
CHAPTER EIGHT 

CROSS-CASE ANALYSIS AND OTHER 
PERSPECTIVES 

8. Introduction 

Chapters six and seven focus on the description, understanding and explanation of 

two case study Vice-Chancellor roles in two universities. The two institutions differ 

in historical background, size, complexity and mission. However, there are a 

number of similarities between the two institutions and the Vice-Chancellors as well 

as a number of differences. This chapter presents the cross-case analysis that has 

emerged from the research process including evidence of negative perceptions of the 

Vice-Chancellors. 

8.1 Comparison of Case Study Organisations 

The preceding chapters highlighted two universities operating in complex and 

stringent financial times. Each has its own background and context. They differed 

dramatically in size and purpose. For the reader's benefit, it should be noted there 

were differences in the number of opportunities and the type of observed experiences 

between case studies A and B. In University A, one-to-one situations with the Vice

Chancellor and a greater emphasis on social and external role-behaviours was 

observed compared to more group based, internal interactions, both informal and 

formal, in University B. There was also greater opportunity for observational data 

gathering in University B due to the availability of the Vice-Chancellor at times 

when the researcher could be on his campus. 

The cross-case analysis was facilitated and supported by the qualitative software 

package N6 as indicated in the methods chapter. The QSR N6 output for this 

research can be located at Appendix (3) in this thesis. This has allowed comparison 

of the key themes as they have emerged and to contrast key differences in the way 

roles are enacted through various role-sending contexts. In addition, a third 

comparative perspective will be analysed from a group of current and former Vice-
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Chancellors who were interviewed to provide additional contextualisation and 

comment on the role(s) of Vice-Chancellors. 

For ease of comparison, the following discussion is presented in table format. The 

researcher believes this will assist the task of comparing and contrasting for both the 

researcher and the reader. Each section will be presented in individual table format 

with introductory and discussion accompanying the data. The content of the cross 

case data include comparisons of prescribed roles (role-sending signals sent by staff 

or other stakeholders, such as Chancellors or the various forms of government), 

actual observed behaviours of the two Vice-Chancellors, independent Vice

Chancellor interview data from past and present occupants of the role, and any 

relevant documentation from position descriptions and the like. Table 8.1 below 

summarises the key areas examined in this chapter. 

Table 8.1 Summary of Role-Sending and Enactment Between Case Study Data 

University A University B Independent Vice-
Chancellors' Views 

Prescribed Roles • Vision) • Vision • Vision 
and Tables 8.2, • Entrepreneurial • Entrepreneurial • Managing Council 
8.3, 8.4 • Public Relations • Public Relations • Public Relations 

• International Skills 
Relations • Financial 

Management 
Skills 

• External Business 
Connections 

• Maintain Internal 
Contact 

Observed Roles • Management By • MBWA 
and Tables 8.5, Walking Around • Setting the Tone 
8.6,8.7,8.8,8.9, (MBWA) • Less Formal 
8.10,8.11 • Setting the Tone Communi cation 

• Less Formal • Managing Internal 
Communication Resources 

• Managing Internal • Human Relations 
Resources Practice 

• Human Relations • Council/Chancellor 
Practice Relations 

• Council/Chancellor • Regional v 
Relations Internati onal 

• Regional v 
Internati onal 

Other Roles and • Three Stages of 
Table 8.12 the Role 

• Organisational 
Change Role 
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8.2 Prescribed Roles Comparisons and Differences 

According to Katz and Kahn, role occupants receive role-sending signals from a number of different sources. The following data summarises, compares and 

contrasts role-sending prescriptions from interviewees at each institution. The first prescribed role is labelled "vision". This role was almost universally raised 

by interviewees when asked what roles the Vice-Chancellor should be performing. 

Table 8.2 Prescribed Roles "Vision" - Similarities and Differences 

Visionary Role: University A Case Study Similarities 

• This university's interviewees were in consensus in wanting the VC to take on this 
role. This comes out clearly in the examples below: 

"I think the VC is actually out there in front, blazing the direction and the 
VC needs to ensure that the major organs of the university are not trying to 
take the shear mass down another path." (Steve: lines 533-535) 

"The other thing I see him doing, and he has always done it, is trying to be 
one step ahead of the ball game. To always have a direction, hoping that he 
has got it right and to have it there and be saying to them - look we were 
going here but I think the game is starting to turn this way so we better start 
going down here and if we do it now we will probably beat the rush." (Ann: 
lines 56-61) 

"I expect a VC to be on top of what is happening in the higher education 
sector and have an idea of what might be happening in the future, as well as 
immediately. Be able to articulate a vision for the university." (Sally: lines 
62-65) 

"And if you don't have the people believing it, it is doomed to failure. I 
think that is the role of the VC, it is really that sort of. ... that strategic 
planning; standing out there and saying 'This is the way ahead, this is how 
we are going to get there. We will be better when we get there and we will 
all go .... we will all be there together?" (Ray: lines 46-50) 

Visionary Role: University B Case Study Similarities 

• Sentiments were quite forceful from some interviewees in this university: 

"There's absolute vision and there's absolutely single-minded, actually quite 
clinical direction in terms of what we do, in my opinion. But done in a very, 
it doesn't come out very often. "(Jackie: lines 540-543) 

"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 ... 
to actually carry it through." (Julia: lines 289-292) 

" ... 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." (Martina: lines 304-308) 

• Interviewees from this institution had similar forceful views that Vision was 
an almost non-negotiable role-requirement. The VC at this university shared 
this view in a somewhat more vigorous description of what he thought this 
meant. 

"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 to be a world class 
university xxxx. So everyone understands what we mean by that (VCb: lines 
57-59) 
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Table 8.2 Continued 

• The issue about these extracts are that they are so unequivocal. There was no 
hesitation from respondents in identifying this role-requirement of the VC. 
Importantly this VC agrees with this role-sending message in a somewhat prosaic 
statement. 

" ... one is steering the ship and seeing what's coming and getting 
everybody to concentrate where the ship's going, it's not quite vision, and 
it's not management but it's somewhere between the two." (VCa: lines 
355-358) 

Visionary Role: University A Case Study Differences 

There is little difference in this role-prescription between institutions. Interviewees were 
very clearly expecting their Vice-Chancellor to take this role in both institutions. 

Visionary Role: University B Case Study Differences 

The comments in this institution were presented with more force as if to convince themselves. 
The views were not only prescriptive but also illustrated a recognition that this was a role that 
was enacted by the Vice-Chancellor - this was most often linked to the university's international 
focus 

Discussion: Vision is often associated with transfonnationalleadership qualities, and associated with behaviours that include, confident and optimistic articulation of the 

vision, that also links to people who lead by example, a characteristic of both Vice-Chancellors (YukI, 2006, p.274). These characteristics were also found in research on 

UK Vice-Chancellors (Bargh et aI., 2000, p.121), suggesting international corroboration of this aspect of role-sending and enactment. 

The next role prescription is tenned "Entrepreneurial". This role encompassed many issues that pointed the Vice-Chancellor to being responsible for raising 

revenue for the institution. Strategies that were discussed in this category included, establishing good networks with external businesses, and engaging in 

lobbying with politicians at all levels. 
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Table 8.3 Prescribed Roles "Entrepreneurial" - Similarities and Differences 

Entrepreneurial Role: University A Case Study Similarities 

• This is a small university that has emerged from a non-traditional university history. 
Its focus seems to be more regional rather than international, yet the need to find 
funding is present in the prescriptive role sending extracts below. Chen's roles, as 
both a member of Council, and as a former academic staff industrial relations 
advocate, suggest an acknowledgement of these changes in funding emphasis, but 
implies that the Vice-Chancellor (and the University) would need to be very careful 
that this did not distract him from other matters of internal management of the 
institution. 

"I am certainly not comfortable about how universities are going. What the 
government has done is push them a lot more down the entrepreneurial 
pathways but I think a lot of universities, and particularly mine, has over 
reacted to that." (Chen: lines 161-165) 

• This represents a mixture of role-sending signals. The Government is 
clearly seen as the driver of this according, to Chen. The Chancellor has a 
much more emphatic perspective, however, suggesting potential role
sending messages from Council: 

"The job of the Vice-Chancellor now is to run a corporation, it has to make 
money, they are not just a distributor of money." (Sue: lines 124-126) 

• The Student Association Manager, Ray, had been complaining about the frequent 
absences of the VC from campus, but then acknowledged this role as almost 
inevitable: 

" ... but that is what the Vice Chancellor has to do these days. They're out 
there getting money." (Ray: lines 77-79) 

Entrepreneurial Role: University B Case Study Similarities 

• This university is an entrepreneurial institution that survives on its capacity to be 
creative and forward looking. The VC talks about this consistently in his interviews 
and public speeches. This role is perceived to be critical to this university's viability, 
with its complex, large, and devolved structure and international focus. 

"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 discussion is focused 
around resource issues." (Julia: lines 199-201) 

"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 xxx." 
(Martina: lines 144-148) 

"Probably though the big things that have changed over the period that he's 
been in the role is this who move with funding and the impact that has on 
organisations and how one begins to shift an organisation and take that 
forwards with you. In our case also the change." (Karl: lines 335-338) 

• The VC seems to almost reluctantly acknowledge this role and seems to 
suggest it is never entirely successful. 

"What else? 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." 
(VCb: lines 95-98) 

• Indeed, this university's very existence, sustained by close to 70% income 
that is not direct Commonwealth Grant money emphasises the extent that 
this occupies such a central part of the VC's role. 
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Table 8.3 Continued 

Entrepreneurial Role: University A Case Study Differences 

• The historical context and strategic focus of this university have an impact on the 
fund raising role. This university has adopted a steady growth strategy that has 
probably reached an optimal level according to the Vice-Chancellor. This 
combined with a conservative expenditure philosophy suggests that fund-raising is 
considered adequate relative to the institution's overall objectives. 

• Surprisingly, this VC did not reveal any great imperative to be an 
energetic fund raiser, given the signals from his staff. His personal bias 
possibly came to saving money by sound management rather than 
excessive fund raising endeavours, a point that came out in the first 
interview with him, where he admitted to a conservative fiscal 
management role: 

"Oh and the other's finance that's another style thing. Given my 
background I'm rather risk averse and I run the place to have a 2 to 3 % 
surplus every year. And when we achieve the surplus we can spend it on 
capital which comes back from recurrent. And so that's been going a long 
time now and that's the way the place works. So, every Divisional 
manager will come in this year, probably between 1 and a half and 3 and a 
half in surplus and my Chief Financial Officer, he approves the budget, so 
it's much easier to run a place that's in the black, much, much easier. And 
the easiest way to get in the black is not to go into the red" (Vea lines: 
442-451) 

Entrepreneurial Role: University B Case Study Differences 

• The rapid and risky growth strategies of University B have demanded a much more 
aggressive entrepreneurial role by this university. Indeed it seems to have set itself on 
an ongoing course of money making ventures designed to support expanding student 
numbers in its domestic and international contexts. The university has an ever present 
focus on establishing political and business partnerships that feed into sustaining its 
growth and day-to-day operations. 
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Table 8.3 Continued 

Discussion: Universities are clearly fighting the continued decline in government funding in real terms. Vice-Chancellors may be faced with some extremely difficult 

decisions to make in terms of their institution's sustainability. Vice-Chancellor A's natural conservatism may reflect an accurate assessment of his institution's capacity to 

support a particular growth strategy. University B is faced with stiff competition from other universities in its region and has sought a clear point of differentiation in terms 

of its international focus - a high income generating strategy with high risk associated with it. Staffmust be prepared to align to this strategy in University B or it is likely 

they would not last due to pressures to bring in extra funding. It seems, therefore, that the historical and contextual factors associated with each institution influence the 

responses of both Vice-Chancellors in what entrepreneurial activity they engage in. 

The next category of prescribed role is "Public Relations" (PR). This prescription includes a range of PR activities. These include responding to urgent media 

demands due to something the university has done or said, press statements or media releases about a particular university initiative, ceremonial activities such 

as graduation speeches or other forms of public address, activities associated with entrepreneurial activity such as selling the University's virtues, either to 

politicians or business leaders, or potential student cohorts. These activities can be undertaken locally, regionally or, for University B, internationally. 

Table 8.4. Prescribed Roles "Public Relations" - Similarities and Differences 
Public Relations Role: University A Similarities 

• Tied to fundraising and increased competition demands, an increased need to promote 
the university was considered an important of the role of Vice-Chancellor by both 
universities. Vice-Chancellor A was conscious of staff representing the university 
also sharing an understanding of the public relations role, as illustrated 

"VC explained a couple of big issues coming up. One strategic and one to do 
with a staffmg matter. Reminds Deputy VC importance of expanding on the 
universities strategy to enhance its status as the University of the region. 
"Don't say it" "Just do it". Here emphasising the university is not interested 
in boasting about its achievements but rather should be recognised by what it 
does. A more subtle strategy." (Observation Diary Note:8/1112000) 

Public Relations Role: University B Similarities 

• As discussed previously, this university is dependent on a significant proportion of 
non-direct government revenue and the public relations role is critical to helping to 
achieve income to the university. 

"I don't know why. I think it's the role of the modem Vice-Chancellor is 
changing and the expectation from the public is very strong that Vice
Chancellors will be there in the public forum. I've 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 mind in the community, both state, national and even international." 
(Alison: lines 97-103) 
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Table 8.4 Continued 

"I know, when I arrived there Sunday, there are always different people there. 
I sort of chat to people he invites - and that is the other dimension of the job 
now - dealing with that external community. Which Vice-Chancellors in days
gone-by never had to worry about." (Neil: lines 160-163) 

• Both excerpts above give an insight to how this VC undertakes a range of PR 
roles. 

This seems to be a very important process for this V C and his staff comment on 
his effectiveness in this area. 

• This VC also employs a range of media and presentation strategies, including 
internal 

• public addresses, internal newspaper columns, and numerous local and national 
press opportunities to promote the institution. 

• These role prescriptions all relate to the Vice-Chancellors' adopting a stance 
that establishes the university's reason for existence (the vision) while 
promoting it's virtues and seeking relationships that will help fund the 
institution to reach those aspirations articulated in the vision 

"In a university like this, is that the right model? He seems to be fairly 
well connected in the community. I don't think you can be a V-C without 
having done an external role. It's whether the balance is right. It seems to 
me that he's not as good as that as other V-C's that I have observed ... " 
(Noel: lines 253-257) 

• As was discussed in Chapter 7, this VC has responded to increased 
demands in this area by 

including a corporate communications role in the university that assists in 
most of this VC's PR roles. This reflects a clear recognition that ifhe is 
to be the public face then he should be as effective at that as possible. 

• This VC also employs a range of media and presentation strategies, 
including internal public addresses (that are posted on his web site - and 
include web casts of speeches), internal newspaper and radio pieces, and 
numerous public radio and local and national press opportunities to 
promote the institution. 
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Table 8.4 Continued 

Public Relations Role: University A Differences 

• 

• 

• 

Discussion below reflects researcher's different levels of access to role-enactment 
activities between the two universities. The researcher was able to observe the Vice
Chancellor in a range of contexts that illustrated quite different aspects of his role to that 
observed in University B. 

This Vice-Chancellor has extensive networks in the city and uses these to promote his 
university consistently. Vice-Chancellor A has better connections in Canberra, due to 
previous roles in government. 

VC A uses his campus residence as venue for extensive entertaining and promoting of 
university. These roles are more the public, yet there are closed door activities requiring 
political skills in seeking to promote the university. The following diary extract relates to 
an extremely delicate meeting involving a potential joint venture between three 
universities. In this meeting, VC A met the National Chair of the accrediting body for this 
initiative. The one-to-one meeting was held in VC A's office behind closed doors. The 
researcher sat in VC A's chair at his desk as the two discussed the issue around the coffee 
table. An extract from the Observation Notes is included below: 

"One-to-one meeting between VC and representative of national body. 
Extremely politically sensitive as negotiations for a joint university venture 
require delicate approach. VC used his significant connection power to the 
Federal Minister and other key stakeholders. VC focused on the national 
significance of the proposal rather than self-promoting. (Consistent with his 
overall strategy for promoting university). VC raised issues relating to 
potential conflict between the players. Was concerned that one institution 
would want to gain major benefit and credibility from the deal and that this was 
a detrimental factor in possible outcomes. Other participant agreed this would 
be an issue for close scrutiny. VC was particularly concerned not to criticise 
other players, but signalled his university was to be treated fairly in the process. 
Meeting adjourned with further negotiations to follow. Mood was very "cat-and 
mouse" with each participant feeling out the other." (Observation Diary Note: 
09/1112000) 

• VCA admits to being a social person and this is reflected in his regular use of the Vice
Chancellor's residence as a venue for many types of functions, ranging from small 
gatherings, to cocktail parties, to ceremonial dinners hosting various groups from within 
and outside the university. These functions both promote the university and gather 
important information from people outside the university that the Vice-Chancellor may be 
able to use to his university's benefit. 

• Networking, relationship building, bringing people outside the institution together with 
people inside the university all facilitate potential benefits to the university. 

Public Relations Role: University B Differences 

• 

• 

There was no opportunity to observe this Vice-Chancellor in political meetings such as the one 
for University A. The major difference between the two in this area is that Vice-Chancellor A 
tends to be responsible for much of his PR role where Vice-Chancellor B has a dedicated staff 
group whose roles are to support and polish the Vice-Chancellor in a range of public relations 
contexts. This fits with this university's extensive commitment to promotion as a means to 
gaining recognition and funding outcomes. Thus there is a much closer scrutiny of the Vice
Chancellor by his support staff in relation to media events and other public relations 
opportunities. Thus it appears to be a more stage-managed process in many respects. 

This Vice-Chancellor also engages in a range of entertaining public relations roles but they tend 
to be lower key than VC A. Both ves utilise high quality on-campus restaurants and facilities 
to entertain VIPs or other visitors. VC B does not live on campus and thus does not have the 
same proximity to engage in regular functions such as VC B. 
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Table 8.4 continued 

Discussion: While there are a number of similarities between the case studies in this area, the key difference relates to University B pushing the public relations role in a 

more overt way. This aspect of role did not really emerge from Bargh et al. (2000) but appears to be a major issue for these Vice-Chancellors, from both a role-prescription 

and enactment perspective. Vice-Chancellor B has accepted that he needs to carry out this role in a much more professional way due to his need for significant 

entrepreneurial role requirements. He is likely responding to role-sending signals from his Corporate Communications Manager, who appears to have a high degree of 

influence in this area, according to interview and observational data. This is also linked to his international role. 

8.3 Internal Role-Enactment Processes 

The following tables provide comparisons of actual role behaviours observed by the researcher and supported by interview data. Each University provided 

significant access to the Vice-Chancellors, and there were a variety of contexts the researcher was able to observe. Council and other senior decision making 

groups, both formal and semi-formal, were observed. Further, one to one situations between the Vice-Chancellor and staff or key stakeholders in the 

universities were also observed. These ranged from extremely sensitive strategic negotiations to staff performance feedback sessions. The particular style of 

managing internally emerges from these findings, helping to shed light on "how" the two Vice-Chancellors enact their roles on a daily basis. The reader is 

directed to perhaps the definitive research to date on these activities (Bargh et ai., 2000), that shares a number of findings to this data, albeit from a different 

conceptual framework. 

The first internal role-enactment process discussed is termed Management By Walking Around a relatively common term that came to prominence in Peters and 

Waterman's seminal publication in the 1980s. This term discusses a practice of the CEO actually getting out of his office to meet staff in all their work 

contexts, be they gardeners or factory floor workers. Both Vice-Chancellors engage in this activity, albeit in different ways. 
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Table 8.5 Internal Role Enactment Processes - MBW A Similarities and Differences 

Management By Walking Around (MBWA) - Similarities University A Management By Walking Around (MBWA) - Similarities University B 

• Both Vice-Chancellors seek to engage with their internal stakeholders by • This Vice-Chancellor also undertakes department visits. These are planned and 
undertaking expeditions out to the departments, schools or divisions. This Vice- resemble visits of VIP's from this researcher's experience. This researcher followed 
Chancellor operates in a less formal way than his counterpart but nonetheless VCB on a visit to the Finance Division. The Head of Finance escorted the VC from 
places importance on maintaining links with their internal people. section to section, introducing individuals at their work stations. The mood was light 

• The Vice-Chancellor conducted scheduled visits to meet staff and these generally 
hearted with people willing to share a joke or laugh. 

involved an opportunity to have a cup of tea and a biscuit and share informal • The VC rarely spent more than 5 minutes with individuals or small teams and this 
conversation with people. Interviewees regularly commented on this VC's desire negated the opportunity for any real depth to the conversations. (Observation Diary 
to take the opportunity to engage in these activities. It is difficult to unpack the Note: 19/0212003). This probably has more of an internal Public Relations benefit for 
benefit of these activities, but it is likely that the effect is more symbolic rather than the Vice-Chancellor more than anything else. He certainly projects an image of 
anything else. someone who is interested in staff and acknowledges achievements when the Head 

• This practice may demonstrate the VC's commitment to his staffby showing an 
draws that to the VC's attention. This was literally a meet and greet on the run. The 

interest in their work lives. VC moved throughout the section and did not stop for coffee. 

• It also allows the VC to receive unfiltered information from staff, thus breaking • The VC's Personal Assistant noted in an interview that this VC could also be seen on 
down internal communication barriers. occasions in the staff cafeteria getting a sandwich or drink. The VC accompanied his 

One obvious effect of these visits is the influence of the VC's value of breaking 
office staff and the researcher for a drink in the Staff Club on a Friday afternoon and he 

• knew the name of the person serving drinks at the bar and they swapped anecdotes 
down status barriers. This VC's choice to wear a simple name tag without his title about one of the staff members in the Staff Club. 
sends a signal that he is approachable. This may be a major benefit in his attempt 
to build an institution where status is largely unimportant as long as people • It is difficult to determine whether this activity is the VC's response to his perceptions 
remember they are there to serve the institution. Alternately, one possible that the staff need to see him and thus is acting on perceived role-sending signals from 
interpretation of this is that it signals that he is approachable. It might also signal them. No interviewer volunteered this perspective but tended to suggest the VC was 
that he wishes relationships to be informal. initiating these practices. 

• These forms of communication seem to be initiated from the VC, possibly in 
response to role-sending signals from staff that he received when he was appointed, 
according to an interview with his partner. One interviewee suggested the previous 
VC had been quite authoritarian. Thus, the VC's personal values toward staffmay 
have been mixed in with perceptions of role-sending from staff. 
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Table 8.5 Continued 

Management By Walking Around (MBWA) - Differences University A Management By Walking Around (MBWA) - Differences University B 

• This VC has been reported to suddenly appear in the office of a staff member • This VC engaged in MBW A, but based on interview and observational comparisons 
(unannounced) to touch base or perhaps introduce himself. Greg, the HR Director, these were treated less seriously by this VC and he believed they achieved little more 
was slightly bemused when recounting an episode illustrating that, but he also than being able to take the opportunity to touch base and show staff that the VC was 
seemed to be impressed that the VC was prepared to do this. interested in them. The pace of these visits was fast and there was little opportunity for 

• This VC visits departments on a regular basis in a series of planned excursions. 
anything but cursory interaction between staff and the VC. Thus they may have had 
more symbolic value in demonstrating the VC's desire to meet people than any other 

They provide staff and the VC the opportunity to touch base. There may also be tangible information sharing opportunity 
some opportunity to exchange important "bits" of information, although the 
researcher did not have the opportunity to observe these activities at this university. • A key difference in these practices may well be governed by the size and complexity 
The VC did note that he would take time to have a biscuit and a cup of tea during differences between the two institutions with Vice-Chancellor B sharing the same basic 
these visits, so there is a slightly more relaxed tone suggested here compared to the perception that he needed to do the visits, but having a much larger organisation to deal 
observed visits with VCB. This suggests a more relaxed pace for this Vice- with. 
Chancellor and may allow better two-way interaction opportunities. 

• The other form of Walk Around that this VC practices is far less formal and 
planned (at least in terms of preparing people in advance). A number of 
interviewees reported that the VC would occasionally just tum up to somebody's 
office and introduce himself. 

• The size of this institution and its staff level (approximately 1000) probably 
facilitated these opportunities more so than much larger institutions. These visits 
provided a very powerful opportunity for the VC to impart role-sending messages 
(particularly to new appointments) of various things they would need to know 
about this university. This was confirmed by the Director of HR. 
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Table 8.5 Continued 

Discussion: Influenced by Barnard's classic work, Peters and Waterman (1982) were one of the first to discuss the notion of Management By Walking Around (MBWA). 

Boardman (2004) has also advocated this approach in the context of managing problem children in institutions (a context clearly relevant to university management). 

According to Boardman, MBW A is as relevant at this time as it was when first conceptualised. It will be effective if the manager follows a number of specific guidelines. 

These include: 

Develop and stick to a schedule; contacts must be genuine and sincere; contacts should be conversational and involve two-way communication; give 
individual attention and be empathic; give your undivided attention; and personalize your interactions ... remain open and responsive to questions and 
concerns; observe, listen, and let everyone see you do so; talk about their passions, hobbies, families, and other interests; spend an equal amount of time in 
all areas of your organization; and catch others doing something right and recognize them publicly (Boardman, 2004, pA8) 

The practice of both Vice-Chancellors in getting out to the departments or divisions may well provide one opportunity for maintaining a finger on the pulse and to 

demonstrate their concern for their staff. This also suggests that the trend for an increasingly centralist management approach reported by Marginson and Considine (2000) 

may not be as pervasive as implied from their findings. 

The next category of role-enactment is termed "Setting the Tone". This was an expression used by Vice-Chancellor A and a number of interviewees from both 

institutions referred to its manifestation. Setting the Tone is a subtle but important component to role-enactment by these Vice-Chancellors. This form of 

enactment encompasses notions of organisational culture shaping, for example, the way people treat each other in meetings, the way people communicate with 

each other, and forms of status reduction behaviours (such as Vice-Chancellor A wearing a name badge without his title on it). 
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Table 8.6 Internal Role Enactment Processes - "Setting the Tone" Similarities and Differences 

Setting the Tone / Organisational Culture Building - Similarities University A Setting the Tone / Organisational Culture Building - Similarities University B 

• This VC seems to be extremely cognisant of the importance of influencing the • Interview data for this institution also indicate that appropriate role behaviours such as 
"tone" or "feel' for the institution. This is evidenced by his use of the name tag respect for the individual are important. There are no shouting matches in meetings and 
discussed previously. Reducing status barriers may also signal a high concern for participants are constantly reminded that they are there for the University. His former 
staff values. This is partly illustrated in a comment from the partner of the VC: Executive Assistant illustrates this: 

"He has been out and sold the place, he knows xxx well, used everything "He is not an emotional sort of person, you know way out there yelling and 
in him to make his university feel good about itself, to discourage people screaming, which is good, but it makes it a bit tricky to know ifhe actually 
from comparing themselves to xxx to their detriment but to help them to really wants you to do that or whether he is just saying it because you said ' 
see themselves as important in their own right - the focus is different." should I do this'. Yes you know he can be a bit difficult like that, but the other 
(Ann: lines 206-210) thing I find interesting is because it tones people down, anybody who has been 

This also includes building a sense that the University is a community, not just a 
quite aggressive externally, there is almost a palpable sense, when you are in 

• the Vice Chancellery, you behave appropriately". (Tracey: lines 530-538) 
collection of individuals, according to the HR Director: 

"[VC] is a great believer in breaking down barriers. He has been positive • This shows remarkable similarities to the other VC in this research study and represents 

about bringing barriers down, getting people to look at things in different 
an important role-sending behaviour from the vc. 

ways. [VC] finds conflict [unclear], and all of the things he does he tries The VC confirms this in interview, indicating that people who behave in an 
to be inclusive, consult widely, get people's views and not ride rough shod unacceptable manner will not be tolerated at his University and that if they 
over people. So it is that co-operativeness, we can do it and we can do it cannot appreciate that it would be likely that they would need to move on. 
better than most, and will get out and do it. Build a good institution, This was in evidence at every observed situation during the three site visits to 
which it is, and making a good contribution to the community by working this institution. 
well together." (Greg: lines 244-250) 
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Table 8.6 Continued 

• Tone therefore means many things, but this VC, as is the case with VCB, do not 
tolerate behaviours that are arrogant or unacceptable towards each other. Thus, 
shouting at or abusing staff are not part of the culture at this institution. This seems 
to be a role-sending message coming from the VC and spreading out to the internal 
community. It was reflected in every observed situation that this researcher 
attended during the two site visits to this institution. 

Setting the Tone 1 Organisational Culture Building - Differences University A 

• The practice of setting tone is a conscious one. This Vice-Chancellor expressed 
this in his first interview and this role-enactment and role-sending process 
permeates the culture of this institution as the interview and observational data 
suggest. This tone fits with the strategy of understated excellence (researcher's 
words) that is aligned to action and strategy. In this sense the tone is different to 
University B, that adopts a more public expression of itself. 

Setting the Tone 1 Organisational Culture Building - Differences University B 

• This Vice-Chancellor also sets the tone for the institution. His views are discussed 
above and reflect both his values and an understanding of this universities "place" in the 
higher education system. Thus, low key competition is not the style of this institution. 
To survive it must be more "assertive" in its presentation of itself to the world. This is 
not arrogance. But, this does reflect the market this institution plays in. Aligned to the 
tone is the underlying "mantra" of change being the way things happen at this 
institution. The Vice-Chancellor's comment to a gathering of new staff "If you don't 
like change then this is not the place for you" (Observation Diary Note: 20102/2003) 
carries a more serious expectation of the "busyness" of this institution, a distinguishing 
tone or "feel" when walking around its bustling central campus. 

Discussion: Perhaps as much as any factor observed during this research, this notion of tone emerges as a significant characteristic of the Vice-Chancellors'. Both came to their 

institutions with very clear ideas of how they could make an impact and in setting the tone much of their other activity hangs on this factor. Significant observational and interview 

data reveal links to the tone. How people behave, how they speak to each other, their degree of openness to the researcher is another example, reveal setting tone as a culture shaping 

(role-shaping) factor. This is a critical factor as Cameron and Quinn note in their discussion on highly successful American business. They note that the market forces are less a 

distinguishing feature of organisational success as the organisational values (Cameron & Quinn, 2006, pA). In this sense their findings mirror Pfeffer's long standing research 

outcomes that find the same principles of human relations values are the key linkages to successful organisational practice (Pfeffer, 1998a), a point taken up in the following chapter. 

The next category relates to less fonnal meetings as a means of communicating internally. Marginson and Considine (2000) and Bargh et al. (2000) report the 
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incidence of these meetings. Marginson and Considine suggest these meetings form a newer level of decision making that is more removed from the traditional 

collegial forms. They may be right to a degree in this argument. What was surprising, therefore, was the degree of openness and frequency of these meetings, 

particularly with Vice-Chancellor B, and importantly, how inclusive they were. This adds additional context to the authors mentioned above in that 

observations from these meetings suggested subtle but powerful role-sending activity emanating from the Vice-Chancellors, a point that further extends Katz 

and Kahn's understanding of role-sending directionality. 

Table 8.7 Internal Role Enactment Processes - "Less Formal Meetings" Similarities and Differences 

Less Formal Communication Practices - Similarities University A Less Formal Communication Practices - Similarities University B 

• There are points of similarities here and points of divergence. Both VCs engaged • This Vice-Chancellor had adopted a range of less formal meetings as a means to 
in less formal meetings to get together with staff from various levels within the facilitate fast and accurate communication within a large and complex structure. 
institution. There were very few opportunities to observe these at University A Regular weekly meetings, "coffee meetings", were held with the senior executive and 
because they were conducted less frequently by this VC. For example, Heads of HOS. These rarely had an agenda and served a number of purposes. When questioned 
School (HOS) meetings were conducted monthly, over lunch with an extremely as to the purposes the VC responded: 
limited formal agenda, but provided an opportunity for complaints to be heard, 

"That's one of the prime reasons for doing it. It is, in my view that's an easy 
which was the main purpose of the meeting, according to VCa. 

way, a better way, to go about your work if you do have a better understanding 

• This Vice-Chancellor also conducted numerous one-to-one meetings with staff, for of who people are and where they come from, and especially if you like them. 
a variety of purposes. These included: briefings for the Deputy VC regarding Now you don't necessarily come out of this liking each other but mostly, you 
matters of strategic importance to the University, particularly if she was do, which is interesting. And mostly it reinforces the relationship, rather than 
representing the University off-site or inter-state; meetings to pull a staff member reinforces it negatively." (VCb 5th interview: lines 49-50) 
back into line who was complaining about a lack of support for his area (The VC 

• Internal relationship building is a key strategy of both VCs and these meetings allow a 
passed this on to the researcher in the corridor after leaving a meeting. His words 

much more immediate opportunity for staff to have precious time with the CEO and 
were along the lines of. .. I am having a meeting with xxx this afternoon. He has a 

have the opportunity to discuss virtually any topic. 
view that we should be doing something quite differently. I am going to persuade 
him that he has to change his view". (Observation Diary Note: 07/1112000) 
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Table 8.7 Continued 

• This VC placed a high degree on openness or transparency as he indicated in an e- • Both VCs recognise that transparency and effectiveness of communication is a critical 
mailed communication to the researcher in 2006. Part of this is introduced below part of their role and their efforts in a wide range of strategies are supported by 
but had not been entered into N 6 at that stage: observational interview data. 

"[The University] was a pretty open place. Its design and architecture • This VC observed that these meetings were a much more effective means of meeting 
encouraged interaction, and I set up the Staff Club and the newspaper to staff than the MBW A method. Given the sheer size of the organisation this was 
assist that even further. I don't believe in secrets unless there are excellent understandable. In effect, he has got the staff to come to him. Role-sending 
reasons for having them, and tried to get information out early and opportunities in these meetings are multi-directional, although the VC stated in his 5th 

accessibly (the University Budget, for example, and how it was interview that he still felt in control of the direction of the conversation ifhe needed to 

constructed and why)." (VCa: pers. comm., 07/04/2006) 
impart specific information 

• This VC valued multiple role-sending opportunities. This fits with the other 
examples of his operational style and contributes to communication strategies 
designed to be open (thus facilitating unfiltered role-sending opportunities. 

Less Formal Communication Practices - Differences University A Less Formal Communication Practices - Differences University B 

• This VC also conducted less formal meetings but these were far less frequent than • This is a significant point of departure in terms of role for this VC. The researcher 
VCB. These were partly established to allow Heads of School, for example, to have observed 6 meetings that are loosely termed "coffee meetings". This VC believed it 
a chance to complain about their lot in life at this university. They were also held was more effective and logistically easier for staff to come to him. This allowed him to 
less regularly for this VC. Perhaps two or three a year at most, where all Heads have regular, one-hour meetings with a wide range of people from within his institution. 
would gather. This was a reasonable strategy given the size and structure of the These meetings served a number of purposes, including relationship building, 
institution. information sharing, networking, and indirectly, forms of culture shaping based on the 

• This VC was more likely to go straight to the Head if there was an issue that 
VC's personal style and personal values. These meetings were held weekly, with one 
for a revolving group of Heads of School, and the other for the Senior Executive. The 

needed to be discussed. latter characterised by items for discussion that generally had a broad strategic 
importance for the university. 
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Table 8.7 Continued • These meetings constituted a significant part of the VC's desire to speed up internal 
communication while at the same time keeping his finger on the pulse of internal issues. 
This fact was also enhanced when staff took the very brief opportunity to engage in 
what the researcher has termed one-on-one "micro-encounters" where significant 
pieces of information were passed directly to the VC for the purposes of keeping him in 
the loop. These matters were typically related to staff performance issues or other 
sensitive internal management issues. 

Discussion: Contrary to suggestions that Vice-Chancellors are moving to more centralist and managerial styles, these Vice-Chancellors seem to demonstrate a commitment 

to maintaining open communication channels with their staff. By utilising their particular strategies, both appear to enhance the likelihood of better information flow 

combined with opportunities for role-sending activity. Based on the evidence in this research, structure and size playa moderating role only and neither Vice-Chancellor 

seemed to be deterred by the busyness of their role in maintaining these channels. Vice-Chancellor A holds these meetings less frequently, partly because he may perceive 

information is flowing between staff and himself on a regular basis because of his openness to his internal community and their relative ease of access. Vice-Chancellor B 

has, probably appropriately, recognised the logistical difficulties in communicating to staff and thus invites them to come to him in regular but valued meeting contexts. An 

Important point to take from the above role-enactment examples is the variety of ways role-sending and role-receiving signals are provided to staff and to the Vice

Chancellors, thus creating forms of all-channel communication contexts. 

The next category of role-enactment behaviours relate to the difficult task of managing internal resource allocation between very different discipline groups, 

each influenced by changing enrolment patterns and demands and differential funding formulas as determined by the Federal Government. These issues are 

common in universities, according to discussion in chapter three, and occupied some considerable time in the Vice-Chancellor's yearly activities. 
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Table 8.8 Internal Role Enactment Processes - "Internal Resource Allocation" Similarities and Differences 

Managing Internal Resource Allocations - Similarities University A Managing Internal Resource Allocations - Similarities University B 

• This VC suggested this was a difficult task, best exemplified by a recent e-mail • This VC views this as a difficult role. Chapter 7 suggested significant budgetary 
message to the researcher: pressures emerging as a result of changes to the funding model to universities based on 

"Y ou need to establish first of all (a) that budgets are estimates, and they 
the HECS formula. A full and open dialogue was encouraged and issues relating to 

will not be an especially accurate forecast of the future, (b) that in a zero-
Division v University are vigorously contested. 

sum system any over-run by one division represents a loss to others, (c) • This VC recognised that he would have to building some flexibility to the new funding 
that we all do our best, and are understanding. That will cope with any model that the University had developed but this did not diminish the difficulties 
event in a single year. If there are many events, or a single area goes bad exemplified by the 5th interview conducted with him in 2006 where the VC outlines the 
in successive years, you have to send in the accountants, usually with the tensions and the process he enforced to get agreement in this delicate process: 
full agreement of the one who is having trouble. The worst single event we 

"If you're a real bastard, if you want to look at those things, then it's unlikely ever had was a calamitous over-estimate of foreign student income from 
the area that had been most successful in attracting foreign students. that your colleagues are going to help you much, at a difficult time. If you're 

seen as someone whose working with the team, working down a direction, and 
Its dean was strangely silent, but everyone else was sympathetic - it could ... certainly, you saw the time when the budget model changed and he 
have happened to them. Basic rule: you have to have everyone in the [Executive Dean - a big loser in the new model] couldn't really, at the end of 
same tent before you can do all this." (VCa; pers comm., 26/03/2006) the day, argue that the budget model was unfair. it was much more harshly than 

• This does not go into the specific dynamics observed in University A but 
they've been dealt with before but in fact the model that we used that we based 
this on was indeed a fair model. So he wanted a return but he soon found out 

does, in many respects, provide some inkling of the tensions and realities 
that he wasn't going to get one but even other divisions that had done less well 

of trying to manage different groups, who are effected by market forces. 
out of that, less well than, [Division] did best of all I guess, but the person who 
largely set it up was [Executive Dean], whose area wasn't helped ... Business 
and Humanities suffered from it. But I think that everyone at the end of the day 
understood that this was a fairer process. And so if we were going to make 
adjustments, we had to agree to that and we had to do it publicly, clearly. In 
public I really mean clearly within the budget process so that, if we were 
giving subsidies, those subsidies were not hidden subsidies." (VCb 5th 

interview: lines 416-433) 
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Table 8.8 Continued 

• This VC's style of inclusiveness and openness, together with the human 
relations issues of valuing staff and focusing on the good of the institution 
over the good of the individual, were also part of the strategy to try to 
manage competing needs. Not all can be winners, and the VC recognised 
this. His role-sending signal that the university is more important than the 
individuals was reinforced in a follow-up e-mail to the researcher. 

"Again, I tried to get them to see that building the whole was their 
business, and learning to co-operate." (VCa: pers comm., 07/04/2006) 

Managing Internal Resource Allocations - Differences University A 

• This Vice-Chancellor appeared to take more of a hands-on approach to resource 
management issues. This was also illustrated in his role in the industrial relations 
negotiations. 

• These situations represent some of the very hardest tasks faced by VCs, yet both VCs in 
their own ways are seeking outcomes based on a broader appreciation of the university 
over individual needs in a climate that is open and fair. 

Managing Internal Resource Allocations - Differences University A 

• This Vice-Chancellor delegated the formulation of the funding model to one of his 
Executive Deans. A high risk strategy, but, one that seemed to be accepted in principle, 
if not outcome by the other Executive Deans. Thus the Vice-Chancellor occupied more 
of an arbiter role rather than a direct driver of the budget process. This is a subtle 
difference in practice to Vice-Chancellor A. In one sense, this approach deflected 
potential criticism of the Vice-Chancellor towards the Executive Dean. But this was not 
seen as an issue in the budget meeting attended by the researcher. 

Discussion: As both examples illustrate, internal resource management occupies considerable weight in the Vice-Chancellor's activities. Seeking agreement on the funding 

and distribution of scarce resources can be difficult. It can often involve dealing with senior staff who face the prospect of losing income and staff. Getting these separate 

groups to come together and agree on a model is extremely difficult and one faced by all Vice-Chancellors. Both Vice-Chancellors devote energy to directing the focus of 

discussion towards an appreciation that all are in the same boat and that individuals failing to support the whole cannot be accepted. Building a budget process that is seen to 

be fair and transparent is critical for Vice-Chancellor B, and likely similar for Vice-Chancellor A, although opportunities to see this in action were extremely limited for that 

institution. 

270 



The next category relates to an underlying cultural manifestation of both Universities. In contrast to much of the literature bemoaning the encroachment of 

managerialism in universities (as discussed in chapter three), both case study institutions demonstrated consistent human relations models of management. 

These were evidenced by a demonstrated respect for individuals, both from observational and interview data. Both Vice-Chancellors appear to value notions of 

inclusiveness, status reduction and support of their staff. 

Table 8.9 Internal Role Enactment Processes - "Human Relations Issues" Similarities and Differences 

Human Relations Issues - Similarities University A Human Relations Issues - Similarities University B 

• Another point of comparison with the VCs in this study is the underlying human • The interview and observational data for this university highlights a Vice-Chancellor's 
relations behaviours they exhibit. Vice-Chancellor A repeatedly emphasises the belief that no matter how difficult the situation is, people must respect certain unwritten 
need for appropriate human relations in his organisation. People are expected to rules (role-sending signals). Vigorous debate is regarded as critical to establishing 
treat each other with respect and unacceptable behaviours such as the inequitable agreed outcomes in a transparent fashion. Shouting or personalising issues is not 
use of status are not tolerated. The effect of this approach is summarised by the acceptable, even in the most challenging circumstances. 
Director of HR: 

The VC recounted an episode to the researcher that cannot be discussed in detail due to • 
"Co-operative. The staff work well together, co-operatively together. confidentiality issues. This anecdote highlighted, however, that the VC would go to 
[VC] is a great believer in breaking down barriers. He has been positive extraordinary lengths to deal with staff who abused these unwritten rules. The outcome 
about bringing barriers down, getting people to look at things in different of the Vice-Chancellor's actions signalled to staff, in very clear terms, that the rules 
ways. [VC] finds conflict, and all of the things he does he tries to be were there to protect the integrity and dignity of individuals and the university. 
inclusive, consult widely, get people's views and not ride rough shod over 

The VC's own style probably contributes to role-sending messages here. For example, people. So it is that co-operativeness ... " (Greg: lines 242-247) • 
Linley, his Personal Assistant (with obvious loyalty) describes the atmosphere in 
working with this VC: 

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 even the 
[unclear] he gets just the same reaction, the same greeting. It really is a very 
easy atmosphere to work in. (Linley: lines 115-120) 
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Table 8.9 Continued 

Discussion: It is difficult to draw points of difference in this area of the Vice-Chancellors' behaviours. Both share very similar values in this regard and their practice is 

influenced by these values. Quinn's Competing Values Framework (Cameron & Quinn, 2006) is a useful model to examine this factor. This is taken up in more detail in the 

following chapter. But in summary it is clear that utilitarian approaches to role-enactment (that is, focusing on financial and economic performance models at the expense of 

human relations models are rejected by both Vice-Chancellors). They appreciate the importance of effective systems such as finance and human resources, but these are 

managed in balance with people centred practice. 

The next category relates to an emerging area for research in the study of management and governance in Australian universities. Recent reports of a change in 

both the type of Chancellor being appointed to University governing bodies, and the way many of these new appointees are carrying out their roles, suggests 

Vice-Chancellors may well be experiencing a new form of hands-on governance in their institutions. 

Table 8.10 Internal Role Enactment Processes - "Council and Chancellor Relations" Similarities and Differences 

Council and Chancellor Relations - Similarities University A Council and Chancellor Relations - Similarities University B 

• The Vice-Chancellor works very hard with the Chancellor to establish common • The VC has had an extremely close relationship with the former Chancellor and is a 
grounds on matters pertaining to the running and future of the institution. The self-confessed friend with the new Chancellor. Council operates in an extremely 
Chancellor acknowledged this in interview and this interview suggested the two diligent fashion, specifically in relation to financial management issues. 
have a very close professional relationship that is not antagonistic or ideologically 

• The Vice-Chancellor works very hard at establishing a very trusting relationship with split. 
the Chancellor and has a great deal of input into that person's appointment. 

• Trust is very high between the two in this university. The Chancellor and the Vice-
Chancellor have known each other for a long time outside this university. 
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Table 8.10 Continued 

Council and Chancellor Relations - Differences University A 

• This Vice-Chancellor seemed to have a much more amiable Council and this may 
be as a consequence of his long-standing role with the university. His relationship 
with the Chancellor was based on mutual friendship and they had known each other 
for a long time. The Council meeting this researcher observed was very open, with 
the media in attendance, and there was a general easy going mood to the 
conversation and decision making. 

• The Chancellor at this University has a reasonably high national profile and has 
served on a number of public and private organisation boards. The Chancellor 
does have a closer affinity to the higher education sector and is prominent in social 
justice roles. 

• The Chancellor and Vice-Chancellor appear to have a more mutually supportive 
relationship in meetings of this Council. The Vice-Chancellor tends to dominate 
responses to questions from Council. 

Council and Chancellor Relations - Differences University A 

• Council meetings with this University are much more challenging in terms of Council 
members examining senior management practice, particUlarly on financial issues. 

• The immediate past Chancellor and the new Chancellor come from private industry 
backgrounds and both had very high profile business roles and reputations at national 
and intemationallevel. This is seen as critical in the choice of Chancellor for this 
institution. There is a notable strategy of appointing a Chancellor who will provide 
tangible benefits through networking and political clout. Thus, the ceremonial role -
while held in high regard is probably less significant here. 

• The Vice-Chancellor has more power to appoint people to this Council compared to 
Vice-Chancellor A. This is due to the legislative frameworks they operate under. 

• This Vice-Chancellor has a "posse" of senior executive, who are expected to attend 
Council meetings. Questions from Councillors are just as likely to be answered by the 
senior executive or the Vice-Chancellor depending on the particular issue. 

• The Vice-Chancellor has been directly responsible for this by way of deliberate and 
judicious appointment to Council of people who are there to keep the senior executive 
on their toes. 

Discussion: Both Vice-Chancellors have excellent relationships with their Chancellors and Councils according to interview and observational data. However, the more 

entrepreneurial University B - probably resembles a more corporate model in terms of the composition of Council and the way it interacts with the university. That the Vice

Chancellor recognises this and tacitly welcomes this represents a very subtle and complex set of role-enactment and role-sending processes. Vice-Chancellor B, however, 

still recognises the importance of being able to work with the Chancellor and he has enough legitimate and personal power in his institution to influence this appointment. 

Managing that relationship appears to be strengths of both Vice-Chancellors. 
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The final between case comparison category is tenned "Regional v International" role-enactment. Marginson and Considine (2000) are right to note that each 

university probably needs a Vice-Chancellor to suit their particular context at the time of the appointment. In other words, if you need a significant reining in of 

the institution's finances, don't appoint a Vice-Chancellor who is in the habit of spending too freely. Each of the case study Universities had particular needs 

when they appointed their Vice-Chancellors, and these needs have been aligned to the role-enactment of their respective Vice-Chancellors. 

Table 8.11 Internal Role Enactment Processes - "Regional v International Strategic Directions" Similarities and Differences 

Case Study Comparison of Differences in Role-Enactment and Role-Sending for Strategic Directions of Institutions 

The following discussion highlights particular actions or role-sending behaviours that differentiate the two VCs. As will be discussed in the Conclusions and Implications chapter, however, 
there are greater degrees of similarity between the two than differences, but the differences do exist and reflect a number of contextual factors, more so than the particular styles of the VCs. 

University A 

• University A Vice-Chancellor notes that his university has over 50 different 
nationalities in its student body, comprising approximately 10% of the total student 
body. This suggests a high degree of international focus. Yet, this did not emerge 
in interviews or observations in this institution. Mostly, the interviewees talked 
about the importance of establishing a regional and local presence, with a view to 
being identified as (the) university for the region. The General Manager Marketing 
and Development alluded to this, noting that the international role almost required 
a full-time person. 

• At the time of this researcher visiting this university, it was single campus, but has 
now extended to include a small campus in another city. 

• This situation is partly a consequence of this VC stating that he is very risk-averse. 
Thus the regional identity represents a safer target for this institution to focus on. It 
suits the institution's background and the fact that it is was really only starting to 
emerge, post-Dawkins, into the larger world of university education. 

University B 

• University B had a staffed office, and a PVC devoted to this area and a vigorous set of 
strategies to develop international relationships both on and off shore. International 
student enrolments were close to 30% of total student load and were likely to increase. 

• This university has invested significant funding in South East Asia and has an 
established (and apparently successful) off-shore campus that has PVC devoted to its 
management. 

• Staff interviewed for this research frequently cite the VC's claim in the late 1990s that 
the institution would grow its international enrolments to reach 25 to 30% and that this 
was greeted with cynicism. The VC has been able to deliver on that vision and the 
institution has a very clear understanding of the importance of that vision and the 
strategies they have adopted, according to interviewees. 

• This VC admits to an overall approach that is risk-taking. Calculated risk but risk 
nonetheless. This is seen as inevitable given the university's rapid growth and need to 
attract increased funding levels. Thus the university is continually looking at a range of 
strategies to enhance their income generation capacity. Multiple campuses in Australia 
and overseas reflect this attempt at diversity and system-wide infiltration. 
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Table 8.11 Continued 

Discussion: Clearly, the above data suggests a close alignment of Vice-Chancellor role-enactment. It was not easy to get a sense of the styles of the predecessors of the two 

Vice-Chancellors, but off the record conversations at both institutions and some interview data suggests, both were more process driven and possibly leaning towards 

autocratic leadership styles. This may have created an initial imperative for the two Vice-Chancellors in this research to adopt styles that differentiated them from their 

predecessors. Additionally, both Universities were in different positions in terms of their histories and specific contexts. It appears, based on interview data, that the Vice

Chancellors, acting on role-prescription signals from the institutions and their own self-prescriptions, have embarked on very different strategies for their institutions. 

Important to these strategies has been an acknowledgement that both Vice-Chancellors seemed to be very conscious of those histories and contexts. 
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8.4 Interviews With Other Vice-Chancellors 

To try to place the case study universities in a broader context, a number of interviews 

were conducted over the course of the research. These interviewees included both current 

and former Vice-Chancellors, from regional and G08 institutions. The data reflects the 

constraints in trying to establish rapport with interviewees from such diverse 

backgrounds. However, a number of points of interest emerged from some of these 

interviews. These data are reported in Table 8.12 below. 

Table 8.12 Differing Perspectives on the Role of Vice-Chancellor 

Different Perspectives of the Role - Other Vice-Chancellors 

During the course of the research process for this thesis, the researcher was able to interview a number of 

current and former Vice-Chancellors. They ranged in experience from regional to G08 to internationally 

famous institutions. These interviews were very much open ended conversations that sought to gain the 

personal insights and reflections on the role from past and current perspectives. It is likely that due to the 

one-off nature of these interviews in most of the cases, the interviews were not as intense in terms of drilling 

down to the core issues of their perceptions. Nevertheless, some issues emerged that bear relevance to this 

research. These interviews are summarised by individual as there were quite different perspectives, due to 

the make up of the group. 

Jefrs Views: (Jeff was a former G08 Vice-Chancellor with an extremely high profile in the Australian 

higher education sector): 

• Jeff gave a more strategic view of his perceptions of the role. He likened his term as being similar 
to a trimester of roles. 

• Trimester I: This involved getting to know the institution, letting the staff get a feel for him and 
for him to learn as much about them as he could. This was the organisational learning stage that 
involved a number of visits out to the departments for meetings to gain an appreciation of their 
Issues. 

"Take my case, it's a ten year period. You take the first trimester in which you are 
essentially very much hope based. You're trying to learn the job, you ... the ropes and you 
are establishing your profile within the university." (Jeff: lines 95-97) 

"In the second trimester you move beyond the university into the environment of state, but 
more primarily national, Vice-Chancellor associations and roles, I guess. For me it was 
becoming more active in AVCC" (Jeff: lines 96-99) 

" ... and then the third, what turns out to be the third trimester was one in which I had 
become much more involved internationally with the Association of Commonwealth 
Universities, which I'm still doing some work with now. But more particularly with 
Universitas 21, sort of G08 and so on. (Jeff: lines 99-103) 
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Table 8.12 Continued 

• It was not possible to probe too deeply during this interview. Jeff was cautious about specific 
details, but did seem to suggest that getting close to the ground (at least initially) was critical for 
later developments in his role. He noted that the middle trimester was a period where he engaged 
in major restructuring. Dismantling schools or divisions and engaging in capital works 
development to improve the internal infrastructure. This mirrors the capital works initiatives of 
VCA and VCB in their own institutions. All three VCs seemed to believe the quality of the built 
environment was an important issue to deal with. Both VCA and VCB mentioned in interviews 
and off-the cuff statements that this was the case. 

• Jeff fleshed out the third trimester role as one that involved lifting the university out of a local or 
national role and pushing it to international status. He commented that people may not have 
agreed with some of his early proposals in the third trimester, but that he asked them to look at 
them 5 years down the track to judge their efficacy. Thus, Jeff was of the view he was very much 
driving the strategy of the institution and that people needed to both understand and accept that. 

David's Views: David was interviewed during his term as VC of a Sandstone (traditional university) 
in an overseas location. He has subsequently moved on to one of the most prestigious universities in 
the world as VC. He had considerable private sector experience combined with a very high academic 
reputation. 

• David conducted regular Monday morning meetings with a range of senior executive and senior 
academic staff. These meetings had agendas but the topics were usually of high strategic 
importance and were designed to obtain agreement on issues that the university was intending to 
proceed with. David discussed the difficulty of dealing with internal competing tensions in 
universities and implied that he would not have been able to manage these tensions ifhe had not 
operated in as transparent a way as possible: 

"Yeah it does. On this question on transparency, I mean one of the commitments I made 
to my colleagues when I came here was that I would be transparent. The only thing I 
wouldn't be transparent about was individual remuneration. In every other respect we 
should be transparent, we owe it to our communities and we owe it to our staff, we owe it 
to our students. So we publish budgets, and I feel this is more common in Australia, we 
have been very transparent about major decision making for the institution and I don't 
have any great problem with that." (David: lines 92-101) 

• Possibly because of his private sector experience, David was far more critical of government 
intervention in university operations as opposed to the business sector. Thus, engagement with 
external stakeholders was differentiated along these lines for David. David gave further insights 
into his internal management and communication processes and these show an interesting 
resemblance to the strategies adopted by the case study VCs: 

"I have a rotating plan, program and now 1 have come the end of the first phase of it I am 
starting it again next year afresh. I wanted to go to every department of the university and 
have a one and a half hour meeting. The first forty five minutes they would present to me 
about their priorities, what they are doing, their research activities etc. we would then 
have a forty five minute open discussion where we can talk about anything. All of their 
business. All the academic staff and general staff and wanted them to leave me each time 
with between three and five take-aways and they weren't all to be negative. And this is a 
great way to get to know the institution. I also regularly meet with research groups of the 
institution with informal dialogue ### I hold cocktail parties once every three or four 
weeks for random selected groups of staff we invite about one hundred and thirty and get 
a hundred tum up. I have brown bag lunches from time to time with staff just to get to 
know them. So a whole raft of different initiatives to keep a broad sense of what the 
university is thinking, what its concerns are, what they think our priorities should be etc." 
(David: lines 335-353) 
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Table 8.12 Continued 

• The above examples seem to show similarities to both case-study Vice-Chancellors as this Vice
Chancellor demonstrates his willingness to engage with his internal community. Informal get 
togethers, entertaining, and a desire to engage in multi-directional role-sending opportunities 
appear to be necessary for this VC to be able to engage the university. 

Ken's Views: Ken was a former VC who has also been engaged to occupy an acting VC role in the 

interim period prior to a new appointment coming on board. His reputation was extremely well 

regarded by other VCs interviewed for this research. His views were probably more similar to VCB 

concerning certain functions of the role: 

• Ken expressed a number of views he thought critical to the role. The VC had to be able to 
understand the critical financial management issues of the institution. He or she did not have to be 
a business manager but they had to be able to read the balance sheets and know what they meant. 
Ken also had a commitment to improving his public representation role. He actually initiated 
training for himself to learn to deal with the media and other public relations roles. He felt this 
had to be done to tie in with the increasing public role requirements of the job. Ken also believed 
that setting a vision for the university was a critical role. 

"Not many do strategic planning. Not many Vice-Chancellors do strategic planning. But 
I think, it's my personal view that's an important part of the job. So you do have to look 
at vision stuff and try and say OK where are we gonna be in 5 years time or 10 years time 
as an institution and how are we gonna get there. Urm, so because some have come from 
academic backgrounds where people are often cynical about the role of strategic planning. 
They just see it as not, as not real work its sort of business speak. So I think you will find 
Vice-Chancellors now are often tending to link in with some sort of business organisation 
whether it be institutes of management. I was interested to see how many took part in the 
business round table between universities. Probably about half the Vice-Chancellors did 
that." (Ken: lines 114-125) 

• This VC also noted that at least 10% of his time at his last university was engaged in establishing 
connections with external business entities with a view to creating additional revenue streams for 
the institution. His view that the entrepreneurial role was critical and increasingly important in its 
influence on the role of the Vice-Chancellor. This in effect represents a role-enactment response 
to a signal from government, that is saying to universities they must take more action to determine 
their income strategies. 

• Finally, Ken was ofthe view that VCs were going to have to become far more effective in dealing 
with their external stakeholders in public and private sector contexts and that VCs who held to 
traditional internally focused strategies would likely disappear along with their institutions. 

Matt's Views: Matt is a retired VC from one of Australia's oldest and prestigious universities. 
Matt's interviews were mostly unprintable as he regaled the researcher with inside stories of some 
very important figures in Australian higher education. His main contribution to this research was 
in two areas. His retelling of how one VC had re-energised an institution by shifting competent 
senior academics closer to key decision making roles was paralleled by both case study VCs 
acting similarly. Secondly, his insights into the relationships between Chancellors and Vice
Chancellors confirmed the strategies of both case study VCs in being able to attract people who 
had shared values and views about the institutions. 

"Now often in things I wanted to do, I'd bring up papers ... and at the end of the 
discussion the Chancellor would say "Do you want to move something?" and if I sensed 
that I'd get it through, I'd say "Yes" if I sensed I wouldn't get it through or I mightn't get 
it through, I could say "No, I'm preparing the way for a fuller discussion, I'll bring this 
back to the next meeting". (Matt: lines 94-99) 
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Table 8.12 Continued 

• Matt's view was that a Vice-Chancellor was doomed ifhe or she could not work with the 
Chancellor. These interviews took place only a year or two after the messy events at Adelaide 
and Sydney universities. Matt's view on getting something through Council reflect a slightly 
different approach to gaining a win in that both case study VCs tended to have their more 
contentious issues sorted prior to Council by close liaison with their Chancellors and other key 
players. The Chancellor of case study A admitted in interview that most of the decisions were 
made in advance of the meetings. This is not surprising as the working up of a plan or strategy 
will likely go through many iterations prior to its presentation to the decision making body. Matt 
pointed out that he had seen at least one VC fall on his sword because he failed to appreciate that 
lobbying prior to seeking final approval of an initiative was vital to its likelihood of success. 

The infonnation obtained from the other Vice-Chancellors show some areas of 

convergence from some of the interviewees, but also highlight some key differences in 

perspective. Matt has a particularly committed view that he was in control of his 

Council, and not the other way round. His interviews reflected the experiences of a 

powerful figure in Australian higher education. The context of his Vice-Chancellorship 

was in stark contrast to the case study Vice-Chancellors in that Matt's institution was one 

of Australia's oldest universities and its traditional culture and reputation were likely a 

significant factor in how Matt interpreted his role. Matt is a person who vigorously 

supports the inclusion of senior academics in the key decision making groups in 

universities. He acknowledged this in a confidential discussion with the researcher. 

Ken's views were, in a sense, more pragmatically focused on managing institutions 

similar to University B. A highly regarded fonner Vice-Chancellor, he was extremely 

approachable and willing to share views on the role. Indeed, his thoughts were extremely 

similar to the data reflecting the role-enactment processes of Vice-Chancellor B. 

David's views were somewhat more difficult to decipher. He had assumed a role in one 

University that had been badly run down by his predecessor. His appointment was risky 

as he had extremely limited experience in the management of a university. Yet, his 

values of supporting academic endeavour, and his practices of maintaining regular fonnal 

and infonnal contact with staff was similar to both case study Vice-Chancellors. David 

has since moved to an international post of extremely high prestige. Jeff adopted a more 

strategic overview of the interview. Rather than focusing on detail, he tended to 
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compartmentalise his role-perceptions in three broad strategic objectives. In one sense, 

his views may have most closely aligned with Vice-Chancellor B. There are differences 

between Jeffs University and Vice-Chancellor B's, but there are also similarities. Both 

Vice-Chancellors were extremely entrepreneurially focused and both had developed 

significant international enrolment outcomes for their institutions. 

8.S Negative Views of Vice-Chancellor Roles 

The preceding chapters highlight, in many respects, views from individuals who may 

have particular reasons for reporting mostly positive examples of role-performance by 

Vice-Chancellors. However, some respondents were prepared to discuss matters they felt 

demonstrated shortcomings in the way internal stakeholder management issues were of 

concern. 

One important negative issue that emerged in both case studies involved the sensitive 

matter of reporting "bad news' to the Vice-Chancellor. This issue essentially illustrated a 

view by some participants that the Vice-Chancellors did not like hearing bad news and 

thus there was an impediment in the internal communication process flowing upwards. 

Rob, a senior manager from University A, had this to say: 

If there isn't satisfaction amongst the troops, about the role - they get 
muttering, some will tell them directly, others won't. But rarely does the 
message come through from the staff to the CEO about this gripe and 
concern, about the leadership role being played, and whether that is on the 
right track. It is usually indirectly via external stakeholders and the 
Board ... It's a bit like the Emperors new clothes. And there are analogies -
Elders John Elliott getting out doing his own thing. There was a mob of 
YES people around him and there were people concerned within the 
organisation, but nobody was game to tell him because they would be 
dismissed. Nobody dare tells the CEO because they just get ignored or 
ostracised. Sometimes CEOs do get off on the wrong track, and unless 
they get some mechanism to help them get back on track, or we can tell 
them their on the way to the wrong town. (Rob: lines 305-320). 

This concern was also expressed by the student representative on the University Council 

in University A: 

Well, the ... the thing in this university seems to be that people aren't game 
and I presume it is the same across any organisation, aren't game to tell the 
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truth to the boss. Uhm ... 1 am one of the .... quite simply staff aren't 
prepared to say .... go to the Vice Chancellor and say 'This is a major 
problem, you have made a mistake. It is not appreciated; people don't tell 
the Vice Chancellor the truth (Ray: lines 629-634) 

This perception was also evident in University B. As Claude a senior academic 

discusses, Vice-Chancellors may not be to happy to receive bad news as a matter of 

course: 

1 think it's, I'm sure that it happens with every V-C in the universe and our 
V -C is not immune to it. Unfortunately one of the down sides of our house 
style, and I suspect it's very common, is that people don't tell the Vice
Chancellor bad news. They don't say, "Hey, we've got a problem here, we 
need to think about this" they say "fine, wonderful, terrific" (Claude: lines 
106-111). 

Claude raises a serious issue relating to the universality of trust within the university. 

Both Vice-Chancellors in this research expressed considerable pride in their ability to 

build open communication and trust. This may not be the reality for everyone however, 

and seems to suggest that subtle power relationships may be extremely difficult to 

eliminate. As Claude continues, subtle issues about trust and openness are challenged: 

It seems to me there are two problems that all Vice-Chancellors have to a 
greater or lesser extent. One of them I alluded to already, that is what I call 
prudism, where you succeed by sucking up to Vice-Chancellors and telling 
them good news and you shield them from bad news, and there are a 
number of consequences of that. 1 think it's very easy for a Vice
Chancellor to believe that the picture is universally rosy and in any 
organisation with human beings, that is not going to be the case. I would 
like to see an atmosphere in universities where we accepted that problems 
happened, that's inevitable and when they happen they think, Oh damn, 
OK let's see what we can do to fix this. But if you have a culture where 
bad news is not presented then issues don't get dealt with and they fester 
along. The Vice-Chancellor, he's not conscious of this and may not wish 
this to happen forms a false picture of reality (Claude: lines 147-161) 

8.6 Conclusions 

The data presented above highlight a number of themes. It is clear that both Vice

Chancellors operated under a set of reasonably consistent prescribed roles that are related 

to their actual role-enactment practices. The linkage between vision and role are apparent 

in the way both Vice-Chancellors have sought to establish their institution's strategic 
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focus. Vice-Chancellor A came into his institution not long after it became a university 

and after familiarising himself with its history determined a focus that he carried forward 

through the entirety of his tenure. Establishing his university as the university of choice 

in the region was supported by behaviours and strategies that were all designed to achieve 

that vision. 

Vice-Chancellor B sought to position his university as a major player in the international 

student market and this university has achieved that through the judicious appointment of 

high achieving staff in the international area, together with a continual emphasis on 

calculated risk taking ventures. 

Both Vice-Chancellors engaged in consistent internal informal communication strategies 

that were designed to both engage and inform stakeholders in transparent and efficient 

ways. Each adopted slightly different approaches here and these seemed to be determined 

by structure more than style. That is, there were similarities in their styles and values. 

Each sought to communicate consistently and effectively with staff and other 

stakeholders, but the significant size and structural differences suggest that Vice

Chancellor B had to rely on a more pragmatic approach of having groups of staff come to 

him, rather than Vice-Chancellor A's case where he was able to get to most of his staff 

and divisions relatively quickly and easily. 

Setting the tone is another point of convergence and this is linked to the establishment 

and maintenance of cultures that place high value on appropriate human relations 

behaviours. 

Both Vice-Chancellors had established extremely effective relationships with their 

Chancellors and with their Councils albeit a more testing relationship for Vice-Chancellor 

B. This partly reflected the perceived need of Vice-Chancellor B to improve the 

sophistication of his senior staff reporting practices, particularly on matters of finance. In 

a sense this reflected differences in how each Council saw the role of their Vice

Chancellor. These views were likely linked to the contextual differences of each 

institution. 
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Managing internal tensions occupied both Vice-Chancellor's time and each had a 

different approach (although) both adopted strategies that integrated human relations 

values, a belief in transparency, and a desire to be equitable. This raises significant issues 

for contemplation of the role, given the existing literature on university management in 

Australia takes a more utilitarian and pessimistic tone on these matters. 

There was evidence of negative perceptions of both Vice-Chancellors in this research, all 

be it, from a small number of respondents. It may be naive to expect all members of the 

university community to have only positive perceptions. While there was dissension 

from at least two respondents, this was usually tempered with accompanying 

compliments. That is, there was very little indication that either vice-chancellor had 

serious enemies in the institutions (at least who were prepared to speak out). Managing 

difficult employees (University A) and transparency of some processes (University B) 

were two issues that offered some balance to views from respondents. 

Based on the comparisons of the two institutions and Vice-Chancellors in this chapter, 

differences are more likely to be due to historical (contextual) issues relating to the nature 

of the institutions and to their extremely divergent sizes and structures. It is a point of 

interest, therefore, to conclude this chapter by arguing that there appear to be greater 

similarities in many of the role-sending and role-enactment observed in the two 

universities. Figure 8.1 below seeks to encapsulate these points of convergence and 

difference. 

Figure 8.1 (below) attempts to summarise the key issues of convergence and divergence in 

this research. The dominant converging themes revolve around setting institutional vision 

and direction, extremely energetic commitment to a range of communication strategies, and a 

considerable attention to human relations practices. Divergence has emerged through 

structural and strategic differences in the institutions. Both Vice-Chancellors determined the 

direction of their institutions, Vice-Chancellor A with a conservative "small and local" focus 

and Vice-Chancellor B, rapid growth and risk taking. Thus, a recognition of the institutional 

capacity in both cases informed both similarities and differences in the way these institutions 

have been led. 
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Figure 8.1 Between Case Studies Theme Convergence and Divergence 

The diagram above also highlights some more subtle issues regarding divergence relating to 

personal differences of behaviour. Vice-Chancellor B was regarded as a more 

entrepreneurial individual than Vice-Chancellor A. Vice-Chancellor was a more conservative 

individual in terms of risk taking and setting organisational direction. The final chapter now 

draws out the critical conclusions and implications of the research. 
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CHAPTER NINE 

RESEARCH CONCLUSIONS AND IMPLICATIONS 

9. Introduction 

An integrated methodology has been used in this thesis to allow the researcher to explore 

the multi-dimensionality of role-enactment and role-sending in university contexts. 

Through the exploration of observational, interview, and documentary evidence, this 

research has endeavoured to unpack the "actual" role processes deemed important by 

participants, and, significantly, to uncover the processes as they occur within the role

theory framework. 

In effect this chapter draws together the results of the examination of specific role

sending signals (from internal and external stakeholders) that were relevant to the 

university Vice-Chancellors. Detailed analysis of actual role-behaviours (role-enactment) 

have uncovered a number of strategies adopted by the Vice-Chancellors, that are partly in 

response to role-sending signals, and partly in response to their own determinations (in a 

sense self-role-sending) of what is important in undertaking their roles. These findings 

are important as they provide evidence that at least the two Vice-Chancellors studied here 

were able to execute more control over their own performance in the role and the 

performances of their institutions. 

Much of the literature on Vice-Chancellors or university leaders tends to place them at a 

distance from the action of daily life. Very little is actually known about the Australian 

Vice-Chancellor. Various authors have sought to understand their roles, including former 

Vice-Chancellors (Aitkin, 1997; Matheson, 1980; Rowe, 1960) but, as stated previously 

these investigations tend to stop at the office door. As discussed in chapter 3, the 

benchmark study on university leaders has been undertaken by Catherine Bargh and 

colleagues in the UK and Europe (Bargh et aI., 2000). Their sophisticated multi-method 

research design is perhaps the most illuminating in the Anglo-European canon. In many 

respects this research has replicated both their methodology and to a degree their results 
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in the Australian context. However, this research has taken the analysis to an even deeper 

level in seeking to explain the behaviours. 

9.1 Role-Theory as a Lens for Researching Role-Sending and Enactment. 

The Katz and Kahn (1978) role-theory model has been used to help conceptualise role

sending and role-enactment dimensions in the roles of Vice-Chancellors. This model was 

chosen in response to many calls from the literature and because it provided a suitably 

realistic framework for a deeper level of f role analysis than has been reported in the 

literature to date. A number of critical issues have emerged from the present research that 

has implications for the efficacy of the Katz and Kahn model. Significantly, the use of 

the Katz and Kahn model has demonstrated strong efficacy in its capacity to examine role 

behaviour. It is concluded that a multi-dimensional approach to role behaviour is 

appropriate and that parsimonious normative approaches are not the only way to examine 

role behaviours in organisations. 

Further, the findings suggest that the influence of role - sending sources is far more 

complex than originally envisaged by Katz and Kahn and that major revisions need to be 

made to their model to accommodate explanations for complex role-oriented behaviour 

patterns in natural settings. Five factors emerged from the present research to build on 

and extend the three factor model originally specified by Katz and Kahn: The three 

original factors (organisational, interpersonal, and personal factors) and two new 

dimensions; (extra-organisational and boundary spanning factors). Another major issue 

to emerge relates to the directionality of the role-sending process. Whereas Katz and 

Kahn predicted that organisational factors would be a major driving influence with 

interpersonal and personal attributes acting as moderating influences, the evidence from 

this research suggests that organisational influences may act as moderating contextual 

factors with external and boundary spanning factors contributing role-sending signals to 

the Vice-Chancellor. To complicate matters further, this research concludes that personal 

attributes act as critical role-sending influences from the Vice-Chancellor to the various 

internal stakeholders within their institutions as well as to boundary spanning 

stakeholders such as Council members and the Chancellor. In other words, the two Vice

Chancellors studied here were seen to be significant role-sending and role-shaping 
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sources within their institutions, more so than being the recipients of major role-sending 

sources. 

A significant issue to emerge from the findings is the suggestion that aspiring vice

chancellors could pay far more attention to the institution they are considering when 

taking up a vice-chancellorship. Thus greater effort to examine links between the 

aspirant's personal values and their match to the new institution may be an extremely 

important consideration for these people. Both case study Vice-Chancellors discussed 

their own deep reflections as to their capacity to make a real difference to the institutions 

they were appointed to and that these reflections had occupied considerable time and 

effort. There was a merging of personal values and strategic thinking in this process for 

both vice-chancellors and this determination to find the right institutional fit for them 

may explain the evidence in the findings suggesting that both had been regarded as 

relatively successful long-term appointments. The implication for universities may be 

significant here in planning both, succession planning, or external recruitment strategies. 

Revisions of position descriptions with these issues in mind may be of benefit to the 

institutions. At the very least a more conscious reflection on the organisational cultural 

and values issues would seem important. Finally the reconceptualised role-sending and 

role-enactment model is discussed in particular reference to the key role-sending issues 

emanating from the vice-chancellors. 

9.2 The Research Questions 

The primary purpose of this section is to draw out the issues deemed most relevant to 

informing the researcher as to how Vice-Chancellors carry out their various role

enactment behaviours. The importance of these findings is linked to chapters 3 and 4 in 

illustrating gaps in the existing literature and in their capacity to test and extend the role

theory model of Katz and Kahn (1978). The major themes or issues to emerge from this 

research are: 

• Interpersonal and Human Relations Factors playa substantive role in both Vice

Chancellors' operational style and practice, broadly consistent with Katz and 

Kahn's model, but drawing out specific factors of significance; 
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• Personal Attributes (such as personal values) are major drivers of Vice-Chancellor 

role enactment, again consistent with Katz and Kahn's model and highlighting 

specific factors; 

• Organisational Influences are important drivers but mainly serve to frame 

management strategies utilising points 1 and 2 above; 

• Organisational culture plays a major role in Vice-Chancellor role-enactment, but 

this is a complex dynamic where the Vice-Chancellor has contributed to the 

development of that culture; 

• Internal Communication strategies are important drivers of behaviour, based on 

the points above; 

• Both Vice-Chancellors devoted substantial time to maintaining academic 

relationships; 

• Organisation history is a major influence of role-enactment in that both Vice

Chancellors have utilised this to help frame their approach to their roles; 

• Vice-Chancellor and Chancellor relationships are critical but complex and serve 

to assist in boundary spanning activity 

Key prescriptive roles shared by both institutions included, vision, leadership, and 

entrepreneurial expectations, while regional and international relations role-prescriptions 

differentiated the Vice-Chancellors. Importantly, the key prescriptive role expectations 

appeared to match actual role performance based on observed and interview data; 

The major external driver is government policy, particularly in its impact on institutional 

income. Council relations have a major influence at University B, based on the research 

evidence, and this is a trend that seems to be emerging in the higher education literature 

(Moodie, 2007). 
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The conclusion of chapter four led to a series broad questions relating to role-sending and 

role-enactment in the daily activity of Vice-Chancellor behaviour. These questions are 

now revisited in light of the research. 

9.3 To what extent do personal characteristics influence the enactment of Vice-
Chancellor roles? 

This section refers to the "Personal Attributes as Role-Sending Influences" component of 

Katz and Kahn's (1978) role theory. Based on the evidence of interview and 

observational data, this question reveals important influences of role-enactment. Katz 

and Kahn (1978) provided little detail in their role-model in relation to what they believed 

were critical influences in personal attributes save for brief references to concepts such as 

fear, defence preferences, personality (no detailed explanation of this), motives, and 

values. The personal attributes of both Vice-Chancellors, however, flow through the 

details in chapters 6, 7, and 8 of this thesis. They are ever present in observed behaviours 

and interview details from all areas in the research. Personal attributes were considered a 

critical area for discussion in this section, therefore, due to their pervasiveness throughout 

the data and their perceived influence on how the Vice-Chancellors did their job. 

Identifying these personal attributes is problematic in one respect, as the researcher did 

not subject participants to personality assessment tests. Thus the researcher's own 

professional background in organisational behaviour has, as a lens for reading the data, 

contributed to an interpretation of the essential personality factors that appeared to be 

evident with each case study Vice-Chancellor. 

9.3.1 Values and Leadership. 

The literature from the USA and the United Kingdom on university leadership has 

provided significant insights into these roles. However, a scan of three important and 

recent pUblications on management and leadership in higher education (Clark, 2004; 

Sample, 2002; Shattock, 2003) did not mention the importance of personal values in these 

contexts. Certainly, there are implications of the importance of values. However, as 

explanations of behaviour they do not receive the same attention as more surface level (or 

heroic) characteristics, such as being "an artful listener" (Sample, 2002, p.35). 
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Yet values have emerged as a key determinant of role-sending behaviour in the research. 

Milton Rokeach developed a typology of human values defined as Terminal Values 

(desirable end-states) and Instrumental Values (preferred modes of behaviour) (Robbins 

et aI., 2004, p.69). Both Vice-Chancellors demonstrated values that reflect a high 

concern for personal dignity and human integrity. These fit Rokeach's terminal values of 

self-respect and social recognition and were noted by interviewees who regularly 

commented on the style of leadership that both Vice-Chancellors exhibited. The 

unwritten rules of behaviour that were exemplified in their actions reinforce this point. 

At no time during the course of the research did contradictory evidence arise to counter 

this observation. Vice-Chancellor B disclosed this in interview when explaining the 

"rules" of behaviour in his University that said "no personal attacks are allowed". Vice

Chancellor A reinforced this point in his public presentations to staff via internal 

newspaper columns and other speeches. In one particularly tense resource allocation 

meeting at University B, this researcher saw a senior executive clearly unhappy with the 

knowledge they were taking a severe budget cut, forcefully argue their case. However, at 

no time did this behaviour become aggressive or abusive or directed in a personal way 

towards the Vice-Chancellor. That form of negative behaviour was simply not tolerated. 

These behaviours fit within Rokeach's instrumental values dimension and align with 

politeness and self-control. 

Vice-Chancellor A demonstrated a personal value related to inclusiveness, or equality in 

Rokeach's definition, or as Pfeffer would describe it "status reduction behaviours" 

(Pfeffer, 1998b). This was clearly exemplified through his symbolic action of wearing a 

name badge without title attached to it. The Vice-Chancellor was questioned as to the use 

of the badge, a seemingly trivial symbol. "Anybody can call me by my name" was the 

anecdotal response by the Vice-Chancellor. This Vice-Chancellor frequently visited staff 

on campus unannounced and was reported to know almost all staff members by name, 

according to an interview with his Personal Assistant. This was no idle exaggeration. 

The Vice-Chancellor was reported to behave in this way by a number of interviewees. 
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In all the cases above, the Vice-Chancellors were behaving in a way that clearly reflected 

a set of personal values. These behaviours and rules acted as role-sending signals within 

their institutions and acted as powerful messages displaying how the organisational 

behaviour of individuals should be conducted. It is difficult to determine whether the 

Vice-Chancellors were acting in response to prescribed role-sending signals from staff, 

but in asking staff about the qualities they expected in Vice-Chancellors, not one 

interviewee proffered these qualities as being necessary in the role of Vice-Chancellor. It 

is possible therefore that the Vice-Chancellors, through their own perceptions of 

important role behaviours, have imparted these messages to staff in order to effect 

cultural change. This has important implications for the Katz and Kahn model used as a 

basis for examining role-behaviour. This point will be taken up in subsequent discussion 

on reconceptualising that model. 

Personal values are powerful determinants of behaviour according to Robbins et al. 

(2004). These values can also be integrated into broader understandings of human 

behaviour, particularly leadership behaviours. The influential work of Catherine Bargh 

and colleagues (Bargh et aI., 2000), revealed evidence that suggested Vice-Chancellors in 

their study demonstrated various forms of leadership behaviour, notably transformational 

as well as transactional characteristics. The case of Vice-Chancellor B trying to manage 

internal resource allocation tensions in chapter 7 illustrates a transactional style in his 

manner of dealing with funding differences. His capacity to find additional resources 

outside the parameters of the University's funding model to distribute to a particular 

Faculty demonstrated this. But transformational and transactional forms of leadership do 

not appear adequate to capture the essential qualities of the two Vice-Chancellors in this 

study. 

Based on the observed evidence in this research, the two case-study Vice-Chancellors 

seem to be following Sample's rule of university leadership. Sample (2002) suggests that 

Vice-Chancellors follow his 70/30 rule of leadership. By this Sample argues, truly 

effective leaders follow a formula that has them devote 70% of their time to the day to 

day internal detail and 30% of their time to the really big leadership issues. Balancing 
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this focus is not easy and many leaders get sucked into a 90/10 model or worse according 

to Sample (2002, p.162). The Vice-Chancellors studied here have been able to follow 

Sample's advice because of their deep level of understanding of the institutions AND 

their human relations values systems. 

Further, developments in leadership theory have seen the popularisation of the construct 

of emotional intelligence as an influential explanatory model of behaviour (Goleman, 

1995; Lubit, 2007). According to Lubit (2007, pp.131-132) Emotional Intelligence (EI) is 

a multi-faceted construct that encompasses four key components and the Vice

Chancellors in universities A and B both demonstrated behaviours consistent with all 

four. These are: 

Table 9.1 Emotional Intelligence Behaviours - Case Study Vice-Chancellors 

EI Components Lubit (2007, pp.131-132) Case Study Behaviours 

Self-Awareness (your own emotions and Both Vice-Chancellors commented on this 
their impact, and your own strengths and in interviews. Vice-Chancellor A, for 
weaknesses). example, discussed the considerable 

reflection he undertook to finally decide 
which institution would suit his style 

Self-Management (emotional self-control; Both Vice-Chancellors espoused these 
adaptability or flexibility in adapting to characteristics and were both considered to 
changing circumstances; integrity, honesty, demonstrate these in their daily activities 
trustworthiness; a drive to grow and 
achieve this includes an achievement 
orientation; a continuous learning 
approach; a willingness to take initiative; 
and an optimistic outlook). 

Social Awareness (empathy and insight - Both Vice-Chancellors had strong views 
of others' perspectives and feelings and an recognising difference in their institutions. 
appreciation of others' strengths and VCb contrived for particular members of 
weaknesses; political awareness). Council to act as challengers of the 

institution's thinking and practice, such as 
prudent fiscal management 
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Table 9.1 Continued 

Relationship Management (respect 
for others; conflict management 
skills; collaborative approach; sense 
of humour; persuasive: visionary, 
diplomatic; able to leverage 
diversity). 

Both Vice-Chancellors excelled in 
these domains and the interview 
and observational data are replete 
with examples 

There is other persuasive evidence in the current research that each of the Vice

Chancellors demonstrated a range of these qualities. For example, in sending messages to 

staff that certain behavioural standards were expected (that it was inappropriate to 

personally attack someone) then the Vice-Chancellor too, must not be seen to contradict 

those expectations. Otherwise role ambiguity may emerge leading to a breakdown in the 

effectiveness of the role-prescription. Self-awareness, therefore, facilitates other EI 

dimensions such as emotional self-control. The capacity to demonstrate these 

characteristics in diverse contexts is also important in emotionally intelligent behaviour. 

Observational data from both case studies suggested that the Vice-Chancellors were 

aware of the need to be flexible. Behaviours by Vice-Chancellor B were subtly more 

relationship-oriented in "coffee meetings" with Heads of School, where the objective was 

to establish relationships, according to this Vice-Chancellor, but were decidedly more 

task-focused in some of the senior executive "coffee meetings" with the established 

group. 

Political awareness was demonstrated by both Vice-Chancellors in very different 

examples. Vice-Chancellor A revealed a high degree of sensitivity in his meeting with an 

external agency during complex negotiations between three universities, seeking to 

develop a joint program that held significant prestige and income potential. This was 

illustrated in chapter 8. In this example there were only two people involved in a closed 

office. The political strategy adopted by the Vice-Chancellor in this case reflected an 

appreciation that selling the benefits for his institution over the other potential partners 
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would probably have compromised the whole deal. Thus his strategy of selling the 

overall benefits to all the partners reflected a way of obtaining a form of win-win for all. 

Vice-Chancellor B displayed his political skills in two examples. One example, 

discussed in chapter 8, was illustrated in his managing of internal resource allocation 

tensions, whereby a fall-back position was factored into the negotiations, thus offering the 

Executive Dean, whose Faculty stood to lose substantial funding in the budget, some 

hope of support outside the funding model. The second example arose out of an 

interview with Vice-Chancellor B following a particularly testing Council meeting. The 

Vice-Chancellor revealed that he had actually invited the fractious member to become a 

part of Council for precisely the reason that he would challenge the institution on its 

financial reporting practices. This was an intriguing admission. The Vice-Chancellor 

had, in effect, transferred the role-sending signal from his office to the Council. The 

strategy here had two outcomes. Council was now the area for the finance people to deal 

with and as Council's legitimacy could not be challenged by the staff, they were forced to 

comply. Secondly, this meant that any feelings of resentment at the new compliance 

requirements would not be directed at the Vice-Chancellor, thus maintaining his image of 

a concerned colleague rather than an aggressive manager. This reflects a subtle but 

powerful means of managing a difficult issue by controlling the role-sending process to 

the institution's (and the Vice-Chancellor's) advantage. 

The Vice-Chancellors in the present research also demonstrated relationship management 

skills as indicated in the EI criteria above. They continually referred to respecting and 

valuing others in their organisations and there was little contrary evidence to challenge 

this. Conflict management skills were evident in Vice-Chancellor B' s handling of the 

resource allocation issue discussed previously. Vice-Chancellor A also reinforced a 

collaborative approach in his institution. Interestingly, the Chancellor in University A 

opined that Vice-Chancellor A should have been tougher on poor performing staff in one 

of the faculties and that she saw it as her role to mentor him in this regard. Nonetheless, 

interview and observational data indicated that generally the Vice-Chancellor's efforts to 

seek common ground on behavioural norms was consistently demonstrated. To reinforce 
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a key point in this discussion, the Vice-Chancellors used their personal qualities to effect 

change and role-enactment in their institutions. They created action through the signals 

they emitted via words and deeds. This represents a reversal of the flow of role-sending 

in the Katz and Kahn model. This reversal indicates that a key aspect of the role of Vice

Chancellor, at least in the two case studies here, was to clearly communicate to 

individuals, groups and the institution as a whole, what their own 'take' on their role 

would and should be. In a sense, each Vice-Chancellor shaped and communicated their 

own role-defining signals, a flow of role sending not anticipated by Katz and Kahn. 

9.4 To what extent do interpersonal characteristics influence the enactment of 
Vice-Chancellor roles? 

This section relates to the "Interpersonal Factors" component of Katz and Kahn's (1978) 

role theory. Katz and Kahn (1978) stated that the effectiveness of role-sending signals 

would also be influenced by the relationships between the role-senders and receivers. 

Trust levels, for example, will impact on signals that relate to praise or blame and will be 

interpreted differently. The key issue in this part of the model is the significance it plays 

in both Vice-Chancellors' behaviours and their ways of managing and leading. As Katz 

and Kahn (1978, p.197) noted, interpersonal factors have an interactive two-way 

influence on role-perfonnance as they are relatively fluid depending on the current state 

of interpersonal relationships. Katz and Kahn did not divulge an expansive list of 

interpersonal factors, but other authors provide relevant examples. Robbins and 

Hunsaker (2003, p.4) provide a list of key interpersonal skills that includes: "sending 

messages, listening, setting goals, providing feedback, empowering people, leading, 

promoting change, clarifying expectations, persuading, politicking, running meetings, 

resolving conflict, negotiating, and building teams". A number of these skills have been 

evident in this research and have been influential in role-sending and role-enactment 

processes. Mintzberg included processes such as 'negotiation', 'disturbance handler' , 

and, 'liaison' in his categories of interpersonal role behaviours, according to Hales (1986, 

p.94). 

There is a degree of overlap in a number of these categories, but for the purposes of the 

following discussion they have been separated into three groups. Communication factors 
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include: sending messages, listening, providing feedback, clarifying expectations, and 

running meetings (here there are a number of other overlapping factors, but it is in this 

category because this was a major strategy for the Vice-Chancellors in facilitating 

communication). The second category is political factors and include: persuading, 

politicking, negotiating, and conflict resolution. The final category highlights leadership 

factors and include: setting goals, empowering, leading, building teams, and promoting 

change. 

There has been much discussion in the preceding chapters concerning both Vice

Chancellors engaging in a range of communication strategies. Vice-Chancellor A has 

stated that the major role he believes he is engaged in is communicating. 

Communicate, communicate, communicate that's the three rules of being a 
Vice-Chancellor. (VCa lines: 694-695) 

This is a rule that both Vice-Chancellors embrace and this rule serves to implement much 

of their personal values and agendas. Indeed communication patterns and strategies are a 

dominant factor in the research data that has been accumulated for this study. This 

emphasises the importance of interpersonal factors as these are key determinants of 

communication strategies. 

Contrary to some assertions that Vice-Chancellors are removing themselves from their 

internal constituencies, for example, "First, leaders are too far detached from that which 

they lead" (Marginson & Considine, 2000, p.241), the evidence from this research reveals 

two Vice-Chancellors who exert considerable effort to both stay in touch with and 

communicate to the academic heartland of their institutions. This approach is supported 

by other researchers in international contexts (Clark, 2004; Sample, 2002; Shattock, 

2003, 2006). Both Vice-Chancellors adopted a range of similar approaches to achieve 

this, including regular visits to academic and administrative departments and employing a 

variety of media communication tools, including internal newsletters and newspaper 

columns, public forums (usually 2 per year) and other forms of public address such as 

multi-media broadcasts in the case of Vice-Chancellor B. Driven by values of 
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inclusiveness and a recognition of the importance of communication, both Vice

Chancellors regarded these means as essential. 

Each Vice-Chancellor adopted a number of communication strategies that were partly 

mediated by their particular organisational contexts and structures. Vice-Chancellor A 

had a much smaller staff (1000) and they were mostly centred around a "town square" 

precinct that enabled easy access to most faculty and administrative units. Thus this 

Vice-Chancellor was afforded the opportunity to leave his office to meet people in a 

relatively easy manner. According to him this may be a 5 minute walk in most cases. 

This created greater opportunities therefore to adopt a communication strategy based on 

formal and informal visits to staff, as was illustrated in chapter 6. 

Vice-Chancellor B had a different set of organisational issues that necessitated an 

alternative strategy, but one that appeared no less effective. In his case it was far more 

practical to have people come to him. A much larger staff profile (5000) and a widely 

spread out and expanding central campus site involved significantly more travel time and 

there were many more people to visit. Therefore, while departmental visits were 

conducted they were regarded as less important compared to the regular informal 

meetings conducted in the Chancellery building. 

There were a number of purposes attached to these communication strategies, according 

to the Vice-Chancellors, including: maintaining their finger on the pulse of the issues 

around their campuses; demonstrating their accessibility to their constituents and from 

this establishing good relationships with staff; allowing the Vice-Chancellors to engage in 

a variety of role-sending behaviours (including transmitting behavioural or cultural norms 

as discussed previously); clarifying issues that may be of concern to staff (Vice

Chancellor B gave a specific example of this in a 2006 follow-up interview in relation to 

a departmental restructuring concern staff had); demonstrating transparency within the 

university's decision making processes; minimising the impact of potential filters that 

typically degrade communication through traditional bureaucratic structures; and 

communicating fast and consistently. In the case of Vice-Chancellor B, the latter four 
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outcomes were of particular importance because of the size and complexity of his 

organisation. 

The relevance of the specific interpersonal qualities discussed above, provide a further 

clarification of their importance to the Katz and Kahn (1978) model and highlights an 

important development in our understanding of how Vice-Chancellors undertake their 

roles. The diversity of internal communication strategies suggest that awareness of the 

communication role of the Vice-Chancellor has been underestimated in terms of its 

significance to the operation of these two institutions. 

The weight of evidence from the two case studies suggests a model of role-enactment that 

closely resembles a human relations centred approach. Quinn has formulated a model 

that seems particularly relevant to the above discussion. Quinn referred to a "Competing 

Values Framework" (2007, pp.80-81) that encapsulated the personal and interpersonal 

factors discussed thus far. This model is reproduced below and discussed in relation to 

the current research. 

There are a number of features of this model that are relevant to the current research. 

Both universities are more likely to be characterised in either the top left or right 

quadrants. University A has demonstrated more of the features of the Human Relations 

Model (top left) while University B has distinguished itselfby a combination of the 

Human Relations Model and the Open Systems Model (top right). 
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Figure 9.1 Human Relations Model of Vice-Chancellor Enactment (adapted from 

Quinn (2007, p.81)) 

University A has tended to adopt an internal focus for part of Vice-Chancellor A's term 

due to its emergence from the CAE sector into full university status and thus has been re

framed internally. This has been demonstrated by the Vice-Chancellor's internal 

communication strategies and the development of an organisational culture based on 

mutual respect and human values. The Vice-Chancellor's personal values and 

interpersonal factors have facilitated this. 

University B was a pre-Dawkins university and has adopted a different strategy under 

Vice-Chancellor B. Already of considerable size at the time of the Dawkins changes (late 

1980's) this University embarked on a vigorous growth strategy looking both 
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domestically and internationally for new growth streams. This is consistent with the open 

systems quadrant of Quinn's conceptualisation. 

Nevertheless, both Vice-Chancellors adopted a commitment to the Human Relations 

model as a basic tenant of organisational behaviour. This is an important point to 

contemplate as it suggests that structure and other organisational factors may not 

necessarily impact on the roles of Vice-Chancellors as may have been expected. 

Discussion now turns to organisational factors to further unpack the role of Vice

Chancellors. 

It is also important to consider the dynamic nature of the leadership and management 

approaches of the two Vice-Chancellors. Figure 9.1 can be used as an explanatory 

framework for a range of contexts. Indeed the Vice-Chancellors seemed to be able to 

adapt their focus to act in all four quadrants from the figure, as needed. This flexibility 

was reflected in different ways between the two leaders. For example, while both 

operated to a significant degree in the Human Relations quadrant, they also focussed on 

the other three. Vice-Chancellor B acting in a more entrepreneurial focus in the Open 

Systems quadrant and Vice-Chancellor A more so in the Internal Process quadrant. This 

suggests that the capacity to manage differing organisational contexts and imperatives 

while maintaining core behavioural and values-based approaches would add value to 

university management and leadership practice. This suggests that more contemporary 

theories of leadership (for example, transactional or transformational styles) may not be 

flexible enough in contexts characterised by dynamic complexity such as is found in the 

two universities studied here. 

9.5 To what extent do organisational (contextual) factors influence the 
enactment of Vice-Chancellor roles? 

This section refers to "Organisational Factors" component of Katz and Kahn's (1978) 

role theory. Katz and Kahn suggested that these factors included "size, number of 

echelons, and rate of growth ... " (1978, p. 196). Other organisational factors that were of 

potential relevance to role-enactment in universities include the various academic 

disciplines and their power bases and historical context and cultures (former CAE, 
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amalgamated institution, traditional university, regional or capital city institution). In the 

current research, the universities were dramatically differentiated on all of the above 

factors but were similar in having some discipline areas in common, for example, 

Humanities, Business, and Sciences. 

Organisational factors such as size and history have been important influences on the 

Vice-Chancellors in relation to how they carried out their roles. Yet, in unpacking their 

role-enactment behaviours, each has endeavoured to adopt a range of human relations 

behaviours and practices that transcended the structural or historical factors of their 

organisations. As discussed previously each has adopted a consistent set of behaviours 

that appear to have been adapted to their contextual environments but that have not 

become subservient to those contexts. In this regard, organisational role-sending factors 

such as culture or structure have been negotiated without compromising behavioural 

integrity. This seems to add further weight to the observation that self-role determination 

had been a significant influence on the complex interrelationship of organisational and 

personal influences on role behaviour in the current research. 

This is an important point. As organisations increase in size, complexity, and 

formalisation, it would be expected that the task of maintaining effective human relations 

would become more difficult and perhaps too difficult. Yet each Vice-Chancellor has 

overcome their internal constraints to engender a positive human relations climate in their 

institutions. How they have achieved this has varied in some respects (as discussed in 

chapter 8) but in others bear a high degree of similarity. This does not advocate a 

generalised conclusion about Vice-Chancellor roles, but does illustrate realistic 

possibilities for Vice-Chancellor role-enactment. 

9.6 To what extent do extra-organisational (for example, government policy) 
factors influence the enactment of Vice-Chancellor roles? 

This section addresses an additional role-sending context that was understated by Katz 

and Kahn (1978) in their role-model. Katz and Kahn developed their models of role

enactment in the 1960s and 1970s at a time when organisational forms had not evolved 

into the flatter, hybrid, more dynamic and complex structures they are today. Certainly, 
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universities resembled hierarchies of legitimate academic fiefdoms that apparently had 

little to do with the outside world of their own academic interests. Much of the current 

literature in higher education (refer to chapter 3) argues that university management has 

moved inexorably along a pathway dictated by government pressures for greater 

efficiency and effectiveness, based on managerial or corporate practice. 

This research does not reveal institutions buried in managerial practice at the expense of 

fundamental academic roles. Rather, the two case-study institutions appear to be taking a 

pragmatic approach to the external pressures being exerted on them and are responding in 

ways, apparently unappreciated by some authors in the literature. There is no doubt that 

changes in higher education policy, particularly in the areas of full-fee domestic places 

and funding models based on variable HECS weightings of courses, are impacting on 

universities. These changes have consequences within the institutions due to in the 

creation of differential funding loads between high cost programs ( e.g., medicine) and 

low cost programs (e.g., philosophy). Thus, the internal competition for resources 

scenario discussed in Chapter 7 in University B reflects an inevitable problem for Vice

Chancellors. 

Both Vice-Chancellors have demonstrated an awareness of the need to manage external 

pressures and each has adopted strategies that reflect the strengths of their respective 

institutions. Vice-Chancellor A tended to take on a key political role in developing local 

and regional connections as evidenced in chapter 6. His agenda of establishing his 

university as the "preferred brand" as it were for local and regional students was probably 

a reasonable fit to the institution's emerging sense of self-worth as a university. His 

comments that they were not allowed to denigrate their competitors in their area suggests 

a softly, softly approach. But the Vice-Chancellor was regarded as the key instrument 

here. His connections to government and bureaucracies were of benefit to this small 

institution relative to other factors. 

Vice-Chancellor B heads an outward looking institution characterised by growth, 

diversity and risk taking strategies. Rather than avoid the opportunities opened up by the 

international student market and national competition, University B evolved an 
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entrepreneurial culture in response to market forces. Organisational units devoted to 

improving the institution's corporate communication strategies, staff dedicated to 

handling protocol for VIP guests on campus, well resourced off-shore ventures, and 

results-oriented senior executives all brought together a commitment to be a player in this 

environment. But this University also utilised external expertise to help drive their 

strategy and operation. Whereas University A relied on their Vice-Chancellor for 

external relationship building, University B deliberately targeted extremely high profile 

business people to both sit on Council and to fill the role of Chancellor. Thus the 

Chancellor and Council acted as boundary spanning resources for the Vice-Chancellor B. 

The story of recruiting the new Chancellor in chapter 7 gives some sense of the 

importance of this. This university would probably not consider a traditional ceremonial 

Chancellor. They wanted someone with national and international business connections. 

This brings in other tensions for the Vice-Chancellor and the University, however, if there 

is a mismatch between the expectations of the Council and Chancellor and the Vice

Chancellor and the university. Stories of problematic situations at Adelaide, RMIT, and 

Sydney have infiltrated the higher education literature over the past decade. 

Nevertheless, the trend to appoint Chancellors who have a far greater level of private or 

public sector senior management experience is a trend that has not gone unnoticed (Illing, 

2005). These appointments and their contingent influences on Vice-Chancellors 

represent a trend likely to escalate as institutions and their Vice-Chancellors seek to find a 

more effective way to deal with external pressures on their strategies and management. 

To bring this discussion to a conclusion, it is argued that a reconceptualisation of the Katz 

and Kahn model is necessary to depict a more complex and multi-directional role-sending 

context than has been recognised in higher education management literature, particularly 

in the Australian context. Figure 9.2 below captures the sent-role signals that are directed 

to the Vice-Chancellor from various stakeholder groups. This illustrates the various 

sources of influence on the role. Based on interview and observational data, each of these 

sources had an influence, but with differential impact. 
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9.7 Reconceptualising the Role-Theory Model 

The role-theory model of Katz and Kahn (1978) has provided a pertinent framework by 

which researchers can examine influences of role-enactment. However, this model has its 

limitations and three significant issues have emerged that suggest a need to 

reconceptualise their model. The following discussion focuses on these issues as they 

have emerged from the research and the literature. 

9.7.1 Multi-Directionality of Role-Sending Processes 

This section addresses the final question from chapter four "To what extent do VC's role 

behaviours/patterns of role enactment have reciprocal influences on aspects of university 

systems"? Katz and Kahn (1978) largely neglected the potential role-communicating 

capacity of the focal person, in this case the Vice-Chancellor. Their model suggests the 

Vice-Chancellor will be the recipient of many forms of role-sending signals from within 

the organisation (and to a lesser extent outside). This is understandable and would appear 

a logical conclusion in organisations as complex as universities with their multiple 

internal stakeholders. 

However, based on the observational and interview data, this researcher has concluded 

that the Vice-Chancellors in both institutions are in fact the major role-sending 

individuals. This, in effect, reverses the role communication flow in the Katz and Kahn 

(1978) role theory. To think of this another way, in examining the content of the 

prescriptive role messages obtained from interviewing various internal stakeholders in the 

universities and comparing that to the actions or behaviours of the Vice-Chancellors it 

can be concluded that much of the role-oriented communications are coming out of the 

office of Vice-Chancellor not into it, something that could be termed role-signalling. 
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In a very real sense then, the issue from the Vice-Chancellor's perspective is not simply 

responding to role-sending messages, but filtering these messages through an amalgam of 

complex influences and considerations to effectively shape and signal the role which they 
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enact. Thus, the Vice-Chancellor enacts a role that is largely self-determined while 

remaining cognisant of, and responsive to, others' expectations. 

This suggests that some Vice-Chancellors may have hitherto unappreciated power to 

signal the nature of their own role as well as their organisation's management practices 

and values. Indeed, considerable evidence based on observations suggests both Vice

Chancellors interpret this as a major part of their role. Both seem to accept that this is 

part of being in charge of their institutions and being able to initiate action rather than 

reacting to being told what to do. This emerged from interviews with both Vice

Chancellors. In one case Vice-Chancellor B influenced his Council in such a way as to 

have it (in tum) influence the behaviour of staff within his organisation, thus 

demonstrating a complex, multi-layered role-sending strategy. Figure 9.3 seeks to 

capture this re-conceptualisation of the Katz and Kahn model in the context of the role of 

Vice-Chancellor. 

~ 
I 

External 
Role senders 

* Role receivers 

I 
I 

Boundary Spanning 
Role senders 

~ 
I * Role receivers 

I 
I Internal 
I Role ;nders 

~ Role receivers 

-.-------

Vice-Chancellor 
• Personal Attributes 

• Interpersonal factors 

• Organisational factors 

Role signalling from VC 

Role 
~"'Shaping 

Role 
Enactment 
Behaviours 

I 
I 

------ ____ J 

Figure 9.3 Reconceptualised Role-Model 

306 



This model appears deceptively simple. Its significance to explaining the behaviour of 

the Vice-Chancellors are in the Role Shaping and Role signalling linkages in the model. 

This addition to the Katz and Kahn model represents a "proactive shaping role" from the 

Vice-Chancellor where as Katz and Kahn implied this process to be more reactive. Thus, 

the multi-directionality of role-sending signals has been found to challenge existing 

managerial role literature that has tended to assume a more unidirectional model. 

9.8 Implications of Research Findings 

A number of important issues have emerged from the research that deserves further 

scrutiny. The key issues to emerge have been: size and structure may have only minimal 

impacts on role save for determining processes such as communication strategies; size, 

structure, culture, and history influence the strategic directions Vice-Chancellors adopt 

for their institutions; managerial or corporate responses to new competitive and funding 

imperatives do not have to occur at the cost of losing the human relations focus of 

organisational people management; Vice-Chancellors playa larger role in role-sending 

than Katz and Kahn predicted in their model; role-sending and receiving are multi

dimensional and require non-linear conceptualisations and investigations. 

9.8.1 Human Relations Model of Vice-Chancellor Role Enactment 

The evidence from the present research demonstrates overwhelmingly that so called 

managerial responses to pressures from inside and outside universities do not have to be 

the natural way of managing universities. Irrespective of the history, size, structure or 

culture of the two institutions in this research, the Vice-Chancellors have adopted 

approaches to managing their institutions that fit human relations and open systems 

models as discussed previously in this chapter. This appears to be in contradiction to the 

literature in higher education that suggests universities are acting in some concerted way 

to their current environments. 

This point is significant when comparing the practices observed in this research to the 

research that has been conducted on organisations outside the university sector, in 

supposedly aggressive corporate contexts. Indeed the evidence presented in this thesis 
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suggests that universities implementing corporate or managerial practices are likely to fail 

if they underestimate the human equation factors that Pfeffer refers to so dramatically 

(Pfeffer, 1998a, 1998b). Pfeffer (1998a) has identified a number of factors that he argues 

contribute to the long-term effectiveness of organisations. By long-term, Pfeffer 

examines organisations that have survived and thrived over many decades despite major 

economic and social upheavals. As argued previously, human relations factors contribute 

significantly to the university management practices observed in this research. Thus, 

there is a high degree of synergy between Pfeffer's research outcomes and the outcomes 

from the current research which can be usefully explored as shown in Table 9.2. 

308 



Table 9.2 Pfeffer's Human Equation Categories 

Practice Pfeffer's Findings Current Research Links 

Employment Southwest Airlines in US never had layoffs despite No mention in either University of need for redundancy issues 
security downturns in airline industry - maintain regular market relating to financial difficulties of university. Both universities 

leadership position. have operated in the black consistently. 

Selective hiring of Southwest and Subaru invest significant time and University B Vice-Chancellor involved in extensive decision 
new personnel resources to making the right decision the first time. making concerning top staff. Observed data suggest a high 

performing organisation with extremely loyal and competent 
senior executive. 

University A Vice-Chancellor appoints on likelihood the new 
staff member will meet the university's values (not just on 
academic criteria). 

Self-managed Honeywell Defence produced a change in on-time University B highly devolved with powerful but accountable 
teams & delivery from 40% in late 1980s to 99% in 1990s after Executive Deans running their 'Fifedoms'. But, a shared 
decentralised moving to self-managed teams and decentralisation. commitment to university evident in meetings observed. 
decision making University A less of an issue due to small size. VCa prefers 

delegating according to interview data. 

Comparatively high Focus here is based 0 contingent remuneration that is Both University Vice-Chancellors settled EB's quickly, offering 
compensati on performance based. But some firms in study pay asked for pay rises up front. University B is at top of salary list 
linked to significantly over competitors - but staff must earn it. in industry on regular basis. 
performance 

Extensive training Data suggest a direct relationship between investment Was not a focus of the research. 
in training and development and profitability of 
organisations. 
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Table 9.2 Continued 

Reduced status Numerous examples of companies changing titles to Both Vice-Chancellors prefer first name terms. VCa has a non-
distinctions & reduce status differences (eg. Secretary now called titled name tag. Both VC's reported to regularly eat in campus 
barriers including Associate); dress codes show less distinction (less cafeterias. VCb reported to occasionally visit student bar. Both 
dress & language formal); management and employees eating in same reinforce values of respect for staff. VC a will not allow 

cafeterias. Professors to abuse their positions by asking junior staff to be 
subservient. 

Extensi ve sharing Numerous examples of organisations sharing almost all University A - all formal meetings are "Open Meetings". Both 
of financial & financial and other human resource data with staff - Vice-Chancellors communicate using different media and 
performance major reasons are trust and better informed employees forums. VCb web casts major speeches for staff to access off 
information make better decisions. their computers. 
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The preceding discussion makes an important point. Not all corporate practice is 

harmful or neglectful of staff needs. Thus, criticism of university practice as being 

managerial or corporate, in itself, may be failing to acknowledge that not all 

organisations follow mechanistic and economic rationalist practices. 

9.8.2 Communication and Internal Networking Implications 

Contrary to expectations of organisational structures such as the large, hierarchical, 

institutions that universities typify, restricting the capacity for effective 

communication to occur, the current research suggests that the opposite may well be 

possible, at least in some cases. The key drivers of the communication strategies in 

this research appear to be based on the particular personal and interpersonal 

attributes of the Vice-Chancellors, but also, their recognition that certain strategies 

would work best for their own contexts. 

Vice-Chancellor B, for example, was adamant, when interviewed, that while his 

8 :30am "coffee meetings" occurred at a time in the day when he could well have 

attended to other matters, they were essential for him to engage in the multiple 

processes with his staff. This represents a relatively optimistic outcome for those 

who consider the task of maintaining effective internal communications (and human 

relations) processes as belonging in the 'too hard basket'. 

9.8.3 Multi-Directionality and Complexity 

In relation to the immediately preceding discussion, the evidence in the current 

research suggests that role-sending is multi-directional and in the case of Vice

Chancellor B 'manipulating' Council membership to achieve indirect role-sending 

and role-enactment outcomes. This reflects complex and previously hidden factors 

in role-sending. 

Based on the evidence of this research, however, this researcher found little evidence 

to suggest either institution was operating in a chaotic environment. In reality, the 

contexts for both institutions were different, and extremely busy, but there was no 

evidence of organisational anarchy so famously postulated by Cohen and March 

(1974). Indeed, there was little evidence of problematic goals, unclear technology 

311 



and fluid participation as defined by Cohen and March. Bargh et ai. (2000) reported 

a similar lack of anarchy in their research. 

The diverse range of issues that come across a Vice-Chancellor's desk are certainly 

evident. Their frequency and constancy is also evident. However, the two case 

study Vice-Chancellors had evidently put in place highly competent staff (both 

senior executive and support) in order to help facilitate their roles. Vice-Chancellor 

B actually admitted to trying to employ people who were smarter than he was, when 

interviewed for the 5th occasion in 2006. 

9.9 Limitations 

The research for this thesis has a number of limitations to its design and conclusions. 

The first to be discussed relates to the timeframe of the data collection and analysis. 

The first case study was undertaken in 2000 and thus represents a significant time 

lag in reporting the findings. This has been inevitable due to the difficulties in 

gaining the necessary level of access to another institution. Importantly, however, 

data from international studies using similar methodologies (Bargh et aI., 2000) have 

yielded similar outcomes in a number of areas thus suggesting that there may be 

between study convergence of findings. Further, follow-up interviews and e-mail 

contact with both Vice-Chancellors, in 2006, allowed the researcher to obtain input 

that supported previously discussed and observed behaviours. 

In relation to this first point the researcher has conducted a number of e-mail and 

telephone interviews in the past month to ensure that material in the thesis 

represented a shared understanding of the key themes and issues between the 

researcher and the Vice-Chancellors. 

Pursuant to an interpretive methodology, strong generalisations from the data are not 

possible, nor desirable. Importantly, however, between-case similarities give some 

cause for informed speculation as to the efficacy of the practices of the Vice

Chancellors in this study. That Bargh et. aI., (2000) found many similar outcomes 

from a larger sample also gives some sense of convincingness to the findings. 

Nevertheless, greater variety in case study university selection would have 

contributed more convincingness in interpretation of the material and allowed the 

researcher to add richness and, potentially, breadth to the conclusions. This is a 
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serious issue in the context of the current research and is acknowledged as a major 

limitation to the wider generalisation of the role behaviours observed and of the 

reconceptualised model presented in Figure 9.3. 

Further, the research would have been enhanced by including more people at lower 

academic levels in the organisations (such as lecturers, general staff, and students 

who enjoy little or no direct relationship with the VC) to add depth to the sampling. 

Thus, perspectives in this research have been much more representative of Heads of 

School and above for academic staff, although two student leaders and a small 

number of general staff below senior executive were included to at least begin to 

touch on these extra perspectives. Time restrictions in access to people on the 

campuses was a major impediment to a wider sampling in the research. 

Another limitation was the small observation windows available to shadow both 

Vice-Chancellors. This reduced the opportunity to obtain sufficiently complete and 

meaningful pictures of their roles. Continuity across time and context were thus 

reasonably problematic, particularly in observing external role-influences on the 

Vice-Chancellors. This will always be the case, however, because of the busyness 

of the incumbents and the availability for researchers to get close to them. The Vice

Chancellors as a group are travelling significantly more frequently and are thus away 

from campus more often than was the case in previous generations according to 

VCb, in an aside to the researcher during the second campus visit. A further issue 

relating to limitations in time to observe behaviours was that the researcher may 

have been exposed to quite selective contexts. Thus, important occasions may have 

been missed due to the small and fragmented opportunities to observe. 

In addition, it must be acknowledged that the major observational and interview data 

came from internal stakeholder contexts and perspectives. This raises concerns 

about the lack of balance in examining internal and external role-sending 

behaviours. Given Marginson and Considine's (2000) contention about the 

increasing influence of external stakeholders, more research on external stakeholder 

influence seems appropriate. The reconceptualised model in Figure 9.3 thus reflects 

a predominantly internalised view of the Vice-Chancellor role. This model could 
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have been further enhanced had the researcher had greater opportunity to connect 

with external stakeholders for their respective universities. 

Finally, by only having two case studies in the research, criticism may be directed 

towards the fact that the level of contrast between the institutions was not as 

powerful in tenns of representing institutional diversity in the Australian system as it 

might have been. As the original goal of the research was to explore role-sending 

and role-enactment with a view of obtaining a basic understanding of these 

processes, in case study universities high-level generalisation was not an important 

objective. However, it must be acknowledged that the two Vice-Chancellors studied 

here were more similar than different, thereby reducing opportunities for dramatic 

contrast. This, in large part, reflects access constraints imposed on the researcher by 

the institutions (and their Vice-Chancellors) approached to participate. 

9.10 Future Research Issues 

There is a need to explore relationships at the boundary of role-sending, role 

enactment, and role signalling particularly in the case of the changing relationships 

between Council (governing bodies) and Chancellors and Vice-Chancellors. This 

appears to be a critical area and one that future Vice-Chancellors, inevitably, will 

need to consider in seeking appointments or in appointing new Chancellors. This is 

not an insignificant issue. The data presented in this thesis coupled with a reading of 

the Australian higher education context through the media (Moodie, 2007) suggests 

that the emerging role of Chancellor may deserve particular attention. How do these 

newly elected or appointed individuals perceive their roles? What signals are being 

sent to them to help shape their roles? The potential for significant cultural clashes 

when these appointments come on board with views that may well be in conflict 

with the Vice-Chancellor suggests a critical time lies ahead for universities. 

The emerging competitive market context with new players entering the Australian 

system such as Carnegie Mellon University and the University of Notre Dame, 

suggests that the playing field will become even more complex and demanding. 

Vice-Chancellors may need to look ever outward in their attempts to scan the 

landscape to detennine how their vision will match with the realities of a new 

competitive environment. 
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Finally, this research has uncovered hitherto unreported role-shaping, role

enactment, and role signalling processes in the most senior of roles in the two 

universities. The implications of these findings suggest that universities and 

prospective Vice-Chancellors may need to pay far more attention to the actual fit 

between the individual characteristics of these people and the intended institutions. 

More accurate job previews could be developed by the universities and the 

recruitment agencies used to source applicants. Applicants may need to pay far more 

attention to the issue of "fit" between their values and the institution they are 

considering working for. Thus, research into human resources issues also emerge as 

important avenues for future examination. 

Further extensions to this research requires a more broadly focused approach to 

include a more diverse range of university contexts as well as a greater depth and 

breadth (extending to more external stakeholders) of sampling within each context. 

Feeding such extended findings into the literature on higher education management 

would have has much intrinsic and tangible value for both theory and practice. 
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