
Column 1 : How did the NEA come about?
Introduction
This part of the portfolio is about how the NEA came about in response to

Research Question 1 and, like the question (see Table 1.1 below), is divided

into three parts: context, development and implementation. It keeps the

narrative and the sensemaking separate so that the risk of biased story-telling is

minimised (Coghlan & Brannick 2005, 128-30; Zuber-Skerritt 1992, 132). I

have employed a technique suggested by Coghlan and Brannick (2005, 129) in

which my reflections are placed in boxes so that they are clearly delineated

against the account of what took place.

Table 1.1 : Research Question I and sub-questions

I . How did
the NEA
come about?

1.1. What contextual factors led to the decision to establish the NEA?

1.2. How was the NEA developed?

1.3. How was the NEA implemented?

Most action research based in organisations involves interlevel organisational dynamics.

In complex organisations like universities, each level of the organisation has a dynamic

relationship with each of the others (Coghlan & Brannick 2005, 112-113). Levels of

organisation include individuals, teams, interdepartmental groups and the whole

organisation. My reflection and analysis, or sensemaking, is based in systems thinking

which views organisations as a whole, made up of inter-related and interdependent parts

(Anderson & Johnson 1997, 17-21; Coghlan & Brannick 2005, 118; Senge, Kleiner,

Roberts, Ross, & Smith 1996, 89-91). It is presented using tools borrowed from

innovation theory (Osborne & Brown 2005) and the process approach to the study of

change and development which commonly employs narrative explanation (Poole et al.

2000, 91-111). The process approach involves event identification in terms of context

events, idea events, activity events, people events and outcome events. Each of these

five event types has sub-categories as summarised in Table 1.2 below. Context events



are either organisational or external to the organisation. Idea events are core or related

ideas. Activity events are process or milestone activities and people events are one of

four types identified in interlevel dynamics: individual, team, interdepartmental or

organisational (Coghlan & Brannick 2005, 112). Outcomes events are positive, negative

or mixed. Poole et al (2000, 108) define positive outcomes as 'good news or successful

accomplishments'; negative outcomes as 'bad news or instances of failure or mistakes';

and mixed outcomes as 'neutral or ambiguous news or results indicating elements of

both success and failure'. These event types and outcome definitions were used to

analyse the results of Research Question 1.

Table 1.2: Event identification adapted from Poole et al. (2000, 105-08)

Context
event

Idea event Activity event People event Outcome event

Organisational

context

Core

idea

Process event Individual Positive

Team Negative

External

context

Related

idea

Milestone event Interdepartmental Mixed

Organisational

Innovation theory identifies three useful dimensions of change: invention,

implementation and diffusion. Invention is the actual generation of a new idea (Osborne

& Brown 2005, 120). It may be pulled by research, pushed by market and/or consumer

demand, or be a synthesis of both and is an optional dimension of change (Osborne &

Brown 2005, 129). Implementation is the adaption of a new idea within a new

environment. Four key factors have been identified in innovation literature as important

in understanding the implementation process: the organisation; the organisational

environment; the role of individuals; and organisational processes (Osborne & Brown

2005, 129-130). There is considerable overlap between this approach and the process

approach to change described above. Diffusion is defined as the means by which a

specific innovation is transmitted to other users. The first two of these dimensions,

invention and implementation, were used in conjunction with the event identification

approach, described above, to assist in the analysis of the outcomes of Research

Question 1.
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1.1 What contextual factors led to the decision
to establish the NEA?

As described in the Linking Paper there are three context areas of action research

projects within organisations: the broad general context at national and global level

(external context); the local organisational context; and the specific topic area (Coghlan

& Brannick 2005, 125). The specific topic area of graduate attributes (also external

context) was explored in the Literature Review section of the Linking Paper. The first

two contextual areas are the subject of the first part of Column 1 in response to research

sub-question 1.1 set out in Table 1.3 below.

Table 1.3: Research Question 1.1 and sub-questions

1.1. What
contextual
factors led
to the
decision to
establish
the NEA?

1.1.a. What were the internal and external factors that led to the
creation of the NEA?
1.1.b. What opportunities were identified?

1.1.c. How were these opportunities to be addressed by the NEA?

1.1.d. Is the NEA innovative?

1.1a What were the internal and external factors that led to
the creation of the NEA?

The internal factors that led to the creation of the NEA were UNE's own Graduate

Attribute Policy and my realisation that a unique opportunity existed at UNE to support

our Graduate Attributes Policy through utilisation of the wide range of opportunities for

extra-curricular involvement that existed at UNE's Armidale campus. This was the local

organisational context. The external factors, or the broad general context, were similar

initiatives elsewhere that sparked the idea of the NEA.

Internal
The UNE Strategic Plan 2002-2006 stated that teaching will be relevant to students'

future professional and civic lives. UNE aims to:
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offer via flexible teaching and learning a diverse and attractive portfolio of
professional courses ... through (amongst other things) implementation of
the policy 'Attributes of UNE Graduates' which ensures that all students
develop generic and transferable skills (The University of New England
2001a, 5).

This policy said that:

by the time students graduate, they will have attained a detailed grasp of
discipline knowledge, as well as having developed abilities to participate
successfully in the workforce, and as responsible citizens (The University of
New England 2005).

Specifically UNE Graduate Attributes are:

• Communication Skills: To be able to communicate effectively using appropriate
mediums and forms of communication in a range of situations;

• Global Perspective: To able to demonstrate an awareness of the global context of
their discipline and profession, and inter-cultural competence;

• Information Literacy: To have developed competencies in information literacy
including the ability to find, acquire, evaluate, manage and use information in a
range of media;

• Life-Long Learning: To be prepared for life-long learning in pursuit of personal
and professional development, and be able to learn new skills and apply them to
new situations;

• Problem-solving: To be effective problem-solvers, capable of applying logical,
critical and creative thinking to a range of problems;

• Social Responsibility: To be committed to ethical action and be able to recognise
social justice issues relevant to their discipline and professional area; and

• Team Work: To be able to work collaboratively to achieve common goals and
solve problems, and to negotiate, assert their own values and respect the values
and contributions of others in group situations (The University of New England
2005).

For a more detailed description of the UNE Graduate Attributes Policy see Supporting

Document 1.1 (page 5.44).

As discussed in the Literature Review, the UNE Graduate Attributes statement consists

of a list of specific individual attributes and skills. The UNE Teaching and Learning

Plan 2001-2002 stated that 'the next few years will be characterised by... an increased

interest in...employability of graduates' (The University of New England 2001 b, 2) and

that 'UNE undergraduate awards/degrees will incorporate Attributes of a UNE

Graduate' (The University of New England 2001b, 4). In the years since 2001 much has
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been done to embed the UNE Graduate Attributes into the formal curriculum (Chapman

2004; Muldoon 2000). However, little attention has been paid to harnessing the

opportunities available to students beyond the academic curriculum to achieve the goal

of producing more highly employable and competent graduates. This is despite the fact

that UNE has for many years been proud of the on-campus extra-curricular experience it

offers to students.

At UNE, approximately 50% of nearly 4,000 internal students (J. Kleeman, Director,

UNE Planning & Institutional Research 2005, pers. comm. October 26) live on campus

in the University's residential system which comprises seven residences known as

colleges and a complex of self-catering flats. The residential system offers a huge array

of social, cultural and sporting opportunities to its residents and actively promotes these

activities to prospective and current students. For example:

We celebrate achievement across six dimensions of Page life: Academic life;
Sporting excellence; Cultural pursuits; Social activities; Community spirit;
Charity fundraising. Each dimension plays a big part in making up the
lifestyle that we are so lucky to have here at Page (Earle Page College 2006).

St Albert's has the prefect balance of cultural, social and academic events to
allow you to become a well-rounded, sought after graduate (St Albert's
College 2006).

At Robb College we believe it is important to have a good balance between
personal, intellectual, cultural and social development. It is through everyday
College life that our residents truly develop (Robb College 2006).

The other 50% of internal students live in or close to the nearby city of Armidale. All

are able to affiliate with the various colleges and participate in college life. In addition

to the college-based activities there were, prior to the introduction of voluntary student

unionism (VSU) in mid 2006, a large number of clubs and associations run by the

student organisations which themselves offer opportunities for student involvement.

(UNE's response to VSU was to establish the entity Services UNE which worked to

rebuild student involvement in service provision and utilised the NEA as an incentive to

students in this endeavour, as described below, page 1.58). The presence of 4,000

internal students on or very close to the campus increases opportunities for involvement

in campus life because of proximity, accessibility and immediacy and also assists in

generating an environment which is conducive to such activity and contributes to its
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growth. UNE does share this feature of campus life to a certain extent with a number of

other Australian universities that offer on-campus accommodation. However, UNE is

unique in terms of the very high percentage of its internal students that reside on, or

very close to, campus and the correspondingly high level of extra-curricular activity.

(See below, page 1.10, for a description of extra-curricular activity available at UNE in

2002.)

There were thus a range of non-academic student activities at UNE which provided

ideal opportunities for student development. Many, such as the social and cultural

events, were acknowledged as a significant part of the UNE experience in its Strategic

Plan and marketing initiatives. For example:

The campus of the University of New England including its colleges and
residences will enable staff and students to achieve our goal of being a
vibrant living-and-learning community (The University of New England
2001a).

Who are you? Your UNE experience will be imprinted on your future...Our
unique balance of high educational standards and outstanding lifestyle will
help you to evolve into the person you were always meant to be (The
University of New England 2006a).

In 2007, the student recruitment tagline became 'The UNE experience stays with you

for life' (University of New England 2007).

What had not been overtly acknowledged in the past, and in the early years of the UNE

Graduate Attribute Policy, was the potential of all of these activities in terms of student

development of the graduate attributes and other transferable skills.

External
During a study leave period in 2001,1 visited Yorkshire in Great Britain and whilst

there learned about three university programs that encouraged extra-curricular

achievement. While this was not the primary reason for the visit to Yorkshire, it became

of interest because of UNE's relatively new Graduate Attribute Policy, described above,

and my realisation that a program encouraging extra-curricular activity might work in

the UNE context. The three programs were the University of Leeds' Personal

Development Profile, Bradford University's Alternative Degree and the University of

York's York Award.
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The Personal Development Profile (PDP) at the University of Leeds was a mechanism

for recording student learning and experience both within the discipline context and

through extra curricular activity. Graduates had an officially endorsed document which

articulated the strengths and skills they had acquired, while enrolled, through their study

and other avenues and opportunities (Jackson, Ward, Rees Jones, & Butcher 2000, 8-9).

At Bradford students were encouraged to keep a Personal Development Plan to record

their achievements (Currant & Mitton 2000a, 2). In contrast to the Leeds model, the

Bradford model targeted the skills and attributes developed separately to those

embedded within degree courses as embodied in the name of the award, the 'Alternative

Degree' so it was exclusively about extra-curricular activity. Similarly, the York Award

was a certificated program of skills training and experiential learning offered by the

University of York in partnership with public, private and voluntary groups. To obtain

the York Award students were required to plan and pursue an active program of

personal development in areas of interest and relevance to their future careers. Most

were assessed and all contributed a fixed number of points towards an overall 100

points required for the York Award. The University of York promoted the Award as an

opportunity to leave university with two qualifications rather than one (The University

of York 2002) like Bradford's 'Alternative Degree'. These three initiatives, which are

compared with the NEA below, page 1.14, were the antecedents of the New England

Award.

On my return from study leave in September 2001, I raised with the then Vice-

Chancellor of UNE, Professor Ingrid Moses, the possibility of a new award, tentatively

called the New England Award, which would recognise extra-curricular achievement

(see Supporting Document 1.2, page 5.46). The Vice-Chancellor responded positively,

indicating interest in a developed proposal. I then embarked on an investigation of

existing extra-curricular training and development opportunities and their potential to

contribute to an over-arching award.

This was the core idea event in the development of the NEA and its immediate uptake

by the Vice-Chancellor was a clear indication that within the organisation at that time

there existed a crucial characteristic required for the generation of ideas: open

communication (Osborne & Brown 2005, 130).
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Investigation of extra-curricular training and development opportunities at UNE
This investigation, carried out in 2002, involved all the areas within the university that

coordinated programs and activities for students which provided opportunities for

training and development that were not part of degree programs. These areas were: the

Counselling and Careers Service, Dixson Library, the Equity Office, the Oorala

Aboriginal Centre, the Academic Skills Office, the eight residences, the UNE Students

Association, the UNE Union, Sport UNE, the UNE Postgraduate Association, the

Language Training Centre, the International Office, the Marketing and Public Affairs

Directorate and the Vice-Chancellor's Office. The intention was to identify exactly what

these activities were, how suitable they would be to incorporate into an over-arching

award and to ascertain interest from the various areas in being involved in such an

award.

The first step was to outline the idea of the NEA and the reason for the investigation in

a brief initial email to the heads of these areas asking if they would be interested in

participating (see Supporting Document 1.3, page 5.47) All responded positively. The

next step was to send a survey as an electronic attachment (Supporting Document 1.4,

page 5.48) and an explanatory letter (Supporting Document 1.5, page 5.49). The letter

explained my concern that extra-curricular programs which do not carry degree credit

points are not as highly valued by students as credit bearing programs although the

experience, skills enhancement and personal development they offer are very important.

There might be value in seeking an alternative recording and rewarding device which

linked all the various opportunities which promote non-academic student training and

development into an integrated award. The email outlined my intention to develop a

proposal for an 'alternative' award at UNE and that the project was part of my

Professional Doctorate. The purpose of the survey was to produce a comprehensive

summary of all such activities across the campus. No deadline was set for the return of

the survey but I kept in touch with all involved and all surveys but two were returned

within a month.

The survey asked each head of the areas to list the names of the activities they offered; a

brief description of each activity; what skills were developed; which of the UNE

Graduate Attributes were developed or enhanced; whether the activity was assessed in

any way; what recording mechanisms existed; whether the activity had the potential to

be assessed; and to classify each activity according to a preset code. Each set of
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information was presented as headings to columns in a table which would expand as

needed and were explained more fully in a key (see Supporting Document 1.4, page

5.48).

A code for activity classification was developed by me based on my prior knowledge of

extra-curricular activity on campus. This classification was later adjusted, as described

below on page 1.25, but initially there were four classifications: a) extra-curricular

learning and training; b) preparation for employment; c) contribution to the university

and wider community; and d) off-campus learning. Known examples of each category

were given to assist understanding.

The table of questions was followed by some additional open questions asking about

each area's interest in participating in an over-arching award and if they were planning

any additional student training and development programs which would be compatible

with the idea.

As mentioned, almost all areas completed their surveys quickly and easily. One area did

not but later became subsumed into a wider group, the manager of which was an

original member of the NEA Advisory Committee and having played a prominent role

in the development and implementation of the NEA, was able to bring this area

smoothly into involvement in the NEA.

The other area which experienced difficulty with the survey was the residential system.

Individually, the heads of the residences were fully supportive of the notion of the NEA,

but as a group were unable to reach consensus. Ultimately it required me to facilitate a

group exercise to compile the information and this occurred congenially.

Constraints experienced during this part of the development process were the result of

people events and interlevel dynamics within the University which required leadership

to resolve. The first issue can be described as a people event on the individual level but

was later resolved due to positive organisational dynamics created by a restructure. The

second issue arose from negative team dynamics but was able to be resolved due to

positive interdepartmental dynamics that occurred when an outsider to the team took on

the role of facilitator for this group. In both instances, it was people events rather than

reasons to do with the NEA itself that resulted in a pause in the development of the

NEA and it was people events that were responsible for the resolution of these issues.
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Innovation theory views the role of individuals within an organisation as crucial in the

change process and emphasises the importance of the 'product champions' (Osborne &

Brown 2005, 130). In both instances described here, it was product champions, me and

a fellow member of the NEA Advisory Committee, who were able to intervene and

keep the change process moving.

The survey was completed and the results collated into a report: 2002 Investigation of

Extra-curricular activity at UNE. Fifty two non-accredited extra-curricular activities

were identified and described in the report, an excerpt from which is contained in

Supporting Document 1.6 (page 5.50). The report was circulated amongst the survey

participants and later used as an attachment supporting the official NEA proposal

described below. Later, during the development phase, each of the areas that

participated in the survey were invited to have representation on the NEA Advisory

Committee.

1.1b What opportunities were identified?
The results of the audit showed that there were multiple activities occurring on campus

at UNE which contributed to student development and were highly suitable to being

part of an over-arching award. The identified activities had the potential to not only

assist students to develop the individual skills and attributes in the UNE list of Graduate

Attributes but also to contribute to the development of the broader attributes and

attitudes which were entering the graduate attribute lexicon (see Literature Review, page

17). However, the most positive outcome of the investigation was the overwhelming

support of all the extra-curricular activity providers for the notion of the New England

Award. It was clear that several of these had toyed with ideas that might give increased

credence and currency to their activities particularly in the area of extra-curricular

learning and training. These ranged from web- and/or paper- based recording

mechanisms through to seeking full academic credit for training programs. The problem

with the first option was that the potential proliferation of such approaches would be

confusing for students and not conducive to cooperation between all involved.

The second option faced an array of obstacles. In the unlikely event that training

programs offered outside the faculties were to become credit bearing in standard

academic awards, it was virtually impossible to fit optional units into many degrees,
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particularly the more 'vocational' degrees, which could pose an equity issue with some

students being able to use the credit points and others not.

I also noted that the special UNE on-campus experience, of which the University was so

proud and so keen to utilise in its publicity and recruitment drives, had the potential to

be a far more potent public relations tool than heretofore realised. It seemed distinctly

possible that the New England Award could well become a powerful symbol of all that

UNE sought to be – a student-centred institution providing a high quality education with

multiple opportunities for the development of the skills, attributes and attitudes

necessary for successful personal, professional and civic lives of its graduates.

The enthusiasm of all the providers of extra-curricular activity for the notion of the

NEA was an example of interdepartmental interlevel dynamics at its best but it was at

this time untested by sustained action. At this stage of the development of the NEA the

goodwill factor amongst all concerned was vital to further progress. This was because

the notion of the NEA, while supported by the Vice-Chancellor, was not high on the

agenda of any of the line managers of those involved, including my own, the Director of

the Teaching and Learning Centre. Therefore bottom-up, interdepartmental solidarity

was crucial.

The existence of an organisational environment committed to change is a crucial

element for successful implementation according to innovation theory (Osborne &

Brown 2005, 130). Ideally this would involve product champions having influence at all

organisational levels. This was not the case with the implementation of the NEA. The

NEA change champions sat at the very top of the hierarchy and at middle levels of the

organisation with large vertical and horizontal gaps. These became deeper and wider

and more problematic during the implementation period of the NEA.

1.1c How were these opportunities to be addressed by the
NEA?

I subsequently developed a proposal in which a case was presented for institutional

recognition of student development through involvement in these identified extra-

curricular activities. The hope was that this in turn would place higher value on non-

credit bearing activities provided by sections of the university situated outside of the

faculties. The increased status and, hopefully, higher participation rates, in these



activities would allow the University to pursue a complementary avenue for the

development of graduate attributes, one that would also provide an opportunity for it to

capitalise on one of its strengths - the UNE on-campus experience. Unlike study in the

formal curriculum, the NEA could involve student led and individual approaches to the

achievement of the award. Students would be required to plan and activate their own

NEA programs which would have the flexibility to be tailored to individual interest, and

personal and professional requirements. Additionally, by requiring students to reflect

on. record and write about their personal and professional development through extra-

curricular activity, the NEA would improve their ability to articulate their skills

development and personal attributes acquired during their undergraduate years with

potential for graduates being better prepared for life after university and the world of

work.

The NEA as a core idea event thus became extended to include improved status of non-

faculty based activity as well as the promotion of the potential of extra-curricular

activity in student development.

The NEA Proposal
The NEA Proposal was completed in late 2002 and submitted to the Vice-Chancellor

through the appropriate line management channels. Some considerable time lapsed

before it met with success and funding was provided to the researcher to commence the

development and implementation process (see below, page 1.22).

Interlevel dynamics was instrumental in this delay which was a people event on the

organisational level. There was a huge gap between those involved in the NEA who

were positioned low in the institutional hierarchy and the Vice-Chancellor who sat at

the top. That gap was peopled with busy managers, directors and executives who had no

knowledge of the NEA and therefore little interest or understanding of its potential but

that gap had to be bridged in order for the NEA Proposal to reach its destination via

established line management protocols. The NEA Proposal thus became mired in an

overladen bureaucracy. This was a frustrating period and required careful intervention

in the form of informal advocacy which could be described as people events on the

1.12



individual level. Ironically, this was possible because of the unique UNE environment

described above which enables informal interlevel interaction at on-campus social

events, most notably those held in the residential system, such as commencement and

valedictory dinners.

The NEA Proposal consisted of an executive summary followed by UNE-specific and

more general contextual information about graduate attributes policies and their

implementation, particularly at the three aforementioned British universities. It

presented the case for UNE to capitalise on the existence of a wide variety of extra-

curricular opportunities for student development, for both student and institutional

benefit, by establishing the New England Award. It requested funds to facilitate its

development and implementation. The proposal also sought funds to build an online

skills portfolio which was to be an integral part of the NEA. Both requests met with

success. The executive summary of the NEA Proposal is presented in Supporting

Document 1.7 (page 5. 59).

The funds for the online skills portfolio were subsequently channelled to the Manager of

the UNE Counselling and Careers Service who is an accomplished and respected

careers advisor. I remained actively involved in the design and development of the

resulting online portfolio which became known as the unEportfolio

(http://www.une.edu.au/eportfolio/index.jsp) and which has fulfilled an important role in

the NEA (see below, page 1.32).

1.1d Is the NEA innovative?
While innovation theorists have struggled to reach consensus about what constitutes

innovation, Osborne and Brown have suggested that innovation has four core features:

newness; its relationship to invention; that it is both a process and an outcome; and that

it involves change (Osborne & Brown 2005, 119-121). In regards to newness, most

innovation studies have preferred the relative as opposed to absolute, definition,

meaning something new to an organisation (Osborne & Brown 2005, 120). Others have

referred to this distinction as subjective and objective innovation (Kimberley 1981,

cited in Osborne & Brown 2005, 120). Subjective innovation is something that is new to

those involved in its adaption from elsewhere and its subsequent adoption in a different
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environment. Clearly the NEA is a relative and subjective innovation because it is new

to LINE.

The absolute definition of newness sees innovation as literally first use, as does the

objective definition (Osborne & Brown 2005, 120). Whether or not a new program may

be described as an absolute or objective innovation requires some benchmarking. The

reflection on the following comparison of the NEA with similar international and

Australian programs takes into consideration newness and also the other three of

Osborne and Brown's (2005) core features of innovation described above: its

relationship to invention; that it is both a process and an outcome; and that it involves

change.

Comparison of the NEA with similar international programs
There are several international initiatives to which the NEA bears certain resemblances.

Three of those are at the University of Leeds, Bradford University and the University of

York. These were models for the NEA as described above. There are three other similar

international programs of which I became aware after writing the NEA proposal. They

are at Dublin City University, Ireland; Northwood University, US; and Sabanci

University, Turkey.

University of Leeds

The intention of the PDP at the University of Leeds is to integrate traditional academic

perspectives on learning with skill-based perspectives encompassing a wider range of

learning outcomes, including career planning skills (Jackson et al. 2000, 6-8; Ward

1998, 8). The NEA resembles the Leeds PDP in that extra-curricular student

development is seen as complementary to academic student development. It is different

in that it is limited to extra-curricular activity although, as in the Leeds model, UNE

students are encouraged to reflect upon and record their overall skills development.

Skills and attributes developed through the curriculum may also be practised through

extra-curricular activity and thereby accrue NEA points. Another similarity is that the

Leeds PDP and the NEA both allow for joint ownership of the program amongst

stakeholders and both are designed so as to be not particularly burdensome to any one

area of the university.
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The University of Bradford

The Bradford approach is an extra-curricular one, where students have taken the lead in

providing an environment in which they can acquire the skills they need for both

success at university and as graduates. To this end the students have produced an

information booklet called Stepping Stones to Success (Currant 2001) that contains

information about the importance of extra-curricular activity as preparation for

employment and provides a list of suitable activities. Students are encouraged to keep a

Personal Development Plan to record their learning achievements through participation

in extra-curricular activities (Currant & Mitton 2000a, 7). In contrast to The Leeds

model, the Bradford model targets the skills and attributes developed separately to those

embedded within degree courses as embodied in the name of the award which

recognises their development: the 'Alternative Degree' (Currant & Mitton 2000b, 2).

The NEA very closely resembles Bradford's alternative degree.

The University of York

Participants in the York Award are required to submit a written application for the

Award in their final year in which they are asked to identify and analyse the elements of

their university experience, including academic, work experience, personal interests and

extra-curricular activity, which helped them to develop their skills (The University of

York 2005). All of these aspects of the York Award are similar to the NEA apart from

the inclusion of academic curriculum in the York Award which is not part of, but

complementary to, the NEA.

Dublin City University, Ireland

At Dublin City University ( DCU), in the Republic of Ireland, the Uaneen Module is an

optional module that students may count towards their degree or be awarded separately

at graduation. Students are required to submit a portfolio which comprises a record of

activities, statements of participation and a reflective paper about their learning

experience. Like the NEA, the aim of the Uaneen Module is to encourage students to

become actively involved in extra-curricular activity, to recognize commitment such

activities and the learning and development that is derived (Dublin City University

2005).

Northwood University, US

Northwood University has its Excel Program. Once registered, students are required to

submit evidence of five Excel activities per year. The Excel Program encourages
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students to join clubs and organisations and to actively participate in developing team

building and social skills essential for success in life. Approved activities and

organisations must be recognised university, professional or community-based

organisations. Students must be members for a minimum of one term and complete at

least 75% of the activities of the organisation. Students are also encouraged to

participate in cultural programs both on- and off-campus and be able to demonstrate

accumulated hours of participation in particular events. Holding positions of leadership

or authority in approved organisations is also eligible for Excel credit. The Excel

website lists suitable activities for each of Northwood's three campuses in Florida,

Michigan and Texas. The activity lists bear strong similarities to the NEA activity list.

No academic credit is given but the Student Development Transcript, a product of the

Excel Program, is attached to academic transcripts. All students are expected to

participate. The aim of the Program is to enhance employability by developing skills in

management, leadership, community involvement and time management (Northwood

University 2005).

Sabanci University, Turkey

At Sabanci University (SU) in Turkey, students are awarded for extra-curricular activity

in areas other than the students' fields of study in activities similar to NEA eligible

activities at UNE. A significant difference to the NEA is that successful students need to

be nominated for the award so it is more a recognition of distinguished effort than an

award open to all like the NEA. The SU Extracurricular Activities Award recipients are

recognised annually by the Awards Committee for distinguished performances in sports,

the arts and scientific and technical endeavour, social, civic and community projects and

contribution to the university's operation and extra-curricular activities. Social activities

are assessed within a multifaceted framework, stressing participation, creativity, and

social consciousness embedded in a humanistic world view. Individuals may nominate

themselves or be nominated by the University staff and/or other students. In order to be

a nominee, candidates are required to have achieved a certain grade point average in

their academic studies (Sabanci Universitesi 2004). The NEA is independent of

academic achievement although completion of academic study is a co-requisite.

Comparison of the NEA with similar Australian programs
In Australia the practice of recognising the value of extra-curricular activity has mainly

been the focus of university careers advisors, rather than a university-wide approach.
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During the same period of time that the graduate attribute movement gained currency in

Australia, the role played by careers services within universities grew, also as a result of

the rising influence of graduate employers. From having a very low profile prior to the

1980s they now occupy a central role within student service offerings and play a multi-

faceted role in career guidance, including supporting graduate skills development

(McKenzie & Howell 2005, 7-9) 2 . In this view, successful careers counselling requires

that career planning is ongoing and encompasses a life-long set of skills, and puts the

student in the 'driver's seat' (Mackie & Thomas 2005, 25; Tyler 2005). Careers

counsellors encourage students to identify their strengths and weaknesses; the skills

they have and the ones they are still developing, or need to develop; to understand their

personal style including attributes and attitudes; and to maximise their education

(Mackie & Thomas 2005, 30-31). A significant part of their role is to assist students to

translate potential future employers' requirements into meaningful terms and identify

ways of developing themselves into graduates who meet those requirements. One of the

tools increasingly being used by careers advisers is the skills portfolio (Leece 2005, 72;

McCowan, Harper, & Hauville 2005, 40-41).

The practice of offering systems to students to manage and/or record skills development

appears to be common practice amongst Australian universities. Online portfolio

facilities are a growing trend worldwide (Batson 2002; ePortConsortium 2003;

Managed Environments for Portfolio-based Reflective Learning 2003; EDUCAUSE

2003; Treuer & Jenson 2003). There is widespread recognition by careers counsellors

and academics that online portfolios can act as excellent career management and life-

long learning tools because of their ability to assist individuals to record and reflect on

the skills and attributes they have acquired (Cochrane, Mahoney, Bone, & Johnson

1999; Hay, Orrell, & Torjul 2003; Kuisma & Wong 1999; Leece 2005; Sampson 1999;

Tatham 2005). In their promotion of skills portfolios to students, careers advisors have

not limited themselves to curriculum-based skills development. There are several

examples of university careers services drawing students' attention to extra-curricular

activity and indeed encouraging participation in extra-curricular activity. The following

2 It is interesting to note that the Careers Service of The University of York has recently taken over responsibility for the
running of the York Award described above (The University of York 2007).
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four examples of recording skills development of tertiary students bear similarities to

the NEA.

Victoria University of Technology

The Careers Services unit of the Victoria University of Technology (VUT) encourages

students to prepare for employment by collecting information about themselves that

might be useful when applying for jobs, translating it into the language of employers

and storing it in an electronic portfolio called myEPortfolio. Like the NEA, students are

encouraged to develop skills through part-time work, voluntary work and by getting

involved in university clubs (Victoria University of Technology 2005).

Flinders University

Similarly, Flinders University offers an online facility that has been made available to

students to record a transferable skills portfolio. This is entirely voluntary and does not

earn an award or academic credit. Its purpose is to assist students to develop their CVs.

Transferable skills are defined in terms of what they are, with examples, and why they

are important. Employers' views about what they look for when recruiting graduates

and some links to internal surveys of employer groups are included. The point is made

that transferable skills are often developed implicitly and therefore many students do

not realize that it has happened. The Flinders skills portfolio is a means by which

students are able to reflect upon and record their skills development and achievements

in readiness for job interviews (Flinders University 2001; Hay et al. 2003). The NEA

contains all of these elements but takes a step further by combining them into an award.

University of South Australia

The University of South Australia (UN ISA) encourages its students to record their

personal achievement through the 'Recording of Student Achievement' (ROA) which

has two aims: to assist students to assess their own learning in terms of the UN ISA's

qualities of a graduate; and to secure employment advantages for students by providing

the means of presenting evidence of their experience and achievements that are valued

by employers. Students are provided with Transcript2 which is a personal online

document in which they can record detailed evidence of the knowledge and skills

gained. The Transcript2 tool is linked to Experiencebank which is software that takes

information stored in Transcript2 and allows students to construct detailed resumes

which can be easily altered to reflect the requirements of any job description (University

of South Australia 2005b). Again, this is voluntary and non-credit bearing.
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University of New South Wales

The University of New South Wales (UNSW) does not offer an electronic portfolio as

such but it does provide a range of online strategies to assist students to get the most out

of their UNSW experience and maximize personal development and future job

prospects. Students are pointed to a list of on-campus and university–related activities

that students may engage in to develop particular attributes. The list includes several

similar activities to the NEA list of eligible activities such as SIFE (Students in Free

Enterprise), peer mentoring and student union activities. The site includes guidelines for

developing students' own individual portfolios called 'My Portfolio' and encourages

students to reflect upon what they think they have achieved and what activities they

plan to undertake to extend their abilities (University of NSW 2005). Until 2007 there

was no credit or award attached to 'my Portfolio'.3

The NEA bears strong similarities to these four approaches to recording skills

development described above. All are voluntary, all encourage students to reflect on and

acknowledge skills development when they otherwise might not have realised that it

was occurring in any significant way. It has become widely accepted by teachers and

staff developers that people's performance is improved when they spend time in

systematic reflection on their objectives and performance as a whole, not merely their

performance on individual tasks (MacDonald Ross 2001). Also, all are about resume

building and enhancing employability of students. Unlike the NEA, these approaches

do not involve institutional recognition. However, there are just two other examples in

Australia, where the practice of encouraging students to reflect upon and record their

skills development through extra-curricular activity has been taken a step further and

actually recognised with an award. One is at UNSW and to be launched in 2007 (see

Footnote 3, below) and the other is at Macquarie University.

Macquarie University

Unlike the NEA, which supports all personal and professional development, Macquarie

University's Global Leadership Program (GLP) is limited to the development of global

3 Towards the end of this study, just prior to the submission of my report to the Vice-Chancellor, the University
of New South Wales launched an award bearing close similarities to the NEA. To begin in 2007, it has been
described as 'a "secondary testamur" (which) will record volunteer or community work, international
exchanges, scholarships and University Blues, that graduates can brandish before potential employers in
addition to their academic transcripts' (Alexander 2006).
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leadership skills. Once registered, students must achieve 200 points of experiential

credit through activities which are related to global leadership such as study abroad or

exchange; overseas or domestic internships; volunteer work and/or work experience

abroad; serving on the executive of relevant on-campus clubs and societies; and

appropriate conference attendance (Macquarie University 2006). Many of the eligible

activities are similar to the NEA activities and as in the NEA are worth varying numbers

of points. The aim of the program, which commenced in March 2005 in Macquarie's

Business Management School, but has since become university wide, is for students to

add \, alue to their Macquarie degree and enhance their employability (Macquarie

University 2005).

The Australian and international models described here are examples of two approaches

to the development of graduate attributes outside of the curriculum: the more common

approach of assisting students to record their extra-curricular experiences and skills

development in preparation for employment and, the less common addition of

bestowing institutional recognition and validation of extra-curricular achievement by

establishing special programs or awards. The NEA is a combination of both elements

and in Australia was the pioneer of this approach.

There is an additional function of the NEA. UNE is a regional university with a flexible,

open access policy which encourages students from diverse backgrounds to participate

in higher education. Of 16,888 enrolled students in 2000, over 42% came from rural

backgrounds and more than 3.7% come from isolated backgrounds – these percentages

were, and remain, higher than the national average for Australian universities (Planning

and Institutional Research 2002). Membership of either or both of these equity groups is

often an indicator of disadvantaged educational background resulting from isolation or

lack of resources or opportunity (Arnison 2000, 180). This in turn often means lower

skills levels or cultural capital (Brantlinger 2003, 67; Grenfell & James 1998, 20-21).

The NEA therefore provides our students with the opportunity to address the imbalance

between the level of skills which they possess on entry to university and the level

possessed by their peers entering the more prestigious or 'sandstone' universities as

they are known in Australia. So not only is the NEA more needed, UNE is better placed

to mount such a program because of the high numbers of students who live on or very

close to the campus.
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The New England Award is different to other similar initiatives because it is based in a

particular on-campus university experience and it is therefore unlike any other program

designed to develop and enhance graduate attributes. As described above, the UNE on-

campus experience is special because of the very high proportion of students living in

close proximity and the huge array of sporting, social, cultural and extra-curricular

learning and training experiences that are available to students, many a product of the

vibrant residential system.

It seems fair to conclude that the NEA is both an innovative program within the

Australian context in relative/subjective and absolute/objective terms. While the skills

recording aspect of the NEA is fairly common, the institutional recognition of the extra-

curricular student development is not, apart from the Macquarie and UNSW examples

which were introduced after the NEA.

Internationally it is a relative/subjective innovation. Its core idea is very similar to the

three UK models on which it was based and other benchmarked models described

above. However, the organisational context of the NEA is quite different. Therefore,

the special on-campus experience in which the NEA is based and the role that the NEA

plays in redressing educational disadvantage, sets it apart from other simular models

and renders it an absolute/objective innovation in relation to those differences.

The NEA also complies with the other three features of innovation described above: its

relationship to invention; that it is both a process and an outcome; and that it involves

change. Invention in this sense is the generation of ideas which may be intrinsic or

extrinsic to the innovation (Osborne & Brown 2005, 120). The NEA clearly involved an

intrinsic idea event that was relatively and subjectively innovative in the local

organisational context. While the NEA as a program is an outcome of innovation its

development and implementation was also a process, one which is the subject of this

study. Similarly it involved change, and the change process is also the subject of this

study.
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1.2 How was the NEA developed?
The development and implementation of the NEA occurred between mid 2003 and mid

2006. This was the second stage of the action research cycle which is central to this case

study, following the planning step as described above in the Methodology, page 32. It is

described in terms of the sub-questions of Research Question 1.2 set out in Table 1.4

below: who was involved; when and how it occurred; and what was actually developed.

Table 1.4: Research Question 1.2 and sub-questions

1.2. How
was the
NEA
developed?

1.2.a. Who was involved?

1.2.b. How did it occur?

1.2.c. What was developed?

1.2a Who was involved?
The first accomplishment following the endorsement of the NEA Proposal was the

establishment of the NEA Advisory Committee.

I strongly believed that such a committee was crucial in terms of interlevel dynamics if

the NEA was to succeed. First, it was important that the various providers of the extra-

curricular activity reach agreement about the way forward. Second, the NEA needed to

be seen by all the stake holders as a shared, university-wide initiative. Third, a united

and uniform front needed to be presented to the student-users of the program and to the

university administration whose ingoing support was vital. Lastly, consensus needed to

be reached between all the activity providers about the relative value of their activities

in terms of NEA points. The viability of the NEA was dependent on all of these factors

which were vital to its perceived validity and acceptance by all stakeholders. This is

consistent with ideas about innovation theory in which a committed organisational

environment and committed individuals united in their vision are crucial for successful

change processes to occur (Osborne & Brown 2005, 130).

For these reasons, all the managers of the areas that were invited to participate in the

investigation of extra-curricular activity at UNE in 2002, described above (page 1.8),

were invited to join the committee. In the end it consisted of the Manager of the
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Counselling and Careers Service; a representative of the University library (Dixson

Library); a representative of Marketing and Public Affairs; representatives of three

student organisations; an academic staff representative; two representatives of the heads

of the eight UNE residential colleges and myself representing the Teaching and

Learning Centre and particularly the Academic Skills Office of which I was the

Manager. It was agreed with the Vice-Chancellor that I would also act as her

representative on the Advisory Committee. In addition, an academic staff member from

the Faculty of Economics, Business and Law who was the convenor of Students in Free

Enterprise (SIFE)4 and known to be an enthusiastic advocate of the benefits of extra-

curricular activity was invited to join the committee. As I was the driver of the project, I

assumed chairmanship of the Committee.

Again, interlevel dynamics were at play. Originally three student organisations were

asked to be on the Advisory Committee– the UNE Students Association which was

represented by a student office bearer; the UNE Student Union, also represented by a

student office-bearer; and Sport UNE which was represented by its executive director.

The UNE Postgraduate Association (UNEPA) was left off the list because they had not

responded to the request to participate in the activity audit and I assumed that they saw

the NEA more as an undergraduate undertaking. Perhaps they did at the time. However,

UNEPA later expressed disappointment at not being invited onto the committee. This

was likely to be an outcome of interlevel dynamics on an interdepartmental level within

an organisational context of uncertainty and insecurity amongst the student

organisations caused by the imminent voluntary student unionism (VSU) vote in the

Australian Parliament. The immediate problem was quickly rectified and a UNEPA

representative was appointed to the NEA Advisory Committee. However, there was no

real commitment from this group whose NEA representation changed hands several

times and played no significant role in the development of the NEA. The point of the

inclusion of UN EPA was about it not being left out of any activity which might later be

of significance in determining its future in the event of VSU.

Later, in the second half of 2006, when VSU did come about, three of the four student

4
SIFE is a global non-profit organisation which mobilises university students to create economic opportunity for
others while discovering their own potential (SIFE 2006).
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organisations, with the exception of SportUNE, were subsumed into one entity, Services

UNE, to combat the expected shortfall in recurrent funding. The existence of the NEA

assisted the new organisation to attract students to become involved, as described

below, page 1.58.

The reason for two representatives of the eight residences was a political one, again

related to interlevel dynamics, in this instance team dynamics. This group was often rent

by disunity and factionalism. A large proportion of NEA eligible activities were based

in the residential system so the future of the NEA was dependent on the ongoing united

goodwill of the seven. Two voices representing the eight on the Advisory Committee

and in turn working with their colleagues on the Advisory Committee's behalf, was

believed by me to be a way of maintaining a positive team and interdepartmental

interlevel dynamic and therefore the strategic way forward.

There is debate in the innovation literature about whether innovation and change is

predominantly rational or political (Osborne & Brown 2005, 130). In a complex

organisation like a university both aspects play a role but political behaviour often

outranks rational behaviour in influence as noted in several studies (Kimberley 1987,

Golden 1990, Frost & Egri 1991, cited in Osborne & Brown 2005, 130-31). The

development and implementation of the NEA was marked by both a rational approach

in which the innovation was rigorously planned and also political influences which

affected each step of the way as described in this Column.

The NEA Advisory Committee first met on Tuesday August 12, 2003 and then on a

monthly basis until mid 2005. After that the committee met every three months. The

meetings were augmented by a great deal of communication via email. Samples of

meeting minutes and my own correspondence, described as process data in the

Methodology page 36, are presented in the relevant Supporting Documents with

distinguishing features removed to safeguard the privacy of others.

Later, several other areas of the university became involved as issues arose or NEA

procedures impacted on them or vice versa. These included the UNE Council in relation

to awarding the NEA at graduation and the Student Centre in relation to student

administration matters and graduation procedures (see below page 1.35).
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As the numbers of people involved in an innovation grow, particularly when they

become involved in organisational micro-processes related to the change but have no

particular stake or interest in it, their behaviour is more likely to be political than

rational (Osborne & Brown 2005, 130). This became the case as described from page

1.35 below.

1.2b How did the development of the NEA occur?
The core features of the development of the NEA were the acknowledged need to reach

and maintain consensus amongst the members of the NEA Advisory Committee and the

action research process which informed the development, as described in the following

section, and also the implementation of the NEA (see below page 1.38 ). 1 was the main

`product champion' (Osborne & Brown 2005, 130).

1.2c What was developed?
The period from mid 2003 to the end of 2004 was marked by several milestone activity

events: the development of the NEA activity specifications; finalisation of eligible

activities including the identification of previously unidentified potentially eligible

activities; allocation of point values to NEA activities; the development of the NEA

rules and procedures; the initiation of discussion with other areas of the university in

relation to procedural issues; the identification and recruitment of the first NEA cohort;

the construction of the unE-portfolio; the launch of the NEA; and the NEA promotional

campaign. These milestone events were the outcomes of idea and process events which

arose from NEA Advisory Committee consultation amongst its own members and with

other areas of the University which were informed or enhanced by idea events that

emerged from the action research process.

Development of the NEA activity specifications
The four categories of activity set out in the 2002 Investigation of Extra-curricular

activity at UNE, described above, were reduced to three and slightly modified. The first

investigation category Extra-curricular learning became extra-curricular learning and

training to ensure that there was no ambiguity. This was suggested by the residences

because of the training programs that they run for resident fellows and other senior

student positions. The second investigation category Preparation for
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employment/professional practice was simplified to Preparation for employment with

the intention of including professional practice and other work experience as one of

several ways of preparing for employment. The third investigation category

Contribution to university & wider community remained unchanged. The fourth

category in the activity audit Off-campus learning was abandoned because its activities

were able to be able subsumed into the previous three categories. For example, off-

campus training such as TAFE courses went into Category 1 and part-time work went

into Category 2. Participation in university exchange abroad also went into Category 2

because it was considered to be an ideal opportunity to develop the sorts of personal

attributes that are sought by employers of graduates such as the UNE Graduate

Attributes global perspective and social responsibility as well as more polished

communication and interpersonal skills. This was a particular wish of the Vice-

Chancellor communicated by email (Project Diary 2003).

While most of the activities identified in the 2002 Investigation of Extra-curricular

activity at UNE were unproblematic, there were a few that required some debate. It was

decided that activities that led to another award or prize were not acceptable (Project

Diary 2003), for example, the Duke of Edinburgh Award (see Supporting Document

1.8, page 5.59). Other potential forms of double-dipping were also identified, for

example, the possibility of an elected student leader gaining separate NEA points for

carrying out a duty which was part of the leadership role; and instances where otherwise

NEA eligible activities such as sitting the First Aid Certificate, were also requirements

of degree courses as in the case of the Bachelor of Education (Primary).

A set of specifications for eligible NEA activities was developed in this period. They

stipulated that NEA activities were to be extra-curricular; able to be monitored; did not

result in another award or a prize; and that they fitted within the three categories

described above. In addition it was decided that to qualify for the NEA students should

complete at least one activity from each of the three categories with no more than 75%

from Category 3 to ensure that students did not favour one category of activities over

others (Project Diary 2003, 2004). This was based on the view, commonly held by the

Committee members, that it was highly probable that without that stipulation students

would favour the more popular activities in Category 3 over the other two categories

and the Committee agreed that it was important that an NEA recipient should have

demonstrated involvement in the full range of activities available. There was also the
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desire by the providers of activities in the first two categories, particularly those

involving extra-curricular learning and training, to encourage more students to

participate through the incentive of the NEA. This was one of the key attractions of the

NEA for many on the committee as described above (page 1.10).

The development of the NEA activity specifications were all idea events and the ideas

were ones related to the core idea. That is, they supported the development of the core

idea but did not constitute a change to the core idea (Poole et al. 2000, 106). This part of

the development of the NEA was heavily dependent on congenial interlevel dynamics

interdepartmentally. That this occurred is the result of the goodwill within the NEA

Advisory Committee and the shared commitment to the NEA which was well

established by this time, thus underscoring the importance of the influence of

individuals, and particularly product champions, in the implementation of change

(Osborne & Brown 2005, 130).

The finalisation of NEA eligible activities
The next phase in the development of the NEA was the process of evolving potential

activities as identified by the 2002 Investigation (described above page 1.8) to realistic

NEA activities and the identification of other activities previously unknown to the

committee. Each area responsible for the known activities was asked to carefully

consider the suitability of their activities in terms of the specifications described above

and to provide a list of their NEA activities for 2004 (Project Diary 2003).

At the same time the NEA Advisory Committee had reached the decision to encourage

able students to aim for completion in 2004 (see below page 1.38) and it was recognised

that 1000 NEA points were practically impossible to accrue in one year. In order for

students to start and complete the NEA in one year, retrospectivity was essential. It was

agreed that activities carried out in 2003 that had been monitored for performance,

albeit without the NEA in mind, would be eligible for NEA points. These would be

activities such as elected and appointed positions within the student organisations and

the residences which had clear duty statements, performance indicators and either

supervision in place or a person in authority able to vouch for performance. Activities

that did not have such safeguards in place would not be eligible for NEA points until

2004 when the providers of the activities would ensure that they were being monitored
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for the purposes of the NEA. The Committee was adamant though that the aim of

having some students complete the NEA in 2004 would not be reached through

compromise of standards (Project Diary 2003). The result of this decision was that the

2003 activities were not as numerous as 2004 activities but quality assurance was

safeguarded. The Vice-Chancellor expressed some concern about active students being

disadvantaged by lack of retrospectivity but accepted my explanation of the

Committee's thinking (see Supporting Document 1.9, page 5.60).

Heretofore we had concentrated on identifying NEA eligible activities that were offered

outside the four UNE Faculties but we were aware that there were faculty-based

activities that were non-credit bearing and therefore eligible for NEA points. The SIFE

(Students in Free Enterprise) activities were a good example. Indeed the convenor of the

SIFE group in the Faculty of Economics, Business and Law was one of the first

members of faculty staff to express interest in the NEA idea and had subsequently

found himself a founding member of the NEA Advisory Committee, as described

above. We knew there would be other similar activities. I wrote a letter to each of the

four Deans about the NEA with a request for information about appropriate faculty-

based activities such as SIFE (see Supporting Document 1.10, page 5.61). The

suggestion was made that a faculty NEA liaison person be appointed so that the NEA

manager and Advisory Committee had a point of contact within each faculty. Just one

faculty took up this suggestion but the designated person departed the university after

one semester and was not replaced (Project Diary 2003, 2004).

Clearly the NEA was not high on faculty agendas. This was understandable and the

point was not laboured because by this time it was becoming clear that students were

proving to be the best source of the information we were seeking. I had put a note above

the developing list of NEA activities on the NEA website asking students to contact me

if they knew of an activity that they thought should be NEA-eligible. Subsequently I

was contacted by a number of students about activities such as participation in national

and international cattle judging competitions by rural science and agribusiness students

(see Supporting Document 1.11, page 5.62) and education students undergoing optional

training in Aboriginal education policy (see Supporting Document 1. 12, page 5.63).

Follow up talks with relevant faculty contacts about activities such as these yielded

much greater feedback and usually resulted in increased interest in the NEA. Convenors

of non-credit bearing activities in the faculties proved to be just as interested as the
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providers of non-faculty based activities in the potential of the NEA to offer recognition

of participation. Word-of-mouth promotion of the NEA between such people proved to

be far more successful than the initial approach to the Deans. With hindsight it was clear

that the NEA was not well enough known and understood at that time to grab the

attention of busy academic staff. It was only when it was understood in terms of clear

benefits for all stakeholders in particular scenarios that it ignited interest. From that

point on I found that it was much easier to engage faculty staff and indeed faculty staff

began to contact me to see if NEA points could be offered for activities they

coordinated or were planning. This became even more prevalent after the first cohort of

students received their NEAs at graduation in March 2005 as described below page

1.56. At the end of 2006, the list NEA-eligible extra-curricular activities had grown

from 52 to 313.

This part of the development was again heavily dependent on people events and

interlevel dynamics. Positive and productive interdepartmental dynamics between the

members of the NEA Advisory Committee was by then well-establised. The

problematic interlevel dynamics was that between the NEA Advisory Committee

members and the faculties. There is an historical divide in status between the faculties

(largely academic staff) and the centrally-based service providers (largely general staff)

in this organisation which may be related, in part, to perceptions of hierarchy and

importance. The faculties view themselves as the educational leaders, change agents and

innovators. The executive deans and associate deans of the faculties are also incredibly

busy so it is not surprising that initial approaches about the NEA from non-faculty

groups were not taken up. Indeed it was expected. The initial approach was more a

courtesy than anything else. I am used however to managing bottom up change which

experience has demonstrated to be a more effective method of selling ideas within this

organisation.

Again innovation theory is useful in explaining this situation. While an open

decentralised organisation is more likely to provide an environment conducive to the

generation of ideas, an hierarchical and centralised one is more likely to result in easier

implementation of ideas (Osborne & Brown 2005, 130). The particular characteristics of

UNE as an organisation resulted in considerable horizontal gaps resulting from its

decentralised hierarchy and these impacted on the implementation of the NEA in the

ways described above.
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Allocation of NEA points values to activities
The process of allocating points to NEA activities was tedious and time-consuming but

it was considered crucial that consensus be reached about this to avoid the possibility of

future discontent.

The most difficult part of this process was the reaching of consensus about points values

for different activities between like groups. For example, the student organisations

needed a lot of in-depth discussion to reach agreement about the comparability of

similar positions where a student president of one organisation had developed over time

into a much more onerous and time-consuming job than the student president of another

(Project Diary 2003).

This issue was even more problematic amongst the heads of the residential colleges

(Project Diary 2003). The main problem arose from the fact that the colleges' individual

student leadership systems, although derived from the one model, have evolved over

time with the result that student positions with similar names have varying job

descriptions and levels of responsibility. For example, each residence has similarly

elected and appointed positions such as Junior Common Room president and Senior

Resident Fellow but the positions vary in reality owing to different college cultures,

norms and traditions. Consequently, the process of reaching consensus amongst the

College Heads about the relative merits, values and therefore comparability of the roles

within their colleges became bogged down.

Ultimately I was asked to attend a meeting of the Heads of the Colleges to assist in their

deliberations. The agreement that was finally reached was that comparable roles in the

residential colleges would be worth comparable points but in some instances, job

descriptions needed to be rewritten to achieve points parity (Project Diary 2003). A

positive outcome of this process was a review of the roles and job descriptions in at

least two of the residences to bring them into line with the others.

Interdepartmental dynamics were again not a problem during this stage but team

dynamics were. Careful mediation which kept the shared goal of the NEA to the

forefront of deliberations about comparability of points values between like activities

was extremely important and eventually delivered results.
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This was yet another example of shared commitment and the importance of the

influence of individuals, and particularly product champions, in the implementation of

change (Osborne & Brown 2005, 130).

The development of the NEA rules and procedures
It was during this period of time that the rules and procedures of the NEA were also

drafted. This occurred during meetings and between meetings by email and continued

until all members of the NEA Advisory Committee were in agreement not only about

the rules but their ability and readiness to oversee the rules in relation to the activities

that they were to provide and oversee. The key factors to consider were: management

of the monitoring process, which the NEA Committee members dubbed `gatekeeping';

the production of forms for gatekeepers to sign thereby vouching for satisfactory

performance; the management of the written requirements; the setting of deadlines that

worked for both students and staff; and a fair division of work between the activity

providers and myself bearing in mind that there were no additional resources available

apart from my brief time release funding (Project Diary 2003). This funding was limited

to two years so the procedures needed to be able to be absorbed into existing workloads

after this initial period.

Monitoring NEA Activities

It was agreed that NEA activity providers were to be responsible for gatekeeping

(Project Diary 2003). This meant that they monitored student performance in the

activities they were responsible for and vouched for the successful completion of the

activities, or otherwise. For workshops, short courses and other training opportunities

this simply involved issuing a certificate or statement of completion. For longer, more

involved activities, such as year long elected or appointed positions in the residences

this involved more diligence but not much more than was usually applied to the

oversight of such positions. In the case of student organisations it was necessary to

ensure that one employed staff member in each organisation would take responsibility

for guaranteeing if the student incumbent in an elected position actually demonstrated

commitment to, and capacity in, the role.

This was potentially problematic because of the political nature of these roles and the

value judgements that would be required. It meant that each organisation needed to
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develop a set of minimum requirements for each student role including meeting

attendance and discharge of listed duties. There was some discussion about rewarding

extraordinarily active members of the student organisations with additional points but

this idea was not pursued (see Supporting Document 1.13, page 5.63).

NEA Forms

A set of five forms was developed for the gatekeepers to sign when vouching for

student performance in situations where no certificates were issued (Project Diary

2003). One was for NEA activities provided by the members of the Advisory

Committee who had agreed that they would also take responsibility for collecting the

related reflective journals and forwarding both the signed form and the journals to the

NE.A Office (Supporting Document 1.14, page 5.64). The other four forms were for

those outside the NEA Committee such as people in the faculties who ran activities that

were NEA eligible; the officer in the UNE International Office who coordinated

international student exchanges (eligible for NEA points in Category 2 at the Vice-

Chancellor's request); employers of students; and people who supervised students doing

voluntary work. See Supporting Document 1.15 (page 5.65). for one example of these.

NEA written requirements

As a clear objective of the NEA was to enhance students' ability to understand,

appreciate and articulate their skills and abilities through the development stage and also

later in job interview situations, recording development and achievements was to be a

core component of the NEA. The electronic portfolio which became known as the

unEportfolio 5 was to be a place for students to plan and record their skills development

in a format that could easily contribute to resumes and job applications. It was

monitored by me and the Manager of the UNE Counselling and Careers Service who

was also a member of the NEA Advisory Committee.

For large point scoring activities, students would also be required to write a reflective

journal to provide a narrative account of their personal development; to encourage

critical reflection on their personal journey; and to turn experience into learning, an

outcome well covered in the literature (Boud, Keogh, & Walker 1988, 8-11; Boud &

5 The unEportfiolio is part of this study only in terms of its role within the NEA. Its own
efficacy is not part of this study. It is to be evaluated as part of a separate study in 2007.
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Walker 1991, 33-34; N. Cartwright 1997, 41; P. Cartwright 1997, 58; D. Walker 1988,

63). The intention was that the journals would encourage self-assessment of personal

development which would contribute to planning, goal setting and self determination of

further development. Self-assessment and self-directed learning is an important but

often under-estimated part of the learning process and the development of life-long

learning skills (Boud's Foreword in Hammond & Collins 1991, 10) and is an essential

feature of cooperative learning climates in which learners are encouraged to take

responsibility for their learning (Anderson, Boud, & Sampson 1996, 2; Boud 1986, 1-3;

Hammond & Collins 1991, 21-25). It was hoped that this aspect of the NEA would also

add some rigour to the NEA and confer on it an academic quality. The word length

requirement for the journals was based on the points value of the activity being written

about and is set out in Table 1.5 below.

Table 1.5: Word length requirements for NEA journals

NEA point value of activity Journal length requirement

100 Point Activity 500 word reflective journal

150 Point Activity 1000 word reflective journal

200 Point Activity 1500 word reflective journal

300 Point Activity 2000 word reflective journal

At this time it was understood that the activity providers would take responsibility for

collecting and reading the journals. The role of the 'gatekeepers' would include

vouching for an acceptable standard of writing as well as performance in activities

(Project Diary 2003).

Guidelines for journal writing which steered students towards considering their

development in terms of the UNE Graduate Attributes and other personal and

professional development were developed and added to the NEA website.

Reflective Journal Guidelines

The reflective journal is designed as a tool for you to reflect upon what you have achieved in

the particular activity. This will in turn give you the ability to articulate the skills developed

during your time at UNE at a later date. The journal should address each question below:

*Which of the seven UNE graduate attributes did you develop in the activity? Explain how

each was enhanced through the activity.
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*What other skills and/or attributes did you develop in the activity? How did this occur?

*Have you grown as a person as a result of undertaking the activity? If so, how?

*Would you like to be involved in a similar activity after graduation and why? How might

this happen?

*In what ways has the activity helped to prepare you for life after university? Include any

other information you feel is relevant about your personal and professional growth while

undertaking this activity.

All reflective journals should be submitted to the NEA office before the last day of semester 2

(before the end of lectures) (from http://www.une.edu.au/nea/ReflectiveJournal.htm).

NEA Deadlines

All journals were to be submitted to the NEA activity providers by the end of term 3

(mid Semester 2) along with the appropriate points request forms. These in turn were to

be passed on to the NEA Office by the end of term 4 (the end of lectures in Semester 2

and before the start of the exam period).

Division of workload

The Vice-Chancellor's Strategic Initiative Grant allocated to the NEA was being used to

give me time release from my normal duties for two days per week during the

development period. It was assumed by the NEA Advisory Committee that when that

funding expired, the NEA would need to be able to operate with no additional resources

at least until it proved itself to be worthy of ongoing institutional support. For that

reason it was understood by those who were committed to its successful establishment

that there needed to be a division of workload between all involved so that no one area

was overly impacted. Hence the early intention that the activity providers, who were

largely members of the NEA Advisory Committee, would take responsibility for as

much of the administration of the NEA as possible, such as reading the reflective

journals. This was to change, as described below.

The development of the NEA rules and procedures involved applying related idea

events to the core idea event (Poole et al. 2000, 106-07) and the role of individuals in

representing both their respective areas of the University and the best interests of the

NEA was crucial. It was also proof that innovation is both a process and an outcome as

defined by Osborne & Brown (2005, 120-21).

1.34



Consultation with other areas of the University
It had been envisaged by the Vice-Chancellor and I that the New England Awards

would be recorded on student academic transcripts and be presented concurrently with

degrees at the UNE Graduation ceremonies (Project Diary 2003). During the time that

the NEA Proposal was being written, I had had some informal discussions with

university personnel responsible for academic transcripts and the coordination of

graduation. While they indicated that they envisaged no problem with having the NEA

entered on transcripts and the presentation of NEA certificates at graduation, both

foreshadowed that a pending restructure of student administration might result in

different personnel and procedures and a different perspective on these matters.

Unfortunately this was to be a prescient view. There followed several months of

unsuccessful communication between myself and newly appointed personnel in student

administration which culminated in the UNE Council voting against the NEA being

awarded at graduation because of lack of information (Project Diary 2004).

I subsequently asked that the NEA be revisited by the Council at their next meeting with

me in attendance to provide the information they needed (Supporting Document 1.16,

page 5.66). This was arranged and I attended a meeting of the UNE Council in October

2004 at which I gave an overview of the NEA, its potential value for both students and

the institution and answered questions. It was deemed by then to be politically strategic

to reduce the request to presentation of the NEA at graduation but with no spoken

mention of it. My memorandum to Council is contained in Supporting Document 1.17

(page 5.67). However, because there was a procedural objection made to the way the

matter was phrased on the agenda, the decision was adjourned to the following meeting.

At that time, in November 2004, there was apparently a vigorous discussion between

those who understood the NEA concept and others who felt that Graduation should

remain a strictly academic event. The matter was not resolved until December 2004.

(See 2004 Summary below, page 1.54.)

(The proposal that the NEA be awarded but not spoken about at graduation was

accepted in 2004 but in 2006 this decision was reversed by the Council itself. At the

2006 Spring graduation ceremonies, NEA recipients were asked to stand during the

opening of the ceremonies while the NEA was described with some fanfare.)

The next hurdle was to resolve an issue concerning student transcripts. Early

discussions had indicated that this would be a straightforward matter but in the event the

1.35



new student database was unable to generate student transcripts with the NEA listed at

the top of the transcript with the student's degree. Another compromise had to be

reached involving having the NEA information placed at the end of the transcript in an

explanatory box which conferred upon it the appearance of being an afterthought,

certainly not a prestigious achievement. The wording was;

This student is the recipient of the prestigious New England Award (NEA).
The NEA is a non-competitive award for outstanding service to the
university and wider community and commitment to others. It is recognition
of the skills, attributes, leadership and personal qualities that are developed
through extra-curricular activity and training, committee membership,
voluntary work and service.

This wording is also what was used to describe the NEA in the graduation booklet.

This was the most difficult part of the development and implementation of the NEA.

Both process and innovation theory are useful in analysing the organisation-wide

contextual features that impacted so strongly not only on the NEA but those involved in

it at that time. Universities are usually open organisations that are conducive to the

generation of ideas and new directions. However, their openness can cause complicating

factors to emerge that require managerial direction to negotiate opposition to change.

The NEA clearly had high level support from the Vice-Chancellor, but the Vice-

Chancellor was subject to a certain extent to the direction set by the University Council.

The University Council was a democratic body with members representing diverse

constituencies within the University community. It is not surprising that consensus

amongst this group was problematic. Organisational processes in relation to the NEA

became political (Osborne & Brown 2005, 130-31) and temporarily beyond the control

of any one committed product champion (Osborne & Brown 2005, 130). However, the

situation described may have been less problematic if the events leading up to the first

Council meeting at which the NEA was raised had been managed better. That they were

not is an outcome of a set of circumstances that affected the entire organisation at the

time, not just those involved with the NEA. The restructure of the student

administration and unusually large changeover in administrative personnel in 2004 had

wide ranging ramifications at the time and for a significant period of time afterwards.

That this massive organisational change was also accompanied by the introduction of a

new student database compounded the problems for the organisation and meant that

incidents internal to the organisation, but external to the NEA, and beyond the control
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of the NEA team impacted on the progress, and seemingly the future, of the innovation

at the time (Poole et al. 2000, 107-08). Administrative personnel struggled to manage

core business, let alone venture into unknown territory. It is possible too that the

problem to do with the student transcripts was the result of entrenched mechanistic

bureaucratic conditions which are not amenable to change (Osborne & Brown 2005,

132)
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1.3 How was the NEA implemented?
The implementation of the NEA occurred in 2004 and 2005 and was the subject of

action research, the aim of which was to inform change and improvement to all aspects

of the NEA through the involvement of all the stakeholders, as described in the Linking

Paper, page 32. The process of implementation therefore overlapped with further

development and was characterised by context, idea, activity and people events. It is

described in terms of the sub-questions of Research Question 1.3 set out in Table 1.6

below: how the NEA was promoted to students; what roles and structures supported the

implementation of the NEA; and how the rules and procedures, roles and structures,

change during implementation and why.

Table 1.6: Research Question 1.3 and sub-questions

1.3. How was the
NEA
implemented?

1.3.a. How was the NEA promoted to students?

1.3.b. What roles and structures supported the implementation of
the NEA?
1.3.c. How did the rules and procedures, roles and structures,
change during implementation and why?

1.3a How was the NEA promoted to students?
The NEA promotion campaign had both short and long term goals. The short term goal

wasp to recruit students into the NEA and to raise awareness of the NEA first across the

campus and in the local town of Armidale.

Student recruitment
There was much debate about when the first cohort of students should receive the NEA.

The Advisory Committee was very keen to see a graduating cohort as soon as possible

but the rules and procedures being developed at the time, with serious attention being

paid to the rigour of the award, were not conducive to early completion. The main

reason for the desire for an early first NEA graduation was the imminent departure of

the current Vice-Chancellor. Professor Moses had enthusiastically supported the notion

of the NEA through both word and deed and it was deemed appropriate for her to

witness the first NEA graduates (Project Diary 2003). With her retirement believed to

be in late 2005 or early 2006 (subsequently confirmed as December 2005), this meant a
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first cohort completing in 2004 in time to graduate in the 2005 graduation ceremonies. It

was also important to have outcomes in the form of completions to strengthen the case

for the continuation of the NEA under a then unknown Vice-Chancellor, whose ongoing

support of an initiative like the NEA could not necessarily be relied upon.

Considerable thought was given to setting up a pilot group of known high fliers

consisting of students who were already in high NEA point scoring positions and known

to be actively involved in the university and wider community. This group could be

deliberately targeted, encouraged and supported in order to meet the 2004 completion

deadline. In the end the Committee decided that this way forward raised equity issues

and also danger of the NEA being viewed by other students as elitist and beyond their

reach. The Advisory Committee realised that by allowing the recognition of activities

that had inbuilt supervision in the current and previous year (2003 and 2002) and

opening the NEA to any student who believed they met the criteria, it would have a de-

facto pilot group without risking any of the drawbacks of a targeted pilot group. The

major activity providers on the NEA Advisory Committee indicated that this way

forward was feasible and that there were a number of students who might possibly be

successful NEA graduates within the short time-frame (Project Diary 2003).

The Committee decided to embark on a recruitment campaign amongst senior students

already engaged in extra-curricular pursuits (Project Diary 2003). This hinged on the

completion of the list of NEA eligible activities and the NEA rules and procedures.

These in turn depended on all the relevant groups returning their information and

reaching consensus in a timely fashion. This was a fairly frenetic period and required

considerable coaxing of the NEA Committee, all of whom were managers of busy areas

of the university and it was very busy time of the academic year. However all was ready

just prior to the end of the 2003 academic year and the recruitment of the first cohort got

underway (Project Diary 2003). The primary method of contact was via letters written

by me and handed out to students known by the NEA Committee members as highly

active in their respective areas (Supporting Document 1.18, page 5.70). In addition the

NEA manager arranged to visit large final year lecture groups. Also, NEA fliers and

posters, described below (page 1.41), became highly visible on faculty, college and

student organisation noticeboards.

Later it transpired that the majority of the first group of NEA students (the 2005 Cohort)

were recruited directly by NEA Advisory Committee members, other activity providers
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either through programs that they ran or through my direct marketing. In answer to a

question in Survey 1 about how they found out about the NEA theses students said:

• PM told us about the up-coming award towards the end of 2003;

• Through the Peer Mentoring program,

• Robyn Muldoon came out and spoke to a number of my lectures about the NEA;

• From a Peer mentoring program or other training program run by ASO,

• Robyn Muldoon,

• A seminar given by Robyn,

• I think I received a letter, maybe because I have a position at College;

• Peer mentoring, SHAPES, and resident fellow training,

• Through College; and

• Via NEA points provider Student Organisation Exec Officer.

Promotion of the NEA across campus
An article was written and accepted for the October 2003 edition of UNE's monthly

newsletter Smith's:

Students who participate in non-academic training programs, serve on
committees, become involved as volunteers in community programs or
participate in college and other organisations will be recognised through a
new award.

It begins next year when students can begin to acquire points as a record of
their skills development and personal achievements thi ough an e-portfolio
and a series of reflective exercises. The first Awards will be presented at
Graduation in 2005 ("The University experience is not just about getting
that piece of paper", 2003).

I arranged for the Vice-Chancellor to email all staff via the university official email list

(Supporting Document 1.19, page 5.71) at the same time. These two items announced

the commencement of the New England Award. They were followed up by articles in

the local press:
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University of New England students can now document not only their
academic achievements, but also their development as participants in
Australian society. ... The award (combines) encouragement of socially
oriented leadership qualities among students with the University's
commitment to helping students develop the graduate attributes employers
require ("UNE to reward students' participation in society", 2004).

A new award has been introduced at the University of New England this
year to recognise students' contribution to the community while they are
studying....UNE's Vice—Chancellor launched the award...to encourage
students to be active in developing socially oriented leadership qualities
("Award recognises students' contribution to community", 2004).

University of New England students can now document not only their
academic achievements, but also their development as participants in
Australian society....The New England Award, being introduced at UNE
this year, is for involvement and achievement in...cultural, political,
educational and sporting activities, and in casual work, both paid and
voluntary ("UNE award for student participation in society", 2004).

The long term goals were to develop a web presence which would provide information

about the rules and procedures of the NEA as well as up-to-date information about NEA

activities. In addition to the website there were to be posters and brochures using the

same graphics so that they had a consistent and recognizable look. Another longer term

goal was to raise awareness of the NEA in the local town of Armidale.

The wording of the promotional material was first drafted by me and then circulated to

the NEA Advisory Committee for comment. Much fine-tuning occurred by email and

in discussion with the committee members. I consulted with the UNE photographer and

together we identified images from his archives which represented students engaging in

known social and sporting activities such as the Earle Page College coast run and the

Sir Frank Kitto (SFK) competition. Feedback from the student representatives on the

committee was considered particularly important. They were asked to say if they

thought the text and images would appeal to students, be easily understood and make

6 The Earle Page College Coast Run is an annual event which involves sponsored students and friends of the college running
in relays from Armidale to Coffs Harbour. is to raise money for charity. In 2005, the Coast Run raised $23,500 which was
presented to the Children's Medical Research Institute.

7 The SFK competition includes public speaking, debating, short story writing and theatre sports. It is named after Sir Frank
Kitto who was a long serving Chancellor of The University of New England and a High Court Judge who donated the
original trophy to the inter-college cultural competition.
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the required impact. The final wording was approved by the entire committee. The

promotional material consisted of a poster (see Supporting Document 1.20, page 5.72),

a smaller brochure to be used as a handout, shown below, and the NEA website (see

Supporting Document 1.21, page 5.73).

• Interested in credit for extra-curricular
activities?

• Top up your CV with a !Jew England Award

• Document your Ul IE experience

• Gain points for part-time work

• Develop a skills portfolio

• Receive your New England ...yard at
Graduation

Figure 1.1 : Cover of NEA pocket 3-fold brochure

The NEA was launched during the Orientation period in 2004 (Project Diary 2004). The

main target group of the launch was beginning first year students. As newcomers to the

University they were not well equipped to understand the range of extra-curricular

activity available to them or have a clear idea of what aspects of campus life they might

get involved in the future. The launch served to highlight the notion of the NEA and

trigger their interest. Promotion of the NEA during orientation periods has occurred

each year since.
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By this time, the beginning of the 2004 academic year, there were essentially three

groups of students: final year students identified the previous year as being high

achievers in extra-curricular activity and possible NEA completers within one year

(described above); students in the middle years of their degrees who registered for the

NEA as a result of promotional visits to lectures and/or approaches from activity

providers who saw them as potential NEA recipients within two or three years; and first

year students who responded to NEA promotion during Orientation. The first cohort had

the advantage of a running start and the ability to apply for points for some activities

retrospectively. The second group were also advantaged by a degree of retrospectivity

and therefore had some NEA points and enough knowledge to plan the remainder of

their NEA program. The third group, the first years, probably had little idea about how

they would score their NEA points. This was the first year of operation of the NEA.

This part of the implementation period was relatively smooth and problem free. Most of

the work was carried out by those committed to the change, that is, product champions

(Osborne & Brown 2005, 130) who were now publicly supported by the Vice-

Chancellor. This meant that the change was for the first time being seen as top-down as

well as bottom up. This positively influenced political behaviour within the

organisation which in turn positively impacted on the readiness of people other than the

product champions to become involved. There is little dispute in the innovation and

change literature about the key role that management can play in affecting an

organisation's response to change (Osborne & Brown 2005, 134). This period in the

history of the NEA was a classic example of the effect of organisational leadership on

organisational culture and receptiveness to new ideas.

1.3b What roles and structures supported the
implementation of the NEA?

In the first half of 2004 the implementation of the NEA was carried out largely by me

supposedly in the two days per week time release from my normal duties funded by the

Vice-Chancellor. In reality it took up more than two days per week (Project Diary 2004)

and this meant that the work of development and implementation was being absorbed

by the Academic Skills Office (ASO), which was itself under-resourced in terms of its

core business, student learning support. Other staff members within my own area began
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to show signs of unease and some resentment that the NEA was detracting resources

from that core business. It soon became clear that additional assistance would be

advantageous in the administration of the NEA and ongoing development, and also in

maintaining a positive dynamic and team spirit within the ASO.

The Director of the Teaching and Learning Centre, urged by me, then applied for

special funding to employ a project assistant specifically to coordinate the NEA and two

other new ASO programs (Project Diary 2004). This application was successful and in

due course the project assistant was employed for one year from July 2004. It was

expected at the time that the position after one year would be absorbed into the

Teaching and Learning Centre budget. The position description was written

accordingly. In the event this turned out to be not as straightforward as anticipated.

The appointment of NEA Project Assistant in July 2004 was like a breath of fresh air

for all involved in the NEA so far. His ability to identify areas of improvement

informed by both seeing the NEA procedures with fresh eyes and feedback from the key

stakeholders, the students, proved to be a tremendous boon to the NEA. The Project

Assistant took charge of student service matters such as processing registrations,

answering enquiries, assisting students with procedural enquiries and running student

information sessions in the residences. He soon became the key student interface of the

NE.A. He also possessed web-writing skills. This removed our dependence on others

outside the NEA Advisory Committee and improved our ability to make timely changes

and additions to the NEA website. It also allowed me to return my attention to the core

business of my work area. An unintended but very welcome outcome was the fact that

the Project Assistant was also much closer in age to the students. He was seen by them

as more a peer than a figure of authority and interaction between students and the NEA

sharply increased.

Interlevel dynamics affected the implementation of the NEA in several ways during this

period. Team dynamics within my own area of work threatened to impact negatively but

the situation was improved as a result of an increasingly positive organisational

dynamic that had been steadily building in relation to the NEA. This was the result of

the clear support the NEA was receiving at the time from the Vice-Chancellor and from

the Director of the Teaching and Learning Centre, within which the Academic Skills

Office was situated. The subsequent appointment of the Project Assistant had multiple
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effects. It eased a potentially difficult situation in my own team. It reinvigorated the

team dynamic of the NEA Advisory Committee. With hindsight I realized that all others

involved so far, particularly me, had been suffering from NEA fatigue at that stage and

were not seeing things clearly. And lastly it also resulted in boosting the image of the

NEA amongst students.

1.3c How did the rules and procedures, roles and
structures, change during implementation and why?

As described in the Linking Paper, page X, action research was carried out throughout

2004 and 2005 to inform the implementation of the NEA, as shown in Figure 1.2,

reproduced below.

2006

Figure 1.2: The NEA Action Research Cycle as described in the Methodology section

of the Linking Paper, page 32.
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In 2004 (Stage 4 in Figure 1.2 above) the action research was informed by interviews

carried out mid year with six students registered to complete the NEA that year; Survey

1 (described in the Linking Paper, page 42) of a larger number of the same cohort (NEA

Cohort 2005) carried out towards the end of that year before the NEA deadlines and the

exam period; and my observations and those of the Project Assistant, and the NEA

Advisory Committee.

The action research continued in 2005 (Stage 5 in Figure 1.2 above) and was informed

by Survey 2 (see Linking Paper, page 43) of students registered to complete the NEA in

2005 (NEA Cohort 2006); Survey 3 (see Linking Paper, page 43) of students from NEA

Cohort 2005 who failed to complete the NEA requirements in 2004; Survey 4 (see

Linking Paper, page 44) of the NEA Cohort 2005 students one year after graduation;

Survey 5 (see Linking Paper, page 44) of the NEA Activity providers; and Survey 6 see

Linking Paper, page 45) of UNE senior staff. There were also three other surveys

(Surveys 7, 8 and 9 described in the Linking Paper, pages 46-48) the target groups of

which were student participants in selected examples of the three NEA categories of

activities. Again, my observations and those of the NEA Advisory Committee and the

NEA Project Assistant were taken into account. Additionally, a group of employers and

supervisors of students who claimed NEA points for paid or voluntary work experience

were interviewed (see Linking Paper, page 48).

The action research cycle was marked by improvement to the NEA, milestones and

issues, both foreseen and unforeseen, that required careful resolution. The improvement

which resulted from the action research was composed of outcomes events in terms of

Poole et al.'s (2000, 104-108) event identification in the study of change and

development. Outcome events include completion and tangible results of a course of

action, as well as value judgements about the success or failure of the course of action.

These may be further categorised as positive, negative or mixed. Positive outcome

events were successful accomplishments and negative outcome events were failures or

mistakes. Additionally outcome events were mixed or neutral in terms of success and

failure (Poole et al. 2000, 108). The action research unearthed each of these three types

of outcomes events. In the case of mixed outcomes, follow-up action was delayed until

further feedback pushed the outcome event into one that clearly required action. The

milestones were a combination of activity events and positive outcome events. Several

of the issues arose as a result of the fact that this period coincided with a period of
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massive change at UNE which impacted in several different ways on the NEA so they

were related to organisational context and organisational dynamics. Poole et al. (2000,

108-09) classify courses of action as representing expansion, contraction, modification

or continuation. The changes to the NEA resulting from the action research described

below are mainly modifications as one would expect from a process that seeks to

evaluate action, and then act to shape and correct that action in the pursuit of the best

possible outcome of the original diagnosis and intention (Coghlan & Brannick 2005, 21-

25).

Change in 2004
The main issues that arose in 2004 were related to my workload as the NEA manager,

as described above, problems resulting from poor interaction with other areas of the

University, also described above, and responding to feedback and observation about the

working of the NEA. The latter concerned the points values allocated to NEA activities,

the journal requirements and the NEA rules and procedures.

Workload

The appointment of the NEA Project Assistant in mid 2004 alleviated the workload

issue and this person's ability to very quickly assist in identifying ways and means of

improving existing features of the NEA, as mentioned above, played a significant role

in the change that occurred by the close of 2004 (Project Diary 2004). Additionally, the

Project Assistant was in possession of excellent people skills and was able to provide

high quality support to NEA students as evidenced in student feedback: In Surveys 1, 2

and 3, in the section asking for additional comments, students said:

• Keep J (the project Assistant) involved- he has been fantastic!;

• (J) has been great very informative and supportive. I have very much

appreciated his assistance,

• I would also like to note that it has been a pleasure to work with (J). He has

been encouraging, sympathetic and provided useful advice;

• (J) is GREAT!;

• The (NEA) office was encouraging, they were always there to help when

needed;

• J was energetic and friendly. Very approachable. His emails were excellent;
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• J has been thoroughly approachable and extremely helpful in all my enquiries

relating to the NEA. Keep up the good work! ! ; and

• I also just wanna say how AWESOME J was in helping out, answering questions

and checking our progress. He was TOPS and it would have been much harder

without him.

The appointment of the Project Assistant was a tangible outcome of positive

organisational dynamics resulting in strategic allocation of resources, which in effect,

provided bridging finance that ensured the continuation of the NEA in a healthy state

through an unforeseen difficult period.

Interaction with other areas of the University

The problems already described that resulted from poor relations with other areas of the

University were largely limited to 2004. While both the graduation and transcript issues

were difficult to negotiate, they did not re-occur the following year. Indeed, the

procedures that were so painfully established in 2004 worked extremely efficiently in

2005 (Project Diary).

Again, positive organisational dynamics grew out of very poor organisational dynamics

surrounding the NEA as a result of a change of culture within the organisation which

grew in parallel with the growing profile of the NEA. Organisational life is complex and

the effect of positive communication and shared goals on patterns of behaviour is

profound (Osborne & Brown 2005, 136). At the time of writing (late 2006, early 2007) I

can confidently report that all University processes and procedures to do with the NEA

that are beyond my responsibility or that of the members of the NEA Advisory

Committee, are well established and problem free.

NEA Points

All of the respondents from NEA Cohort 2005 thought that the NEA fairly recognised

activities in terms of points values although five expressed small reservations or made

suggestions to make the system even fairer. Typical responses were:

• The points structure is allocated proportionally with the various activities in a

reasonably accurate manner;
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• I think the NEA has developed over the year and will continue to more

accurately reflect the activities;

• For the most part the NEA organisation has been flexible and encouraging,

despite many of my activities occurring outside conventional groups and

structures; and

• Yes, but I think the NEA should continue to be open to change the points

recognition.

Three of the five suggestions for further improvement to the NEA points system were

based on perceptions that some activities were slightly under- or over-rated:

• Yes, however some of the activities are a little under-rated (in reference to

points);

• I think some point allocations may be slightly wrong; and

• There should always be discretion in awarding points. Just because someone is

not 'president' does not mean their contribution is not worthy of as many points.

What about character references to allow people in lower positions to gain

points for activities not already listed?

One respondent was critical of the residential system:

• Yes, but I think the NEA should continue to be open to change the points

recognition. I think too much emphasis is placed on some college activities – if

the NEA is encouraging people to be well-rounded, living in college for 5 years

hardly fits with that. Also, some college positions are based on popularity, not

merit or contribution.

Another felt that there was some inflexibility in some areas resulting in certain

activities not being rewarded:

• Some providers felt constrained by the regulations and were unwilling to

recognise work done within the organisation by me in an informal, less

structured manner.

The NEA Advisory Committee discussed the issues raised about people in lower

positions in the student organisations doing more than required and also the situation in

which someone in an organisation makes a valuable contribution which is difficult to
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recognise because it does not fit into the organisation's official list of NEA activities.

The outcome was the widening of the voluntary work specifications so that students

could count additional contributions to student and other organisations as voluntary

work and gain 100 NEA points when they had reached 35+ hours of voluntary

contribution, not necessarily in the one capacity or organisation. Gatekeepers could sign

for parcels of hours that were less than 35 and the student could submit to the NEA

Office as many forms as needed to have the 100 points credited (Project Diary 2004).

The concern raised by a student about college-based activities being overly emphasised

was also considered but resulted in no change (Project Diary 2004). It was a fact of life

that a large proportion of the NEA activities were generated in the residential system.

Indeed they made a considerable contribution to what made up the UNE on-campus

experience. The perception that some of the college positions were held as a result of

popularity rather than appointment was not entirely fair. Certainly some were elected

positions and popularity plays a role in elections, but the majority of the positions were

appointed positions, following the appointment protocols set down by the University's

Human Resources department.

The majority of respondents made a positive value judgement about the allocation of

NEA points which was a vindication of the effort made by the NEA Advisory

Committee to be fair and also to be equitable in its decision making about points. The

minority negative value judgements were about recognising voluntary activity that sat

outside normal expectations of recognised positions and about college-based activities.

The former resulted in a modification to the NEA rules and the latter resulted in

continuation of existing rules and procedures because it was clearly a minority value

judgement that was not evidence-based.

Journals

The 2005 Cohort made three suggestions for change to the reflective journals. Two were

about reducing the expected length to make the task less difficult and overwhelming.

The other suggestion was to develop learning logs for specific areas:

• Perhaps some learning logs could be developed within the specific areas. For

example, the Residences could have a yearly log that they need to complete

throughout the year. This could be based on specific learning outcomes (ie
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graduate attributes). Other positions could have similar logs based on the

specific duties/projects etc with tasks/questions that need to be completed

annually. This would make the 1000 word journal easier as it could be

completed as attributes are achieved.

The suggestion about reducing the word length of the reflective journals was duly

considered but not acted upon at this stage because it was not a majority view (Project

Diary 2004). Neither was the suggestion about learning logs taken further because it

was not significantly different to the guidelines for the reflective journals and the NEA

Advisory Committee thought that it would still be highly likely that students would

leave their logs to the last minute and still experience the same difficulties. While no

change was instigated at this point, the word length of reflective journals remained high

on the NEA Advisory Committee's list of issues that were not entirely resolved (Project

Diary 2004).

Another problem arose in relation to the reflective journals. The heads of colleges group

decided suddenly that they did not want the responsibility of collecting and assessing

the journals of students claiming NEA points for college-based activities (Project Diary

2004). They had apparently not completely understood the prior commitment.

Additionally there were two new college heads appointed during the year and not being

as cognizant of the NEA as the other members of the group were not as committed to its

success. Their decision however, coincided with an approach to me from two college-

based NEA students who said they were uncomfortable with the prospect of submitting

their journals to the college heads who were effectively their employers. So, in spite of

the increased workload that would result for me, I took the decision that I would be the

sole assessor of the NEA journals. My consolation was that a positive outcome of this

would be consistency of expectation and criteria for acceptable journals.

The course of action regarding the word length of the journals was continuation because

the outcomes, or suggestions, were minority views or not indicative of the need for

significant change to the status quo. The change in assessment of the journals was a

distinct modification of procedures based on a people event instigated by changed team

dynamics amongst one group of activity providers.
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NEA Rules and Procedures

One of the first changes to the NEA procedures was one instigated by the Project

Assistant. It was later confirmed by the research as a positive change. As an NEA

neophyte he very quickly recognised that his work was complicated by the five different

gatekeeping forms required for the authorisation of NEA points. One of his first actions

was to combine the forms into one. This also immediately removed a prime cause of

confusion for students.

The 2005 Cohort made two suggestions about improving the NEA procedures:

• I didn't realise that points had to be verified separately to the certificate,- I

thought the certificate was all that was needed; and

• Make the process easy to follow.

They also made two comments about maintaining already noticed improvements:

• Just keep streamlining the approval procedures as required; and

• Continue to simplify the rules and requirements which are now is much simpler

than at the start of the year but can still be a little confusing. (This comment

referred to the changes to the forms described above).

As the need for a certificate of completion and a points form were mutually exclusive, it

was clear that this suggestion sprang from confusion about the procedures, the

explanation of which obviously needed further simplification.

The outcome was the production of a New England Award booklet as an alternative to

the website and a set of frequently asked questions displayed on the web site. The

booklet was a 16 page, A5 size summary (see the Table of Contents in Supporting

Document 1.22, page 5.74) which featured a table of tasks to be completed (see

Supporting Document 1.23, page 5.75) and an NEA checklist (see Supporting

Document 1.24, page 5.76). The frequently asked questions are shown in Supporting

Document 1.25 (page 5.77). All were presented in user friendly language and tested on

NEA students throughout the process of their development (Project Diary 2004).

This was a largely positive outcome. The course of action taken regarding the

suggestion for change was continuation of existing procedures but modification by way

of simplification of the way they were presented because of negative feedback about
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their clarity. It was the outcome of people events in the form of positive individual and

team dynamics within the NEA office in collaboration with student participants in the

NEA and in the study.

Promotion

The 2005 Cohort made four suggestions pertaining to promotion of the NEA:

Introduce it through all the faculties in the first week of lectures. Many first

year students don't know about it!;

• Make sure people know when point earning activities are on!;

• Do more publicity; and

• Maybe talk to freshers when they first come to UNE eg College talk in 0 week.

All of the suggested strategies for promotion were already happening but clearly not

enough. The NEA Advisory Committee took the decision that as activity providers they

needed to take more responsibility for promoting the NEA (Project Diary 2004). A

modified version of the NEA poster described above was produced with a clear red

`Activity provider' stamped across the front (see Supporting Document 1.26, page 5.79)

to be displayed in all areas that ran NEA activities. Additionally we began to inform

NEA registered students about NEA point earning opportunities such as when the

Marketing and Public Affairs department required students to assist in promotional

activities. This developed into an effective student recruitment device, as described

below, page 56. Additionally, an NEA logo (see Figure 1.3 below) was developed to be

used by activity providers to symbolize NEA activities8.

Figure 1.3: NEA logo

8 UNE's Marketing and Public Affairs department has since banned the use of logos other than the UNE logo. Once existing
supplies of promotional material featuring the NEA are depleted, this logo will no longer be used.
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This was a mixed outcome because while these suggestions reinforced what we were

already doing, the fact that the suggestions were made indicated that our actions had not

been effective. The course of action was a combination of modification in terms of

using the existing NEA pool of registered students as a recruitment mechanism and

continuation and intensification of existing promotion to new NEA students.

2004 Summary

The key changes introduced in 2004 as a result of the action research were the

simplification of the NEA rules and procedures and their presentation; increased and

additional promotion to current and potential NEA students; and the introduction of the

practice of using NEA registered students as a pool of volunteers. The greatest

milestone in 2004 was the UNE Council decision in December 2004 to award the NEA

at graduation.

Change in 2005
The issues that arose in 2005 were the continuation of the Project Assistant position,

without which the continuation of the NEA itself would be jeopardised, the spectre of

voluntary student unionism, and other issues that arose from the action research. These

were related to non-completion, the points allocations, the NEA journals, the NEA rules

and procedures, voluntary work as part of the NEA, promotion of the NEA, awarding of

the NEA and ongoing institutional support for the NEA.

The project assistant position

It had been planned that the NEA project assistant position would carry on after the

initial one year appointment (due to end in July 2005). What was not foreseen at the

time was that the then Director of the Teaching and Learning Centre (TLC)

subsequently departed UNE and her plans for incorporating the project assistant

position into the Teaching and Learning Centre budget went with her (Project Diary

2005). The one positive outcome, although shortlived, was that with the Director's

position remaining unfilled for a period of time, there were salary savings which were

able to be redirected to support a six month extension of the project assistant position

from July 2005 until the end of that year.
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While the TLC budget request for 2006 included ongoing funding for the project

assistant position, another unforeseen factor was the effect on TLC of the next round of

Federal funding cuts. The result was that the TLC found itself embroiled in a battle to

retain existing staff for the maintenance of core business, let alone initiatives such as the

NEA which was perceived as non-core, no matter how potentially positive for the

institution and its students. This situation was exacerbated by the lack of a TLC

Director, and a new Pro Vice-Chancellor (to whom the TLC reported) who, while

supportive of the notion of the NEA, did not have the same level of commitment to it

that the previous Pro Vice-Chancellor and previous TLC Director appeared to have had,

having been supportive of it since its very early stages. Probably the only high powered

ally of the NEA left was the Vice-Chancellor but at this stage she was not involved in

the budget process at that level and seeking her input risked derailing existing lines of

management. Given her imminent departure, alienating other members of the

administration at this stage would not be a strategic way forward.

July and August became months in limbo in relation to the budget process because

things were put on hold until the new TLC Director was to start on September 1 (Project

Diary 2005). Clearly that was the person that needed to be persuaded of the worth of the

NEA but given the huge amount of work and the very steep learning curve that awaited

him it was impossible to predict how much weight he would give the matter, how much

leeway he might have with the budget and also how much pressure, as a newcomer, he

would be able to exert for additional funds. During this time I advised the Project

Assistant to keep an eye out for other positions, in fairness to him and his need for job

security (Project Diary 2005).

So, at this stage the future was looking shaky for the NEA. I was faced with three

choices: discontinue the NEA after the October Graduation ceremonies, thereby letting

down the 198 students registered at the time; continue the NEA only for currently

registered students, enrolling no more new students into the program and gradually

winding it down; and finding another way to administer the NEA. The first choice

would involve a serious breach of promise to current NEA students. The first and

second choices would also impact on graduated NEA recipients whose awards would be

devalued by their discontinuation and on the NEA activity providers and members of

the NEA Advisory Committee who had done so much work in the development and

implementation stages of the NEA. The second and third choices would both impact on
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the workload of the Academic Skills Office, particularly the ASO Manager and possibly

the activity providers.

Ironically, it was at this stage that there were signs that the NEA was having an impact

on decision making in some areas of the university. The NEA was now quite well

known across the campus as a result of the publicity surrounding the first NEAs being

awarded at the 2005 Autumn graduation ceremonies (described page 1.74 below). For

example, the Marketing and Public Affairs unit formed the UNE Student Marketing and

Recruitment Team (UNESMART) and used the incentive of NEA points to recruit

students:

UNESMART helps students develop their leadership, teamwork and
communication skills. It also gives them the opportunity to enhance their
portfolios and gain points towards the New England award [UNE's award
for extra-curricular involvement in University and community activities]
(Scanlon 2005a).

Similarly, the organisers of the UNE Open Day in September suggested that NEA

points be available for students acting as guides and assistants on the day. This was

agreed and after the request for Open Day guides was circulated on the NEA email list,

as well as more widely, the result was that more NEA registered students applied for the

work than others (Project Diary 2005). This was the start of NEA students being seen as

a pool of potential student volunteers. This strategy rapidly became known as an

effective student recruitment mechanism and continues to be used repeatedly by

Marketing and Public Affairs, faculty executives looking for students volunteers for

faculty committees and selection panels (see Supporting Document 1.27, page 5.80) and

others, such as the organizers of student training opportunities run by Student Services

(see Supporting Document 1.28, page 5.80).

As time dragged on several members of the NEA Advisory Committee became keen to

start lobbying the Vice-Chancellor and members of the UNE Council for assistance.

They felt that too much time and effort had been invested in the development and

implementation of the NEA by this time to stand by while it hovered in such a

precarious environment. I felt that any such lobbying could well be counter-productive

at such a time given that the new TLC Director was still finding his feet. I felt that a

better way forward was for him to arrive at a decision himself about the worth of the

NEA and be able to make an independent decision rather than having to run interference

from above. This turned out to be prudent. In November, he agreed to fund the Project
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assistant for a further twelve months up until mid 2006. At that point the university's

HR rules allowed the encumbent to move to continuing employment if his performance

has been satisfactory. The encumbent had however embarked on a search for other

employment as a result of the preceding period of uncertainty so there still existed the

possibility of losing him, although not the position (Project Diary 2005).

(This did indeed occur in mid-2006. By this time another source of bridging funds had

been identified by the TLC Director and I which allowed us to advertise for a new

Project Assistant for an initial period of one year, continuable if further funding became

available. The successful applicant was a young female recent graduate who was also a

member of the 2005 NEA Cohort and in possession of a New England Award.)

Significantly, December of 2005 saw the departure of Professor Moses, the initial

funder and heretofore the most senior supporter of the NEA.

The surprisingly positive interplay of complex interdepartmental and institutional

dynamics, during a time of significant institutional change in terms of personnel which

was compounded by budgetary turmoil, was instrumental to this particular aspect of the

development and implementation of the NEA. It is not known if the first public positive

tangible outcome of the NEA, the awarding of the first NEAs graduation in 2005 (see

below, page 1.74), played a role in this. The new TLC Director had not witnessed the

Autumn ceremonies but he was present at the Spring ceremonies at which four students

received NEAs. Both these occasions had resulted in good publicity for the NEA and

the University which may have impacted positively on the decision making processes

described above.

However, the end of 2005 marked the end of high level advocacy for the NEA with the

departure of the Vice-Chancellor and thereby the beginning of a dark period of

uncertainty and powerlessness for all involved in the NEA, particularly me. While the

Director of my area had agreed to the continuation of the Project Assistant, he had not at

any time really made a commitment to the NEA as such. His ambivalence toward the

NEA became clearer when he very quickly added other, very time consuming, duties to

the job description of the Project Assistant. The result of this was that his workload

became burdensome and the additional duties were stressful. The deleterious effect this

had on the Project Assistant's ability to focus on the NEA was a factor in his decision to
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depart the University when he did. Institutional dynamics in relation to the NEA thus

deteriorated rapidly and threatened to revisit the nadir that existed just six months

previously.

Voluntary student unionism

In 2005, the University began to plan for the advent of voluntary student unionism

When it did eventuate in mid-2006 the newly formed entity ServicesUNE used the NEA

to its advantage to encourage students to get involved in a voluntary capacity, to assist

with the delivery of student services that had previously been the responsibility of

elected and paid members of the student organisations (Project Diary 2006). The

following is an excerpt from ServicesUNE's first brochure.

Volunteers play an important part in day to day campus life and activities.
There are many ways in which students can volunteer from being on the
representative committees on campus, participating in special University
days and events to just cooking the odd barbeque. Volunteering is a good
way to earn points towards your New England Award (ServicesUNE 2006).

It is ironic that an abhorred intervention in student organisations by the Australian

Government had the effect of enhancing the role of the NEA in this way. An

organisational context event contributed to an important activity process event in the

development and implementation of the NEA.

Non -completion

Survey 3 was sent to ten students who were registered to complete the NEA in 2004 (as

part of the 2005 Cohort) but did not qualify. It was hoped that students who were keen

enough to register but then found themselves unable to complete the NEA requirements

would be able to shed light on obstacles that could be removed in the second change

cycle. Just four returned the survey. Another replied to say that she was about to depart

for overseas and did not have the time to do the survey. She said that she thought the

NEA would be a 'cinch' but it turned out not to be. It is not known if the survey actually
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reached the other five or not as they had by this time completed their studies and

departed the university.

When asked what prevented them from completing the requirements of the NEA, the

answer was study commitments and/or other commitments, most notably paid work.

One said that he was offered his dream job in Sydney starting straight after he was to

complete his degree so he decided to devote his last months to preparing for his final

exams and winding up his considerable extra-curricular involvements. While he had

originally been keen to gain recognition for his activities which included acting as a

volunteer tax advisor for the UNE Students Association, as reporter and editor of the

Student Union's magazine, rising to management level in the local emergency services,

as well as part-time employment, he in the end realized that he did not have the time to

complete the written requirements of the award but also didn't have a pressing need to

build up his resume further:

• Ironically I was too busy with extra-curricular things. If had started sooner

would have been do-able but was in final year.

The other three non-completers also commented on the pressure that the NEA journals

placed on them at the end of their degrees. Significantly though, two of these students

said that they understood the requirement:

• However I do understand that in order for the NEA to be prestigious etc one

must prove that they have earned it; and

• Students complain about journals but they need to stay a component because

they add an 'academic' touch and integrity. Current word expectation is not too

many. By all means change the format but a written report of some kind should

remain a very important part of the NEA.

The other said:

• Someone who has put hard work in already can feel cheated that they have to go

to even greater lengths to be recognised. The reflections that accompany the

activities/experiences need serious reconsideration - it deterred the majority of

people that I knew from completing it - no one has time to write thousands of

words at that time of year.
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None of the four indicated that lack of interest or lack of suitable NEA activities was a

reason for their non-completion. All said they had no trouble identifying sufficient

activities to achieve the 1,000 points. Rather, all four felt that if they had started the

NEA sooner, rather then in their final year, they would have completed it. This was

always going to be an issue for this particular cohort. These students were of necessity

high achievers in all aspects of university life as explained above but were

disadvantaged by their late start. This obstacle would be removed naturally as this was

the last group of students to become aware of the NEA in their final year with timelines

widening each year from 2004 until reaching a point where the NEA would be

promoted to all students in their first year of study. Therefore there was no need to

address the issue other than to reaffirm the importance of early promotion.

In relation to the unEportfolio the non-completers had no suggestions for

improvements. Unfortunately it is not known if this is because they had not used it at all

or because they had used it and not found it wanting.

The outcomes for this group of students were negative because they were unable to

complete the NEA. This was largely because of their particular circumstances having

begun the NEA very late in their degrees. Their feedback however, was largely positive

for the NEA apart from their experience of the journals which was duly taken into

consideration, as described below, page 1.66.

NEA Points

The majority of the 2006 cohort (14/22) who responded to Survey 2 thought that the

NEA fairly recognised activities they had been involved in. Some of those also

expressed their satisfaction about being recognised. For example:

• Yes I believe the NEA is great. As I mentioned before I would have completed

the large majority of these activities regardless, however having the recognition

of that work is very satisfying and makes me proud of my contributions to

university life; and

• I feel they recognize all activities I have been involved in, if it wasn't for the

NEA, all these activities and hard work would have not been recognized.
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Two were pleased that they were able to have particular activities not previously

recognized by the NEA, added to the list of eligible activities:

• Yes. Some activities I thought should have been recognized are now included as

I informed (NEA management) about them; and

• Absolutely!! Activities I have completed that are not on the list are added.

Eight of Cohort 2006 thought in general that the NEA fairly recognized their activities

but expressed doubts about some aspects of the points system particularly in relation to

NEA eligible positions in the residential colleges from students both within and outside

the residential system. For example:

• I felt some offence that social committee members were awarded equal points to

me as a academic senior as their positions are seen as a popularity vote and

don't have to meet the same requirements to keep their position within the

college;

• Mostly yes – some activities are 'undervalued' in terms of the number of points

allocated to the activity. For example, the role of Resident Fellow requires so

much time, effort and ability to lead, that a 300 point value undervalues the

breadth of the activity;

• Yes, seem very fair except the fact that Vice-President only gets 200. Normal

JCR Committee members get 150, Secretary and Treasurer get 200. VP needs to

get AT LEAST 250, or the same as the president; and

• The college positions attract too many points and do not encourage students to

be community minded outside their college.

One student in the 2006 Cohort commended the inclusion of extra-curricular training

programs, such as the Vice-Chancellor's Student Leadership Program offered for the

NEA. Another commended the requirement that points be earned across three

categories:

• No more than 75% of points from Type 3 is good and made me consider

activities in other areas.
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One student from the 2006 Cohort suggested that one should need more points (than

1,000) to qualify for the NEA. Another suggestion was for a system that catered for

those earning more than the required 1,000:

• Perhaps create a points system for over 1000 points e.g. For 1500 a silver NEA

and for 2000 a gold, as students will start earlier and most will have around 4

years which will mean that 1000 will be easily accomplished.

Ideas for change from the NEA Cohort 2006 included the suggestion that playing team

sport be eligible for NEA points and that there be a requirement to do community

service:

• The award has to recognize sport team sport participation including rugby,

soccer, etc players, captains, coaches even outside UNE; and

• There should be a requirement of minimum 50 hrs of community service that is

`charity work' not with student organisations but with recognized local and

international organisations.

Other reservations were held were about the relative weightings for voluntary and paid

work:

• I feel charity and voluntary work should be held in higher regard; more

emphasis on voluntary work and charitable contributions;

and the inclusion of paid work:

• Yes but I am sure that while some work experience is valuable to some students,

many students may find they get little from it yet are still rewarded with NEA

points. Part-time employment should only count if career related. E.g. my farm

work should not count if I am studying to be a solicitor.

That the majority of the NEA Cohort 2006 felt that the NEA fairly recognised their

activities in terms of the points values attributed to them, and that this followed a

similar response from one hundred percent of the NEA Cohort 2005, made this a

positive outcome event that confirmed continuation of the status quo as the appropriate

course of action regarding NEA points. The negative responses concerning some

college-based activities and participating in team sport, were duly considered by the

NEA Committee. The concerns about possible inequity between elected and appointed
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positions in the residences were discussed. These issues had been pre-empted in initial

discussions about comparability of positions and predicted as a possible grounds for

future discontent (Project Diary 2003). Accordingly, the allocation of points had been

carried out very carefully and it was the view of the NEA Advisory Committee that any

tinkering would not solve the problem. It would more likely worsen it. While

adjustments might suit the reality in one college, it would not suit the reality in another

and ignite further dissatisfaction. It was resolved that continuation was the most prudent

course of action and that the most likely outcome of disagreement within colleges about

the relative worth of activities would result in appropriate shifts and balances occurring

within those colleges. This was the outcome of a discussion over lunch between myself

and the two representatives of the residences (Project Diary 2005).

The suggestion about allocating NEA points to participation in team sport was not acted

upon because it was not consistent with the stated aim of the NEA, the development of

the UNE Graduate Attributes, and also because supervision and gatekeeping would be a

drain on limited resources. Continuation of the status quo was therefore the course of

action of choice (Project Diary 2005).

Similarly the suggestion that the NEA recognize different levels of achievement was

also not acted upon. It was thought that it would be counterproductive to add layers of

complexity to the NEA when it was still in its infancy. Again, continuation of the status

quo was the chosen course of action (Project Diary 2005).

The commendation of the inclusion of extra-curricular learning and training in the NEA

was a positive outcome which required continuation as the course of action.

Consideration of the suggestion about making voluntary charity work a requirement of

the NEA was deferred (Project Diary 2005) because of another issue that had arisen and

rapidly become controversial – the problem of occupational health and safety, described

below (page 1.64).

In regard to the issue raised about the relative value of voluntary and paid work, this

resulted in some modification. Voluntary work was allocated a higher number of points,

100 points per 35+ hours, as opposed to paid work which remained at 75 points for 35+

hours. The suggestion that work that is unrelated to a student's area of study or

proposed career path was an interesting viewpoint on the part of the student concerned
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but one of the underlying views of the NEA is that any work experience is valuable in

developing certain attributes and attitudes. In fact this same student said in a different

survey (analysed in section two of Column 3, from page 3.15) that through his farm

work he had developed problem solving skills, social responsibility and teamwork

skills. His employer said he believed that the farm work was useful for the student to

understand and appreciate the difference between school and work and to develop

personal responsibility. It enhanced his future employability in his chosen career (law in

this case) because it demonstrated that the student was not afraid of work. No change

was made to the NEA based on this suggestion. Indeed, the student who made the

suggestion actually later confirmed the thinking of the NEA Advisory committee. While

continuation was the course of action decided upon that that point, the possibility of

allocating higher points value to voluntary charity work or even making it a compulsory

component of the NEA was not dismissed out of hand (Project Diary 2005).

(The notion of making voluntary work a compulsory element of the NEA was discussed

at the September 2006 meeting of the NEA Advisory Committee but the decision was

postponed pending the outcome of a challenge to the NEA in relation to voluntary work,

described below, that had arisen a year earlier.)

Voluntary Work

The inclusion of voluntary work in the NEA became a vexed issue in late 2005. The

WorkReady Steering Committee was of the opinion that voluntary work carried out for

NEA points, including community work, should be subject to the WorkReady

regulations that required that students undergo training to prepare them for the

workplace. Their concerns were about occupational health and safety and insurance

coverage of students in the workplace. It was the NEA Advisory Committee's view that

voluntary work carried out for NEA points and work experience that occurred under the

WorkReady banner were two quite different scenarios and that if the WorkReady

regulations were to apply to NEA activities then it was unlikely that voluntary and

community work would remain a popular NEA activity choice. The opinions of the

University's legal officer and insurer were sought and after lengthy debate and

considerable delay, it was resolved that the WorkReady regulations should not be

applied to NEA students, although as before, WorkReady training and experience would

continue to be eligible for NEA points. Acting upon legal advice, the NEA Office
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developed a work disclosure form about any work for which NEA points might be

claimed that was to be filled in by students and their supervisors/employers (see

Supporting Document 1.29, page 5.81) Also, the University agreed to pay a small

additional insurance premium per head of NEA students doing voluntary work for the

NEA at the end of each year.

This was an example of problematic interdepartmental team dynamics in the form of a

challenge from another area of the university. Such political behaviour is not an

uncommon event in large organisations (Osborne & Brown 2005, 130). Often it is

motivated by a perceived opportunity to increase status or rewards within the

organisation or resistance to change caused by a perceived threat (Pettigrew 1973, 20-21

cited in Osborne & Brown 2005, 120-31). Hindsight confirmed that this indeed was the

case in this instance. The matter was not resolved through managerial direction because

that was not present in the organisation for the NEA at that time, as described above.

Instead it was resolved by the application of commonsense, based in insurance law, by

other areas of the University that previously had not been involved in the NEA. This

demonstrated that UNE possessed the attributes of an innovating organisation:

functional lateral connections between horizontal sections of the organisation (Osborne

& 13rown 2005, 132), although they were not universal. There were clearly pockets of

resistance in which bureaucratic orientation (Osborne & Brown 2005, 132) existed and

where 'Novel solutions, using resources in a new way, are likely to appear threatening.

Those having a bureaucratic orientation are more concerned with the internal

distribution of power and status than with organizational goal accomplishment'

(Thompson 1965, 5 cited in Osborne & Brown 2005, 132).

The journals

Two of the non-completers (Survey 3) thought, not unexpectedly, that the journal

requirement needed attention. One said the word expectation was too high and did not

see the need at all:

• Qualification is good. I don't see the value in the touchy-feely report that goes

with each activity.

The two that had acknowledged the value of the journal suggested alternative

approaches:
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• A more creative way to present learned experiences- perhaps a diary/journal

style instead of the essays. To do this simultaneously with the extra-curricular

activity would make it more worthwhile and easier to do; and

• Perhaps make it more informal, contemporary, rather than essay type. Make it

fun and flexible.

Indeed, this is in fact the approach that had been taken by the NEA Advisory

Committee. Nowhere in the NEA information is the word essay used to describe the

written requirements. Certainly, students were encouraged to write their journals on the

go rather than leave them to the last minute (Project Diary 2004).

Ten members of the 2006 cohort expressed very strong views about the length of the

journals. For example:

• The reflective journals are quite lengthy for some activities, given that students

must continue to complete academic requirements to the best of their ability;

• Make reflective journal requirements due early so they are less daunting to

complete;

• The written requirements are ridiculous! We give up our study time to get

involved in UNE and then, to get recognized for our involvement we have to give

up more time!?;

• It is quite a challenge to meet the reflective journal requirements as well; and

• The written components to me seem to be not necessary, as I have a full time

job and studying also. If you have the points and proved yourself maybe it

should be granted.

This response to the journals was clearly a negative outcome event because it came

from the majority of the 2006 Cohort as well as the non-completers. At the final NEA

Advisory Committee meeting in 2005 (see Supporting Document 1.30, page 5.83) it

was decided that modification of the journal requirement was the appropriate course of

action. The outcome was that the journal requirements were consolidated into one

journal of 5000 words which addresses the development of the UNE Graduate

Attributes and other personal and professional development through all the NEA
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activities undertaken, rather than separately for the large point scoring activities. Also

this final writing task of 5,000 words could be submitted any time in the last semester

up until the end of the year, giving them the opportunity to do it incrementally or after

the exam period. The previous deadline was the last day of term, before the exam

period, but we found that quite a few students needed extensions of time. The change

was implemented for all new and continuing students after the end of 2005 (Project

Diary 2005). It meant an average reduction of approximately 2,500 words per students

and more flexibility about when it could be written, thereby catering to those who

preferred to write it in diary style and those who preferred to write it all after the exam

period in order to alleviate stress at that very important time of the academic year.

NEA rules and procedures

As to whether the NEA procedures needed fine-tuning there was just one comment from

the non-completers (Survey 3) and that related to being in the very first cohort which

had limited time to complete the NEA:

• I was in the first group so this was difficult but increase awareness about the

program particularly earlier in people's degrees. People are much more keen

to participate in a program such as this when they are straight out of high

school which could also have the added benefit of more fresher (first year)

participation and a continuation of such participation on campus.

The 2006 Cohort made nine suggestions for change. They were mostly about

simplifying the rules and the form to authorise points, the NEA activity categories, and

to improve the function of the unEportfolio. In regards to the rules three said:

• Simplify rules;

• The rules changed since my registration and made it a bit confusing. These need

to be finalized; and

• I am a little confused about deadlines for certain activities.

About the form to authorise points three students said:

• It is still a bit confusing when the activity provider does not clearly come under

any category, e.g. MPA (Marketing and Public Affairs);
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• Maybe once a person registers send them out sheets that the

facilitator/instructor fills out to prove you actually took part in an activity. I've

missed getting credit points for my RSA because my instructor was only at

college for 1 day as part of a TA FE program so I missed my opportunity to give

him the form; and

• Activity statements should not be necessary i f a certificate or something similar

should be produced.

In relation to the NEA categories two students said:

• The categories for the activities can be VERY confusing! These may be

simplified to encourage greater participation by students in the NEA; and

• There should not be three areas from which points must be gained. It should

only rely on an overall score from any combination of the activities.

The suggestion about the unEportfolio was:

• Make unE-portfolio more advanced to add up points for you and let you know if

you need to complete an activity from another Type category.

The problem raised by this group of students about confusion surrounding the rules and

procedures was a negative outcome event but perceived to be a temporary one which

would not happen again. This was because the confusion had been caused by

modifications made to the rules and procedures for the better as a result of the action

research the previous year. No action was taken other than to increase communication

with this group via email about the changes and the associated benefits for them.

Similarly increased communication was used to address the misconception that both a

certificate of completion and a signed activity provider form were needed for some

activities (Project Diary 2005).

The suggestions about abolishing the NEA Activity categories was not acted upon

because it was a minority view; it was contrary to the view held by a larger number of

NEA students that the breadth of activities encouraged them to participate in things that

they might not otherwise and encouraged them to become more 'well rounded'; and it

negated an underlining principle of the NEA – that students be encouraged to engage in

a range of different extra-curricular activity.
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Action to respond to the suggestions about improving the function of the unEportfolio

was set in train (Project Diary 2005).

Survey 5 of NEA activity providers asked if any problems had been experienced in

monitoring NEA activities. Five reported no problems. One said that students often

forgot to get the required record of attendance at workshops and short courses which

can be a problem further down the track especially in areas where records of attendance

were not kept. Three others said that some students did not enact the NEA rule about

informing activity providers of long running, high point scoring activities such as those

in the residences and the student organisations of their intention to apply for NEA

points which can be problematic later on when the provider is required to vouch for

satisfactory performance. Another problem identified was when students claimed for

activities that are considered part of a major activity, not a separate minor one.

In response to a question about whether they believed the NEA rules needed fine-tuning

half (5/10) of the activity providers said that they did not believe the NEA rules needed

fine-tuning. For example:

• Not really they seem to be serving their purpose well.

The other half indicated that fine-tuning should be an ongoing matter. For example:

• I think we can always review and fine-tune but I think our stakeholders

(students) will keep us honest – I believe ground rules laid have become very

solid;

• You always need to review, to keep it relevant;

• There is always room for improvement and regular reviews and responsiveness

to feedback should make this an ongoing process; and

• I think it will be an ongoing fine-tuning as issues arise.

None of the Activity Providers made concrete suggestions for improvements to the

NEA rules indicating general satisfaction from their point of view.

In relation to the NEA procedures, six of the ten Activity Providers indicated their

preference for regular review:

• You always need to review to keep it relevant;
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with one concerned that the procedures were overly complex:

• Students find it a complex process.

Four thought that the NEA procedures did not need fine-tuning, one with a proviso:

• Providing (you are) able to service the NEA needs from a central point;

and another colourfully expressed the need for vigilance in relation to the procedures:

• Again I think forms and procedures fairly straight forward and easy to follow.

Main issue is to maintain standards which comes down to the integrity of

gatekeepers so that if someone is not up to scratch we don't sign off on them. I

feel more like John West I have rejected more fish than I have passed on for

processing!

Again, continuation was the course of action taken in response to feedback from the

activity providers with increased communication to NEA students to clarify

misconceptions that remained in spite of the NEA Booklet, the guide to the website and

indeed the simplification of the rules and procedures, and the NEA website, that had

already taken place. Additionally, two new communication strategies were introduced in

2006 to enhance communication. A face to face interview with each newly registered

NEA student was introduced in 2006. Also, a weekly information table set up for

promotional purposes, as described below, has resulted in students spontaneously and

informally asking the NEA Project Assistant for assistance which has improved general

knowledge of the workings of the NEA (Project Diary 2006).

Promotion of the NEA

The non-completers from amongst the 2005 Cohort (Survey 3) made one comment

about general NEA publicity:

• Needs to be established as a credible award which takes time;

and institutional public relations:

• Should be used to help celebrate the UNE experience.

The NEA Cohort 2006 made six suggestions about the promotion of the NEA:

• Promote it more widely through faculties;
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• More advertisement of closing dates for reflections, special conditions for

closing dates on reflections for students in EHPS faculty who are constantly on

prac. and may miss these closing dates;

• Reinforce the local community's awareness of the program and encourage

participation within it by offering voluntary positions for NEA participants

within CBD, local businesses, student societies, sporting clubs, etc.;

• Encourage students to become involved right from first year;

• More awareness for new students particularly first and second year students.

Brochures are good but they need to hear it; and

• Better publication/promotion of it to newer students.

Four (4/10) of the Activity Providers suggested heavier promotion of the NEA to

current students through orientation programs and via the Student Centre, and to

prospective students through the university website, Open Day activities and initial

offer letters to university applicants. One also suggested that it is time to update existing

NEA posters:

• Time to update visual images, have some colourful banners that providers can

display rather than posters that get lost on notice boards.

There were also four suggestions about using final year NEA students and NEA

graduates to promote the NEA to other students:

• Let's get testimonies from NEA graduates (plus photos) to promote successful

outcomes;

• Utilising current recipients in advertising the NEA. This would be especially

good in colleges where Awardees live currently. The NEA should become a

feature of whole UNE advertising 'the University which offers you more' etc;

• With a number of awards now made, these students need to be put before the

current student body as being their peers - someone they know; and

• Horses to water syndrome! Best marketing can be done by students who have

been recognized for their NEA in the workplace.

Two (2/10) had no suggestions for improving the marketing of the NEA.
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As a result of these suggestions an NEA information table was set up once a week in the

food and beverage area of the University in 2006. This strategy has increased promotion

and general knowledge of the NEA about the campus (Project Diary 2006).

Additionally the visual images were updated on the NEA website and testimonies from

NEA graduates were added to the site as suggested (see

http://www.une.edu.au/nea/Graduates.htm . Note that since its development, described

above (page 1.42), the NEA website has been redesigned to conform to new UNE web

template guidelines (see www.une.edu.au/nea) and in 2007 two podcasts have been added

to the site, one about the NEA and the other an interview with an NEA graduate.

Suggestions about promoting the NEA to the local community and creating more

opportunities for students to engage in voluntary work were not acted upon in 2005 for

several reasons. One was the internal organisational conflict surrounding the issue of

voluntary work described above. Another was that external promotion of the NEA

before its pilot period had been completed and evaluated and institutional decisions

made about its future seemed premature. Also, I was working on a proposal to extend

the NEA to off-campus students which, if accepted, would have ramifications for the

way in which the NEA would be administered outside the university.

Other suggestions for change involved making the NEA compulsory, the awarding of

the NEA certificates and the graduate attributes. Members of the 2006 Cohort

suggested:

• Make the program in some form part of UNE 's degree requirements; and

• Give the NEA a more prominent listing in the graduate UNE booklet, (not just

an asterisk; and

• a prize for most outstanding applicant.

Similarly, one of the NEA activity providers suggested:

• Special additional recognition after award (graduation) such as special

luncheon, drinks, reception.
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In relation to the graduate attributes one of the NEA Cohort 2006 said:

• The attributes of a UNE Graduate need to be scrapped. They do not make sense

and in no way explain how a person is a better person after studying at UNE

and having these attributes. Specific NEA attributes need to be introduced e.g.

leadership, charity, community, career, physical development, etc.

In regards to the ongoing viability of the NEA, one activity provider said:

• It needs stronger support from providers (as guilty as anyone on this score);

and three members of the University executive said:

• Maintain the central overall co-ordination to ensure that there is consistency;

• Need to maintain funding to administer the program; and

• Need to maintain the support of new VC and senior administration.

There was also a lengthy suggestion from one of the activity providers about tailoring

the NEA to suit students' career aspirations:

• Annual reviews of approved activities and providers- at the moment 'UNE

Union' is still listed, but many of its activities are bound to be affected by the

Services UNE Ltd takeover, especially in 2006. Naturally other student-run

activities may also be changed as may the staff overseeing these areas. Perhaps

college-run activities could be reviewed to see if a program of activities could be

undertaken by students to give them; a specific profile to use in the Award which

could also enhance their career options. For instance, if a student wished to be

a Sports Psychologist they might undertake leadership roles in the colleges and

also organize sporting activities. Basically if their NEA experience could be

tailored towards their particular career leanings, it might be viewed as a higher

priority for some students.

These suggestions resulted in either continuation of current practice or delayed

modification. The idea that the NEA be compulsory was considered impractical on

several levels. It would not suit everybody; it would require an impossible level of

resourcing; and it would detract from the prestige of the NEA. The suggestions about

graduation and the UNE Graduate Attributes were left to be incorporated, as planned, in
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my final report to the Vice-Chancellor, as were the suggestions about the ongoing

viability of the NEA. The one exception was the suggestion about a review of the NEA

activities. While the impact of voluntary student unionism had already been addressed

as described above, a general review was implemented in 2006 (see Supporting

Document 1.31, page 5.83). As for the notion of tying the NEA to career aspirations of

students, this was clearly already part of the goal setting and self assessment aspect of

the NEA which was reinforced in the personal interviews after registration and ongoing

assistance with NEA planning. It was also reinforced by the University careers

counsellors, one of whom was a member of the NEA Advisory Committee.

2005 Summary

As described above, the changes that were implemented in 2005 as part of the action

research included further simplification of the NEA website and the unEportfolio;

personal student interviews following registration; the informal information table; and

the changes to the reflective journal.

The most significant milestone in 2005 was the first set of NEA graduations in

March/April and later, in October. Thirteen students graduated with NEAs in 2005, a

notable achievement given the very short time-frame they had to meet the requirements.

The students received, in addition to their degrees, an embossed NEA certificate signed

by the Vice-Chancellor. This was accompanied by an explanatory note (see Supporting

Document 1.32, page 5.84) about the NEA. There was quite a bit of related publicity for

UNE.

There was no official spoken mention of the NEA at the 2005 ceremonies. This did not

change until the 2006 Spring graduation ceremonies, as described above, page 1.35.

However, an NEA recipient had been asked by the Faculty of Economics, Business and

Law to move the vote of thanks on behalf of graduating students at that Faculty's

graduation ceremony. In her speech she said:

I really feel that I have obtained a full UNE experience. I believe that my
time spent here has laid a very good foundation for life-long learning. Not
only have I learned the fundamental principles of commerce, I have
developed life skills to assist me in my transition from University to the
workforce.

One of the major benefits of studying at UNE is that students are encouraged
to have a balanced lifestyle. This is evidenced by the Vice-Chancellor's new
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initiative, the New England Award. This award recognises student's extra
curricular achievements and involvement in activities which benefit the
community, and their own personal growth. I know that students who
achieve the New England Award will be more prepared for working life, and
subsequently highly regarded by employers for years to come. (S. Smith,
pers comm.)

There were also related articles in the UNE magazine, Smith 's and on the UNE news

website. Excerpts from each follow:

The first recipients of the New England Award have received their awards at
the Autumn graduation ceremonies. ... The Vice-Chancellor, Professor
Ingrid Moses, said that she regarded these students as high achieving,
proactive, community-spirited citizens who had developed a broad range of
personal and professional skills and attributes while studying at UNE. She
believed these were the students who would most interest employers looking
for graduates who achieved out of the classroom as well as in it ("Achievers
recognised", 2005).

Nine students graduating from the University of New England this autumn
had something special to celebrate: they were the first recipients of a new
award for involvement in extra-curricular activities contributing to
community and personal development.

The New England Award enables students to take advantage of the unique
range of cultural, social, educational, political and sporting activities, and
leadership opportunities, within the UNE and Armidale communities.

All the recipients agreed that, by enabling them to document their
involvement in campus and community activities, the award had helped
them to present a more complete picture of themselves to potential
employers. 'Employers are looking for life experience', said one of the
award winners (Scanlon 2005b).

These articles were accompanied by a photo of four of the first graduates. See

Supporting Document 1.33 (page 5.85).

Column 1 Conclusion
The action research process throughout 2004 and 2005 played an important role in the

implementation of the NEA by allowing the involvement of all the NEA stakeholders,

most importantly the NEA students themselves. However, the NEA did not come about

easily. Each stage of the process, from the proposal through to the implementation, was

plagued with problems that arose from the organisational context of UNE. While UNE

is a relatively small university, it is, like all universities, a complex organisation.
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According to Becher and Kogan (1980), even when an innovative idea is accepted on

intellectual grounds, it may face difficulty in implementation. Its success will depend on

collective agreement among the key players and also those whose role it is, at the

institutional level, to approve the resulting activity, particularly where additional

resources are required or when they suspect that there is insufficient evidence of

academic rigour

The key players in the process were the product champions, the members of the NEA

Advisory Committee, me and the Vice-Chancellor who funded the project. The role of

organisational leadership was critical in creating an organisational context that was

receptive to the NEA. This in turn enabled a lot of the change through the creation of a

receptive environment (Osborne & Brown 2005, 134). The lack of organisational

leadership in relation to the NEA after the departure of one Vice-Chancellor and before

the next had been convinced of the merits of the NEA, was also critical. This was

especially so when interlevel dysfunction affected the development and implementation

of the NEA and during the period of major organisational change that occurred. An

organisation's effectiveness as a whole is dependent on how individuals, teams and

interdepartmental groups are aligned (Coghlan & Brannick 2005, 112-13) and

organisational leadership on specific issues impacts greatly on their success. There were

times when the product champions, including myself, who were situated in the lower

levels of the organisational hierarchy, felt powerless and pessimistic about the

organisation's ability to allow freedom of individual action, an organisational

characteristic necessary for change (Osborne & Brown 2005, 134)

Nonetheless, ultimately the organisation proved itself to be receptive to change and

innovation and the NEA achieved substantial outcomes in its pilot period. Innovation is

both a process and an outcome (Osborne & Brown 2005, 120). The action research

which sought to inform and improve the development and implementation process, also

sought outcomes. These outcomes are presented in Columns 2 and 3 of the Portfolio.
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