know, where's the competitive strategy here? Are we competing 
on price, excellence, or are we competing on customer intimacy? In a 
simple business sense, we are not performing on the former two, so 
it's the final one, and that suits [University's] culture because we've 
always been engaged with the community and industry quite strongly. 
So you build that up into a theme of, say, developing world class 
through strategic alliances, as a competitive skill and position we 
develop and that's what we're doing, it's sort of my level. But if you 
went out the door and asked what's [University] competitive strategy, 
they wouldn't know. (Michael; lines 150 - 166) 

There are a number of aspects to the Public Relations role, including relationship 

building, selling the institution, and being the public face. Linley, the Vice

Chancellor's Personal Assistant, sees a different perspective to Michael. 

Well, he of course is our leader, there's no question about that. 
Generally speaking I'd see him equally the PR man of the University. 
Anybody in that role has to receive many, many visitors and have the 
people skills, ahead of everything else, and you can see when he 
walks into a room, and he probably sees strangers but at least two or 
three times a day, we might have Ambassadors, people come from 
Norway, or whoever visits the University will generally be brought up 
to visit the Vice-Chancellor for a quick cup of tea, a shake of the 
hand, nice to meet you, and he is usually given some background on 
who they are, why .... 

And it never ceases to amaze me how he manages to swing into 
action ... or we have a crisis on, I mean we have had two or three 
crises since I've been in the job where, you know photographers and 
the press have arrived and we've had to erect a press room for press 
and what have you. He just goes with the flow, he expects me to get 
the correct people up such as the PR people, get advice, for example, 
when [University's] financial papers were published and there were 
some issues being discussed in cabinet. The press were on the door 
almost before we had even read the paper and he, I knew, he had 
actually gone off for a meeting on campus. One which was arranged 
while he was away. Financial people brought in to brief him 
completely because he couldn't possibly go into a meeting without 
understanding it all and then in he went. (Linley: lines 133 - 154) 

Linley is describing the variety of roles the Vice-Chancellor deals with, both 

in a proactive selling role and a reactive role dealing with crises and the 

interest of the media. Gaining acceptance by some internal stakeholders of 

the importance of this role reveals a trickle down to the student 
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representative level. Nigel, Manager of the Student Organisations, opens up 

a number of dimensions to the Public Relations role . 

.. . yeah, the figurehead, the Chancellor is the figurehead probably of 
that, but the Vice Chancellor is the face of the University. The way 
they act, every single part reflects from that and I think although that 
is not like a technical or management process, it is very much an 
image. I guess in terms of ... just the leadership of whoever is in the 
role has got to provide leadership, [clear role-sending here -
researcher note] no matter, you get no choice in that and I guess the 
way that things are conveyed, in terms of negotiations, in terms of 
dealing with different groups on campus, all contributes to that as 
well as the external, not the external members of Council, but just 
the external community that is always brought on to try and boost the 
name of the University, boost the image, make it look like a real 
community driven place. (Nigel: lines 319 - 330) 

An Adjunct Professor further complexifies this role. Here Peter exemplifies the 

diverse public relations roles that a Vice-Chancellor might engage in, both internally 

and externally. 

What else is required from a leader? You need to support the 
initiatives of what is going on. You need to be able to give the 
imprimatur of the CEO to the activities of the staff and so that is 
often to be seen supporting them when you have visitors on campus, 
tum up at meetings, and then talking about what is happening for the 
future. Those sorts of activities, I think, are very important for a 
leader. There is a very key role that a University plays in a community 
in terms of providing a role in the community, in social change. So 
Vice-Chancellors need to be seen to be active in the community and 
there is also a ceremonial with graduations. Some people don't like 
doing them, I hate doing them, but it is part of your job so we all do 
it. (Peter: lines 223 - 233) 

To meet changing demands, both in content and number, this Vice-Chancellor has 

invested some considerable money into the development of a strategic corporate 

communications division. He has hired a professional with experience in 

journalism, public relations and corporate communications. This person has an 

informal but direct line to the Vice-Chancellor and is a regular attendee of senior 

executive meetings to provide advice on matters pertaining to her portfolio. There is 

a very conscious awareness in this institution of managing these roles in a 

professional manner. Sharon now takes us through a range of issues relating to this 
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role, particularly emphasising the significant shift to a greater degree of corporate 

practice. 

So, I joined [University] in 1998 and so I have been here nearly five 
years now. Doing this public relations manager role, and I was fairly 
appalled at what I found, which was almost no communication 
between the public relations staff and the Vice Chancellor. Very little 
communication with the media, either pro-active or responsive, so the 
situation was if we got a media call in and it was something even 
remotely contentious, we would simply have 'no comment' type 
response. That was the preferred way of handling it which, of course 
went against all my training, both as a journalist but also as a public 
relations consultant, where basically the rule was if a communication 
opens, be transparent. Anyway, the thing was developed quite quickly 
and it started working. At that point the area reported to the senior 
Deputy Vice Chancellor and because my Director, who was 
[name],who was away a lot, I got to act in his role, which was great 
for me, because is gave me ... started to give me access to senior 
management. 

But at that point, neither the Director or myself, had any access to any 
of the senior management groups, whatsoever .... and that was 
frustrating to say the least, because messages get lost. And in every 
single institution I have worked for .. .I have always reported to the 
Chief Executive Officer and they have always primarily dealt with 
me, partiCUlarly on big issues and it has been good for them on a 
number of levels . 

... So it is quite a new department and it now includes; Public 
Relations, Publications, Marketing, [University] PM, ... Alumni, and 
Development, which is essentially fundraising or strategic 
partnerships. So those are the areas. (Sharon: lines 37 - 70) 

Sharon then discusses the way the Vice-Chancellor has accepted a greater level of 

input from her area to better equip him with his evolving public relations role. She 

commences by discussing her input into speeches and announcements. 

And I asked if I could rewrite them, or have a go at rewriting and did 
so and they were better. You know they were written in a more 
simple form basically, and they were better and more easily 
communicable to get across, so I started to do that sort of thing for 
him as well. So we started to keep the University community 
informed, which was great because it stopped a lot of the rumours and 
those sorts of things. So that was one of the reactive things we had to 
do ... but it was good because [VCb] then started to see the value of 
actually planning for things. 
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And other example for which could have been, had a negative effect 
on the University but in fact I think we handled well, happened last 
year when I was made aware that we were going to have a qualified 
audit. And because I was told in plenty of time I was able to spend 
quite a lot of time preparing for that and I literally did spend, you 
know I started preparing a number of months before it hit the media 
and that way we were able to do question and answer sheets. I was 
able to look at it from lay person's point of view, what would this 
look like? I mean we had gone from this quite massive, no not quite 
massive, we had gone from quite a small profit to quite a massive 
profit, because of the different ways in which we were presenting the 
books and it was a very technical matter. 

What ended up happenings was that the Auditor General ended up 
having a press conference, without telling us when he was releasing 
the information and the first we ever heard about it was calls from 
television journalists, who were on their way to campus for 
interviews. And it was great because [VCb] walked in front of them 
and was able to show them a press statement, there were questions 
and answers this was a thorough briefing, we had gone through it all 
thoroughly, it was not something he could have done, he was briefed 
and in twenty minutes, he was literally in front of four cameras and a 
whole bunch of other journalists and handled it fantastically. (Sharon: 
lines: 151 - 179) 

This illustrates some of the behind the scenes preparation that this Vice-Chancellor 

engaged in to carry out the public relations role in a way that enhanced the 

University's reputation. It also acknowledges an appreciation that the 

Communications Director has an influence here and that her expertise is partly a role 

sending process to him. Sharon presented as an extremely enthusiastic and 

professional manager in her role. This University pays significant attention to 

opportunities to exploit public relations opportunities. A series of examples follow, 

that portray a very strategic approach to managing this role. 

And he has had an external role, such as last year, he was Chair of the 
[a National University body] and we look obviously for opportunities 
to expose him to the media. It is important for out international 
presence and it is important on a whole number of fronts and [VCb] 
has been great, because he has bought into that. He has helped me by 
giving me access, I mean I can literally go to staff and if I say I need 
to see [VCb], I get in to see [VCb] very quickly ... at least now for the 
media issue, or any of those kinds of strategic involving partnerships 
go up to [VCb] then I know he will deal with it and he will deal with 
it on the same day, which is fantastic. 
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That is a huge tum around from five years ago and I think he has 
embraced it wonderfully; he is actually really good at it. He now 
meets with the journalist from the Australian Higher Education 
section for example, on an ad-hoc basis, but approximately once a 
month. Next week, in fact on Thursday I think it is, I have a 
columnist from the [a local newspaper] coming in to have lunch with 
him and we are going to talk in general terms about the presence of 
international students on our campus . 

. . . But [VCb] embraces these ideas now and the fact the delay in 
talking to [journalist] has been on [journalist's] side, not [VCb]'s side 
and he has given, I think, an hour and a half or two hours for that 
interview and lunch, which is fantastic. You know I think he has done 
really well there. But yeah, because we have been doing these 
proactive things, it has impacted on his time quite significantly. But I 
think the results have been there; we had a massive double page 
spread in the [local newspaper] towards the end of last year on [a 
successful international venture] which was really good. 

Now that would not have come about if [VCb] had not been prepared 
to host a journalist. We took a journalist with us, when we went to the 
openings in [overseas venture] and he spent time with her and of 
course because he does it, all the other senior executive do it now and 
I attend the coffee mornings twice a week, and I go to the Tuesday 
and Friday once, which are the extended groups. I attend Planning 
and Management Committee now and I attend Council. So it is seeing 
the role differently because he sees the importance of the thing. 
(Sharon: lines: 212 - 253) 

The above extracts indicate a range of subtle role-influences. The Vice-Chancellor, 

responding to advice from his communication advisor has adopted a range of 

strategies and techniques that were designed to deliberately make him a better 

performer in front of the media. Thus, role-sending signals from inside the 

University have influenced his behaviour. These changes are also linked to an 

apparently increased scrutiny of the institution by the media, thus, representing a 

form of role-sending from outside the institution. 

7.3.4 International and External Relations 

Previous discussion in this chapter has highlighted this University's strategic 

imperative to devote a significant proportion of its student load to international 

students. This has significant income generation opportunities for the institution, but 

it also raises tensions due to the need for the Vice-Chancellor to be absent from his 

campus for regular and sometimes lengthy periods of time. 
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I mean if you take us with, what have we got, twelve and a half 
thousand international students, about half off-shore and half on
shore, with partnerships all around the world, some active, some 
inactive, but a very large number of active ones with a couple of huge 
initiatives we've picked up, a program in [South East Asian country] 
you've got a great deal of international liaison work to do. And if you 
don't do that the University doesn't get the opportunities. If you do it 
they do but no one really ever knows. It is one of those funny sorts of 
things [seems to be reflecting this role may be under-appreciated -
Researcher note] . 

.. .I joined the Board of IDP, the international arm because I felt that 
we didn't know enough about how they were doing their business .... 
I'll probably have three or four brief international trips this year that 
I'll have to do as a result of that [IDP role]. That just adds to the load 
again. It's a good load, it's interesting and entertaining and all those 
sorts of things but it does mean you're out of the University for a 
period of time. That's got to be judiciously handled. (VCb: lines 233 
-254) 

The above discussion reflects a calculated effort on the Vice-Chancellor's part to 

enhance a competitive edge in undertaking the role of building up international 

relationships. The underlying uncertainty about his staff accepting this role

requirement, however, suggests evidence of some role-conflict. This may be an area 

that is less well understood by staff in the institution who may feel the Vice

Chancellor was absent too much. Other staff, however, had a clearer understanding 

on this aspect of the role. 

The [University], I think, puts an added pressure on a Vice
Chancellor, because of our huge international role and I mean on 
Friday, we had I think sixteen or eighteen people in a Japanese 
delegation that was here ... Yeah, that is right and I mean that was full 
on and again he handled that very well. He travels enormously and 
last year, because he had time off, as well as travelled as well as did 
other professional type things, he was away from campus a lot. .. and 
you know, I know you have other people in place and it is no 
reflection on the people who filled in, in other roles and so on but 
personally I noticed that by the time he got back, I felt like it was just 
in time . 

. . . but anyway, getting back to the international pressures, there is all 
that travel and there is all that dealing with the international market 
and a lot of it is very, very financial. I mean basically, the whole 
international stuff is about business. At the end of the day. 
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There are the other academic issues underlying it, but strategic 
partnerships and it is big stuff and it is hard stuff. So I think that is 
another major pressure, a major role for him. (Sharon: lines 504 -
547) 

This discussion highlights the emphasis if not the behaviours adopted by the Vice

Chancellor. Managing the internal protocols, as well as preparing the Vice

Chancellor for different cultural contexts was a part of the support strategies adopted 

by this University. The requirement to deal appropriately with international relations 

has trickled down to subtle symbols of this Vice-Chancellor's preparedness for this 

role. Observing the Vice-Chancellor while he engaged in a telephone link up with a 

group of Vice-Chancellors from across Australia, this researcher noted at least three 

(3) different business cards for the Vice-Chancellor on his desk: Chinese, Japanese, 

and Malaysian language cards with the University Coat of Arms, were stacked 

alongside cards in English. (Observation Diary Note: 16/07/2004) 

7.4 Informal Role-Enactment Behaviours 

The following discussion focuses on a significant part of this Vice-Chancellor's role 

behaviour. Based largely on observational data, supplemented by interviews, a set of 

role-sending and role-receiving activities illustrate the importance of less formal 

contexts in this University. Among the contexts observed are examples of the 

"Kitchen Cabinets" as reported by Marginson and Considine (2000) that are 

analysed for the first time in the Australian higher education literature. These 

examples are characterised by their lack of formal structure. For example, meetings 

described below have no formal agendas or minute taking. They are not embedded 

in the organisation's formal policy and committee plans. Their existence is largely 

determined by the Vice-Chancellor. They serve a number of purposes that are less 

visible to the wider University community but, nonetheless, have potentially 

powerful influences on the internal dynamics and operation of the institution. 

7.4.1 Walk Arounds 

Influenced by Barnard's classic work (Barnard, 1968), Peters and Waterman (1982) 

were one of the first to discuss the notion of Management By Walking Around 

(MBW A). This researcher observed these behaviours on a number of occasions and 

the practice of this Vice-Chancellor getting out and meeting people was also 
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corroborated by numerous interviews. As the Personal Assistant to the Vice

Chancellor observed: 

Well, probably in the last couple of years, he might have done it 
before but I wasn't aware of it, he has done an enormous amount, 
because the University has gone through so much change there's been 
a need for him to get out there and explain the changes to the various 
members of staff because we've got about 6,000 staff around here. 
And the students as well need to hear him, naturally. But he has made 
a big push on getting out each department, school, each area to try to 
speak to staff concerned, talk to them, have a cup of tea with them, 
you probably experienced that yesterday in the Finance Division. 
(Linley: lines 235-243) 

This behaviour was a regular activity for this Vice-Chancellor. He attempted to get 

around all the departments and divisions and may have done up to 10 a year, 

according to his diary. The method of getting out can be slightly more formal (the 

above extract was referring to fonnal visits) where the Division was advised the 

Vice-Chancellor wanted to have a "meet and greet" and therefore were expecting the 

visit. The researcher observed this activity, following the Vice-Chancellor from 

room to room, as he was introduced to people. This activity felt somewhat staged 

(the researcher was reminded of images of Prince Charles visiting people in a 

hospital - where they all lined up to receive the VIP), an observation supported by 

the Vice-Chancellor: 

Well I think it's an easy thing to do. It's much easier than going out to 
divisions, which I also do. But that's a lot harder because it just takes 
such a long time in organizing. It becomes more official the other 
way. They ... for you. They give you afternoon tea, they line up. They 
get you a standard spiel and often when they're talking to you they're 
talking to ... (VCb sth interview: lines 175-182) 

People, however, were extremely willing to talk to the Vice-Chancellor as he moved 

through the Division. The Head of the Division took great pains to introduce people 

and give the Vice-Chancellor a brief overview of their roles and achievements. 

Rather than conveying a range of infonnation, this visit allowed the Vice-Chancellor 

to reinforce his stated goal of keeping in touch with the people in the institution at all 

levels. The Vice-Chancellor also gave signals that he did know about issues in the 

Division by feeding back knowledge of particular initiatives such as the latest 

information on student income data. 
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What the staff get from these visits is difficult to discern. Certainly, their Vice

Chancellor is visible as someone who is prepared to get out and meet people. His 

personal style (warm and engaging) may help to reduce perceptions of the aloof and 

uncaring senior management, that is implicit in the research of Marginson and 

Considine (2000). It also allows the Vice-Chancellor the opportunity to impart and 

reinforce his particular values, something he does consistently. 

7.4.2 Coffee Meetings 

Much of the remainder of this chapter draws on data derived from non-participant 

observations. Thus the data are based on activities rather than opinions. Where 

possible the researcher sought confirmatory evidence from participants to enhance 

the richness of the data. Case Study B' s Vice-Chancellor has established a practice 

of conducting informal one-hour meetings up to twice a week (usually at 8:30am) 

inviting people from a wide variety of positions and divisions of the institution. The 

researcher observed a number of these informal meetings over the course of three 

site visits to this institution. At first glance these meetings seemed to be relatively 

low key. However, continued observation of and reflection on these meetings has 

uncovered a range of powerful issues relevant to how this VC engages in role

enactment and communication that are discussed more fully in the cross-case data 

chapter (Chapter 8) and the conclusions and implications chapter (Chapter 9). 

These meetings are held on a regular basis when the Vice-Chancellor 
is on campus and have no set agenda, nor minutes recorded. There 
are usually two groups who attend these meetings, one for the senior 
executive (including Executive Deans, Pro Vice-Chancellors, Deputy 
Vice-Chancellor and other senior staff) and the other for Heads of 
School (HOS) and other invited staff. They are conducted either in a 
meeting room adjacent to the Vice-Chancellor's office (often the 
senior executive meeting) or in the more intimate and relaxed suite 
on the other side of the Vice-Chancellor's office (the Heads of School 
meeting) (Observation Diary Note: 18/02/2003). 

The focus of the following discussion relates primarily to the Heads of School 

meetings in the Vice-Chancellor's Suite. 

The suite is in soft but clear light, is decorated tastefully with art from 
around the world and has window views of lawns and trees. 
Participants sit round a low coffee table allowing a relatively informal 
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atmosphere to develop. In these meetings the Vice-Chancellor may 
offer to make a tea or coffee for one or two of the participants to 
extend the cordiality. This is important as the Vice-Chancellor 
encourages participants to feel comfortable and to talk about any 
topic at all, a point he stresses at the commencement of these 
meetings. F or example he might bring up the weekend football 
results as an introductory topic. (Observation Diary Note: 
18/02/2003) 

This is designed to heighten the inclusiveness of these meetings, according to the 

Vice-Chancellor, helping to disarm people, particularly if this is their first "coffee 

meeting", as is subtly illustrated below: 

Yes I do. It's a way of getting feedback on ideas .... something and 
get a reasonable response but, you know early on, I know that people 
find it a bit different, or a bit difficult, or some people do. And so 
you've got to be fairly gentle for start to get people to understand that 
this is not, this is a genuine attempt to try and get a better position for 
the University. (VCb 4th interview: lines 155-162) 

There are usually one or two issues the Vice-Chancellor will want to pass on, 

however, and these could take the form of a general but confidential "heads up" 

announcement about something the media will announce later in the week. For 

example, the key note speaker at a recent graduation ceremony had given a political 

speech that was considered controversial in relation to the war in the Gulf 

(Observation Diary Note: 21102/03). Or, he could pass on a "tid-bit" of news from a 

meeting with a Minister that may be relevant to the University because of policy 

impacts on enrolment patterns (Observation Diary Note: 21102/03). It is not just the 

content of these discussions but the follow-up processes and outcomes that are 

important in these meetings, according to the Vice-Chancellor, a point he confirmed 

in a recent telephone conversation with the researcher on a rather prosaic matter: 

Yes, that's, I think, an extremely important part of it. That if a 
question, let's say to do with, I don't know something as mundane as 
parking, and why we've stopped people parking in a particular area 
and I don't know Why. We make sure that they get a follow-up 
coming through to them, within a few days. (VCb 5th interview: lines 
90-105) 

A significant feature of these meetings is the variety of topics open for discussion. A 

participant may report on the success of an individual or group within a School or 

Division. A VIP may be visiting the institution and cross Division exchanges of 
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information may occur to allow others to meet this person. This may open up some 

mutual benefits otherwise possibly missed through more formal and structured 

communication channels, such as press releases. Enrolment trends, new initiatives, 

public awards, someone is critically ill, an incident involving a student, or an 

accident involving a staff member, or an upcoming trip inter-state or overseas that 

may allow the University to capitalise further in building relationships, represent the 

range of topics discussed. 

These meetings last for 60 minutes maximum and this allows a diverse range of 

people within the institution to get to meet the Vice-Chancellor. There will 

generally be 6 to 8 people in these meetings. Some will not know some others in the 

room so there may need for introductions to put names to faces, and to share brief 

stories. Thus in the time frame of 60 minutes in the week the Vice-Chancellor may 

engage in role-sending and receiving activity from a diverse range of people. An 

example of a participant profile for these meetings is illustrated in Figure 7.3 on the 

following page. 

It is clear the Vice-Chancellor regards both the senior executive and Heads of School 

meetings as critical opportunities to both receive and pass on information and it is 

likely these meetings speed up information flow within the institution. Some off the 

cuff comments by some regular attendees to these meetings suggest they are a little 

cynical of their purpose but as the discussion below illustrates, there is more to these 

meetings than first meets the eye. Apart from the Vice-Chancellor there is one other 

regular attendee and this person has a significant part to play in these meetings. The 

Executive Assistant to the Vice-Chancellor always attends these meetings and her 

role is critical. Her major task is to ensure that any agreed follow-up actions get 

attended to. This is a critical part of the meeting and the Executive Assistant is a key 

player in these meetings, both to provide backup to the Vice-Chancellor and the 

agreed follow up actions. The Executive Assistant commented to the researcher that 

these meetings also serve to keep her up to speed on issues she may need to keep 

tabs on that she may otherwise not have heard about. This provides her with a 

deeper and broader perspective on key issues she may need in order to assist the 

Vice-Chancellor in future (Jane pers comm., 17 March 2006). 
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Coffee Meetings - Heads of School 

....................................................................................................................................... 

Trust Dependability 
Reciprocal 

~ e 

, ............................................................... . 

Conversation starts with VC 
but then free ranging 

may occur with anyone l 
but outside meeting l 

may serve as support 
role or build links with 

Communication 
multi-directional 

No agenda 
no minutes 

Figure 7.3 Participant Map Coffee Meetings Heads of School. 

(Key. Broken lines indicate indirect relationships in meeting. Unbroken lines indicate direct 
relationships with thicker lines indicating key relationships. Shadowed shapes reflect underlying 
processes. Unshadowed shapes are key players.) 

The Vice-Chancellor's interpersonal skills are important here. He works hard on a 

personal style of easy informality, a relaxed body language, a warm smile and eye 

contact with all participants reclining in the comfortable chairs helping to reduce 

possible status barriers. The furniture is set up in a circle to facilitate easy eye 

contact with all participants. 

There is no doubt these meetings assist the Vice-Chancellor in maintaining a level of 

awareness of what is happening in the institution (VCb, pers. comm., 30 March 

2006). It is difficult to determine who benefits most from these meetings but it is 

clear that information and interpersonal communication is flowing in multiple 

directions. 
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These meetings serve to move things quickly in the organisation, to share 

information, to assist in communication and to serve as a symbolic action that the 

Vice-Chancellor is available and approachable to his constituents. This is quite 

deliberate and was confirmed in a telephone conversation with the current Executive 

Assistant to this Vice-Chancellor (Jane, pers. comm., 17 March 2006). 

7.4.2.1 Role-Enactment Processes During Coffee Meetings 

There are three components to these meetings that are worthy of discussion: the 

participants, the processes, and the outcomes. Each component is relevant to the 

role-sending model discussed in chapter four. 

7.4.2.2 The Participants 

The figure below illustrates the range of individuals represented from across the 

University community in the Heads of School Coffee Meetings. Based on observed 

behaviours, the two key figures are the Vice-Chancellor and the Executive Assistant. 

The Vice-Chancellor obviously plays a pivotal role as he is sending implicit signals 

to the other participants that he is (a) willing to provide time for them; (b) that he is a 

person of integrity and appropriate interpersonal skills; (c) that he values their 

contribution to the University; and (d) that maintaining internal relationships is 

important to him. In observing these meetings it was noticeable that the Vice

Chancellor took every opportunity to reinforce his (and the institution's) values to 

the participants ("at this University we don't tolerate that sort of behaviour" or "we 

want to be recognised as a world class University") were consistently passed on to 

people. Other participants are chosen for a number of reasons. They may have 

direct relevance to an issue the Vice-Chancellor may want to throw on the table (for 

example, the Director of Student Services may be invited to comment on enrolment 

trends following first round offers). Or, a new Head of School may be invited to 

meet colleagues and learn some of the ways the University functions. The real 

purposes to these meetings may appear somewhat ambiguous to newcomers due to 

the lack of a formal agenda. The actual process and outcomes are, however, of much 

greater significance to the Vice-Chancellor performing his role, particularly in 

relation to the internal workings of the University to these meetings. (VCb pers 

comm., 30 March 2006). 
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7.4.2.3 The Role Sending Processes During Coffee Meetings. 

From a number of observations of these informal meetings the following processes 

have emerged as being embedded in the multi-directional role sending behaviours. 

7.4.2.4 Trust 

In allowing the researcher to be privy to a range of these meetings, the Vice

Chancellor is demonstrating significant trust. A number of internal and sensitive 

issues were observed over the course of the three site visits. These meetings would 

be of no value if participants did not share in this culture of trust. The Vice

Chancellor is therefore sending a signal to those in the room that it is OK to engage 

and participate. This is likely to have important consequences on relationship 

building and role-enactment in this organisation - a point that is taken up in the 

conclusions chapters (eight and nine) following. 

There seems no doubt that these shared intimate experiences can enhance trust levels 

within the organisation. Being invited to participate and engage in discussion in a 

non-threatening environment would likely have positive effects on trust. These 

opportunities allow the Vice-Chancellor to share both learning and vision, and 

provides a further opportunity to embed cultural facets of the organisation as Jane 

points out: 

He is very, very open and I think that is one of the things why people 
trust him too, because he is very sincere and very, very professional. .. 
when he is dealing with people ... (Jane: lines 125-128) 

Trust is a critical factor in organisational effectiveness, according to YukI (2006, 

p.327) who suggests that "even a talented, well organized team may fail in carrying 

out its mission unless there is a high level of cooperation and mutual trust among the 

members". 

7.4.2.5 Socialisation 

These meetings provide an intimate opportunity for participants to experience the 

values and cultural characteristics of the Vice-Chancellor. Status reduction, valuing 

participation from all staff, direct references to the way the University works or is 

expected to operate are all evident. In part this reflects the Vice-Chancellor's 

deliberate strategy to impose his values by setting the tone of the institution. The 
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notion of "tone" arises during interviews and informal discussions with the Vice

Chancellor acknowledge this as a conscious role-sending behaviour on the part of 

the Vice-Chancellor. Tone is a cultural manifestation represented by such things as 

espoused values for the people in the institutions. Reducing status suggests a tone of 

inclusiveness. Emotionally intelligent behaviours (as discussed in the Chapter nine) 

reflect a similar set of values - people do count in these organisations. These 

meetings have the potential to reinforce existing cultural archetypes by allowing the 

Vice-Chancellor to reinforce what are acceptable and unacceptable behaviours (Katz 

& Kahn, 1978, p.217)and help initiate new members to the way of doing things, for 

example, that debate must never engage in personal attacks as the Vice-Chancellor 

explains: 

That's probably the toughest task, among the toughest tasks around. 
The first thing is, these must never become personal and if people, if 
they yell or shout or do things like that, they've got [ unclear] That 
can't be allowed. The second thing is, they mustn't be directed at an 
individual. It's not, you're doing this to me or this is to your great 
advantage but, you're doing this on the backs of my people. It has got 
to be done, the whole thing comes back to, we're meant to be a 
rational group and we're meant to be analytical, in terms of what we 
do. (VCb 5th interview: lines 400-408) 

7.4.2.6 Information Diffusion 

Due to the relatively unstructured nature of these meetings, information can come up 

on any topic. However, all participants have the opportunity to have direct access to 

the Vice-Chancellor so information flows (in theory) can be immediate and 

potentially powerful. This is where the Executive Assistant becomes crucial. If a 

participant raises an issue that requires further action, the Executive Assistant will be 

responsible for that action. 

As, as it sort of evolved, I go to many meetings with the Vice 
Chancellor. I take notes, largely for follow up. One of the basic 
reasons for my job is that if there are issues that come up, somebody 
needs to take care of the follow up. So that is one aspect of it. So the 
meeting I was in this morning, quite often issues come up which 
require some sort of liaison across the University and it is my role to 
go off and do that and to get back to the Vice-Chancellor and then get 
back to the other person so that they know that their concern was 
actually raised and addressed. (Tracey: lines 43-56) 
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Tracey is also responding to a role-sending requirement from the Vice-Chancellor to 

her that this is required and that she accepts this role. This form of multiple role

sending and receiving in a confined space and time can be a highly effective 

communication method. Katz and Kahn acknowledged that this happens but they 

did not explicate this aspect in their role model. They do suggest that the likelihood 

of multiple role-activity is more likely to occur in the higher organisational hierarchy 

levels (1978, p.197). It is apparent from the current research that even "busy" people 

in senior executive roles may be able to facilitate complex and wide ranging 

communication strategies in relatively brief timeframes as indicated by the coffee 

meeting example. 

7.4.2.7 Networking 

Another major feature of these interactions is their potential to generate significant 

networking opportunities for hitherto unconnected colleagues. Sharing of 

information about achievements in one discipline area may lead to potential 

collaboration. Sharing connections to influential people within or outside the 

University may lead to further research or funding opportunities. Establishing 

ongoing linkages across the University may contribute to a further "gluing" of shared 

identities and cultural beliefs (Schein, 1992). In one case a Head of School offered 

up a name of an external contact to another Head from a different discipline area 

who was looking for support to initiate a new program (Observation Diary Note: 

21102/2003). 

7.4.2.8 Ignition and "Heads Up" 

Aligned to the above processes comes a sense of action being initiated. Agreement 

to start something, or to forewarn people of an event helps to kick start or push along 

activity that otherwise may have occurred at a much slower rate trickling through 

traditional and more formal communication channels such as committees and 

advisory groups. Thus, the University has the opportunity to fast track activity AND 

with the imprimatur of the Vice-Chancellor in principle (this was confirmed with a 

recorded follow-up conversation with the Vice-Chancellor on March 30 2006). This 

is a powerful process in a complex organisation and one that appears to be little 

recognised in the higher education literature. Further, the new Executive Assistant 
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to the Vice-Chancellor in this University stated that the meetings also served to 

reinforce the approachability and transparency of the Vice-Chancellor. (Jane pers 

comm., 17 March 2006) 

7.4.2.9 Coffee Meeting Outcomes 

Intertwined with the discussion above comes an acknowledgement that there are 

both tangible and more subtle outcomes from these meetings. 

7.4.2.9.1 Personal Outcomes 

The nature of these meetings provides participants with an up-close contact with the 

Vice-Chancellor that humanises him rather than maintaining status barriers. His 

behaviour in these meetings is extremely friendly and open and this may well lead to 

better human relations in the organisation. This is not contrived by this Vice

Chancellor as there were frequent comments in interviews across the University that 

he always demonstrated strong interpersonal skills, as Jane briefly confirms: 

So, he has got a very good rapport with a lot of people, I think 
because he is very ... professional is the only word I can think of, but 
it encompasses a lot more ... a lot more than that. (Jane: lines 155-
158). 

This seems to reflect the personality of the Vice-Chancellor and his own values (as 

observed) rather than a perfonnance based on his perceptions of their expectations of 

him. This is a difficult issue to unpack, but is likely a form of role-sending behaviour 

by the Vice-Chancellor because he believes that is the way to behave, as noted 

earlier. 

It is jolly busy but it's a really, really great job. I love it and I can't 
begin to say that he's a great man to work for, he's extremely fair and 
he's always equally friendly and courteous to everybody. It never 
ceases to amaze me how he gets just the same reaction, the same 
greeting. It really is a very easy atmosphere to work in. (Linley: lines 
115-120) 

7.4.2.9.2 Organisational Outcomes 

It is difficult to determine the impact these infonnal meetings have at the 

organisational level. A number of dimensions could be considered in light of these 

practices, however, including enhanced decision making, perfonnance outcomes, 
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organisational learning, morale, and communication efficacy. Establishing a more 

collegial way of working is one organisational outcome the Vice-Chancellor wants 

from these meetings, however: 

I've looked on it, too, there's times when it's difficult to get the 
collegial nature of universities, simply because of their size and the 
diverse range of things that are happening. It wasn't bad when you 
had three or four thousand students, you could do it easily but these 
days you've got to find other methods of doing it. From my 
perspective, anyway, it's the only way of being able to reinforce 
collegiality. (VCb 5th interview: lines 40-48) 

These meetings represent models closely akin to all-channel models which are 

characterised by fast message transmission, moderately accurate message 

conveyance, and highly satisfied members (Robbins et aI., 2004, p.314). It is more 

likely, therefore, that information flow within the organisation may not only be more 

accurately distributed but also more quickly, an advantage in current organisational 

climates. 

7.4.3 Senior Executive Coffee Meetings 

The "coffee meetings" with the senior executive operate in much the same way as 

the HOS meetings with two discernable differences. This group has a well 

developed set of relationships characterised by a high degree of familiarity. The 

Vice-Chancellor does not need to explain the purpose of these meetings. The 

introductory conversations do tackle sport or other non-University topics, but the 

meetings then quickly move to more serious matters. A heavy use of internal 

acronyms, or language codes, flow through the conversations (but have not been 

included due to concerns to protect anonymity). 

The topics are far more "meaty" in these meetings. For example, in 
one meeting attended by the researcher, the participants were briefed 
about a particularly nasty dispute between a Head of School and an 
academic staff member. Informal advice flowed from some 
participants on strategies for dealing with the issue, with the Vice
Chancellor reminding people of the importance of resolving the issue 
equitably. Discussion about a strategic alliance to be linked to one of 
the science discipline groups was also canvassed and how that 
linkage may be enhanced was also given some attention in this 
meeting (Observation Diary Note: 15107/04). 
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The tone in these meetings is also subtly different to the HOS meetings. This is 

generally much more serious business, and indeed, some tension may arise between 

some of the senior academic managers and the non-academic managers. 

Nevertheless, this is conducted without apparent rancour. An individual participant 

may be charged with providing a more detailed presentation on a particular initiative 

of high level strategic importance. 

One example involved a Pro Vice-Chancellor (PVC) giving a 
compelling presentation on the merits of opening up a new campus in 
another mainland capital city. This was an issue that received 
vigorous discussion and debate from the participants and at one point 
the PVC challenged the researcher's presence in the room due to the 
sensitivity of the issues. The VC reassured the PVC that my presence 
was not a problem and the meeting proceeded. (Observation Diary 
Note: 20/01103) 

These meetings are usually scheduled weekly, usually Friday morning, and may take 

from one to two hours. Participants in this group include the Deputy Vice

Chancellor, Pro Vice-Chancellors, the Executive Deans, The Executive Assistant to 

the Vice-Chancellor, and other staff deemed relevant to the major topics up for 

discussion (for example, the Executive General Manager Corporate Services). In 

these meetings power is distributed according to the major stakeholders involved in 

the major issues raised. Figure 7.4 below outlines the participants and relationship 

pathways. 

7.4.3.1 The Participants 

Most of the attendees at these meetings have a minimum of three years experience in 

the institution as opposed to the more transient and diverse Heads of School cohort. 

These meetings involve high level discussions of strategic importance to the 

University and therefore require regular attendance from the senior executive. There 

may be six to ten members participating in these meetings depending on availability. 
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Conversation starts with VC 
then free ranging then to key 

issue for discussion 

Coffee Meetings - Senior Executive 

Communication is multi-directional 
- but then be lead by key player 

No agenda and no 
minutes 

Culture and Socialisation are already established here as this group is very experienced with this process. 
Some group maintenace behaviour is evident but there is a sharper focus to what is 

important to discuss. May be only I key topic for discussion. 

Figure 7.4 Participant Map Coffee Meetings Senior Executive. 

(Key. Broken lines indicate indirect relationships in meeting. Unbroken lines indicate direct 
relationships with thicker lines indicating key relationships. Shadowed shapes relate to underlying 
processes or activities. NB. Micro-Encounters occur outside the meetings.) 

7.4.3.2 Role Sending Processes - Senior Executive Coffee Meetings 

Because this group has reached a relatively high degree of maturity in terms of group 

formation processes (they would be categorised as being at the performing stage) 

according to Robbins et aI., (2004, p.243) that is characterised by clearly defined 

group relationships, rules and structure. Socialisation and culture embedding are 

therefore relatively robust. 

Consistent behaviour patterns such as respect for the individual are 
the norm. The Executive Assistant also plays a more active role in 
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these meetings as the focus is more slanted at policy and strategy 
issues (Observation Diary Note: 06/05/2003). 

7.4.3.3 Information Diffusion 

Whereas the Heads of School Meetings have very little structure save for good news 

and bad news content, the Senior Executive Coffee Meetings are more focused once 

the preliminaries are dealt with. This researcher observed three of these meetings 

over the course of the site visits. As previously noted, meetings are characterised by 

a much greater attention to big strategic issues and issues pertaining to the 

University in the wider national and international contexts, whereas the Heads of 

School meetings tended to have an inward focus. The following discussion recounts 

the first meeting attended. 

There was a major strategic development put on to the table for discussion in this 

meeting. The senior executives were briefed by the Pro Vice-Chancellor 

International on a proposal to establish a campus in a different capital city. The 

precise content of this meeting remains confidential. However, there was a real 

sense in this meeting that the Pro Vice-Chancellor needed to get some agreement 

that the strategy was one worth pursuing. This individual revealed a significant level 

of knowledge about the financial, legal, and political issues associated with such a 

proposal. The proposal represented significant risk to the University as it required 

extensi ve financial resourcing. 

Executive Deans, feeling the heat of their own budget issues, were understandably 

energetic in exploring the implications for the proposal. It was also very noticeable 

that the Vice-Chancellor allowed the Pro Vice-Chancellor significant room to lead 

the discussion with the Vice-Chancellor coming in from time to time to reinforce the 

veracity of the Pro Vice-Chancellor's presentation. 

The mood in this meeting was significantly testy given the implications of the 

proposal. Body language was dramatically different from the HOS meetings, with 

all participants leaning forward and presenting forceful arguments or testing 

questions. Where would the campus be located? What costs were related to setting 

the campus up? What evidence was available that the market was not overcrowded 

already? 
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While the mood and tone were quite different, at no time did staff engage in 

behaviour that could be tenned aggressive. The persuasive powers of the Pro Vice

Chancellor were evident and extremely effective in dealing with the interrogation. 

Again, the Vice-Chancellor demonstrated significant trust in this person by giving 

them considerable floor time in the discussion. This could easily have intimidated a 

less confident Vice-Chancellor, but this person appeared to recognise the importance 

of allowing the Pro Vice-Chancellor to carry it forward and own it. The Vice

Chancellor may well be responding to his own stated views of supporting and 

encouraging women he has promoted to senior posts in the institution. This is a 

delicate matter, and is difficult to report on due to demands for confidentiality. 

However, this Pro Vice-Chancellor has been supported and encouraged by this Vice

Chancellor during her time at the University. This was supported by a recent follow

up interview with the Vice-Chancellor. 

And that was also a stage when [name] was relatively new in that role 
and she was being tested by the others at that stage. She'd been 
running the [department name] for a number of years as well. She'd 
been shifted into now a senior deputy position. Now, all thought that 
was absolutely a great move. The relationship changed between them 
and her so it's been important to progressively put her in those sort of 
situations and get her used to it so she's able to be more confident in 
what she does. She now does that very well and everyone has 
accepted her in that role. But early on it was a developmental thing as 
much as anything else. (VCb 5th Interview: lines 291-306) 

According to YukI the Vice-Chancellor's leadership style evidenced in this meeting 

was "Group Centered" characterised by: shared responsibility for the group process; 

a vested ownership of the decision by the group (there had been significant work at 

lower levels in preparing the feasibility); the Vice-Chancellor's status was de

emphasised; there was a sense of a collective rather than disjointed group; and group 

maintenance behaviours were also shared, including encouragement to participate 

(YukI, 2006, p.342). 

Of course a major objective of this meeting was to move the "Ignition" of the 

strategy forward. That this proposal came to eventual fruition two years down the 

track probably depended heavily (in part) on the Pro Vice-Chancellor's capacity to 
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"sell" the proposal to this group together with the tacit support of the Vice

Chancellor. 

7.4.3.4 Communication and Influence - Coffee Meetings Senior Executive 

These meetings demand a slightly different framework of analysis due to the more 

specific nature of their content and outcomes. The criteria established by Gross, 

Mason, and McEachern (1958) and supported by Katz and Kahn (1978) are 

discussed in relation to these meetings. 

7.4.3.4.1 Sign 

Both prescriptive or 'we need to do this' and proscriptive or 'we are not going to do 

that' signals were freely utilised in a process of critical but adult to adult (Berne, 

1966) behaviours. The Vice-Chancellor's tacit support of the Pro Vice-Chancellor's 

drive and energy in this meeting allowed open and frank discussion of the pros and 

cons of the strategy. Proscriptive signals were predominantly focussed on potential 

harm to the institution rather than focusing on wins or losses for internal 

stakeholders who may be impacted on by program choices for the new campus. This 

is an interesting observation given that so much literature suggests that internal 

competition for resources and power bases among Deans and Faculty would make 

this a difficult process to manage. This is taken up further in discussion of the 

University budget process in the formal role-enactment discussion below. 

7.4.3.4.2 Magnitude 

In effect, the Pro Vice-Chancellor led this meeting. This person's capacity to carry 

the group forward in agreement depended heavily on her capacity to "sell" the 

strategy. Thus, magnitude or strength of signals was critical in terms of her capacity 

to persuade people of the importance of the initiative. The strength of her signals 

was enhanced by a number of factors. Clearly, the Vice-Chancellor was intimately 

involved in the formulation of the strategy and was thus fully briefed ahead of this 

meeting on the issues. This added weight to the presentation by virtue of the tacit 

support given to the Pro Vice-Chancellor. 

Further strength was added to this process by the sheer professionalism of the 

presentation. Key issues relating to financial implications had been rigorously 

226 



costed (including real estate values, cost of living values, and infrastructure costing). 

The Pro Vice-Chancellor had also developed a comprehensive risk management 

assessment of the strategy including legal requirements. Market analysis of student 

demand potential had also been prepared. Importantly, frank discussion of potential 

winners and losers (at least in the short term) from within the University were put on 

the table. The decision to go with the strategy was not assumed as a given, however, 

the force of the presentation in terms of content and delivery was a pervasive and 

powerful presence in the room. 

7.4.3.4.3 Specificity 

Preceding discussion addresses this to a degree but in reinforcing this criterion, the 

comprehensive and detailed coverage of issues presented by the Pro Vice-Chancellor 

were unambiguous. 

7.4.3.4.4 Intensity 

This criterion relates to the degree of freedom receivers of the signals have to 

comply or reject or challenge. In this case, an Executive Dean who could see a flow 

of resources into a strategy that may not ultimately benefit that Faculty would be 

derelict in their duty if they did not vigorously seek to challenge the outcomes. 

Again, this was an interesting process to observe because it directly challenges the 

notion that the Faculties act like "Fiefdoms" or "Robber Barons" (Margins on & 

Considine, 2000) in protecting their own self-interests. Yet this group could see past 

that as an issue. This point is taken up in more depth in the discussion of the budget 

process. 

7.4.3.4.5 Range 

This Vice-Chancellor pushes the message that the employees are all there to serve 

the University as a whole rather than protecting their own fiefdoms. This is again 

reinforced by this extract from a recent follow-up interview with the Vice

Chancellor that emphatically lays down the law in this respect. 

And I think that, at the same time, try reinforce the personal 
relationships between the people so that OK, this is going to be a 
pretty robust and difficult meeting but this is not directed at any of 
your colleagues and it is not directed at you, it is directed at what we 
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think is the best for the University as a whole. Now you can make 
your cases as passionately as you like but at the end of the day, if you 
flounce off in a huff and are not prepared to engage with your 
colleagues, we won't be prepared to engage with you. And you'll 
need to be moved aside. (VCb 5th Interview; lines 433-440) 

7.4.4 Micro-Encounters 

During the course of the observations this researcher engaged in, an unexpected 

series of events arose that are worthy of brief discussion. The researcher observed 

frequent events that can be characterised by the term "micro-encounter" occurring 

just prior to or immediately after, coffee meetings with the Vice-Chancellor. These 

events usually involved just the Vice-Chancellor and one other person, for example 

an Executive Dean, or a HOS. They appeared to be intimate (close and 

undisturbed), and extremely fast conversations between the two individuals. They 

represent a frequent way for some staff to get sole access to the Vice-Chancellor via 

informal channels, albeit literally happening on the run. 

For example, the researcher observed an Executive Dean give an 
informal report on a sensitive performance related issue concerning 
an academic staff member that the VC needed to be aware of, due to 
possible negative outcomes. Conveying this information to the Vice
Chancellor was immediate and very brief taking approximately two 
or three minutes. (Observation Diary Note: 20102/03) 

Here, the participant had the Vice-Chancellor's complete attention in a way where 

information was exchanged without dilution or filtering through channels or 

gatekeepers. Micro-encounters were observed to arise in a range of contexts. For 

example, the Vice-Chancellor may be captured by a staff member while they are 

walking from one meeting to the next. 

This can happen while the Vice-Chancellor is attending a function or 
ceremony, for example the opening of a new laboratory (Diary 
Observation Note: 14/07/2004). 

The issue here and the language chosen for these role-enactment scenarios is that 

they are both ubiquitous and relatively significant in both participants exchanging 

information, unencumbered by the normal communication obstacles faced by staff 

and their leaders. These briefbut important episodes may heighten the complexity 
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of the role-enactment or communication processes within the confines of the Vice

Chancellor's day to day activities, as they would be very difficult to recall in such a 

busy schedule. The Vice-Chancellor didn't have his Executive Assistant with him to 

record these matters. Unfortunately, this researcher made no attempt to follow these 

episodes up due to time constraints in accessing the Vice-Chancellor during the site 

visits. Nevertheless, they appear to constitute an important, but little reported, 

encounter in the role-sending research. 

7.4.5 Other Communication Episodes 

This Vice-Chancellor has devoted energy to other forms of communication in his 

endeavours to connect with the various constituencies relevant to his role. No longer 

is the weekly newsletter article the major means of engaging people's attention to 

what is happening for the institution or what the Vice-Chancellor is up to. The use 

of technology and a greater level of media savvy are part of this Vice-Chancellor's 

array of communication strategies. These include: web-casting of speeches; 

newspaper columns and interviews, radio interviews, television interviews, internal 

newsletters, and personal web pages. 

The researcher walked across the campus with the Vice-Chancellor to 
observe a radio interview with the University Radio Station. During 
the walk the Vice-Chancellor gave a running commentary on the 
buildings and grounds, pointing out places of particular significance 
(and pride) to the Vice-Chancellor. Upon arriving at the Radio 
Station, the Vice-Chancellor was greeted by the journalist. He was 
immediately taken to a studio and without any significant preparation 
participated in the interview. The Vice-Chancellor seemed to handle 
the encounter in a relaxed and professional way. His speech patterns 
were clear and he appeared to be very familiar with this form of 
media role. (Observation Diary Note: 19/02/02). 

The Vice-Chancellor's communication approaches are increasingly coming under 

the eye of the Director of Corporate Communications, an increasingly important 

individual who has a direct line of access to the Vice-Chancellor. This person is a 

regular attendee of "coffee meetings" and is often sought out for feedback on public 

relations issues, as discussed in (section 7.4.3). 
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7.5 Formal Role Enactment Processes 

Because of their traditional importance in University management and governance, 

formal committee structures have been the more obvious forms of role-enactment 

processes with direction from the academy moving up the organisational hierarchy 

via department and faculty sub-committees and associated decision or advisory 

groups. Academic Boards (or Senates) and Councils have also directed information 

down through the various committees with a view to influencing the activities of 

various stakeholder groups. Historically these processes have been assumed to be 

based on principles of transparency and collegiality. The following discussion 

introduces material relevant to the more important formal processes observed in this 

research. 

7.5.1 Council and the Chancellor 

This University has a Council that has significant external representation and a 

noticeably vigorous approach to the Council meeting that this researcher attended. 

There are a number of issues of role-sending and role-enactment that are relevant to 

the relationship between the Vice-Chancellor and Council. The researcher attended 

one Council meeting during his first visit in 2003, and interviewed the Chancellor, 

by telephone, following his second visit in 2003. The Secretary to Council, a 

particularly articulate person, with broad higher education experience was also 

interviewed for insights into this area, as was the Vice-Chancellor. The following 

discussion is based on these interviews and observations. 

Between 20 and 25 people are members of this Council. The Vice-Chancellor has a 

relatively large degree of power in being able to invite individuals to join Council, 

but that does not prevent inquisitive and energetic scrutiny of the University by some 

of these individuals. 

The meeting that the researcher attended, an open meeting, was noteworthy for a 

number of reasons. The meeting was chaired by the Acting Chancellor (later to be 

invested as Chancellor) and this person was somewhat hesitant on procedural issues, 

but nonetheless had control of the meeting. 
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The first hour of this meeting was devoted to members of Council grilling the Vice

Chancellor on matters that related to the financial management of the institution. 

The questioning was persistent and verging on aggressive by one 
Council Member. This person was only concerned with financial 
management issues and the researcher's diary entry from this meeting 
noted that it felt like the management team at the University were on 
notice (Observation Diary Note: 19/02/03). 

The Vice-Chancellor was very much the focus of this person's attention during these 

exchanges and remained calm during the meeting. A very clear message from 

Council that this University was expected to act with due diligence in its 

management practices was evident. 

The meeting was attended by a number of individuals, but significantly, a large 

number of the senior executive attended, including a number of Executive Deans, 

Pro Vice-Chancellors, the Senior Deputy Vice-Chancellor, a team from Finance, and 

the Executive General Manager. These people were seated together behind the Vice

Chancellor in the outer ring of the two tiered, oval shaped Council room. 

The visual effect combined with the atmosphere of this arrangement reminded the 

researcher of a court room scenario. The senior executive resembled a posse, or 

supporter's group attending a sporting match gathered to support, and do the bidding 

of the Vice-Chancellor, a task they frequently undertook when he was put on notice. 

The specific notes, recorded after this meeting, include the following: 

The VC has a team of supporters in attendance. It feels like a home 
and away football match with Council acting like the visiting team. 
The VC has his own team of "experts". The "air" is suggestive of the 
expectation of impending "mystery" or "curve" balls flying towards 
the VC. A Council member was clearly "hostile" to some of the 
management practices of the University. (Observation Diary Note: 
19/02/03) 

This meeting suggests a subtle shift in the way Council is acting in terms of its 

governance responsibilities. Clearly, it is sending signals to the management team 

that they cannot expect to have it easy in the current higher education climate, a fact 

that represents a change in this area, according to the Chair of Senate (Academic 

Board), Claude. A combination of prescriptive (for example, 'needing to watch 
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spending') and proscriptive (for example, 'being more transparent') messages were 

evident. The difficulty here for the Vice-Chancellor, with role-sending messages 

coming from many points in the room, both towards him and his senior staff and 

from the Vice-Chancellor and his support staff back to Council, is that he needed to 

ensure the posse on his side are all coming from the same page. Contradictions 

emanating from the management group may indicate a serious breakdown in 

management cohesiveness in this situation. 

The Secretary to Council has a view on the relationship between Council and the 

University and the expectations associated with that relationship. 

So the role is, as I said, walking on barbed wire. The CEO is 
responsible, wearing the Council hat at the moment, the Board looks 
at the CEO to deliver on a well managed organisation that looks after 
it's money, makes money, but responsibly, performs its social, 
corporate social responsibility role, is effective in Occupational 
Health and Safety, looks after it's staff and students and does a good 
job of its core business of teaching and learning and research. Now 
the Council doesn't need to know anything about teaching, learning 
and research. It just needs to be assured that that's in good hands. 
That's all. (Helen: lines 428-438) 

Convincing Council of that last point appears to be an increasingly problematic task. 

As observed, there appeared to be an unusual number of senior management people 

in attendance at the meeting. It appears that this may be in response to an increased 

level of heat in the Council meetings partly created by the Vice-Chancellor's 

personal choice of certain Council members, a point that is taken up shortly. The 

presence of senior staff may also reflect an increasing level of complexity associated 

with the Vice-Chancellor role. An Executive Dean commented on this recent 

change. 

Absolutely. So others, people like [name] and others, so [name] of 
course probably wouldn't have gone to the meeting because we were 
all directed to go to them last January. Since January last year we 
would all be there most of the time, just occasionally one of us 
misses. Now with Council, one of the difficulties a Vice-Chancellor 
has, one of the challenges rather, is to ensure the Council understand 
the strategic directions and having understood the strategic directions, 
know how far they can reasonably go in seeing that the strategic 
directions are in fact being carried through. And that's a really 
interesting one and I imagine. It's trial and error every monthly 
meeting. 
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PETER: I was wondering about something related to that matter. 
How, given that about fourteen of the twenty one members of 
Council are actually external to the University. How do they get that 
sense of appreciation and value of the strategic direction of an 
institution. Some of them may just not have the level of 
understanding? 

MATTHEW: The [former Chancellor] and [VCb] would have 
workshops with them, retreats and things like that. Now I don't know 
how long that's been going but within my time that has happened, 
with very good effect I think. There has to be some sort of 
collegiality, I agree with you. The greater challenge probably lies with 
the ones with local knowledge who might be tempted at times to 
abuse it, within a Council situation. I can't say I've seen much 
evidence of that but when you look around and you see quite a few of 
your colleagues as Councillors and we're sitting up the back as 
Executive Deans with no authority whatsoever and can only speak 
when spoken to, so I've had to get used to that as well. (Matthew; 
lines 446-470) 

This reflects evidence of specific role-enactment occurring with Council that may be 

facilitating the Vice-Chancellor's role as well as inducting the Council on University 

issues. This suggests the Vice-Chancellor, recognising that the landscape is 

changing in the way Council acts, has been proactive in developing a closer and 

shared understanding between the two. It is interesting to note Matthew's comment 

about the self-seeking internals. From this one-off observation, these people did not 

seem to carry much weight in the room. Further evidence of the change in focus of 

this Council is provided by the General Manager Corporate Communications. 

And that works pretty well. So yeah, any update in documents to 
Council would go through me, through [name of a senior manager] ... 
I think I have had observer's status for a few years anyway, actually 
before that role, because it was one of the things I asked for early on 
so I could be aware of issues. I see a lot of pressure on [VCb] as 
Chief Executive Officer, ... from that Council, because it is really 
operated as a Board of Directors, as it should. And we certainly have 
a lot of financial questions and in fact one of the things that I have 
seen, a trend for four or five years in [ unclear] Council is the move 
away from the kind of academic community issues, quite strongly 
onto this focus on financial issues. (Sharon: lines 480-492) 

The Vice-Chancellor, of course, has a particularly parochial perspective on these 

matters and the following lengthy extract from an interview reveals some important 

Issues. 
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VCb: I've had a dream run with my Council in regards to many 
others. The situation in [another State] is vastly different to [his State] 
in terms of who you have on the Council. In [another State] you have 
politicians, and very political appointments. The people who are on 
my Council have been hand picked, which doesn't mean we always 
get it right, in fact we don't. But it's a much better Council now than 
it was four or five years ago (although I'd never say that publicly) but 
it's also a more challenging Council. They constantly read in the 
press of how poorly universities are managed. How so many of them 
are in debt. There are meant to be ten universities around the country 
who, if they were businesses, would not be allowed to trade ... So 
you've got all this information being fed into people at the same time 
you've got the new demands on any sort of Board or Council that are 
around the place, the responsibilities that go along with that, the way 
that's being brought home in so many of the public Boards are liable 
for all of that nasty stuff that's around. 

So everyone is sort of mildly nervous. My responsibility is to try to 
get better, stronger people on Council who are really gunna support 
what we do. Two years back I started to get a bit concerned about 
where we were going with our money, were we really looking after it 
the way it was and was the picture that was being presented the true 
picture? 

And it's very hard if you're not an accountant, an auditor or someone 
caught up in that. And even there I think it's hard to, too late now. So 
we've gone for some people on Council who are very tough at that 
who like that sort of thing. Don't know how people could but they do 
and who are really keeping us honest. This is a bloody hard time but 
it's worth having that hard time. My relationship with Council has 
always been good. Largely because of the relationship with [former 
Chancellor] so in looking at how we go into the next Council I 
wanted someone I know I can have a good relationship with ... but I 
know with [Acting Chancellor who became Chancellor] I can and 
we've really confirmed that again today. Early on, you spoke to [G08 
Vice-Chancellor] didn't you? 

PETER: Yes certainly I spoke with [G08 Vice-Chancellor] a couple 
of times, only on the telephone. 

VCb: Well you see [G08 Vice-Chancellor] and I, [gives background 
on the relationship between VCb and a G08 VC]. We've been 
friends for 30 odd years. We've been close by each other for quite a 
long time. When I first took this role the first thing I did was really go 
and spend a few days with [G08 Vice-Chancellor]. The important 
thing he said to me was "Don't forget your boss is the Council. You 
need a decent relationship with your Council and a terrific 
relationship with your Chancellor and whatever you do work at that". 
Now I already knew [ former Chancellor] and had an OK relationship 

234 



with him but it was one of those friendships anyway that just 
developed. But I kept that in mind all the time that that's the group 
we're responsible to. That's the group you've got to really prepare 
for, be ready for, work with carefully. Council, prior to my coming, 
had really had a difficult few years where the previous Vice
Chancellor had kept a lot of information back and they knew that and 
they were very agitated about it so there was a certain distrust early 
on that had to be overcome. They felt they never knew the whole 
picture, there was always something else in the background that 
would suddenly emerge and they'd find there's $5 million you didn't 
have that you needed to have and so there was this element of distrust 
coming through it which you had to work on very hard. (VCb second 
interview: lines 169-228) 

The above reference to another Vice-Chancellor's advice is a significant example of 

role-sending from an outsider who was a personal friend and confidant. This 

possibly influenced Vice-Chancellor B in his understanding that a form of 

proscriptive role-sending from the Council, that in effect, was signalling they should 

not be out of the loop has been received and has influenced how the Vice-Chancellor 

now works with Council. The Vice-Chancellor continued this line of discussion. 

I think the relationship with Council's as important as you ever wish 
to see. Council represent the community. You've got to get that right. 
Again communication is the key, but so is presentation. At this stage 
there is a problem with the way in which some of our material is 
presented to Council in which two or three of our people present it 
and I'm in the process, well my people, those involved know very 
bluntly that they've got to lift their game in that area. I've just spent 
another hour this morning with the principal person there making sure 
that he thoroughly understands how he has to deal with this and 
looking at how we might face up to it in this first, it's improved a 
great deal in the last two or three meetings but as you go down 
through the year, he and we have got a lot of work to do to get that 
defined. It's about as important as it can be. (VCb 2nd interview: 
lines 229 - 241) 

There are examples in the above dialogue that indicate the multi-directionality of 

role-sending. Clearly Council are sending a new and challenging set of expectations 

to the University management. That this Vice-Chancellor has played a part in that 

suggests a complex form of multi-directional role-sending strategies. By judicious 

use of selective appointments to Council's membership, the Vice-Chancellor is both 

responding to Council's perceived need for greater accountability and transparency, 

while at the same time sending signals to his own staff about these priority needs. 
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This suggests a subtle and complex reciprocal relationship rather than a uni

directional, reactive response to Council demands. 

This also represents risk for the Vice-Chancellor should the University not meet the 

expectations of this Council. Thus, managing the senior executive in such a way as 

to reach consensus on the form and content of information to be presented, suggests 

this as a significant role-enactment process. 

While the Council seems to be changing its focus, the relationship between the Vice

Chancellor and the Chancellor also deserves examination, as indicated by the above 

dialogue. The relationship between the former Chancellor and this Vice-Chancellor 

has merged into organisational mythology at this University, at least among senior 

staff interviewed for this research. The Vice-Chancellor gives an inkling ( above) 

and staff interviewed for this research painted a picture of two individuals working 

in close professional harmony, a situation not necessarily familiar to many Vice

Chancellors today. The Vice-Chancellor makes the following observation: 

VCb: No. I've been incredibly lucky in that I've had as good a 
Chancellor as was possible to have in [name]. He thoroughly 
understood that distinction. There was never, ever an instance where 
he got that confused. If I look elsewhere ... there are many, many 
instances of confusion. [name of new Chancellor] I think has started 
extraordinarily well. We are lucky that we are friends anyway, we've 
become quite good friends and so, I mean that also has the potential 
for risk imbedded in it but it does also mean you should be fairly 
frank to each other. And, I've had no cause to have any worry at all. 

PETER: That reflects the degree of integrity of the process of getting 
that sort of person, clearly you've been heavily involved in who's 
coming in ... sort of person 

VCb: I saw my role in that considerably as being one more of 
establishing whether or not I'd work with the Chancellor was more 
important Peter than saying, I mean I've had a bit of a role with both 
but the big role I took on myself quietly was if it was someone who I 
didn't think I would work with, I would say that straight away and I 
haven't had to be caught up with that. 

PETER: I would have thought that would have been a critical issue. 

VCb: Yes. I think if your Council give you the opportunity to do that, 
than you ought to take it. And, in fact, I think a Vice-Chancellor 
ought to say to Council, "I need to have an opportunity to veto this, if 
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it really gets to that point. If I don't think this is going to work then 
I'll tell you very frankly". (VCb 3rd interview: lines 191-217) 

This reflects a role-sending message to Council (his boss) that the Vice-Chancellor 

should be in a position to have significant veto over the process of selecting the 

person he will effectively report to. A brief comment from the Director of Human 

Resources gives some further insight into the importance of the relationship the 

Vice-Chancellor had with the former Chancellor. It hints at a relationship that was 

based on a high regard for each other, both from a personal and professional 

perspective. 

There is one thing that I haven't spoken about, which for [VCb] is an 
important issue, is his relationship he had with [ former Chancellor]. 
He was Chairman of [large company] ... and he relied on [former 
Chancellor]. Not in any kind of crutch like sense but he bounced 
ideas, even on airflights. I remember once when we all went to Hong 
Kong for graduation, they pretty much spent the whole time chatting, 
obviously chewing over ideas and he used to phone him a lot and vice 
versa and I think he misses that. And now the whole thing with [new 
Chancellor] is such a balancing thing because, will [ new Chancellor] 
become [ former Chancellor] and that will be interesting. (J ackie: 
lines 616-626) 

Thus, selecting a new Chancellor carries some considerable degree of importance. 

How this process evolved at this institution is revealed in an interview with the Vice

Chancellor about the recent appointment of the new Chancellor: 

OK. . .. Our rule has been quite different to that in that I think this is 
probably the first time ever that an existing Council member has 
ended up as Chancellor. 

Our approach to this is to put a small Search Committee together, 
three people, I was one of those and I called the meetings together. 
We then, among ourselves and through the senior management of the 
University and existing Council, asked those groups for advice as to 
who they thought we might consider. We got quite a response back. 
There was also some response from within the University itself, 
knowing the process was under way and we ended up with a list of, I 
guess of 15 people over time. 

We established a set of criteria, they are around somewhere, we could 
get that for you but they were things like the person must be in good 
standing, respected in the community, that their political connections 
were important and their connections with the [city] business and 
education communities were important, a knowledge of higher 
education is useful but not essential, the ability to chair a large and 

237 



sometimes fractious group is important, their own personal qualities, 
very important. 

... So that's my memory of the criteria we established. We then 
pushed this around for quite a while. I spoke to a few people along 
the way just to, on the direction of the team. One of those was 
[name]. Because [name] [VCb then gives specific biographical details 
of the person eventually invested as Chancellor] which he stepped 
back from a few years ago and he's now a business man and he looks 
at the development of new ideas into the system, both here and 
elsewhere. He's developed and built, developed and then on-sold the 
[businesses] so he's got a range of these sorts of opportunities and 
he'd been interested in some of the IP [Intellectual Property] coming 
out of [University] so one of the discussions we had early on was that 
within [state] he would need to curtail some of these activities. 
Simply because there could be a conflict of interest, especially in so 
far as [University] was concerned. So he's backed right away from 
that and won't take part in those sorts of activities again. And that's 
really just to ensure that the job is above reproach. But he will 
continue to do that in [another Capital City] where most of his work 
occurs anyway. There may be other instances that we would, 
elsewhere that would come through. So that, I mean part of the 
discussion was to see whether there was going to be a conflict of 
interest and that clearly wasn't the case. (VCb 3rd interview: lines 93-
217) 

This suggests an extraordinarily influential role by the Vice-Chancellor in 

determining who may be his next boss. This reflects a powerful role-sending 

process to the people involved in the selection. The criteria suggest a strong focus 

on business acumen and a capacity to deal with complex organisational demands. 

Significantly, the Vice-Chancellor did not believe that knowledge of the higher 

education system was absolutely necessary in this role. This also suggests a role

prescription message to the University stating the importance of a business rather 

than academic focused Chair role. 

I did speak to one or two other people for both external advice and to 
just sort of sound them out and ... along the way. We had a series of 
meetings, ended up with a shortlist of three, I spoke to the three of 
them to check their availability, all of them were excellent candidates 
and at the end of the day we elected for [name of Chancellor]. That 
was then discussed at length at an Executive Committee of Council 
and the recommendation, our recommendation was that he be 
appointed, that came up to Council and the appointment took place. 
At that meeting of Council, a couple of the internal members asked 
why they weren't given a choice, why we'd come up with one name 
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and not a couple for them to vote on. And they again just showed a 
lack of understanding of the way the process had been defined in, it 
wasn't ever to be something that was voted on. (VCb 3rd interview: 
lines 93-216) 

The Vice-Chancellor then gave a much more detailed overview of the qualities the 

new Chancellor possessed and they further emphasised this person's business and 

political qualities, all appropriate to serving this university's entrepreneurial needs. 

So he fulfilled all of our criteria. He chaired his first meeting in 
March, he's a very different Chair to [former Chancellor]. [former 
Chancellor] was very business like, very forthright, he [new 
Chancellor] is much more accommodating, I suspect,.... Council 
meetings and I think he's also in the process of getting his feet and 
just seeing where it's all going to go. But I've been very pleased with 
his approach. One of the very first things he did was to, in his 
interview with the Australian, lay down what he saw his role as and it 
wasn't to be involved in management, it was to support management, 
very strongly. And I think that was a very good signal to send to the 
community and especially the [University] community. (VCb 3rd 

interview: lines 93-217) 

Informal conversations with people close to the Vice-Chancellor indicated, however, 

that their perceptions were that the new Chancellor would probably be too "hands

on" and that this may present a problem for the Vice-Chancellor. This in fact was 

borne out in a later interview with the Vice-Chancellor where he acknowledged that 

he had been forced to tell the Chancellor to back off on a couple of matters. 

Interestingly, the researcher had interviewed the Chancellor shortly after his 

investiture and during this interview, the Chancellor gave a clear signal that he 

believed he understood the demarcation of roles. 

I think basically it's a little bit more than the relationship of Chairman 
and the Chief Executive of the company because universities are not 
companies and they're run like companies but they are not 
companies. They are public institutions with a program for public 
good and so although in an operational sense they ought to be like 
Chairman and Chief Executive, there also ought to be a degree of 
what I will call, missionary and strategy relationship because the 
University needs to be looking at something other than making ends 
meet, or making money. (Philip: lines 42-49) 

This suggests he has deeper understanding of the role of universities, something that 

did not emerge in discussion with the Vice-Chancellor concerning the appointment 

process. 
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I think the Chancellor, usually the Vice-Chancellors have a sort of 
vision and strategy vision but I think it helps that person a lot if the 
Chancellors share that vision and doesn't clobber him to death with 
governance and conformance. It might be of interest to you, I'm 
actually finalising a speech for my investiture next week and it 
discusses these issues. 1... I can just read you a short paragraph on 
this issue, and just let me get to the page, ... this is me challenging 
the ... University to be brave and to stand up and be counted, so I said 
that as it turns out ... University is in good shape and recently we 
were asked to reveal and reform our practices so that there is a greater 
degree of accountability and openness, just as the corporate world has 
been asked to do. Conformance and governance are now words in 
vogue. They are reality for public institutions and we are totally 
committed to them. But I don't want to see them devised to a culture 
of fear and timidity and that enterprise and exploration, the vital pulse 
of any organisation are extinguished. What will be left then will be a 
spate of trifling mediocrity. We must remind ourselves that 
universities must be more than just business corporations, they must 
have more than one bottom line and the main objective is to deliver 
as much public good as possible in an accountable and responsible 
way. (Philip: lines 51-70) 

The messages above are combining a need for more corporate practice without 

losing sight of the broader objectives and roles of universities. This may have 

assuaged people within the University while still sending signals that accountability 

was a "must". In the next extract the signals become a little more ambiguous, 

perhaps indicating that the Chancellor has still not fully understood how his role may 

pan out in practice . 

... the Chancellor and the Vice-Chancellor have to try and spread the 
lines - that centre of gravity so, but it doesn't mean inaction. It might 
please the Vice-Chancellor to have a non-interacting Chancellor but 
in the long term I don't think it does anybody any good. A quote in 
the papers (which is of great interest to some Vice-Chancellors) there 
was a quote that I had that the Chancellor should exercise his or her 
influence in the University without impinging on the leadership of the 
Vice-Chancellor. Now there's an art to that and so I guess in some 
ways the Chancellor has to be a diplomat but he also has to be the 
keeper, keeper of the soul if you like. (Philip: lines 141-151) 

It was very early days in the term of this new Chancellor. The Vice-Chancellor had 

indicated to the researcher he had needed to "clarify" the relationship on a couple of 

matters and this suggested the relationship was possibly going to experience some 

"interesting times". 
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7.5.2 Decision Making 

University B provided a more complex organisation within which decision making 

could take place. With a university approximately five times the size of University 

A, with multiple campuses and a more committed entrepreneurial focus, Vice

Chancellor B faced more structural difficulties in seeking to meet collegial decision 

making needs. 

Inevitably, not all participants in the study believed decision making was as 

transparent as was desired. The academic staff union for one, was not always happy 

with the decision making processes in some areas. An example of this was 

discussed relevant to the lack of transparency of the criteria for senior executive 

remuneration was an issue due to the opaque nature of the process/ 

Apparently the Vice-Chancellor has interviews with all of those 
people but again ... we .. see a ... doesn't discuss the person's 
performance with anyone else than the person concerned. It certainly 
isn't discussed with people below their level, I don't believe it is 
discussed with people at that level, not formally anyway and the 
criteria for it are announced to Council but generally broad, and it's 
not clear whether any particular have got more weighting than others. 
And, mind you, people who have been demonstrably unsuccessful 
have done quite well and so questions the system. Perhaps it's just 
that they go along and boast to the Vice-Chancellor about their 
accomplishments and this is taken at face value, I don't know. 
Hopefully it is ... (Claude: lines 183-194) 

On the other hand, most agreed that decision making, given the complexity of the 

university's structures and its size, was relatively open all be it having taken a more 

managerial approach as the institution had grown. 

What I did see was a transition to a more management style of 
University as opposed to the old collegial decision making through 
committees that took forever, there was no accountability. So, I've 
seen, probably over the last five or six years, of a more managerial 
style (Julia: lines 195-199) 

A number of observed events indicated that the Vice-Chancellor tended to rely on a 

close knit senior executive group for the major strategic decisions that impacted on 

the institution. In these meetings, it was usually the case that a senior member of 

staff would be charged with the responsibility or "working up" a strategy and that 

their job was to sell that to the inner group. Here decisions were more likely to be 
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shared by the group with the Vice-Chancellor apparently happy to accede to the 

group's decision. 

7.6 Managing Internal Resource Tensions 

The final activity to be reported in the results section for this University relates to 

observed events involving the distribution of budget allocations to the Faculties. 

Previous discussion in this chapter provides some detail for the context. In 

summary, this institution is a large and complex organisation with highly devolved 

academic faculties headed by well remunerated Executive Deans. The composition 

of those faculties is not dissimilar to institutions of comparable size in the sector. 

This, combined with the stated risk taking and entrepreneurial focus of the 

institution, indicates a continual tension in terms of revenue earned and its 

distribution. Confounding factors such as HECS distribution models developed by 

the Federal Government (sometimes referred to as the Nelson Clustering); changing 

demand patterns in international markets, and increasing competition for places 

within Australia, create a complex environment in which this University can fund its 

operations. 

This University has sought to be proactive in developing funding models that are as 

equitable as possible and embedded in a process of considerable transparency. 

Nevertheless, in the annual budget distribution process, the likelihood of some 

faculties gaining and some losing is the reality faced by the Vice-Chancellor and the 

senior staff. The following observational data describe a particularly difficult 

Planning and Management meeting attended by the researcher that had the next 

round of budget allocations as its primary agenda item. 

The meeting was attended by all Executive Deans, the Senior Deputy Vice

Chancellor, the Chair of Senate, three Pro Vice-Chancellors, representatives from 

the Finance Division, the Vice-Chancellor (in the Chair), the University Secretary to 

Council, the Executive Assistant to the Vice-Chancellor and other support staff. 

This meeting was characterised by an extremely vigorous interplay of argument and 

counter argument relating to the distribution of the money for 2005. While the 

participants were less confrontational than the previously reported Council meeting, 

there was a palpable frisson in the air. A number of participants changed their 
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postures, moving forward to make a point or reclining in temporary reflection or 

acknowledgement that they were losing the fight. While the debate was intense, the 

Vice-Chancellor and the Senior Deputy Vice-Chancellor maintained a level of 

emotional control. It was clear from the focus of the discussion that the Executive 

Dean - Humanities was going to take a substantial hit in his allocation for 2005. 

By way of further contextualisation, one of the Executive Deans in this meeting had 

been charged with the responsibility of developing the budget model that was now 

being applied. This was a very interesting move by the Vice-Chancellor that 

involved a high degree of risk which could be seen as a political miscalculation. 

This point is revisited shortly. The researcher's edited observation notes add some 

additional context below. 

Tuesday July 13. Planning and Management Committee. 

Note. This is a senior management group; [see list above] and the 
main agenda item was the 2005 budget. 

An emerging issue from the discussion, which became quite 
passionate, was how well versed are senior executive on financial 
management? What steps are taken to develop better financial skills? 

How does the VC manage the relationships internally for budget 
purposes? (See VCb 4th interview: 13/7/04). 

Frequent use of "[a distinctive University jargon term - suppressed for 
anonymity reasons]" an internal [University] phrase which basically 
means supplementation or subsidisation. This generates divergent 
views between the "harder financial focused senior group" and the 
"traditional academic leaders". One Pro Vice-Chancellor taking an 
extremely hard line on business principles and pushed this 
vigorously. 

This meeting was extremely tense with one Executive Dean speaking 
passionately about the negative consequences of the reduction in his 
budget. Yet, at no time were there heated words or personal attacks. 
This marks a cultural feature of the institution supported by interview 
and observational data. 

The "Nelson Clustering" has not really helped [this faculty] with 
most of their places falling into the cheaper end of the disciplines 
funding model. This was used to illustrate the financial fragility (to a 
degree) the University as a whole was being placed by events outside 
their control. 
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Profit v Loss making discussion was common by some quarters in the 
room. There may well be an interesting change in culture at the top 
with the new Senior Deputy Vice-Chancellor. 

VC really worked hard to get all to participate in the discussion in the 
room. He tended to sit back and let discussion flow. 

There were a number of explicit threats to [University's] stability in 
this meeting - not in a personal way but as an indicator of potential 
staff resentment of budget cuts and a perceived move away from the 
traditional way [University] had managed and supported staff. The 
VC did not hide from that. 

Despite the heat in the room and one Executive Dean tending to 
dominate the discussion, there was a real sense of people genuinely 
trying to find some middle ground to accommodate the losses of two 
divisions. A number of suggestions as to more flexible uses of 
money were discussed, but this always came back to the Vice
Chancellor for his view. 

After considerable debate, the final decisions were put on hold, 
pending further work on the budget. The meeting was concluded 
with a week being given to re-examine the issues ... with a view to 
finalising the budget. The Vice-Chancellor had indicated by the end 
of the meeting that there were a couple of possible strategies that 
could be employed to assist the disadvantaged Faculties. (Observation 
DiaryNote: 13/07/04) 

The Diary Notes do not really convey the passion in the room. The more outspoken 

Executive Dean continually expressed his view that his Faculty ~ad performed in all 

the criteria it was expected to meet in this University. His argument was that they 

had managed their budget in a responsible way and that the Department Heads and 

their staff had all applied themselves to their tasks. At the end of the day all present 

acknowledged this and it was evident that the number of people who proffered 

support in the meeting was substantial. In coming out of this meeting, the researcher 

was able to interview the Vice-Chancellor about the process and the implications of 

what had just taken place. 

VCb: OK there are really two things happening here. One is the 
change in the way in which money is now distributed. 

PETER: Yeah. 

VCb: And there is about a ten part, and I am sure you know this, 
classification system now under which money is paid to the 
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University. Now, just when you do your math on that, you will find 
that some areas are going to do much better out of this and some are 
going to do poorly. 

PETER: Yes, this is, this is not just a [University] thing ... 

YCb: Oh, no it is right across the board. 

PETER: This is actually across the sector. 

YCb: Right across the board, our University in fact does quite well 
out of it. I mean uniformly we do pretty well, which only tells you 
that we have done very poorly, or the Government has done very 
poorly by us for at least the last decade. Weare the biggest winners in 
Australia, out of that change. But if you look within the University 
and you run, as we have done, the map over this year, then you see 
straight away that there are some big losers as a result of that. (YCb 
4th interview: lines 1-19) 

At this point the Vice-Chancellor is acknowledging the wider system changes as a 

consequence of the new Federal Government funding model. He now moves on to 

the internal strategies they are adopting to manage this. 

YCb: Now the other thing that we have done is; one of the Executive 
Deans, who is very interested in this, [name of Executive Dean], who 
runs [Faculty name], has worked with our financial people. He asked 
if he could and this was a reasonable thing for him to do, to look at a 
different budget model. In summary the way the current budget 
works, is that you lose a percentage of. .. the money that comes into 
the place, money is being stripped off and kept centrally, to cover the 
services for the University, in proportion to the way in which it has 
come in. So if you get a hundred dollars for your student and the 
person next door gets one hundred and fifteen and you are losing ten 
percent, you lose ten and that person loses fifteen for the same service 
and so the people who are losing fifteen, of course, begin to wonder 
whether that is reasonable or whether it ought to be twelve and a half. 

PETER: Sure. 

YCb: And I think that is the basis on which this is done. So they are 
trying to set, what seems to be, a series of fair parameters and have 
their own criteria and have then, having established this, have them 
looked at as a different system of distribution so that the money in 
effect, at least on paper, appears to go to the divisions first and then 
come back to the centre for the services that it will be supplying along 
the way. Of course it is a mandatory process anyway ... 

Each of them on their own would throw a change, a substantial 
change but in combination with some of them, you know, a loss on 
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one is matched by a gain on the other and you come out OK, with 
humanities, particularly, they lose both ways and so the size of their 
loss is huge. 

And I think Health gained both ways, so the size of their gain is huge. 
It probably reflects the fact that health probably doesn't have enough 
and Humanities perhaps has too much, although you try telling that to 
your managers (laughter from both). So, that is the dilemma I guess 
and in reality, if we went down the new model route, before we 
started to factor in the additional monies that come in next year, then 
the story that you saw today, would be the story that they would face 
up to ... [ unclear] 

... So the question will be how to manage this in a way that doesn't 
alienate both sides. I cannot expect that at the end of the day everyone 
is going to be happy. But what, at the end of the day, will happen is 
pretty much what you saw, and that is, we have had a strong 
discussion . 

. . . and the previous discussions have been about the model and not 
the effects of the model, although at the last discussion it started, I 
think, to become obvious that .. To at least [Executive Dean] that he 
was going to lose out which ever way it went, so he has become more 
strident in his distress and complaints. (VCb 4th interview: lines 21-
63) 

An interesting point that emerged in this discussion was that the Executive Dean 

who helped construct the new budget model did not appear to gain any financial 

benefit from the process, according to the Vice-Chancellor. 

VCb: So it has now got to be managed and I am not quite sure how 
we will manage it yet (laughter from interviewee). Well, I am sure 
how we will manage it, but I am just not sure which model we will do 
it with, which is why I want, I ... the first part of this will be I will 
need to sit down with the people from Financial Services and talk to 
them about what they are going to put in place. We will have a look 
at both models and we will then see what happens with, with ... what 
the differences are. And I suspect what is going to happen, I will have 
another column in there which says contingency, in a Vice 
Chancellor's contingency fund and I reckon that is probably going to 
be about five million dollars, which is a big fund, much bigger than 
anything I distribute at the moment. But that is then something that I 
would distribute and prior to release. Now you can bet your life out of 
that, that no one will be happy with it. I will probably have to look at 
something like a five year plan as to what is going to happen along 
the way. 
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PETER: And in building that five year plan who would be helping 
you build that plan? Obviously the Finance people. 

VCb: Finance people primarily. [name] will be my new Deputy. They 
will be the principal people I will talk to now in ... because, you 
know, I know what the score is going to be from the others, it is then 
a question of starting to play with what is around, until we can get 
something that makes sense. I think probably the new model mostly 
makes sense. (VCb 4th interview: lines 98-124) 

The Vice-Chancellor is explaining what in effect, is a fall-back plan that will allow 

him to direct some of his contingency money back to the faculties that may need 

supplementation or subsidisation. This reflects a compromise position in reality and 

underlines the perception that, even in financially tough times, the importance of the 

faculties is paramount to this Vice-Chancellor. A further point to emerge from this 

meeting was the behaviour of the individuals in an extremely testing context. 

PETER: There was not a lot of dispute of that this morning, certainly 
the most people could see the rationale. 

VCb: The thing about that is, is that it is a transparent model. And 
you can see who is going to be supplemented and who is not. And 
even if you looked at something like that and said, "OK we will 
supplement ninety percent or seventy percent of [Executive Dean's] 
money and this is the effect of the new money coming in" that may be 
sufficient and we might work down to ... over a couple of years, to a 
lesser amount. 

... You see, I mean [Executive Dean]... it was an interesting little 
story of his, which you don't want to base too much about. I mean, at 
the end of the day, the other way you could look at it is, it is going to 
rise dramatically for the rest of the University and if it falls in 
Humanities, does that matter all that much? And I mean that is 
another way to . . . look at it. Another way again is, perhaps 
humanities occupies too much of the base structure of the University 
at the moment and does need to go down a little. The problem in 
doing that of course is, if you look at what the Government has done 
with this, with our new places, they are pretty much all in the low 
end ... low cost end courses . 

.. . So it is quite hard when you are trying to build up your Science and 
Engineering particularly, to find yourself in this sort of dilemma. So 
look, it is tricky. I don't expect to come out of this with all sides 
thinking this is wonderful at all. But I have really got to have a look 
and say, you know, there is one of two things we have got to do; we 
have either got to stick with the model for '05 but signal clearly it is 
going to come in for '06 and not go with the model in '05, given that 
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we have got ... you know, it is a year of such fundamental change, and 
signal those things clearly and signal how it will be handled and at the 
same time I think, 

... but that, I mean, I could probably do that with ... with a two 
million dollar add on, whereas if I go the other way, I know for a start 
that I am going to have to find two and a half million alone probably 
for .. for [Executive Dean's] area and probably three quarters of a 
million for mine so already you are looking at over three million 
dollars to distribute, which is a lot to take out of a budget to put aside. 
(VCb 4th interview: lines 98-139) 

The Vice-Chancellor is discussing a number of complex avenues available to him to 

try and juggle the money in a way that is equitable and efficient. Finally, while the 

meeting was extremely challenging, the code of behaviour was worth noting, given 

the significance of the issues being debated. 

PETER: Absolutely. In terms of this morning I take your point to a 
degree that [Executive Dean] might be completely strident. I sense I 
suppose, has this been one of the more difficult occasions for you to 
manage that internal dynamic with your senior executives? 

VCb: No, not altogether. I think you noticed today that there was no 
shouting and it was a calm discussion. 

PETER: In fact there were some comments I talked about in terms of 
the management and how that process works and there were certainly 
no personal attacks made by anyone. 

VCb: No. well I mean I do ... 

PETER: But a difficult time ... 

VCb: Oh yes it is a difficult period and I mean it is one of those areas 
that could lead to... but I mean I keep saying to everyone that you 
know, it is a mark of your progress as to how you are able to work 
together and I am not prepared to have you work in conflict. If you 
are working in conflict then I am going to have to intervene and try 
and sort these things out and that probably means one goes or both go 
and ... well I haven't had to put it in quite as blunt a term as that but 
that is how it would have to end up. I mean if we ended up in a real 
conflict situation, I would have to move at least one of the people on 
some way or another. Oh, no there are many worse conflicts, let me 
tell you, but they don't tend to be across the board, they tend to go 
down particular areas, and particular pathways and they tend to relate 
to an individual and a series of events over a period of time that then 
requires quite drastic intervention. (VCb 4th interview: lines 140-165) 
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This final matter of setting a standard for interpersonal relations in the institution is a 

recurring theme in this Vice-Chancellor's behaviour and language. There is 

probably an element of his behaviour responding to his interpretation of role-signals 

from the staff about appropriate behaviour, and partly his own personal values, 

influencing his role-sending signals about behaviour standards. On balance, the 

interview data reported in this chapter tends to put more emphasis on the Vice

Chancellor's own personal characteristics and values being the more influential in 

the role-enactment processes. 

7.7 Summary 

This chapter has sought to draw out the forms of role-enactment displayed by this 

Vice-Chancellor in a range of contexts. The balance of material in this chapter 

suggests the Vice-Chancellor is responsible for much of the role-sending signals to 

staff and others in the institution. This point is taken up in the final chapter of this 

thesis as it suggests the Katz and Kahn role-model does not incorporate this 

directionality in role-sending. 

This Vice-Chancellor, while responding to a range of prescriptive role-sending from 

staff and the Council, appears to have formed a number of self-determined roles. 

His personal qualities (driven by people centred values) have determined his 

operational style. Significantly, these values and modes of role-enactment reveal 

possibilities for managing large and complex organisations such as universities, 

without losing touch with the internal dynamics and issues. 

Figure 7.5 summarises the role-sending signals observed in this research. It should 

be noted there are considerable complexities in some of these processes. The Vice

Chancellor's influence on Council appointments, for example, represents extremely 

subtle role-sending messages to his own senior staff, via the Council members. This 

represents an extremely risky strategy by this Vice-Chancellor, but appears to be one 

of a range of strategies he adopts in order to enact forms of influence in his 

institution. 
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Finally, as was the case with Vice-Chancellor A, it was of particular interest in the 

research to examine possible discrepancies between espoused and observed 

behaviours for Vice-Chancellor B. This case study allowed the researcher far 

greater access to situations and contexts than University A. This partly reflected the 

greater level of experience of the researcher. In this case study, Vice-Chancellor B 

seemed much more openly committed to dealing with troublesome senior staff than 

Vice-Chancellor may have been. Certainly, examples of discrepancies were not 

obvious to the researcher during the more confidential meetings. Behavioural 

consistency was a dominant feature of this Vice-Chancellor's performance during 

the periods under examination in the research. 

Chapter 8 now examines material that brings convergence and differences of 

behaviour between the vice-chancellors to the foreground. 
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